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Foreword

At The Nature Conservancy, opinions about how we should approach our work in cities are as numerous and passionate as
our staff. If you laid them out on a spectrum, the extremes would look something like this:

Cities might seem like a new frontier for The urban context is incredibly complex and raises issues of

The Nature Conservancy, but we've actually systemic neglect by mainstream institutions, including large

been doing this kind of work all along. Our environmental NGOs such as The Nature Conservancy. The
calling card is our ability to get things done well-being of people in cities should not be fully entrusted to

with various partners, and working with outside experts. Communities must have a voice in their own
urban partners isn't essentially different opportunities. We are biodiversity and connectivity experts.

than working with their rural counterparts. Working in cities in service of human well-being raises many

We are avoiding the ‘paralysis of analysis’ complex issues that will be new to many of us. Working sensitively
and using our proven strategies. We use our across differences in privilege, race, class, immigration status and
expertise, work in the radical center, and we gender requires a fearless investigation of both ourselves and our
make sure to keep things moving. We get organization. If we have the hubris to think we know the answers,
things done. we are likely to do more harm than good.

The two paragraphs above both hold significant truths. Together, they illustrate the paradox within which the North America
Cities Network and this Field Guide operate. In our daily work in and with cities, our Cities Network of over 40 staff are
continuously learning more about urban communities and the infrastructure and ecosystems they rely on. We are learning
to define our role in urban areas, as well as to understand our responsibility to the cities and communities with which we

collaborate. Since the inception of this program, we have learned many things that work, and many more that do not.

The Nature Conservancy has worked for decades in complex partnerships for land and water protection, and we are
learning to bring these skills to the next level in service of even more complex outcomes that include supporting the
well-being of people. Our work in cities is at once similar to and divergent from The Conservancy’s more traditional
conservation practices. We are focused on contributing to the sustainability of urban ecosystems, which sit at the crowded
nexus of the natural world, the built environment, human culture, and communities. We exist to improve the lived
experience of urban species—humans and others—in the places that they call home and to protect their right to continue
to thrive in these places. The Cities Network focuses its efforts on low-income and other vulnerable communities whose
well-being serves as an index for the overall whole. While broadening the base of conservation supporters might be an
important byproduct of the Network, it is not one of our stated goals, priorities or outcomes.

Ijoined The Conservancy to lead the Cities Network in September 2014, when there were five official cities in the network.
Through the generosity of The JPB Foundation and the vision of the original authors of the grant that funded the Network
(Kacky Andrews, Caroline King, Emily Nobel Maxwell and Ginny McGinn), we were able to partner with Center for Whole
Communities to build and resource the Network. We expanded to 12 cities and used the Network’s centralized resources to
support state chapter programs while also developing region-wide communication and learning channels and competencies.
At that time, other Conservancy staff often asked me, “Why people? Why cities? Why The Conservancy?” Two years later,
we are working in 20 cities that span the continental United States, and our mission statement, Conservation by Design 2.0,
and Shared Conservation Agenda have led many Conservancy staff to ask a new, rhetorical question: “How could we ever

accomplish our mission without cities?”

The Cities Network predates the launch of The Conservancy’s new planning process, Conservation by Design 2.0, and our
new framework, the Shared Conservation Agenda. Many of the human well-being outcomes and metrics that we started
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using at our inception appeared more radical then than they are now. Now the Cities Network is an organizational priority,
and the Shared Conservation Agenda explicitly calls us to bring transformational positive change in service of people and
nature. Therefore, this Field Guide can help those looking for pragmatic guidance, as well as those who wish to understand
more about how The Conservancy interfaces with cities.

We have assembled best practices from a broad field of internal actors, gathering what we have learned from our work to
date. Our objective is to provide guideposts for Conservancy staff: state and regional directors, science and conservation
staff, and practitioners across The Conservancy who are interested in launching new or expanding on existing urban
conservation programs and partnerships. Whether you are embarking on a Cities program of your own, or seeking relevant
guidance for a project you’ve already started, this Guide captures the early stages of an emerging program. We share what
we’ve learned about planning, getting programs off the ground, handling partnerships and promoting engagement. Our
next version of this guide will focus on latter-stage project development, metrics and recommendations for specific
conservation interventions. While you are welcome to share this version with external partners, it has been written
specifically for an internal audience. As our work is ongoing and evolving, we also welcome your thoughts, comments and

reflections as you read and use the Field Guide.

Mark Burget, our Vice President and Managing Director for North America, once gave me some good advice. He said,
“When you see a paradox, remember: it’s not there to be solved. It’s there to be the container for what you do. All you have
todoislive inside it.”

So, colleagues and collaborators, the first two paragraphs of this Foreword serve as the container for the full potential of
our work in cities. Here is our emerging guidance for living inside it.

Meera Bhat, Director
North America Cities Network
The Nature Conservancy
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Second Cultivating Whole Cities Retreat. Washington, DC. © Sarika Tandon/Center for Whole Communities

Introduction

his Field Guide to Conservation in Cities captures the collective experience of

The Nature Conservancy and Center for Whole Communities (CWC) from 2014
to 2016, as we initiated a network of urban conservation programs in 12 cities across
the United States (Figure 1). This North America Region program, generously supported
by The JPB Foundation, was designed to expand the Conservancy's work in cities. Its
objectives were to culturally and operationally prepare us to engage in urban environmental
issues in and with low-income communities, using an ongoing learning network to
develop and scale successful conservation programs in urban areas.
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Figure 1: The Cities Network from 2014 to 2016 spanned 12 cities.

A key component of the initiative is this Field Guide. Here, we seek to convey what we have learned in our first two years by
providing the reader with the background and context needed to engage in urban conservation, using real-life examples
and sharing additional resources. The Field Guide is written from the dual perspectives of The Conservancy and CWC,
and much of the content is based on both organizations’ well-established practices and processes. Accordingly, in some
instances the guidance will be specific to Conservancy staff. For the most part, however, it should be easily translatable for

other organizations.

The Field Guide is organized as follows. The first three sections provide background by explaining common principles for
urban conservation, the planning frameworks used by The Conservancy and CWC, and some of the big-picture considerations
that are unique to urban work, including the role of environmental justice and the need for community engagement.

We then turn to the practical aspects of designing an urban conservation program. We have included sections on creating a
plan; monitoring, evaluation and learning (ME&L); and fundraising, marketing and communicating. In these sections, we
comprehensively break down the activities into a series of steps based on the varied experiences we have had around the
country, while recognizing that not every step will be needed in every situation. The Story from the Field features, based on
interviews with practitioners from the Cities Network, have been incorporated throughout the Guide. They help illustrate

our work to date and highlight lessons learned.

Even as we write this Field Guide, we are continuing to explore what works, learn from our partners and gain experience
that will guide us in the future. Our experience to date is that in urban areas, it is essential to focus simultaneously on
community well-being, environmental health and the use of natural resources in order to improve quality of life and create
the conditions for both people and nature to thrive. Properly designed urban conservation programs will advance public

health, economic development, social justice and environmental goals, and we hope that this Field Guide will assist

8 = FIELD GUIDE TO CONSERVATION IN CITIES



practitioners seeking to enter this critically important arena. Although the content of this guide represents our experiences

in the first year and a half of building a program, through June 2016, the Story from the Field features reflect our learning

and experiences up to the beginning of 2017. Our learning is a continuous process.

Conservation in Cities

The world is experiencing unprecedented urban growth. Today, more than half
the world population lives in urban areas. Cities are home to billions of people
who depend on healthy natural systems to provide clean water, food, flood
protection and resources for industrial, recreational and other uses. They often
have high concentrations of poverty. Urban areas can contain high concentrations
of poverty, as well as many protected natural areas that sustain biodiversity

within or just outside their borders (United Nations Population Fund).

A growing global population and an increasing trend toward urbanization are
placing higher demands on the natural systems in and around urban areas. In
order to meet the growing demands for clean water, food and energy, cities must
find ways to maintain human well-being through sustainable land use, efficient
resource use and the protection of biodiversity. Innovative strategies for urban

conservation are needed.

Urban conservation is the active management
of the natural resources and systems of a city to
preserve, maintain and restore their functions;
deliver a wide array of benefits to protect
biodiversity; and enhance the well-being of city
residents, while ideally prioritizing the needs of
underresourced and frontline communities.

Although there is no single agreed-upon definition of urban conservation, we
have developed a working definition for the purposes of this Field Guide. Urban
conservation is the active management of the natural resources and systems
of a city to preserve, maintain and restore their functions; deliver a wide
array of benefits to protect biodiversity; and enhance the well-being of city
residents, while ideally prioritizing the needs of underresourced and
frontline communities. To help practitioners grapple with the complexity of
this work, we have also developed guiding principles for purposeful urban
conservation drawn from our initial experience, which will be introduced in the

next section.

What is a city?

Every country has its own
definition of what constitutes
an urban area, and definitions
vary widely. The United States
Census Bureau defines urban-
ized areas as having popula-
tions of 50,000 or more people
and urban clusters as having
populations between 2,500 and
50,000 people. The nation's
urban population increased by
12.1 percent from 2000 to 2010.
The U.S. Council of Mayors
anticipates that by 2042, there
will be 70 major metropolitan
areas with a population over
1,000,000—an increase from
only 51in 2012.

Depending on the goals of an
urban conservation project,
different definitions may be
appropriate for defining the
boundaries of a project area.
For example, administrative or
geopolitical boundaries can be
used to define the area for an
urban project. Alternatively, an
urban area might be defined as
a metropolitan area, including

densely settled areas in the

urban core and the suburbs and
exurbs that surround them.

Urban theorist Edward Glaeser views cities as the most efficient use of human and environmental capital: “Building cities

is difficult, and density creates costs as well as benefits. But those costs are well worth bearing, because whether in London’s

ornate arcades or Rio’s fractious favelas, whether in the high-rises of Hong Kong or the dusty workspaces of Dharavi, our

culture, our prosperity and our freedom are all ultimately gifts of people living, working, and thinking together—the ultimate

triumph of the city.” (Glaeser, The Triumph of the City, 2011, p. 270)
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Michigan Avenue. Chicago, IL. © Lloyd DeGrane

Urbanization clearly has both positive and negative effects on regional ecosystems. On the negative side, cities generate
air, land and water pollution. They put immense pressure on regional ecosystems, including streams and rivers, forests,
and coastlines, and they can negatively impact ecosystem biodiversity. Concentrations of pollutants and other negative
outcomes of poor planning can impose acute environmental challenges at the local level. The land on which cities sit has
historically been considered collateral damage from an ecological perspective—sacrificed to the greater good to relieve
pressure on other lands and provide services to urban dwellers. This view of cities and their relationship to their soils,
waters and ecosystems has been a historic failure of traditional city planning.

On the other hand, urban living can provide a host of environmental benefits. Urban areas are more densely settled, use less
land and share resources and services. This settlement pattern can support the health and well-being of the environment
and its complex systems. A well-planned city can enable low-carbon lifestyles and reduce development pressure on
regional ecosystems.

Urban conservation has the potential to generate multiple, compounding benefits, all of which challenge the narrative that
cities are inherently destructive to nature. Urban conservation also offers us the opportunity to optimize the benefits

that nature can provide human communities, often referred to as ecosystem services. Such services include drinking water
provision, flood- and stormwater mitigation, air purification, shade, urban heat island mitigation, biodiversity persistence,
coastal protection, recreation, aesthetic beauty, and opportunities to support physical and mental health (McDonald,
Conservation for Cities, 2015).

Cities around the world are making strides to revitalize urban ecosystems and better integrate them into the fabric of city
life. In addition, more and more communities are realizing the power of nature to alleviate very real issues facing cities,
ranging from flooding and water quality to air quality and coastal resilience. Solving these problems will improve the quality
of life for urban residents, particularly those in underresourced communities. This is the promise of urban conservation.

10 - FIELD GUIDE TO CONSERVATION IN CITIES



FAQs about the North America Cities Network

Why is The Conservancy focusing on work in cities?

Cities are home to an estimated 62.7% of the U.S. population and cover 3.5% of the country’s land area (U.S.

Census Bureau, 2015). In order to fulfill our mission to “conserve the lands and waters on which all life depends,”

The Conservancy must address the conservation needs of urban areas, which are home to a majority of the U.S.
population. Nature-based solutions have the potential to provide multiple benefits in urban areas. Perhaps the biggest
opportunity lies in improving the quality of life of people in cities while also improving ecosystem function.

Although working in cities has not historically been our focus, The Conservancy has a long history of successfully
building new practice areas over time (e.g., expanding from land-based conservation work into marine and freshwater
conservation, building long-term relationships with ranch communities to conserve ecosystems in the western

United States).

Before the North America Cities Network was started, The Conservancy already had five programs in cities: Houston,
New York, Chicago, Miami and Los Angeles. Because of The Conservancy's established presence throughout North
America, and its conservation, technical and tactical expertise, we have the potential to be an effective driver of
change in the field of urban conservation.

Why is equity a top priority?

Low-income communities are often the most vulnerable to the impacts of climate change and environmental degradation.
By their nature and history, cities are places with deeply entrenched inequities. If we do not pay careful attention to
issues of equity, urban conservation measures could exacerbate inequalities, thereby negatively impacting the health
and well-being of marginalized communities. However, practitioners of urban conservation who convene equitable
processes that respect and support the voices and vision of local communities have the opportunity to generate robust,
innovative conservation solutions. Community engagement can improve the likelihood of the long-term success and
support of a project. Equity-oriented conservation in cities offers us the opportunity to learn where nature-based
solutions can have the most impact for people and nature.

Many communities have not historically been engaged by the conservation movement because of racial, economic and
other barriers. Many of these communities are also heavily affected by environmental degradation in urban areas. When
it provided the funding to launch this network, The JPB Foundation challenged The Conservancy to look differently at
how we do conservation work in cities so that we could be part of the solution to poverty. By doing so, we have the
opportunity to break through some of these historical barriers, and our work can benefit a broader and more diverse
group of people.

Why is The Conservancy partnering with Center for Whole Communities in this work?

As the North America region was developing its urban strategy, it was clear that The Conservancy could benefit from
working with an institutional partner to bring in external perspectives as we were expanding our capacity, particularly
in areas such as cultural competency and engaging with diverse communities. Center for Whole Communities (CWC)
joined in 2014 to co-develop the vision and help launch the North America Cities Network.

From its inception, CWC has brought leaders from diverse backgrounds together to build their capacity to work across
differences. CWC has developed rich methodologies for capacity building for transformative leadership and has
expertise in developing and facilitating inclusive processes. CWC uses Whole Thinking practices such as dialogue,
working with difference, awareness and story to help leaders develop skills for collaboration. CWC also brings Whole
Measures, an equity-based participatory framework for planning, community engagement and evaluation. CWC

has worked with leaders from The Conservancy since 2005 on issues such as leadership development, inclusion and
cultural competency.
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Guiding Principles of Urban Conservation

When The Conservancy began to think strategically about creating city-based conservation programs, it became clear that
to be effective, we had to address human communities as part of the larger biodiversity and ecosystem function that we
sought to conserve. Cities are defined by the density of their human populations. Urban conservation should accordingly be
defined by its emphasis on both people and nature.

Urban conservation can maintain and strengthen the bond between cities, nature and people by deploying nature-based
solutions that conserve biodiversity and improve quality of life in cities. Working successfully in such a complex space
demands that we implement new strategies and follow new guidelines. At the same time, urban conservation is also heavily
dependent on context. What we do and how we do it differs in each place we work.

Our experience to date indicates that despite the diversity of urban conservation contexts, three guiding principles should
inform the practice of urban conservation. These principles protect the interests of people and nature in cities. They are:
(@) understanding the needs of people and nature before identifying and applying nature-based solutions; (b) improving
conditions for human well-being as a primary goal; and (c¢) building cross-sector coalitions (Figure 2).

Three Core Principles of Urban Conservation

Improve Conditions Build Cross-Sector
for Human Well-Being Coalitions
Understanding the needs Improving conditions Developing broad
and challenges of for urban residents as coalitions of partners
both people and nature a primary goal and and stakeholders to
in urban areas before explicitly recognizing be successful.
identifying and applying the mechanisms to
nature-based solutions. achieve that goal.

Figure 2: Our approach to urban conservation follows three Guiding Principles.

Conservation in cities sits at the locus of many complex natural, social and infrastructural systems. These guiding principles
seek to include a range of considerations in the planning and implementation of urban conservation practice. In addition,
they differentiate the practice of urban conservation from other conservation practices that might be happening in or near
urban areas. Rather than focusing only on protecting nature from cities, the guiding principles of urban conservation focus
on protecting nature for cities. This shifts the focus to improving the functions of the systems on which cities rely, as well
as improving the lives of people in cities.

An example of these guiding principles at work is demonstrated by our work in Bridgeport, Connecticut.

12 - FIELD GUIDE TO CONSERVATION IN CITIES



STORY FROM THE FIELD

BRIDGEPORT, CT

Eco-Urban Assessment: A Geo-Spatial Tool Leads

to Deep Greening

When Drew Goldsman began working as an Urban Resilience Planner in Bridgeport,

Connecticut, he needed a method to prioritize where to focus his efforts. Drew

worked with the Connecticut Chapter’s Director of Science, Adam Whelchel, and

GIS Specialist, Manon Lefévre, to create a GIS tool that layered environmental,

health and socioeconomic data. This geo-spatial analysis enabled both ecological

and human well-being impacts to be mapped and prioritized—a relatively new

approach for The Conservancy. The maps created in the assessment helped the

team identify specific areas where investments in green stormwater infrastructure,

open space and trees would have the greatest social and ecological value. The

analysis also helped Drew communicate these needs to the community, municipal

leaders and nonprofit organizations in the area. The following is a description of

how the Connecticut team developed the Eco-Urban Assessment for Bridgeport

© Douglas Gritzmacher

Drew and Adam started the process of building the Eco-Urban
Assessment tool with a series of brainstorming sessions.
They articulated the goals of the assessment and identified
key assumptions, drawing from many informal conversations
that Drew had with nonprofit and municipal leaders about
key environmental issues facing the city. This process helped
them to define priority topic areas, including flooding, air
quality, park access and park connectivity.

The assessment specifically sought to answer the following
questions:

*  Where are flood risks most concentrated in low- to
moderate-income communities?

*  Where are youth living in low- to moderate-income
communities most exposed to poor air quality?

*  What areas are most in need of new parks?

*  Where are opportunities to better connect people with
existing parks?

After identifying the key questions and objectives, the team
reviewed relevant available science and research on the
priority issues, identified the data layers and sources they
would need, and chose intersection mapping, walkshed
mapping and raster hotspot analyses for the assessment.

and how it has influenced their work.

(The walkshed is the walkable area from any point, usually
defined as a range.) They also reviewed existing tools

for prioritization related to green infrastructure and tree
canopy siting.

The team decided to build their own prioritization tool that
would be user friendly and easily translatable for other
municipalities so that similar types of GIS analyses could

be easily implemented and understood. They hired a GIS
specialist who could be a thought-partner to develop the
process and help push them beyond their assumptions. They
built the system to be simple, straightforward and accessible
even to people who are not experienced with mapping.

After the team located the relevant data and added them

to the model, they used the tool to generate maps
demonstrating individual threats and conditions, such as
asthma rates and local flood risk. They also generated maps
exposing intersections between individual threats and
conditions, such as areas with high rates of asthma and

low tree canopy. The tool generated maps that helped the
team identify specific areas where investments in green
stormwater infrastructure, open space and trees would
have a high social and ecological impact. In an effort to focus
the assessment on economically sensitive neighborhoods,
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all of the models used data layers showing the locations of
“low- to moderate-income communities, defined as areas
where incomes were no more than 80% of area median
incomes. They built The Eco-Urban Assessment Story Map
to share some of the city’s stories and the findings of the
assessment.

One of the priority areas identified by the assessment is
Bridgeport's East Side neighborhood. This is a priority
neighborhood for urban conservation due to its flood risk,
low air quality and lack of park access for residents, including
a high concentration of middle- to low-income youth.
Additional challenges include the area’s proximity to 1-95
and other highways, the presence of Connecticut's last coal
power plant, its high percentage of impervious surfaces

and its low (7%) tree canopy cover.

The Connecticut program supported the planning and
implementation of a community-led Deep Greening project
in this area. Goals for this project include planting 150 trees,
addressing local flooding and activating local parks. The
Conservancy partnered with multiple community-based
organizations and leveraged the North America Cities
Network's Strategic Small Grants program to fund their
partners' participation. A key project partner, Groundwork
Bridgeport, primarily works with underserved high school
students from Bridgeport to cultivate their environmental
leadership skills. Groundwork Bridgeport has a strong
commitment to working in the East Side neighborhood and is
co-leading the development of the community engagement
strategy, including a community survey on perceptions of
nature and tree plantings.

Eco-Urban Assessment. Bridgeport, CT. © The Nature Conservancy

Another organization, Green Village Initiative, is in charge of
most of Bridgeport's community gardens and runs related
food access/security programs. The Nature Conservancy in
Connecticut provided a small grant to fund Green Village
Initiative's renovation of three gardens in the East Side. By
supporting the renovation of the gardens, as well as working
with the organization to develop a community-led vision

for an additional vacant lot, The Conservancy is building on
this strong partnership and helping grow a much-needed
community asset.

The Eco-Urban Assessment helped Drew and his team
recognize the intersecting needs and opportunities in the
East Side neighborhood of Bridgeport. The Deep Greening
project will result in the concentrated greening of a
neighborhood where nature-based solutions will have a
strong human well-being impact.

The three guiding principles of urban conservation were demonstrated by the Eco-Urban assessment and the Deep

Greening work in Bridgeport as follows:

1. Understand Needs of People and Nature: The design and implementation of the tool and Eco-Urban assessment created

a method for understanding the needs and challenges faced by people and nature in Bridgeport.

2. Improve Conditions for Human Well-Being: By placing an emphasis on socioeconomic as well as ecological data, the

assessment supported the team in finding ways to improve conditions for human well-being as a primary goal and will be

actualized through the implementation of a Deep Greening Initiative in the East Side of Bridgeport.

3. Build Cross-Sector Coalitions: Through informal conversations with nonprofit and municipal leaders, as well as formal

partnerships with community-based organizations, Drew and his team have begun to build the relationships necessary

for a broad coalition.

In the next section, we will outline the two big-picture approaches to work planning used by the partner organizations

in this network, The Conservancy and CWC. These approaches provide the foundation for turning the guiding principles

into action plans.
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Railroad Park. Birmingham, AL. © Devan King/The Nature Conservancy

Our Guiding Frameworks

U rban conservation requires a planning approach that takes into consideration the
complex interplay between natural systems, urban infrastructure and human society.
Therefore, conservation practice in an urban setting requires expertise in natural
resource management and ecosystems, the ability to assess positive and negative human
impacts, knowledge of equity issues, and the capacity to foster respectful collaboration
with diverse communities. In this section, we provide an overview of planning frameworks
from both organizations supporting this urban network, The Nature Conservancy's
Conservation by Design 2.0 (CbD 2.0) and Center for Whole Communities’ Whole
Measures (WM).
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In order to provide context, we include a brief history of how and why each framework was developed. We then outline
the overarching goals of each approach and highlight specific instances in which the two frameworks fostered a synergy
of holistic and evidence-based planning in the Cities Network. Both frameworks provide a useful touchstone for any
conservation practitioner seeking to engage in urban areas. More information on each framework can be found on the

organizations’ respective websites.

Conservation by Design (CbD 1.0) was created by The Conservancy in 1997 to provide a clear method for focusing the
organization’s efforts in a way that could be replicated in all the states and countries in which we worked. This framework
took advantage of then-nascent spatial analysis software to examine where different aspects of biodiversity aligned.

CbD 1.0 also incorporated basic elements of adaptive program management, including iterative cycles of planning, acting,

confirming what happened and then changing course if needed.

In 2002, several large conservation organizations created the Conservation Measures Partnership (CMP), and this
adaptive management process was revised and codified in the Open Standards for the Practice of Conservation employed
by the CMP.

CWC worked with members of the CMP to create a cadre of Conservation Action Planning Coaches aimed at inclusive
stakeholder planning and initially housed in The Conservancy. During the 2010s, it became an independent non-profit, the
Conservation Coaches Network. CbD was revised to reflect shifting organizational priorities in 2007, and again in 2015.

The most recent version, CbD 2.0, was published in 2016. It reflects a change that took place in 2012 in The Conservancy’s
mission and vision to implicitly include people: “conserving the lands and waters upon which all life depends” and “people
act to conserve nature for its own sake and its ability to fulfill our needs and enrich our lives.” CbD 2.0 has four primary

advances:

e Including people explicitly in conservation provides a strong link to our work with urban communities and asks
practitioners to expressly consider people as part of the ecosystem in which we work. This includes incorporating social
safeguards and ensuring that historically marginalized people and communities (e.g., low-income communities,
indigenous peoples, communities that depend on the local environment, communities of color, women, children, the

elderly) are not negatively impacted and that we incorporate social safeguards into project planning and implementation.

e Anemphasis on systemic change follows the creation of “whole systems” as a unit of conservation at The Conservancy.
This is intended to foster work across state, national and other types of cultural, economic and ecological jurisdictions.
It refers to creating, strengthening or shifting the social, economic, political and cultural systems that comprise and
sustain a socio-ecological system.

e Spatial planning is now integrated with developing strategies in order to consider the where, the how and the why of
what we can do simultaneously.

e The use and documentation of evidence, whether in the form of peer-reviewed journals or local knowledge, should
inform our choices, justify our actions and help us learn going forward.

CbD 2.0 contains 14 steps grouped around five major phases (Figure 3). Below, we describe what is accomplished in
each step.
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Identify Challenges and Goals

1. Specify Planning Context. Define the scope to ensure a focus on significant conservation problems and the relevant
geographies where those challenges will be addressed.

2. Conduct Situation Analysis. In close collaboration with key stakeholders, analyze evidence to describe current and
predicted future situations to identify conservation targets, directly related human interests, threats, drivers, risks and
opportunities for creating change.

3. Draft Goal Statement. Specify the minimum change needed to contribute to desired systemic change, both for nature
and directly connected outcomes for human well-being.

4. Share Advances in Knowledge Through Relevant Pathways. Identify the key lessons learned in the process of
identifying challenges and goals, determine who needs or will use that knowledge, and document and disseminate
appropriately.

Five Major Phases of CbD 2.0 Adaptive Management Framework

IDENTIFY CHALLENGES
AND GOALS

MAP STRATEGIES
AND PLACES

MEASURE
AND ADAPT

Evidence
Base

TAKE
ACTION

DEFINE
OUTCOMES

Figure 3: There are five major phases of the CbD 2.0 Adaptive Management framework.
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Map Strategies & Places

5.

Identify Candidate Strategies. Articulate potential strategies to meet your goals, using insights gained in the situation
analysis to consider both known and novel strategies and to seek strategies that lead to systemic change.

Construct Results Chains. Articulate the logic for why proposed actions will change an undesired state to a desired

state. Articulate the assumptions necessary for this to happen, and synthesize evidence regarding these assumptions.

Map Strategies and Opportunities. Characterize the potential magnitude of the effect of different candidate
strategies, enabling the evaluation of the contribution of each strategy toward stated goals. This allows an estimate of
the conservation return on investment (ROI) for each strategy, which can inform the selection of strategies to
implement. Strategy and opportunity mapping also aids the implementation of selected strategies by identifying where
each strategy can most effectively touch down in space.

. Select Strategy or Strategies. Identify strategies that, if successfully pursued, at least meet the minimum goal, have

relatively good conservation ROI, avoid negative impacts to vulnerable people, and have acceptable levels of financial

and reputational risk.

Share Advances in Knowledge Through Relevant Pathways. Identify the key lessons you have learned in the process
of mapping strategies and opportunities, determine who needs or will use that knowledge, then document and
disseminate appropriately.

Finalize Outcomes & Develop Measures

10. Articulate a Theory of Change. Convert draft minimum goal statements into specific outcomes based on insights

11.

gained in developing results chain and strategy maps. Articulate the problem, the solution, and why your organization
or team is positioned to implement the solution in a succinct way that colleagues, partners, stakeholders and funders
can understand and support.

Define Measures and Create a Monitoring and Evaluation Plan. Explain how essential evidence gaps and monitoring
needs will be filled to determine project success or failure, mitigate legal and reputational risk, avoid and mitigate
negative impacts, influence others to replicate and leverage work, satisfy donor expectations, and adaptively use

monitoring and evaluation information to manage the project.

Take Action

12. Implement Strategy(ies) using Sound Project Management. Provide clarity around roles and develop work plans and

budgets. Implement monitoring and evaluation plan.

Evaluate and Adapt

13. Evaluate. Conduct analysis and evaluation to fill essential evidence gaps and satisfy monitoring needs.

14. Adapt. Use monitoring and evaluation to assess progress toward goals and outcomes and assess the need to adapt to

changing conditions, unintended consequences and new opportunities. Share lessons learned via relevant pathways.

The following story provides an example of how the Louisville, Kentucky, urban conservation program used the CbD 2.0

phase “Identify Challenges and Goals” to find a direction for work that focuses on public health and green spaces.
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STORY FROM THE FIELD

LOUISVILLE, KY

The Green Heart Project: Linking Green Spaces to

Public Health

© Douglas Gritzmacher

Why did you decide to pursue a project that links
green spaces with public health?

e In Louisville, your zip code is your number one
predictor of health outcomes. Life expectancy is
11 years lower in certain low-income neighborhoods than in
middle- and upper-income neighborhoods. Louisville is
known as the “coronary valley,” with twice the national
average of cardiac disease and cardiac deaths, which carries
an annual price tag of $660 million. We rank 17th out of 17
peer cities in air quality and are routinely ranked as one of
the worst cities in the country to live in if you have asthma.
Louisville also has the fastest growing documented urban
heat island in the nation.

When | saw that factors such as proximity to freeway traffic
and industry, low tree canopy and urban heat are ultimately
taking years from people’s lives in certain neighborhoods,

| realized that green spaces could be part of the solution.
Research suggests that trees can affect health outcomes, but
unfortunately, Louisville loses an average of 54,000 trees
per year. The city, with support from many groups, has made
the stewardship and enhancement of the urban tree canopy
a top priority. We began to ask ourselves, who was going to
pay for all these new trees and where would they be planted?
We saw an opportunity to collaborate with local partners to
advance emerging science connecting nature to health and

In Louisville, The Nature Conservancy is engaged in an innovative partnership to
assess the relationship between green spaces and the health and well-being of
urban communities. The Green Heart Project will test whether an increase in
vegetation reduces the levels of air pollution in Louisville and will document the
effects of increased tree canopy on levels of obesity, diabetes, heart disease and
mental stress. The study will also assess how greening efforts affect residents’
sense of community and participation in outdoor activities. The project partners will
work with neighborhoods to develop strategies to improve the health of Louisville
residents. If successful, this project could serve as a model for how urban green
space can reduce air pollution and, in turn, cardiovascular disease. In this interview,
Louisville Urban Conservation Director Chris Chandler talks about the Green Heart
Project and The Conservancy's role within it.

to inform new landscape policies that promote health for
people and nature in our city.

How did The Conservancy become involved in the
Green Heart Project?

e | have been so fortunate to build relationships with

inspirational leaders, including Christina Lee Brown,
founder of the Center for Interfaith Relations and the
Institute for Healthy Air, Water and Soil. These leaders have
profoundly influenced my thinking on nature’s ability to
enrich our lives. | introduced Conservancy leaders who
were committed to our urban work to Ms. Brown, and she
challenged and inspired us to invest in science that seeks
answers to new questions about nature-based services for
people. The Kentucky Chapter was in the process of
developing a new conservation agenda with a dual focus
on both nature and people, so the timing was ripe for this
kind of partnership.

Who are the local partners involved in the Green
Heart Project? What is it like to work with such an
interdisciplinary group?

The partners in the Green Heart Project include
The Nature Conservancy; the Institute for Healthy
Air, Water and Soil; University of Louisville; Center for
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Neighborhoods, and Hyphae Design Laboratory. These
organizations are working with Metro Louisville Government
and local neighborhoods to launch a long-term clinical trial
to test whether greening a neighborhood improves residents’
health. We knew that no one organization or sector can

fully address issues of public health and access to nature-
based solutions. This inspired us to embrace cross-sector
collaborations with our new partners. It's not always easy,
but we are learning to work together across disciplines

and are building trust. We are becoming a tightknit group,
committed to improving our interactions while also

having fun.

How have you engaged with different levels of The
Conservancy to do this project?

e We worked to build internal alignment outside
Kentucky with the North America Cities leadership
team and with the Global Cities team by contributing to a
situational analysis on air and heat. The outcomes from
that work gave us the “Aha!” moment, when we created a
strong theory of change that led to healthy people as the
conservation outcome. The Green Heart Project narrative
was emerging locally and seemed to build a case for
action based on our strategy work and the newly emerged
Conservation by Design 2.0 guidance. In Kentucky, we
recognized that we would need support from the broader

organization to align the project with the new strategies,

to finance the greening, and to shape the research study
design using science. Without these internal alignments, we
would not have been able to lead this project in Kentucky.
Our partners have said that our doing so gave them the
confidence to push the project forward and submit a funding
proposal to the National Institutes of Health.

What will your “on the ground” impact be with the
Green Heart Project?

e The Conservancy will work with our partners and
the community to manage the strategic planting of
more than 9,000 mature trees and shrubs and over 15,000
native plants on public and private properties in Louisville
neighborhoods. We will care for the new plantings for five
years while stewarding the health of the urban forest.
We have begun this work by identifying ash trees that
are at risk from the emerald ash borer and prescribing
conservation treatments to protect them for years to come.
We are also providing overall project coordination and
tracking for the many teams working on this project,
including community engagement, air quality monitoring,
clinical research and greening, and we are assisting with
on-the-ground community engagement. We are fundraising
millions of dollars, both locally and nationally, to support
this ambitious work.

Community-wide planting event. Louisville, KY. © Devan King/The Nature Conservancy
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Historically, conservation practitioners have measured success in dollars, acres and biological diversity, without including
factors related to community well-being. Whole Measures serves as a foundation for a highly integrated, whole-systems
approach that effectively embraces a wide variety of values, such as social equity, ecosystem health, community engagement
and economic vitality. What makes it unique is that it centers community well-being as a fundamental priority. When
applied to a social or environmental change initiative, WM is a flexible framework for planning and evaluating that can be

adapted to meet organizational and community goals.

Whole Measures originated at the Trust for Public Land (TPL). The work began with a bottom-up query to field staff
around the country about projects that had impacts beyond the “property line,” influencing the life of the community. TPL
staff then worked to articulate the core values and benefits that their conservation work ideally might achieve. TPL shared
this work in order to help conservation work have stronger impacts and be more innovative. In 2003, Center for Whole
Communities convened a conference hosting a multi-disciplinary advisory council of social scientists, biologists, urban

planners, writers and land conservationists who created the original template for Whole Measures.

CWC has continued to develop and refine Whole Measures with diverse partners and has since shared WM with the larger
conservation community so that it may be applied to a wide spectrum of efforts, encompassing land conservation, urban
ecology, food systems, social justice and community-building.

The first generation of the Whole Measures for Urban Conservation (WMUC) framework was completed in 2016 and
focused on four values-based areas that are integral to the development of equitable conservation outcomes: Justice and
Fairness, Economic Vitality, Community Engagement and Community Resilience. WMUC was designed by a multi-
disciplinary working group with members from The Conservancy and CWC. WMUC was developed to guide the planning,
evaluation and community engagement strategies of urban conservation projects and seeks to broaden definitions of
success by including outcomes that improve quality of life for underserved communities.

The WMUC framework is composed of a set of scoring guides or rubrics that apply across different areas of socioeconomic
impact. WMUC is also intended to support a participatory process in which conservation practitioners work in partnership
with diverse constituencies to plan and evaluate urban conservation work. This framework is intended to be used as part
of a stakeholder engagement process, with the content adapted to address specific conditions and contexts. An extensive
guide to WMUC can be found in Appendix A of this document, including a guidance document and a table of rubrics. Each
rubric contains specific objectives and indicators that can be used for evaluation, planning and engagement.

In practice, the WM framework helps foster several processes that are key to working with communities on urban
conservation. The process of WM can have the following benefits:
Supporting collaboration and creating alignment

¢ Whole Measures provides a structure and format for engaging dialogue between different organizations and the

communities in which they work.
¢ Conversations guided by Whole Measures can foster more effective, reciprocal and collaborative relationships.

¢ Engaging internal and external stakeholders with the rubric creates a structure for discussions that center on key

potential socioeconomic impacts of urban conservation strategies.
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Planning for and measuring impact

¢ Whole Measures helps organizations align their program priorities, decision-making, resources and activities with
their overall vision and values.

¢ Using participatory methods to develop program objectives and scaled measures of success related to urban
conservation and equity can support both planning and evaluation.

¢ Stakeholders can use the rubric to qualitatively evaluate the impacts on a scale from negative impact to highest positive
impact at different phases of the project or program cycle.

Chicago was the first city in which the Cities Network piloted Whole Measures for community engagement. The following
story describes the process and outcomes of this work with Whole Measures.

Fifth Cultivating Whole Cities Retreat. Denver, CO. © Joshua Carrera/Center for Whole Communities
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STORY FROM THE FIELD

CHICAGO, IL

Using Whole Measures to Support Collaboration

and Evaluation

© Douglas Gritzmacher

In 2015, Center for Whole Communities (CWC) presented the Whole Measures
framework and methodology to the North America Cities Network. John Legge,
Chicago Conservation Director at The Nature Conservancy, realized that Whole
Measures offered a valuable opportunity to experiment with measuring human
well-being impacts in urban conservation. Having spent many years at The
Conservancy, John was confident about demonstrating ecological outcomes in his
work, but he needed new methods to measure the benefits of his work to human
communities. John and his colleague Karen Tharp, Chicago Director of Urban
Stewardship and Engagement, worked together to develop original Whole
Measures rubrics for their work at the Burnham Wildlife Corridor (as well as at
another site, the Indian Boundary Prairies). With the CWC team advising them on
their process and offering regular coaching and on-site facilitation, they brought
Whole Measures into a collaborative process with partners. This story describes

how John and Karen used Whole Measures with their partners to support

collaboration and measure impact in their work at the Burnham Wildlife Corridor.

Background

The Conservancy's Chicago program seeks to benefit both
people and nature by increasing volunteer-led restoration
and stewardship in Park District natural areas. In 2014, The
Conservancy played a key role in a community engagement
and restoration project in the Burnham Wildlife Corridor, a
6-mile-long city park bordering Lake Michigan. One of the
largest contiguous natural corridors in the city, this area
borders economically challenged South Side neighborhoods
and provides important migratory songbird stopover habitat.
In the 2014 project, 700 local volunteers planted over
10,000 tree seedlings to reforest a section of the park.
More than 30 local community groups participated in
volunteer recruitment. Three major institutional partners
oversaw coordination of the project: The Conservancy, the
Chicago Park District and The Field Museum. This event
served as the launching point for ongoing efforts to engage
and involve nearby communities in the restoration of the
Burnham Wildlife Corridor.

The Burnham Wildlife Corridor was an ideal location to pilot
Whole Measures because of the project’s ongoing community
engagement goals, the economically and racially diverse

neighborhoods involved, and the combination of partners,
ranging from large institutions to small local groups. The
Conservancy staff shared background information on the
Whole Measures process internally with their chapter
leadership and received support and encouragement. Their
institutional partners also responded enthusiastically. John
and Karen were able to work together to develop their
understanding of Whole Measures, while also receiving
regular coaching, process consulting, and on-site facilitation
from the CWC team.

Process

Whole Measures can be used to support program planning,
community engagement and evaluation. John and Karen
used the Whole Measures process to support all three of
these goals in pre-established programs. First, they reviewed
the original Whole Measures rubrics that were developed
for land-based conservation work, to use as a reference for
developing the most relevant measures of impact on human
communities at the Burnham Wildlife Corridor. The measures
were organized into four general categories: community
engagement, connecting people with nature, strengthening
communities and strengthening stewardship. They engaged
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with CWC for regular Whole Measures coaching, strategy
and planning sessions to refine and prioritize their initial
draft ratings system to make sure it was applicable and
manageable.

In January 2016, Ginny McGinn and Kavitha Rao from CWC
facilitated a half-day workshop to help the partners apply

the measures to the Burnham Wildlife Corridor project. The
15 participants, including several staff from each of the two
institutional partners, two stewardship volunteers, and a
representative from one local community group, worked to
rate the collective efforts to date on the restoration according
to the 10 measures. During the process, they discussed the
project’s challenges and their hopes for it.

The Conservancy and partner staff left their first meeting
with an increased awareness of two obstacles to success: the
power imbalance between large institutions and community
organizations, and the lack of clarity regarding overall project
goals and partner roles. The Whole Measures process was
valuable in illuminating these issues and in strengthening
collaboration and supporting alignment between partners.

In addition, the process was used to create a baseline
assessment of impact on communities in the four categories
in the rubric.

In May 2016, the team convened again with a broader range
of partners, including 16 community groups and many of
the participants from the 2014 planting, in an effort to
reconnect them to the Roots and Routes community
engagement initiative at Burnham Wildlife Corridor led by
the Chicago Parks District and The Field Museum. CWC
provided strategic process expertise and facilitated the
meeting. The group discussed how to create a vision around
Burnham Wildlife Corridor that would increase collaboration
among partners, and they outlined what each member

“Partnering with CWC and using Whole Measures is a
different way of working and is changing the culture of

how we work for all of us, including the partners on this
project. CWC's approach to developing shared spaces
where all participants have an equal voice is powerful.

We work with partners and community members and

small organizations that are on a shoestring budget. It's
necessary to have a process that brings everyone up to

the same level. The rubric and assistance from CWC have
been essential in keeping that space alive. They keep us
from failing into old habits like taking over the conversation,
having meetings without compensating community partners
or forgetting about certain sensitivities. | appreciate having
the community partners at the table, and they have greatly
appreciated the small stipends we paid.”

— Karen Tharp

could bring to the table. At the suggestion of CWC, The
Conservancy offered small stipends to members of
community-based organizations to compensate them for
their time and participation in these meetings.

The group convened again in November 2016 to further
define specific partner roles and outcomes of the work. Two
groups were formed to discuss specific opportunities to
connect families and young children, adults, elders and teens
to the park for ecological stewardship and cultural events.

Over the course of the collaboration, the Whole Measures
process was well received and appreciated by program
partners and process participants. The Chicago Parks
District and The Field Museum are planning to use the
Whole Measures rubrics designed by John and Karen for
Burnham Wildlife Corridor as a joint guidance document
that will guide priorities and support monitoring and
tracking of community benefits.

Benefits of the Whole Measures process in the Burnham Wildlife Corridor Partnership:

= Strengthened collaboration between partners
* Opportunity for group dialogue
* Improved clarity about partner roles

* Leveling of the power imbalance in partner meetings

* Increased internal capacity of The Conservancy team to work equitably with community-based organizations
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Pedals and Petals: A Community Planting and Bike Ride at Ping Tom Park. Chicago, IL. © Laura Stoecker
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CbD 2.0 and Whole Measures: Synergies for Urban Conservation

Since 2014, The Conservancy and CWC have worked together to apply and experiment with these two frameworks in

various cities across the United States. Although CbD 2.0 tends to focus on evidence-based analysis and WM has a strong

emphasis on social impact measures, we have found synergies in the practice and implementation of these frameworks.

For example, both frameworks emphasize human well-being and stakeholder engagement (see Table 1 for more synergies).

TABLE 1. Synergies of Frameworks for Conservation in Cities

PLANNING FRAMEWORK

PLANNING PHASE

CONSERVATION BY DESIGN 2.0

WHOLE MEASURES FOR URBAN
CONSERVATION

Whole Measures for
Urban Conservation

Map strategies and
places

Define outcomes and

measures

Take action

Evaluate and adapt

Specify the planning context, conduct a
situation analysis and draft a minimum
goal statement

Identify candidate strategies, construct
results chains (i.e., logic models),
perform strategy and opportunity
mapping, and select strategy

Articulate theory of change, define
measures, and create monitoring and
evaluation plan

Use sound project management
approaches that include a project
charter, work plan, budget and
stakeholder engagement plan

Assess progress toward goals; assess
risks and unintended consequences that
may require mitigation; produce results
tailored to influence key audiences to
replicate strategies

Ensure that equity and value-based
areas (e.g., justice and fairness) are
explicitly and intentionally incorporated
into the conversation from the onset

Engage with a diverse range of
stakeholders to plan and evaluate
efforts; engage in open dialogue to
discover possible unintended negative
impacts and opportunities

Experiment with adapting the WM
rubric; include stakeholders in
envisioning and prioritizing different
potential and intended outcomes

Plan time and resources for continued
stakeholder engagement throughout the
planning, implementation and evaluation
phases of project

Use rubrics to assess impacts, learning
from experience to improve work

over time; move through adaptive
management steps iteratively; revisit
earlier steps and re-engage partners in
new ways

Applying CbD 2.0 and WMUC together has the potential to combine scientific and relational rigor in both process and

outcomes and can lead to improved and lasting conservation and community outcomes.
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Community-wide planting event. Louisville, KY. © Christopher Chandler/The Nature Conservancy

Core Practices for
Urban Conservation

e have identified two key components that are common to all urban work and

that constitute core practices for urban conservation. These components must
be top-of-mind for all practitioners entering the urban arena. Regardless of their
training, background, conservation goals or strategies, all conservation practitioners
entering the urban arena should have a basic knowledge of environmental justice. This
awareness should inform our approach and will influence how we are perceived as we
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conduct our work. In addition, we should commit to learning what constitutes meaningful
engagement and fair and just treatment of others with whom we work. This section
briefly outlines key concepts of environmental justice and meaningful community
engagement and is meant to guide practitioners toward more robust collaborative and
partnership approaches to working with the myriad of stakeholders they will encounter
as they work in cities.

Environmental Justice and Urban Conservation

Proponents of environmental justice advocate for the
rights of all people to have a healthy environment and to

Key Principles of . . -
. ) live, work and play in communities that are free from
E nvironme nta I J u St ice life-threatening environmental degradation. Urban

conservation efforts should support environmental justice

Self-determination and the efforts of frontline communities who are self-

Protection from environmental waste and toxicity organizing to overcome the environmental threats in their

Public policy that is based on mutual respect and communities.

free from discrimination and bias

. . . The environmental justice movement works to address
Investment in sustainable infrastructure and . . .
) the fact that facilities such as toxic waste sites, landfills,
economic development L. . L. .
incinerators and industrial infrastructure are dispropor-

The fundamental human rights to clean air, land,

tionately sited in or near communities of color and commu-
water and food nities facing poverty. It is particularly important that as we
Creation of shared wealth approach urban conservation we understand and support
environmental justice, as the conservation movement has
(See the complete list of the 17 Environmental Justice not always been respectful of marginalized communities.
Principles adopted by the delegates of the First

National People of Color Environmental Justice For example, the creation of many national parks displaced

Leadership Summit in Washington, D.C. in 1991.) indigenous people from land to which they had been

relocated by European colonialists in the 1800s. Similarly,
many black family farmers were displaced to create
National Wildlife Refuges. Learning this history is critical to avoid repeating the errors of the past and to understand

why some communities may not trust conservation organizations. In some cases, when The Conservancy or other
conservation organizations enter a space, they will be perceived with distrust because of the history of the conservation
movement. Being aware of this history and these perceptions is important when entering a new work space and initiating
new partnerships, where a foundation of common understanding and trust is critical to building authentic relationships.
Itis important to show humility and to seek to understand the community’s history and how it affects their willingness

to collaborate.

Another key issue related to historical inequities is gentrification. One of the many benefits of bringing nature to cities is
that it increases property values, which also allows rents and tax revenues to increase. While this benefits property owners,
it can displace limited-income renters from their communities. Preventing negative impacts such as displacement will be
an important focus of conservation efforts in cities.

The Conservancy is a large and well-funded conservation organization. Due to its predominantly white membership,
leadership and staff, it is important for The Conservancy to be self-reflective as it begins to work in cities and with
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Reading Viaduct. Philadelphia, PA. © Marc Steiner

Environmental justice exists “when environmental risks,
hazards, investments and benefits are equally distributed
without direct or indirect discrimination at all jurisdictional
levels and when access to environmental investments,
benefits and natural resources are equally distributed;
and when access to information, participation in decision-
making, and access to justice in environment-related
matters are enjoyed by all.”

— Steger, Coalition for Environmental Justice, 2007
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communities that have been historically underrepresented

and underresourced. It is critically important to step into Su ppo rtin g Environmental
Justice in Urban Conservation

the space with an awareness of the conservation
movement’s historical impacts on communities of color and

with a humble and open outlook. It is also important to . . .
. . Invest time and resources in training your team

closely monitor the effects of programs that touch down in . . .
. around issues of power, privilege and working

the complex urban space, as they may play out in .
. . across differences.
unexpected ways that produce unintended negative

consequences for underserved communities. Build and maintain respectful and reciprocal

relationships with community-based
environmental justice groups.

Understa nding Power Dyna mics Share decision-making power, media attention
and credit with community-based partners.

Due to their size and scale, large environmental organiza- When writing grants to partner with community-

tions have access to greater financial and philanthropic based groups, include them in the process as early

resources than do local community-based organizations as possible.
(CBOs). They also function in a more hierarchical manner .
. Create budget allocations that allow you to pay

and have greater access to traditional power structures . L.
community-based partners for their time.

such as local, state and federal government and private
and foundation funding. It is important to be aware of
this power differential and to respect community voices
when working with smaller organizations and community groups.

The Conservancy has demonstrated that it can be a respectful and powerful partner in local communities. There are ways to
work at the local level that have profound impacts and to be involved in, support and lift up local initiatives without usurping
the roles of CBOs and community leaders. The Conservancy can play an important role as an ally to CBOs, while continuing

to seek innovative ways to work at the local level to improve life for residents.

Chapters within the organization may engage with local environmental justice groups in different ways. While they may
navigate the local landscape in whichever way they see fit, they should remain accountable to local environmental justice
efforts. Part of being an environmental justice ally is taking the time to build relationships, listen to the environmental
justice leaders and community members, and treat them as experts who hold valuable local knowledge. The Conservancy
needs to be aware of this knowledge in order to be effective and achieve its mission. Conservation practitioners are often
surprised by what they hear from the environmental justice community. It is very important to be willing to questions

one’s own assumptions and consider different perspectives.

Urban conservationists should aim not only to provide a broad range of human and ecological benefits, but should generate
equitable outcomes that are consistent with the principles of environmental justice and that respect and support the
self-identified needs of underrepresented urban communities. Investing appropriate time and resources in community
engagement is a key factor in supporting environmental justice.

The following story describes how the urban conservation program in Philadelphia is working to centralize environmental
justice principles in their work.
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STORY FROM THE FIELD

PHILADELPHIA, PA

Integrating Environmental Justice Principles into
Urban Conservation Strategies

When Julie Ulrich, The Nature Conservancy's Philadelphia Urban Conservation

Director, set out to create a new urban conservation program for the Pennsylvania

Chapter, she wanted to focus on environmental justice issues. At the same time,

she wanted to align the work with her chapter’s overarching conservation goals.

Here, Julie talks about how she strategically integrates environmental justice

principles into her work.

What are your urban conservation goals, and how are they connected to

environmental justice?

e Our goals in Philadelphia are rooted in environmental justice issues but

framed within traditional conservation language. Our broad goals for the

© Marc Steiner

program will address healthy waters, air quality, the heat island effect, building

community leadership and improving natural lands.

How are you working to ensure healthy waters in
Philadelphia?

e On a small but concrete level, | have been working

at W.B. Saul High School with seniors studying
environmental science, some of whom have had rough
background experiences. We did a design workshop, and
| paired them up with graduate landscape architecture
students of color, as well as practicing engineering and
landscape architecture professionals. It was a tiered system
to bring sustainable design skills to the students, teaching
them surveying and drafting skills, while they help with a
project to benefit water quality. The project is designing
a bioswale system for their school, over a period of six
months—that’s a drainage course to remove pollutants from
runoff. After the first workshop, the teacher said, “This is
how education should be done.” The bioswale will have a
conservation impact, but it's also touching so many people’s
lives. The fact that we brought in professionals to work with
these students meant a lot to them. One of them said to me,
“Everyone overlooks us.” These are students who don't get
these kinds of opportunities regularly.

How do you plan to improve air quality and reduce
the urban heat island effect?

First, we are working in the Belmont neighborhood,

looking at multiple greening approaches and how
they might improve air quality, reduce the heat island effect,
reduce flooding and provide safe outdoor spaces for residents.
We are not just doing a scientific analysis but also asking
how we can convene the entire neighborhood, not just for
tree planting but to make quality of life improvements and
identify the intersections with nature. We are pairing up
with housing entities and faith-based communities so that
we can do environmental improvements that don't trigger
gentrification.

For example, we are partnering with the Friends Rehabilitation
Group, a nonprofit organization that provides affordable
housing for seniors, low-income families and special needs
individuals. They are a faith-based group as well as the largest
landowners in that neighborhood. They try to incorporate
urban agriculture and rooftop gardens but need assistance in
providing more opportunities for their residents. We are in
the planning stages and will be working closely with them to
strategize how to do greening work that will not cause the
displacement of community members.

The Reading Viaduct is another interesting project
in Philadelphia that is working to build community
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leadership, improve green space access, and preserve
community culture. Can you tell me about your vision for this?

The Reading Viaduct is an old elevated rail line that

goes through eight different multicultural neighbor-
hoods in Philadelphia. This rail line is three miles long—some
elevated, some subterranean—and is likely one of the biggest
rail line conversions in the country slated for development as
a green space. Ecologically it's stunning; there are so many
species up there. It's also striking how many cultural assets
are in that area. All of it is at risk for undergoing traditional
development that would not take into account the effect on
current neighborhood residents. Although the High Line in
New York City is very popular, the process to develop it was
not inclusive; it was intentionally done to redevelop the
meatpacking district. In Philadelphia, we have an opportunity
to re-envision an equitable process for this. We are looking
for a better model of community engagement: how do we
residents understand what the risk is, and how do our vision
and fingerprints get on it? I'm interested in cultural assets
and people’s livelihoods, and setting the tone for equity early
in this process. I'm partnering with Friends of Rail Park and
the Land Health Institute, which does public engagement with
communities to re-envision community access to nature. The
end goal is to spark a better design and development process
that fosters both ecological and social resilience.

What are you doing to improve natural lands within
the city?

e So far, we have used awards from the North America

Cities Strategic Small Grants program to support the
Philadelphia Orchard Project in a couple of events. First—this
was wonderful—we put in an orchard and edible gardens
with them at Casa Del Carmen, a Latino community center.
It was their first edible space.

The second was with Monumental Baptist Church, which has
an African-American congregation. We had an intergenera-
tional workday where we cleaned out overgrown brush and
weeds in an adjacent vacant lot and brought in fruit trees and
edibles, and neighbors came out to work with us. As part of
the workday, we had a local photographer come and do a
portrait series for whoever wanted to be photographed.

A lot of people had not had a portrait taken before, aside
from at school. Working with local artists made the event
more meaningful for the community.

You are clearly dedicated to community engagement

and dialogue. What is your approach to having
conversations with people who are usually left out of
conversations about conservation?

One example is including homeless communities in

conversations about land use. There is a homeless
encampment near the river, close to where The Conservancy
would like to partner on implementing a constructed wetland
park. | do not want to see this community harmed in this
process. Sometimes I'll just sit down with the folks in the
encampment and have a conversation. These relationships
stemmed from getting to know this place along the river,
respecting that place as their home, asking permission, and
letting the community there get to know me before asking
them questions. They have their eyes on things happening
on the waterfront and have been able to help me understand
the realities of the development pressure. People don't pay
attention to them because of their homeless status, but they
see and understand where they live because they are there
on a daily basis. This is one example of the ways in which
| look to the community for guidance and tap into the local
knowledge base to better inform the work.

Environmental justice-friendly practices being applied in Philadelphia:

1. Working with and providing opportunities for underresourced communities

2. Working with affordable housing organizations to counteract possible displacement effects of greening

3. Working to include equitable community planning processes so that the vision, values and input of the community are

incorporated into future projects

4. Focusing on both ecological and cultural assets

5. Investing in the work of local organizations (such as the Philadelphia Orchard Project)

6. Consulting and respecting community knowledge and vision
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Community engagement is “the process of working
collaboratively with and through groups of people affiliated
by geographic proximity, special interest, or similar
situations to address issues affecting the well-being of
those people... It often involves partnerships and coalitions
that help mobilize resources and influence systems,
change relationships among partners, and serve as
catalysts for changing policies, programs, and practices.”

— Centers for Disease Control and Prevention, Principles of Community
Engagement, Second Edition, 2011, p. 3

The Conservancy’s work in Philadelphia is an experiment in working with community and integrating environmental
justice issues from early stages of program development. The Cities Network is in the beginning stages of identifying
positive case studies like this one and testing the impacts of integrating these principles from the outset. As leaders like
Julie innovate new ways of working for equitable urban conservation, their learning should inform what will become a
standard for engaging with communities. In the following section, we describe in more detail some of the principles,
methods and strategies for effective community engagement that can lead to equitable outcomes in urban conservation.

Community Engagement: An Essential Urban Conservation Practice

It would be impossible to successfully and sustainably protect biodiversity and natural systems in urban spaces without
coordinating with communities in cities. Providing benefits to people in cities requires us to deeply understand community
needs and to engage with communities at multiple stages of our work. Community engagement creates a space for learning,
responding to and supporting needs defined by the community.

The Conservancy has along history of engaging with communities. Urban conservation requires us to draw on existing
community engagements skills and often requires more nuance and attention than working with communities that have
less social, cultural and economic diversity. The following section will review important tenets of community engagement.
It will be familiar to those with community engagement experience, but new to others.

Benefits of community engagement:

¢ Create more equitable impacts.

¢ Strengthen networks in the community.

¢ Broaden the base of support and expertise.

¢ Increase the buy-in and effectiveness of the program.

¢ Improve prospects for program longevity and sustainability.

Community engagement requires interacting with stakeholders. A stakeholder may be a local resident who lives next door

to the proposed location for a conservation initiative, or it can be the mayor of the city. A common definition of a stakeholder
is anyone who has an interest in an issue, whether that interest is financial, moral, legal, personal, community-based, direct
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or indirect. Although stakeholder engagement is a desirable strategy, it is important to note that not all stakeholder
participation projects include an adequately diverse range of stakeholders, and many fail to include community members
who are most affected by the decisions being made, including members of historically underrepresented and under-

resourced communities.

Itis important to be clear as early as possible in your process both internally and with community stakeholders about why
your organization wants to work with the community. You will have to consider how much capacity and funding is available
to support engagement efforts. It is helpful to have well-defined expectations for the intended outcomes of the engagement

process. In addition, make sure that your goals are appropriate (Table 2).

TABLE 2. Appropriate vs. Inappropriate Community Engagement Goals

APPROPRIATE GOALS INAPPROPRIATE GOALS

* Earning and building trust * Using the experience as a photo-op to take a “diverse”

« Developing partnerships with new allies picture for an annual report or marketing piece

+  Soliciting community input * Manipulating the community into accepting a
redetermined plan
* Ensuring a more equitable distribution of & k

COTSERER e bene s * Collecting community input and pretending to

. . seriously consider the community perspective,
* Improving environmental health . .
without actually doing so

* Building lasting collaborations to do long-term work

* Valuing and learning from all forms of local knowledge

If a community does not have the opportunity to offer early input into decisions that affect them, they might provide
critical feedback too late in the project cycle. Failing to appropriately engage a community from the outset can consume
greater resources, harm the organization’s relationships and reputation, and jeopardize the efficacy of a project.

Guidelines for Engaging with Communities

One of the most important guidelines for engaging communities, whether in urban or rural settings, is to start as early as
you can. Building authentic, reciprocal and trusting relationships takes time. If you can, show up at community meetings
and take an interest in what community leaders and groups are doing before you ask them to help you with your own
project. Also, seek training around issues of power, privilege, diversity and inclusion. This training will help you build
cultural competency, ensure that you adopt a respectful approach to other cultures and groups, and enhance your

relationships with diverse groups.

Ideally, an engagement process should be built on common values and a shared vision. It should be a two-way process in
which both sides exchange views and information, listen to one another and have their issues addressed. Here are some
guidelines for engagement:

e Start the process early enough to scope key issues and influence decisions.
¢ Distribute relevant information in advance so stakeholders will be able to participate in the process.
¢ Present requests for feedback in a readily understandable format.

¢ Getarepresentative group of stakeholders involved.
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¢ Include stakeholders’ relevant perspectives regarding gender, race, age, class, sexual orientation, education or religion

(as appropriate).

¢ Follow best practices when engaging with the community.

¢ Make sure the process is free from manipulation or coercion.

¢ Target the outcome of the process at those most likely to be affected.

¢ Make the process relevant to the stakeholders and the context in which you operate, whether it is local or global.

¢ Build consensus and support among internal departments to facilitate better engagement.

¢ Usetechniques that are culturally appropriate.

¢ Use appropriate technology that suits the context, level of education or development of the stakeholders.

¢ Present information that reflects appropriate timeframes, local realities and languages.

¢ Keep track of who has been consulted and which key issues were raised.

¢ Have a system to gather feedback, get clarification on next steps and follow up on issues raised during consultation.

¢ Make sure that the staff running the process have good facilitation, communication and conflict-resolution skills.

¢ Establish clear roles for all staff, and indicate the points of contact on both sides.

¢ Make it clear what the objectives of the project are and which activities will be conducted to achieve them.

¢ Make commitments that the organization will be able to complete.

Facilitating Community Engagement

When we convene community
members and stakeholders, it is
important to run the meetings well.
Inefficient and ineffective meetings
can leave people feeling drained or
discouraged, rather than inspired and
energized. By contrast, good meetings
that are inclusive, welcoming and
productive help build social capital
and strong, effective and successful
projects. Good facilitation not only
helps to ensure that a meeting runs
smoothly and stays on track and

on time, but also helps to build
relationships, equalize power
dynamics in the group and ensure
that all voices are heard. (See tips for
meeting facilitation in Table 3.)

If you don’t have the skills to create
an inclusive meeting, consider

working with an outside facilitator

Pedals and Petals: A Community Planting and Bike Ride at Ping Tom Park. Chicago, IL.
© Laura Stoecker
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who has experience in supporting equitable community processes. Many urban leads seek the assistance of trained
facilitators. CWC offers such services, specifically tailored to urban settings. The Conservation Coaches Network also
provides a list of facilitators who are trained in conservation and community or stakeholder engagement, many of whom
are also affiliated with conservation organizations, including The Conservancy.

TABLE 3. Key Tips for Running Community Engagement/Stakeholder Meetings

SET THE TONE

*  Welcome participants and help introduce stakeholders to each other.

* Create group agreements outlining how the group would like to work together. If time is limited, it can be helpful to
suggest a group agreement and ask if the group can agree to these basic ground rules for the meeting.

BE INCLUSIVE

* Beaware of who is being paid to come to your meeting and who is spending resources to be there. Power dynamics
in the room can affect participation.

* Choose a diverse facilitator who reflects the diversity in the room and shows cultural competence.

* Make meeting times accessible to community members. Consider timing, child-care needs, breaks and snacks.

HAVE A FLEXIBLE STRUCTURE

* Offer a clear agenda beforehand, display it clearly during the meeting and go over it at the beginning of the meeting.
* Be willing to adjust your agenda to respond to the needs of the group.

* Have a designated place, sometimes a parking lot or bike rack, where ideas, questions and topics for future meetings
can be posted. It is common for important things to surface that are not on the current agenda. Unless they are
urgent, it is best to save these for future meetings in order to stay on track in your current meeting.

= Similarly, it can be helpful to have a place to track next steps. You can use the four-column method to track WHO
is doing the task, WHAT they are doing, WHEN they will have it done, and WHAT PRIORITY the task has (on a scale
of 1to 5).

ENCOURAGE PARTICIPATION

*  When facilitating discussions, use a variety of techniques to draw out people with different social and leadership
styles.

- Use a combination of big group, small group, one-on-one and individual journaling formats for gaining information.

- Make space for people who don't speak as often (e.g., “Would anyone who hasn't spoken yet like to add anything?").

AVOID COMMON PITFALLS IN FACILITATION

* Ask for help when you need it (a co-facilitator, a note-taker or someone to help with the room setup).
* Set clear boundaries between the role of facilitator and participant.

* Don't rush the group.

* Leave sufficient time and space for voices and/or emotions that may emerge.

* Take adequate breaks or be open to adapting the agenda as needed to accommodate the group’s energy and needs.

36 = FIELD GUIDE TO CONSERVATION IN CITIES


http://www.ccnetglobal.com/find-a-coach/coach-database/

Community-wide planting event. Louisville, KY. © Devan King/The Nature Conservancy

A healthy community engagement process can help build mutually beneficial relationships with communities that foster
positive community impacts and community buy-in. Inclusive processes, reaching out to new partners and developing
authentic