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What does success look like? 
Partnering with practitioners to identify factors that help generate positive 
outcomes for Landcare and threatened-species recovery-team projects

Presenter Notes
Presentation Notes
Our project is part of the National Environmental Science Program-under resilient landscape hub.

As the title suggests, the whole project focuses on unpacking what ‘success’ looks like in natural resource management programs and initiatives, such as those conservation, restoration, and wildlife programs led by Landcare, threatened species recovery teams, and other community-based efforts across Australia.
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Key research areas

1. Locally and nationally relevant indicators that can be used to assess 

ecological, social, and economic outcomes across scales.

2. Trade-offs and synergies in objectives and perceptions of success across 

different actors (e.g. farmers, volunteers, coordinators, managers). 

3. Trade-offs and synergies between different types of success (e.g. social 

capital vs habitat condition). 

4. Social, economic, ecological factors that contribute to, or detract from 

different types of success in varying contexts.

What does success look like? Factors resulting in positive outcomes 
for Landcare and threatened-species recovery-team project
Project information

Presenter Notes
Presentation Notes
The project aims to address four key research areas. The first one is identify relevant indicators that helps to assess ecological, social and economic  outcomes of different activities  Second, to investigate the trade-offs and synergies  in objectives and perception of successes across different actors. For example, how success is perceived by farmers, volunteers, coordinators and managers. Third, investigate the trade-offs and synergies between different type of success. Success is not one only ecological dimension. It include social and economic dimensions- so there may be tensions or complementarities between  these different types of successes. Last, to investigate the social, economic and ecological  factors that influence different types of successes. 
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Social and ecological 
context

Federal NRM 
organisations

State and Territory NRM 
organisations

Regional NRM 
organisations

Community NRM 
groups

Family/Friends

Individuals

The multi-layered system of natural resource management: 
actors, groups, programs and scales of decision-making

National Landcare Network
NRM Regions Australia
Environmental Stewardship Program
Saving Native Species Program
National Soil Conservation Program
Natural Heritage Trust
Caring-for Country
Citizen Science Association
Greening Australia

Landcare 
Coastcare 
Dunecare
Bushcare 
Catchment care
Waterwatch
Threatened species recovery teams
…

Doing natural resource 
management activities such as…
Plant native trees
Erosion control
Fire management
Co-ordinating volunteers
Invasive weeds control
Construct wetlands
Introduce logs or woody debris 
Monitor invasive pests and weeds 
Set aside land for conservation
Build nesting boxes
….

Actors:
Landowners 
Community volunteers
Coordinators
Expert advisors
Project managers
Fund managers
Traditional Owners

Presenter Notes
Presentation Notes
To give a bit of context about why we’re interested in the objectives and perception of success of different stakeholders, I’ll first show you the landscape of people and organisations involved in natural resource management. 
-  
At the bottom of this diagram are the different actors who are involved in natural resource management, landowners, farm managers, volunteers, coordinators, project managers, expert advisors, and fund managers.
-  
These actors involved in wide-ranging activities, for example, planting trees, controlling erosions, controlling weeds and feral animals.
-  
And these activities are associated with different local or regional groups, such as Landcare, Threatened species recovery team, Coastcare, Dunecare, catchment care.
 -  
And these local groups, again, may be linked to national programs and networks, which themselves report to different federal funding agencies.
 
So natural resource management involves many actors, working at multiple levels, across varies programs and networks.
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Different people tend to use different types of data 
when making decisions relevant to different scales

Federal 
Government

State/Territory 
Government 

Regional 
Organisations 

Volunteer and 
community 

groups

The community

Data and metrics that are 
available at continental 

scale 

Data and metrics that are 
available at 

state/territory scale  

Data and metrics that are 
available at regional 

scale  

Data and metrics that 
that are available for 

volunteer and 
community groups

Data and metrics that are 
available to individuals, 

inc. personal 
observations

may
use

to make 
decisions 

about
 …

The design, funding, and allocation of 
funding for Federal programs

The design, funding and allocation of 
funding for State programs

How (if) to participate in/apply for Federal 
Programs

The design, funding and allocation of 
funding for Regional programs

How (if) to participate in/apply for State & 
Federal Programs

The design, funding and allocation of 
funding for Community programs

How (if) to participate in/apply for 
Regional, State & Federal Programs

How (if) to participate in/apply for 
Community, Regional, State & Federal 

Programs

E.g. 
People in

Good outcomes are 
most likely when 
objectives align 

across scales – so all 
are working together 

to achieve shared 
goals. 

 
It may be possible to 
improve alignment or 
identify co-benefits 

by using 
metrics/measures 

that are meaningful 
across scales.

1000’s of Landcare groups; 
hundreds of unregistered 

recovery teams

100’s of 1000’s of 
individuals involved in 

natural resource 
management activities

Staff involved in Federal 
programs 

Staff involved in 
State/Territory programs 

100’s of staff involved in 
Regional programs 

Presenter Notes
Presentation Notes
And different people tend to use different types of data to help them make decisions that are relevant to the ‘scale’ they belong to.

The indicators they use affect how they evaluate if something is working, what to fund, what to support, or whether to participate, 

And when we look at how many people and groups are involved, it’s not that easy to suggest what makes an initiative successful.
 
And this is why one of our interests is to understand what are the different objectives that people have, and what makes them feel that they’re on the right track to achieving their objectives. 
 
And hopefully, we’ll be able to find evidence show what co-benefits exist, for example, when volunteers achieve their social or financial objectives, their areas also benefit from ecological improvements. 
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What does success look like? Factors resulting in positive outcomes for Landcare 
and threatened-species recovery-team project

Progress overview

Pathways to 
‘success’ 
identified from 
the literature

3. Relatively few evaluate the ecological outcomes of ‘on 
ground’ activities

2. Biophysical science studies tend to focus on biophysical 
outcomes of biophysical interventions

1. Social and economic studies tend to focus on social 
outcomes (e.g. attitudes, desire to participate) of social 

interventions (e.g. communications, carbon markets)

Limenih, B., Stoeckl, N., Larson, S., Tsai, A., Adams, V., & Dean, A. J. (n.d.). Pathways from socioeconomic values to natural resource 
management practices to ecological change: A systematic review (Manuscript under review).

Presenter Notes
Presentation Notes
Another reason why we want to find the co-benefits is that there hasn’t been much evidence to suggest the social successes also generate ecological successes.

So this figure is from the literature review that we have done, to show what are the factors that contribute to, or detract from, the ‘success’ defined by different studies.

And what we have found is that-
Social studies often look at what are the socioeconomics factors, values and believe that lead to people’s ‘intention’ to participate in natural resource management.
 
And biophysical studies tend to look at what are the environmental factors lead to ecological outcomes.
 
This means that most of the existing research tends to focus on only one part of the chain — either the social drivers of participation, or the ecological impacts of interventions — but not how they’re connect.
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A Framework for Institutional Analysis and Development

Adapted from Ostrom and Cox (2010) and Epstein et al. (2013)

The theory of planned behaviour

IAD-SES framework

The SES framework

Ajzen, I., 1991. The theory of planned behavior. Organizational 
behavior and human decision processes, 50(2), pp.179-211. Cole DH, Epstein G, McGinnis MD. Combining the IAD and SES frameworks. International Journal of the 

Commons. 2019 Jan 1;13(1):244-75.

Ostrom, Elinor. "Background on the institutional analysis and development framework." Policy studies 
journal 39, no. 1 (2011): 7-27. 
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Presenter Notes
Presentation Notes
Even though, there are frameworks that exist to support the interlinks of social, environmental, and institutional systems.
So we consulted these frameworks and developed our conceptual model
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Conceptual model: ‘Straw man’

Characteristics of the ‘actor’ (people involved in 
the activity), including their values, beliefs – and 

perceived barriers/enablers to participation

Decision about 
whether to 

participate in a 
particular activity 

(e.g. joining a 
Threatened Species 

Recover Team) 

Characteristics of proposed activity (including 
objectives/purpose, funds available, 

governance/institutional arrangements)

What are the 
resultant outcomes

- Ecological
- Social (community 

or personal level)
- Financial

Characteristics of the wider social, institutional, 
economic and biophysical environment

Outcomes

Action situation/arena 
and “interactions”

Broad

Specific 
Characteristics of the ‘place’ in which the 

proposed activity/intervention will take place 
(social, institutional, economic and biophysical 

environment)

Behavioural 
Intention

What gets done (e.g. 
people signing up but 
not engaging versus 

numerous trees 
planted)

Actual 
Behaviour
/ Change

What is supposed to get done, 
by whom and how

e.g. specific activities (planting 
trees, building nesting boxes), 

people involved in those 
activities (locals only; external 

‘experts’) the way in the 
activities are undertaken, and 

the interactions between those 
who are involved (includes the 

framing of communications, 
sharing of information, 

exchange of money) 

Evaluations

What gets measured 
or recorded

(e.g.  ecological, 
social, financial 

changes)

Pre-existing conditions
(CONTEXT of place, actor, activity) 

Progress overview

Presenter Notes
Presentation Notes
Which gives an overview of the elements and their interactions within a natural resource management program. 
 
The pre-existing conditions refer to the broad and specific characteristics of the place, people, and the nature of the activity. These conditions would influence people’s intention to participate, and the actual adoption of conservational practices.
 
The outcomes of these actions can be ecological, social or financial. And the evaluation of these outcomes feed back into the context, and again influence people’s willingness to continue their engagement.
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Conceptual model: ‘Straw man’ Progress overview

Characteristics of the ‘actor’ (people involved in 
the activity), including their values, beliefs – and 

perceived barriers/enablers to participation

Decision about 
whether to 

participate in a 
particular activity 

(e.g. joining a 
Threatened Species 

Recover Team) 

Characteristics of proposed activity (including 
objectives/purpose, funds available, 

governance/institutional arrangements)

What are the 
resultant outcomes

- Ecological
- Social (community 

or personal level)
- Financial

Characteristics of the wider social, institutional, 
economic and biophysical environment

Outcomes

Action situation/arena 
and “interactions”

Broad

Specific 
Characteristics of the ‘place’ in which the 

proposed activity/intervention will take place 
(social, institutional, economic and biophysical 

environment)

Behavioural 
Intention

What gets done (e.g. 
people signing up but 
not engaging versus 

numerous trees 
planted)

Actual Behaviour
/ ChangeWhat is supposed to get done, 

by whom and how

e.g. specific activities (planting 
trees, building nesting boxes), 

people involved in those 
activities (locals only; external 

‘experts’) the way in the 
activities are undertaken, and 

the interactions between those 
who are involved (includes the 

framing of communications, 
sharing of information, 

exchange of money) 

Evaluations

What gets measured 
or recorded

(e.g.  ecological, 
social, financial 

changes)

Existing ecological, 
socioeconomic databases

e.g. species richness, habitat 
conditions, ABS

National survey 
(e.g. objectives, perceived success, 

barriers and enablers)
Co-design with Landcare, NRM, 

Threatened Species Recovery 
Teams, NSW DCCEEW

Ecologists’ site visits & 
interviews

Compare perceptions of 
success (survey data) with  

observed ecological 
outcomes.

Pre-existing conditions
(CONTEXT of place, actor, activity) 

Social data (Quantitative + Qualitative) + Ecological data

Presenter Notes
Presentation Notes
To actually test and refine this model, we’ve co-designed a survey with our partners.
 
And we’ll be integrating the survey data with the existing ecological and socioeconomic databases, 
which will allow us to link individual experiences to the context they’re in. 
 
And for some areas in Tasmania and NSW, we are also working with ecologists to conduct site assessments. Which we can then verify whether people’s perceptions of success align with actual ecological change.

Identify natural resource management-focused projects that are likely to be most ecologically, socially and/or economically ‘successful’ in a particular place given the socioeconomic and institutional characteristics of that place. 
Better prepare regions or organisations for ‘successful’ natural resource management-focused projects by, for example, changing governance/institutional arrangements, project co-design, improvements in program logic, building social capital, or other.
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Objectives and perceptions of ‘success’ among different actors
Preliminary findings
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Role and geographic spread of respondents
(N=249)

Presenter Notes
Presentation Notes
This shows a snapshot the participants profile, highlighting both their roles and geographic distribution across Australia. We surveyed a total of 249 respondents, and their roles are categorized into four key groups. Of which 33% of our respondents are Bio land holders (hobby farmers), community members which include residents and volunteers engaged in NRM activities. 25% percent of our respondents are organisational and policy actors which are individuals from institutions who are involved in policy making, governance and program implementations.  16.3 percent of our respondents are on ground coordinators who  play a critical role in executing natural resource management activities and the  rest 24.7% are farmers who are doing farming for their own income but also involve in natural resource management activities. Hence, our survey, involve a wide range of stakeholders which may have different perspectives in relation to the success of natural resource management activities. As we can see  from the map , respondents are distributed across Australia, as shown by blue dots on the map, indicating a wide national representation. 



Number of respondents

Presenter Notes
Presentation Notes
In our survey we have asked our respondents about what activities they have been involved over the years and their perceived success to rate in a a scale from 1 to five. So, this bar chart shows the natural resource management activities that respondents have been involved along with their perception of success. We can see that planting native tree coordinating and supporting people who are undertaking on-ground activities were the most frequently undertaken and it has been viewed as the most successful activity. On the other hand, activities such as planting non-native trees and closing water points  have considered considered as less successful as well as least practiced activity. 

https://ads.freestar.com/?utm_campaign=branding&utm_medium=banner&utm_source=lipsum.com&utm_content=lipsumcom_left_siderail
https://ads.freestar.com/?utm_campaign=branding&utm_medium=banner&utm_source=lipsum.com&utm_content=lipsumcom_right_siderail
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Bio-landholders, rangers, community members Farmers

Org/policy actorsOn-ground coordinators

How important were these ecological objectives and which do you feel you achieved?

Presenter Notes
Presentation Notes
We have asked our respondents -How important were these ecological objectives and which do you feel you achieved to scale from 0 to five.  This bar chart shows the perceived importance and successes of ecological objectives across four stakeholders including bio land holders , farmers, on ground coordinators as well as organisation and policy actors. Across all groups, objectives such as protecting endangered species, improving the health of remnant vegetation, and increasing the diversity and abundance of native plant and animal species were consistently rated as highly important.  However, there is a noticeable gap between perceived importance and reported success, indicating that while these goals are valued, they are not always easy to achieve. So, the data highlights a consistent pattern: ecological objectives are widely valued, but success varies depending on the stakeholder group. 
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How important were these personal, social, institutional or cultural objectives and which do you feel you achieved? 

Bio-landholders, rangers, 
community members Farmers

Org/policy actorsOn-ground coordinators

Presenter Notes
Presentation Notes
We have asked our respondents -How important were these  personal, social, institutional or cultural objectives and which do you feel you achieved to scale from 0 to five.  This bar chart shows the perceived importance and successes of  personal, social, institutional or cultural objectives objectives across four stakeholders including bio land holders , farmers, on ground coordinators as well as organisation and policy actors. Across all groups, enhancing personal knowledge and experience, creating opportunities for sharing knowledge, and maintaining health and wellbeing were consistently rated as highly important. Interestingly, respondents reported higher success than importance for certain personal, social, or institutional objectives. For example, maintaining health and wellbeing and increasing community connections showed relatively high success scores across groups, sometimes exceeding their importance ratings. This could indicate that conservation activities are delivering unintended but positive social and personal benefits.
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How important were these farm, business or property objectives and which do you feel you achieved? 

Bio-landholders, rangers, community members Farmers

Org/policy actorsOn-ground coordinators

15

Presenter Notes
Presentation Notes
Across all groups, objectives such as improving water storage and security, increasing land or property value, and improving pasture or crop yield were consistently rated as important. However, the level of perceived success varied significantly between groups and objectives.  For example, Farmers placed the highest importance on productivity-related goals, particularly livestock health and crop yield, and reported the highest success in achieving these outcomes. 
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Which of the following factors were available to support your activities? 

Family and friend’s supportive attitude towards the activity

Evidence that the actions work

Community's supportive attitude towards the activity

Information from threatened species, regional, or other plans/documents

Previous personal experience with this type of activity

Time to plan for and prepare before undertaking the activity

Financial incentives linked to activity’s outputs/outcomes

Advice/information from people outside the local community

Additional labour to undertake the activity

Other resources to undertake activity (e.g. plants, fencing)

Assistance with the paperwork required to apply for funding

Supportive and effective leadership/management of activity

Assistance with other administrative work

Knowledge/advice from ATSI people or organisations

Compensation payments

On-going security of funds for undertaking the activity

Funds to help with the cost of materials/equipment

Local knowledge, experience, or advice about how to undertake this activity

Presenter Notes
Presentation Notes
We have asked our survey participants about which factors were available to support your activities. Several factors were widely available as needed. These include evidence that the actions work, supportive attitudes from family and community, previous personal experience, and local knowledge or advice. On the other hand financial incentives, compensation payments, and knowledge from Aboriginal and Torres Strait Islander (ATSI) people or organisations were among the least accessed supports. This suggests a need for better integration of cultural knowledge and more robust financial mechanisms to support long-term engagement.
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What other external events occurred, and what impact did they have?

Invasive weeds

Extreme temperatures (e.g. heat waves or cold snaps/frost)

Drought(s)Drought(s)

‘Life events’ – affecting the amount of time spend on the activity

Flood(s)

Changes in government policies or processes

Predation by feral animals

Storm(s) / Cyclone(s)

COVID-19

Changes in costs (on farm or elsewhere)

Changes in income (on farm or otherwise)

Wildfire(s)

Landslide(s)
Changes to property infrastructure (e.g. storage, fencing, sheds)

Changes in communications and technology

Changes to machinery and equipment

Presenter Notes
Presentation Notes
We have also asked respondents what external events impacted your engagement in natural resource management activities. The most reported hindrances were invasive weeds, extreme temperatures, and droughts. Life events, such as personal or family circumstances, also had a notable impact, often reducing the time available for conservation work. Interestingly, one of the changes in government policies or processes were reported as a greater hindrance to conservation activities than some major natural events like floods or storms. This shows even though environmental disruptions are typically seen as the primary challenges in natural resource management; administrative and policy shifts can have more or equal impact on ground activities.
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Key research areas

1. Locally and nationally relevant indicators that can be used to assess 

ecological, social, and economic outcomes across scales.

2. Trade-offs and synergies in objectives and perceptions of success across 

different actors (e.g. farmers, volunteers, coordinators, managers). 

3. Trade-offs and synergies between different types of success (e.g. social 

capital vs habitat condition). 

4. Social, economic, ecological factors that contribute to, or detract from 

different types of success in varying contexts.

What does success look like? Factors resulting in positive outcomes 
for Landcare and threatened-species recovery-team project
Project information

Existing ecological, 
socioeconomic databases

National survey 

Ecologists’ site 
visits Interviews
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