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Executive Summary  
 

Situation  
The analysis of economic drivers and market forces that impact a conservation target, is one of the critical components of the Shared Conservation 
Agenda’s Strategy Innovation Pipeline, which requires all Stage 2 strategies to develop an integrated Theory of Transformational Change which includes 
a market component. In that regard, it is important that CbD 2.0 guideline provides more resources and tools to the team to perform this analysis and 
to think further about economic drivers when defining a strategy.    
 

Proposal  
Build a market analysis module into CbD 2.0 to help develop a critical component of the Shared Conservation Agenda’s Strategy Innovation Pipeline. 
Building the market analysis module of CbD 2.0 will create the capacity within TNC to build strategies that incorporate markets and private investment, 
and can help to drive conservation at scale. 
 
This approach was used in the Northern Kenya Rangelands/Livestock to Markets case study, which shows an example for how analyzing market forces 
and economic drivers can help conservation practitioners identify a markets-based and/or investable solution to a conservation problem. This case study 
was chosen because it successfully illustrates the connections between business opportunities which can arise from identifying market forces. 
 

Outputs expected  
▪ Identification of the external market forces (direct/indirect drivers to be included in the Situation Analysis), which influence the Conservation 

Target.    
▪ Identification of business opportunities arising from the market forces.  

 

Proposed Revisions in CbD 2.0   
 

▪ Phase 1: Identify Challenges & Goals, for the step “Conduct a Situation Analysis:”  Aggregate an extra resource into the process “Diagram 
relationships between primary interest and drivers of change that create challenges and opportunities.”  
Objective: This new resource aims to lead the team to consider potential economic drivers by giving them more visibility when preparing the 
situation analysis diagram.   

 
▪ Phase 2: Map Strategies and Places, for the step “Identify Candidate Strategies:”  Aggregate a new tool into the process “Consult evidence 

base and situation analyses to identify potential strategies.”   
Objective: This new tool aims to help the team to think through the list of candidate strategies by allowing them to understand the probability 
of success of strategies. 
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In Summary, proposed revisions are shown in the table below and applied into the Case Study shown in the following pages.   
 

Resources  Objective  Benefit of the new resources   

 

1 

▪  Analysis of the historical 
socio-economic context  

 

 

▪ Market/Economic Framing 
questions    

The team is already familiar with the step of 
listing direct and indirect drivers to prepare the 
situation analysis. These new resources aim to 
give more visibility to the economic drivers and 
market forces when the team is defining the 
drivers that affect the primary interest.  

 

▪ The starting point is an analysis of the historical 
socio-economic context, as this informs our 
understanding of the market forces and economic 
drivers affecting the conservation target. It will 
also help to identify potential changes in socio-
economic, political and management practices 
that could address the conservation target. 

 
▪ The market/economic framing questions will give 

the team insights to think of drivers that may not 
be as clear as other drivers are.       

2 ▪ SWOT matrix 

▪ Build on success of other 
cases      

Better understanding of the probability of 
success of the candidate strategies, so that the 
team can select from possible strategies the 
ones that are likely to better succeed.     

▪ It will give a full perspective to the team for the 
analysis of the candidate strategies from the 
angels of opportunities and threats, and 
weaknesses and strengths, so that the team can 
define the candidate strategies with a more 
complete understanding of the probability of 
success and understanding of what is missing to 
achieve the goal.  

▪ Get insights from other existing market-based 
interventions applied in other TNC projects.    
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Case Study: Grazing management in Northern Kenya Community Conservancies 
Livestock to Markets / Northern Rangelands Trust NatureVest deal 

 
In the following pages the new resources proposed will be applied to the case study analyzed. To facilitate understanding of the transition of phases, 
the same workflow below will be shown when the resource is changed. The phase 1 and 2 include many more steps than presented below, but, for this 
study, we will show just the processes that the new resource proposes.       
 

 

 

                                        
 

Analysis of the historical socio-economic context 
 

Kenya’s northern rangelands are a complex of private, government, and communally managed lands. They host abundant but threatened wildlife 
populations, including elephant, lion, giraffe, eland, gazelle and many other iconic African wildlife. The endangered Grevy’s zebra and the wild dog 
population numbers are slowly increasing, offering hope for a species recovery. This arid region has incredible conservation potential because it is still 
very much an in-tact system, and if poaching, overgrazing, and habitat fragmentation threats are reduced, wildlife numbers will rebound. Reducing 
these threats must be addressed now, given the increase in source pressures from human expansion and more frequent droughts. Climate change 
will increase the pressure on this system by exacerbating current threats and potentially introducing new ones. By improving today health of the forests, 
rivers and streams, and rangelands, the resilience of this system will be increased thus reducing impacts from climate change. By balancing human 
livelihood needs and wildlife protection needs, conservation can succeed here at a very large scale. The future of wildlife in northern Kenya will require 
protection of a network of conservation areas on public, private, and communal lands. 

 
Laikipia County, covering nearly 10,000 km2, is a patchwork of different forms of land ownership and use, which contributes to both its significance 
as a place for livestock production and a source of conflict. Large-scale ranches, covering 39% of the county, have low human population densities, 
contain the most intact pasture in the wider ecosystem and provide sanctuary for the country’s second highest densities of wildlife, including several 

Analysis of the historical socio-
economic context

Market / Economic 
framing questions 

SWOT tool 

1 

Phase 1  
Step: Conduct Situation Analysis  

Process: Diagram relationships between primary interests and 
drivers of change 

 

 Phase 2  
Step: Identify Candidate Strategies   

Process: Group discussion and external vetting 
to refine the list of candidate strategies  

 

1 2 3 
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endangered species. These properties operate commercial ranching and tourism operations. Smallholder land, which was created when many large-
scale ranches were purchased and sub-divided after Kenyan independence in 1963, constitute around 34% of the county. Only a small portion of this 
land, in the south and west, is formally occupied and used. The rest of the land has been abandoned by its owners and is used opportunistically (and, 
arguably, illegally) as an open access resource by pastoralists and others. This abandoned smallholder land, together with large areas of government 
owned land where there is little or no management presence (e.g. forest reserves, Laikipia National Reserve, National Youth Service owned land, 
veterinary outspans), represent a major opportunity for livestock owners both in Laikipia and within the wider ecosystem to access pasture without 
financial cost, illicitly. However, such access is contested and is perhaps the greatest source of conflict and insecurity for the county. It is the pasture 
on these abandoned lands and on large-scale ranches that has made Laikipia such a magnet for livestock owners from outside of the county, 
particularly in the last 30 years.  
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Market / Economic Framing Questions  
 
 

As described in the “Diagram relationships between primary interest and drivers of change that creates challenges and opportunities” process, the 
first step to prepare the situation analysis diagram is to list the primary interests, both conservation and human interests. For this case, the main primary 
interests are:   

 

For Nature For people Human Well-being focal area 

Degrading Grassland /Rangeland 
(caused by frequent droughts and 
unsustainable grazing practices) 

Conservancy Communities Security (income stability), Living Standards (income) 
Northern Rangelands Trust Governance, Education (local for the communities) 

 
As you develop the situation analysis diagram, keep in mind the following:  

  
▪ Be sure to consider a wide list of direct and indirect drivers, including economic and market forces. Start by doing an assessment of the socio-

economic context, as this informs our understanding of the market forces and economic drivers affecting the conservation target. Use the framing 
questions provided here as a resource to help the team to brainstorm these drivers.   
 

Analysis of the historical socio 
economic context

Market / Economic framing 
questions 

SWOT tool 

1 2 3 

Phase 1  
Step: Conduct Situation Analysis  

Process: Diagram relationships between primary interests and 
drivers of change 

 

 Phase 2  
Step: Identify Candidate Strategies   

Process: Group discussion and external vetting 
to refine the list of candidate strategies  

 

2 
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▪ Seek economics expert input on the definition of drivers to the situation analysis.  Non-economic drivers may be more intuitive to list, so, engaging 
a wide range of experts, will allow to identify a wide range of drivers as well, including economic ones. When teams cannot include all relevant 
experts within team members, additional expert review of the situation analysis should be sought.  

 
The next step is to create the list of direct and indirect drivers that connect to each primary interest.  Since the purpose of this case study is to give 
visibility to the market forces and economic drivers, other drivers will not be shown below, however, by the time the team developed the situation 
analysis of this case, they certainly considered a broader list of drivers.  Using the suggested framing questions resource here for the case study, the 
conclusions were:   

 
Ownership and Control of the Conservation Target  
 

Is the use of a resource, or of the benefits that it provides, rival or non-rival? Is the use of the resource excludable or non-excludable?  

• Given the benefits that the resource provides (identified above), are these benefits rival or non-rival? For example, if the grasslands support 
wildlife watching, this would be a non-rival use (up to very high levels of use where crowding reduces the benefits people receive from wildlife 
viewing). Forage for livestock on the other hand is a benefit that is rival in use, since once eaten, the grass is no longer available for other 
livestock (until it regrows). Since the community uses the grasslands for livestock pasture, can others (from outside the community) effectively 
be excluded from the use of these grasslands? What would it take to implement effective exclusion? This is important because excludability 
(or the lack thereof) affects how effectively the community can implement its agreed management. Similarly, if there are individuals within 
the community who do not follow the communally agreed grassland management, can those individuals be sanctioned to provide strong 
incentives for compliance with resource-use rules?   

 
What are the incentives for access to the resource and/or the management of that resource? How do incentives differ for different 
stakeholders? 

• If the resource is relatively scarce, it will be in high demand, meaning there are large incentives to access it. In this case study, if the NRT 
grasslands produce quality forage and if forage is relatively scarce in the area, the community and outsiders have high incentives to use the 
resource. If users can exclude others from accessing the resource, they have an incentive to manage it well because they can reap the rewards 
of good management; in our case, forage reserves (“banks”) are for periods when forage becomes scarce.  This means that if outsiders or 
community members that don’t follow agreed-upon management rules can be prevented from using the community’s grasslands, then the 
community members have an incentive to manage the grasslands well.  

 
Are the market and the economic values of the target, currently being captured by interests/entities with management control over that 
resource?  

• Due to the remoteness of the NRT communities from markets and the community’s dependence on intermediaries for sale of its livestock, 
the value of the resource (i.e., the grasslands’) for livestock production was not fully captured by the community (prior to the Livestock to 
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Markets program). The grasslands’ value for wildlife viewing and related community income also was not fully captured IF outsiders could 
not be excluded from the use of the resource, and if their use led to reduced quality of the grasslands as wildlife habitat for the species that 
attract wildlife viewers. 

 
What incentives/interventions compatible with conservation objectives could increase the value or ensure that it is captured by those with 
management/stewardship control over the resource? 

• Given the rival nature of some of the key benefits the resource provides (specifically livestock forage for times in which forage is scarce) and 
imperfect excludability (interventions that address the excludability problem and the problem of partial capture of resource values) would 
be key to enable improved resource management.  These could include better monitoring of access by outsiders through patrols around the 
community’s grasslands, or stronger enforcement of compliance by community members with agreed resource management rules (e.g., 
moving livestock around; limiting livestock numbers per household to agreed numbers). Similarly, if market access could be improved, a 
higher share of the value of the resources (livestock forage) could be captured by the community, so there would be less need to have large 
livestock numbers because household income could be maintained or increased with lower numbers. 

 
Do payments for the benefits that the resource provides cover the full cost of maintaining the resource? Do we have an accurate 
understanding of the full cost of resource conservation? 

• In this case, the cost of resource conservation is the cost of adequate management: controlling outsider access and monitoring and enforcing 
agreed-upon use levels by community members that are thought to be sustainable. “Payments” in this case take the form of the income 
community members obtain from the sale of their livestock. If revenues from livestock sale do not suffice to allow the community to 
implement adequate management (in addition to covering their cash needs), the resource will be degraded.  

 
Market Value of the Conservation Target  

    
What economic value is currently attached to the conservation target, if any? By whom?  

• The conservation target of this study generates an important economic value to Northern Kenya communities because they depend on the 
favorable pasture for livestock as their primary source of income. This area also has an important economic value to the society as it has a 
diverse wildlife with several iconic species.   

 
What part of that economic value is captured in market transactions, if any?   

• There is an evident market transaction captured in this planning context, because the conservancy communities sell the cattle to middlemen 
and they are completely dependent on this market transaction as this is the primary source of the income they have. The middlemen benefit 
from these market transactions because they are purchasing cattle with a low price below the market. There is a virtuous cycle and unfair 
market transaction.     
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How could this value be increased or how could a larger portion of it be captured in market transactions compatible with conservation 
objectives? 

• One of the reasons for overgrazing in the area is due to communities not having resources to sustainably manage rangelands. Large number 
of cattle is cultivated and in periods of severe drought. A large part of their cattle is lost because they depend on access to grass. So, if a 
market is created to sell these cattle with better prices, linking market with wildlife and social benefits to the communities, the value would 
certainly be increased.   

 

• NRT is one of the key stakeholders and an important partner in the area. They work with the communities to provide better tools that help 
them with grazing practices. Increased monetary incentives to the community to better manage rangelands, livestock and grazing practices 
through NRT, is a way to make the economic value be captured by interests/entities that manage the resource.   

 
Market Context 
 

What factors do you see impacting the market for the resource? Are there anticipated changes in where people live, average age of the 
population, environmental regulations, consumption patterns, political climate, or other factors that may lead to a change in the size of your 
market? 

 
Consider what may cause vulnerability to livelihoods of the community that are part of the conservation problem identified.  

• Kenya’s population is currently growing at a rate of almost 3% a year. In the northern pastoralist areas, increasing numbers of people will put 
heightened stress on natural resources such as water and pasture. 

• Demand for beef is increasing in Kenya as urban incomes rise.  Nairobi consumes more beef per capita than any other place in the country. 
It is a critical potential market that must be considered strongly in the search for new outlets for an influx of cattle. 

 
Willingness to Pay for the Benefits Provided by the Conservation Target 
 

If there is no market value attached to the conservation target, are there policy or institutional changes that could create a value for which 
people would be willing to pay? How difficult are these changes likely to be? 

• In this case there is a market value attached to the conservation target.  
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Conclusion: After going through the market driven framing questions, the team may be able to identify market forces and economic drivers in the 
situation analysis. Note that, the indirect drivers (or contributing factors) should also include opportunities and not only threats, when applicable.   
Below are the main economic drivers identified that can be added to the situation analysis:    
 

                    Economic Drivers  
 

Threats Opportunities 

Lack of accessible and equitable livestock markets for 
pastoralist communities leading to a poor social and economic 
development of the communities.   

Demand for beef is increasing in Kenya as urban incomes rise.  
Nairobi consumes more beef per capita than any other place in the 
country. It is a critical potential market that must be strongly 
considered in the search for new outlets for an influx of cattle. 

 
Following connections can be made:  
  
 
 
    
 
 
    Leads to 
 
 
           
 
 
 
    Leads to 
 
 
 
    Leads to 
 
 

NRT (governance and 
educations in local 

communities)  

(-) Lack of accessible 
and equitable 

livestock markets for 
pastoralist 

communities 

Poor social and 
economic development 

of communities 

Conservancy Communities 
income stability  

Degrading grassland  

(+) Demand for beef 
is increasing in Kenya 

(potential market)   

Conservancy living standard  

Primary interests 
  

(-) Lack of resources by 
the communities to 
sustainably manage 
their grasslands   

 

(-) Poor governance 
structure  

 

Conflict over the lands 
for pasture 

Overgrazing   
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SWOT tool  
 

 
At this stage of the process, the team already identified the candidate strategies during the brainstorming phase. To help the team filter out the strategies 
and better understand the challenges, it is suggested the use of the SWOT matrix as a resource at this point of the process.  The power of this tool arises 
from the simplicity and adaptability (Vonk et.al, 2007). The flexibility of the SWOT framework allows for multiple applications. It can be a new analysis, 
or it can complement an existing or earlier analysis. For our case, we will use it complementing the Situation Analysis done. The objective is to foster the 
strategic thinking by framing the drivers from a different perspective.  
 
As a first step, the information from the situation analysis, focus-group discussions are placed into four major relevant emerging factors: 1) 
Political/Legal, 2) Economic, 3) Demographic/Social, and 4) Technological. These themes are defined as follow:   
 

1. Political/Legal: refers to the political will, bureaucracy, and laws influencing the conservation area or primarly interest   
2. Economic: refers to the economic conditions of the area or primary interests   
3. Demographic/Social: refers to the social conditions of the major stakeholders affected  
4. Technological: refers to all biological and technical aspects of the area such as   ecology, geographical environment and operations.   

 
One of the recommendations provided in the situation analysis step is to make sure these four emerging factors and climate change are included in the 
diagram. In this step, we want to ensure if there are connections between the key challenges identified with those emerging factors. The primary goal 
of this is to identify and assign all significant factors that could positively or negatively impact success to one of the four categories, providing an objective 
and in-depth look at the conservation challenges for the planning context.  In this case study case, we have identified the connections below.   
 
 

Analysis of the historical socio 
economic context

Market Economic framing 
questions 

SWOT tool 

1 2 3 

Phase 1  
Step: Conduct Situation Analysis  

Process: Diagram relationships between primary interests and 
drivers of change 

 

 Phase 2  
Step: Identify Candidate Strategies   

Process: Group discussion and external vetting 
refines list of candidate strategies  

 

3 



 

11 | P a g e  

 

Planning Context: Northern Kenya  
Key Conservation Challenge: Rangelands Degradation 
 

Emerging Factors  Political/Legal Economic Demographic/Social Technological Climate change 
 Perception of urgency to 

solve the threats by the 
Laikipia Government and 
the National 
Government. 
 
Instability in the area 
caused by poor 
governance. 

Poor social and economic 
development of local 
communities.   

Kenya’s population is 
currently growing at a rate 
of almost 3% per year. 
 
Territorial conflicts 
(demarcation of the 
conservancies land).  

New possibilities of 
more data 
monitoring, GIS 
tools, and other 
technological 
developments.  

Increase of 
droughts in the 
area impacted by 
vulnerability to 
climate change. 

Rangelands 
Degradation  

How can we engage with 
government? 
 
How can we help to place 
better governance in the 
area?  

How does poor social and 
economic development of 
local communities cause 
direct or indirect effect on 
the degradation of 
rangelands? 

Growing population will 
put heightened stress on 
natural resources.   
 
How to manage 
population growth 
without degrading the 
rangelands?  
 
 
 
 

How can we use 
technology to 
monitor changes in 
land degradation?  

Vulnerability to 
climate change 
can disrupt the 
supply of cattle 
and badly 
incentivize the 
creation of 
exceedingly large 
herds by  
communities, 
causing 
overgrazing. 

 
Next step is for the team to translate insights from the key conservation challenges and emerging factors which were identified into the SWOT framework 
for each candidate strategy selected in the brainstorming process. Note that the emerging factors will be the same for all the candidate strategies 
selected.  
 
Follow these steps to create a SWOT analysis. If you have not done a SWOT analysis before, these steps may be a helpful way to go through the process.  

▪ Start by drawing a four-square table. You can use flipchart and sticky notes.  
▪ Write on the left side of the table on the first line: Internal factors. Write on the left side of the table on the second line: External Factors. 
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▪ Write in the upper left square: Strengths. Write in the upper right square: Weaknesses. Write in the lower left square: Opportunities.  Write in 
the lower right square: Threats.  

▪ Your four-square table will look as shown in the case study below, but empty with no data at this point.   
 
Strengths and weaknesses are considered internal factors, which means that TNC can act and help to circumvent the weaknesses or potentialize the 
strengths. Conversely, opportunities and threats are considered external factors, which TNC has no control over. The goal of the SWOT matrix is to 
determine exactly how best to utilize the strengths to maximize opportunities and get rid of threats. On the other hand, it serves to determine actions 
so that the weaknesses do not destroy the opportunities, or worse, become even more destructive threats. 
 
Once the SWOT matrix is drawn, next step is to list factors within the corresponding square. List as many factors as you can or evaluate how well they 
fit in each square. There is no ideal or a target number of factors. Make sure to determine the most critical considerations. Use the situation analysis to 
extract as many outcomes from there as you can. It is likely that some drivers identified in the situation analysis will be either threats/opportunities or 
weaknesses/strength in the SWOT matrix.   
 
For this case study, one of the potential candidate strategies defined was “Livestock to Market.” By the time of the planning meeting, the Africa Program 
identified additional strategies and SWOT should have been done for them as well, however here we will demonstrate the SWOT matrix just for the 
Livestock to Market strategy.  
 
Livestock to market is a strategy with a market-based intervention. This strategy relies on the strong partnership with the Northern Rangelands Trust 
(NRT) which provides access to markets for local communities that participate in sustainable grazing practices. In exchange for conservancies improving 
grassland conditions through grazing management, NRT buys cattle directly from the conservancies. NRT purchases several hundred heads at a time 
from program participants. Providing access to markets allows pastoralists to better manage their herd sizes, because they know that they can sell 
animals when they need to and at a fair price. Increased income for pastoralists means less incentive to poach elephants. The strategy enables 
pastoralists to capture more of the beef production value chain.  
 
Livestock to Markets addresses two weaknesses simultaneously. First, it addresses overgrazing, which is where we see the impact on ecosystems. 
Second, it addresses the lack of livelihood alternatives, which directly affects the human communities living within the ecosystem. Just selecting a 
strategy that would tackle the perspective of nature would not be a complete approach, by not addressing the socio-economic barrier of having poor 
access to markets. Growing populations of pastoralists have amassed exceedingly large herds that overgraze the land. This situation is highly impacted 
by the increasingly severe droughts. This vicious cycle can only be broken if a strategy encompasses 2 different perspectives of the 2 weaknesses. 
Increasing income for the pastoralists can reduce the incentive to poach the wildlife, one of the weaknesses also observed.   
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After going through all the steps outlined in the CbD 2.0 to select the strategy, Africa Program decided for the Livestock to Market as the most appropriate 
strategy. This chosen strategy was piloted over 3-4 years with grant funds, creating a track record which then enabled a larger impact investment to 
support scaling up the strategy.  
 
Note 1: Other strategies were identified to take forward to the next phase (result chains), and only after conducting resulting chain and other steps, the 
Livestock to Market strategy was selected.   
 
Note 2: It is important to flag that market-based solutions do not always require private investment capital. Some market-based solutions can be funded 
with public investment or achieved through policy. It depends on the nature of the business model opportunity, the opportunity to scale up, and if there 
are investors interested in the business, among other variables.   
 
Now will be shown the SWOT applied for the candidate strategy Livestock to Market.    
   
Having in mind all the emerging factors analyzed above, the team should start listing threats for the implementation of this strategy.   
 

Threats  
Mindset shift of the communities: from the livestock keepers (large herders) 
to producers (limited number of herders).   

Entry barriers: TNC may find other competitors and difficulty to access the 
market.      

Reliance on pastoralist communities as the suppliers of live cattle for this 
investment, poses a risk if community engagement and relationships are not 
successfully maintained. 

Need for a strong engagement from the entire value chain (NRT, communities, 
other market players). 

It is likely that this business will have higher prices than at a traditional market. 

Bovine diseases.  

Climate change can cause a possible increase in the cost of production, such 
as severe droughts in the area.  

The strategy can potentially pose environmental risks, for example through 
unsustainable rangelands management and depletion of water resources. 
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The next step is to identify the opportunities for this strategy. Consider thinking about the business opportunities as well.   
 

Opportunities  

Nairobi is the biggest cattle market in Kenya and has a high demand for beef.  
Proximity to the customers and the market in Nairobi.  

More funding opportunities for a market-based strategy in this area than other 
non-market strategies.  

Export opportunities.  

 
Once the external factors were identified through threats and opportunities, now the team should consider how those threats and opportunities might 
introduce a need for TNC to reapply its strengths in a new way or pivot to provide solutions. The team should ask:  
 
What are the unexpected ways we can apply our strengths to this strategy? It is important that the team considers ways of leveraging existing 
competences and shares them through partnerships which can help to break down barriers. When thinking of strengths, it is useful to think of real 
examples of success to ground and clarify the conversation.  
 

Strengths  

Partnership with Northern Rangelands Trust (NRT), an NGO with a mission to 
improve the livelihoods of conservancy communities through wildlife 
conservation in the rangelands of Northern Kenya, and which has strong 
relationships with local communities and establishing governance in the area. 
TNC partners and stakeholders are prioritizing this area, so TNC may have a 
broader access to funding opportunities.   

NRT has strong partnership with other NGOs in the area, which will be critical 
to create the market chain of this new business.  

This strategy may find opportunities for expansion and to close deals with 
NatureVest because it is a market intervention.  

 
The final step is to consider the weaknesses and risks to address with partners. It can include obstacles preventing TNC from implementing this strategy.  
It can include data or information gaps (for instance, lack of fully understanding of the impacts of threats). It is also important to gather input from 
partners about what they see as vulnerabilities, obstacles, risks and blind spots.   
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Weaknesses 
Startup costs to create trading and an entire infrastructure to operate this new 
business enterprise.   

Lack of expertise within TNC to manage a market-based strategy similar to this, 
since there are no other similar cases already implemented to allow for 
benchmarking.   
Need for a clear definition of the programme criteria and linkages with socio-
economic and social impacts.   

This strategy may need feasibility studies to better understand the market 
particularities and the return on investment.      

Need for sufficient staffing and internal capacity. 

Need for adequate monitoring systems. 

 
Once all of the internal and external factors awere identified, the team will end up with a framing looking like this. The objective is to systematically 
identify relationships between these factors and basing base discussions on them. 
 

Strengths Weaknesses 

  

  

   

Opportunities Threats 
  

  

  

 
Having gone through this exercise for all the candidate strategies, the team will be able to compare among the strategies and to start making connections 
to help with the selection of the strategy. The team may also consider eliminating any strategy at this point, which when compared to other strategies 
does not seem to be feasible.   
   
Some extra questions for the team to consider for further discussion:  

• What strategies will lead to a better use of our strengths in order to take advantage of the biggest Opportunities or to create new Opportunities?    

• How can we use the Strengths to overcome the biggest Threats? 

• What do we need to do to overcome the Weaknesses, so that we are better able to take advantage of the Opportunities? 
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For this case study, one of the biggest strengths is the existing partnership TNC has in this area with an NGO which has a mission to improve the 
livelihoods of conservancy communities through wildlife conservation in the rangelands of Northern Kenya, and which has strong relationships with 
local communities. The demand for beef is increasing in Kenya as urban incomes rise, especially in Nairobi. The evidence points to this being a proper 
strategy due to strong connections between the strengths and the business opportunities.   
 
One of the biggest threats is the engagement required in the entire value chain. Given that one of the strengths is having a strong partner with local 
presence in the communities, the risk of this threat can be reduced by building a robust conservation plan with NRT.   

 
One of the weaknesses found involves the startup costs for implementation. Given that one of the strengths is the attention given to this area by  
stakeholders, there should be funding opportunities in this area and other donors interested in this business opportunity and this strategy might arise.    
 
More connections and conclusions can be identified by going through the list that was put together. Above is just a sample of the connections and 
discussions which can be made.  
 
Conclusions  
 
Applying the SWOT analysis for all the candidate strategies will provide a more robust strategic thinking prior to going to the next step of the Result 
Chain. There is no intention to eliminate any strategy at this point if the team judges it appropriate to conduct a result chain for all the candidate 
strategies, but occasionally, this process may lead the team to eliminate some strategies with weak connections.  
 
After selecting the candidate strategies, the team should complete other steps of Phase 2 (construct result chains and strategy and opportunity mapping) 
until the selection of the strategy will be used to overcome the challenges identified. Given the objective of this guideline, these next steps are not listed 
here for the selection of the Livestock to Market strategy among other candidate strategies.  

 
Livestock to Market model creates a unique and powerful linkage between improved livelihoods for Samburu pastoralists in Northern Kenya and an 
expanded, healthy habitat for wildlife of the Northern Rangelands of Kenya. This initiative serves as a model for sustainable natural resource 
management in the face of population growth and climate change, providing a powerful demonstration of how people and nature can thrive together. 
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Appendix – Supporting resources  
 

Market/Economic Analysis Framing Questions  
 

Ownership and Control of the Conservation Target  

• Is the use of a resource, or of the benefits that it provides, rival or non-rival? Is the use of the resource excludable or non-excludable?  

• What are the incentives for access to the resource and/or the management of that resource? How do incentives differ for different 
stakeholders? 

• Are the market and the economic values of the target, currently being captured by interests/entities with management control over that 
resource?  

• What incentives/interventions compatible with conservation objectives could increase the value or ensure that it is captured by those with 
management/stewardship control over the resource? 

• Do payments for the benefits that the resource provides cover the full cost of maintaining the resource? Do we have an accurate 
understanding of the full cost of resource conservation? 

 
Market Value of the Conservation Target  

• What economic value is currently attached to the conservation target, if any? By whom?  

• What part of that economic value is captured in market transactions, if any?    

• How could that value be increased or how could a larger portion of it be captured in market transactions compatible with conservation 
objectives?  

 
Market Context 

• What factors do you see impacting the market for the resource? Are there anticipated changes in where people live, average age of the 
population, environmental regulations, consumption patterns, political climate, or other factors that may lead to a change in the size of your 
market? 

• Consider what may cause vulnerability to livelihoods of the community that are part of the conservation problem identified.  
 
Willingness to Pay for the Benefits Provided by the Conservation Target 

• If there is no market value attached to the conservation target, are there policy or institutional changes that could create a value for which 
people would be willing to pay? How difficult are these changes likely to be? 

 
Return 
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Definitions:  
 

• Economic barriers: Obstacles to entering a given market. These hindrances may include government regulation such as education or licensing 
requirements, or patents, technological challenges, high sunk costs, or high start-up costs. 

• Economic value: The benefit an individual receives from a good or a service. Equal to the maximum willingness of the individual to pay for that 
good or service.  

• Excludable: A good or a service whose use or possession can be prevented for those who have not paid for it.   

• Market forces: Factors that determine the supply and the demand for a good or a service. 

• Market transactions: The voluntary exchange of goods and services. 

• Market value: The amount of resources an individual must give up to obtain the good or the service in question. Indicates the minimum 
willingness to pay of a consumer for the good or service in question. 

• Rival resource: A good or a service that can only be used or consumed by a single user. Precludes use or consumption by others. 
 
 
 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 

Return 
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Economic and Governance Instruments for Conservation 

Instrument 
Group 

  
Economic 

Instrument 
Definition Target Outcomes TNC and Other Examples 

Credit and 
Insurance 

Instruments 

1 

Green banks 
(Energy 

Investment 
Partnerships) 

A mechanism that allows both public and private sector 
entities to deploy capital specifically for clean energy and 
energy efficiency projects. 

Energy efficiency 
and clean energy 

Connecticut Green Bank  

2 Micro finance 
Banking services provided to unemployed or low-income 
individuals or groups who otherwise have no other access 
to financial services, traditionally in the form of small loans. 

Livelihoods and 
conservation 

Tuungane BMU 
Community Conservation 

Banks  

3 Green Bonds 
Any type of bond instrument or debt security where the 
proceeds will be exculsively applied to finance or refinance 
projects that contribute to environmental sustainability. 

Financing for 
sustainable 
outcomes 

World Bank Green Bonds  

4 
Insurance (for 

nature) 

A trust fund based funding mechanism that obtains an 
insurance policy on natural infrastructure that reduces the 
risk of disasters.  The insurance is triggered by severe 
weather and payouts are used to restore the natural 
infrastructure. 

Natural 
infrastructure 

Mexico Reef & Beach 
Resilience and Insurance 

Fund  

5 
Long term 

sustainability 
financing 

Bank financing of resource investments that have a long-
term payback.  

Livelihoods and 
natural resource 

use 

Brazilian farmers long-
term loans  

6 
Risk pools (for 

fisheries) 

A separate account established to hold income and 
expenses, which is used when insurance groups come 
together to combine their premiums and pay out losses.  
As applied to the fishery sector, a risk pool is a voluntary 
collective mutual insurance agreement that can be applied 
in quota-based fisheries to establish a common fund of 
quota that participants can draw from during the fishing 
season, on the condition that they comply with the risk 
pool rules. 

Natural resource 
use 

California Groundfish 
Project  

https://global.nature.org/content/money-makes-the-world-go-round?intc=glob_sol.hp.column_list
https://www.nature.org/ourinitiatives/regions/africa/wherewework/tuungane-project.xml
https://www.nature.org/ourinitiatives/regions/africa/wherewework/tuungane-project.xml
https://www.nature.org/ourinitiatives/regions/africa/wherewework/tuungane-project.xml
http://treasury.worldbank.org/en/about/unit/treasury/ibrd/ibrd-green-bonds
https://global.nature.org/content/insuring-nature-to-ensure-a-resilient-future
https://global.nature.org/content/insuring-nature-to-ensure-a-resilient-future
https://global.nature.org/content/insuring-nature-to-ensure-a-resilient-future
https://www.nature.org/en-us/explore/newsroom/bunge--santander-brasil-and-tnc-to-offer-soy-farmers-long-term-l/?redirect=https-301
https://www.nature.org/en-us/explore/newsroom/bunge--santander-brasil-and-tnc-to-offer-soy-farmers-long-term-l/?redirect=https-301
https://www.nature.org/en-us/about-us/where-we-work/united-states/california/stories-in-california/california-groundfish-project/
https://www.nature.org/en-us/about-us/where-we-work/united-states/california/stories-in-california/california-groundfish-project/
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Instrument 
Group 

  
Economic 

Instrument 
Definition Target Outcomes TNC and Other Examples 

Fiscal 
Transfers 

7 
Tax relief / 

Green subsidies 
Removal of taxes or addition of subsides to support 
conservation-related behaviors and activities. 

Conservation and 
sustainble 
outcomes 

U.S Tax Reform 

8 
Disaster 
funding 

Government disater relief funds that are targeted at future 
disaster risk reduction through nature-based solutions. 

Financing natural 
Infrastructure 

U.S. Hurricane Relief for 
natural coastal 
infrastructure  

Investments 
and Funds 

9 
Impact 

investing 

The practice of putting private capital into a business or a 
nonprofit, with the expectation of generating social or 
environmental change along with a financial return. 

Conservation NatureVest 

10 
Water Sharing 

Investment 
Partnerships 

A Water Sharing Investment Partnership (Water SIP) is a 
specific form of impact investing that strategically uses 
private investor capital to provide water for nature as well 
as people. 

Water quantity 
Murray Darling Balanced 

Watefund 

11 Debt swaps 

An agreement that reduces a developing country’s debt 
stock or service in exchange for a commitment from the 
debtor-government to protect nature. Generally, the donor 
agrees to reduce debt in lieu of a promise by the debtor 
nation to invest any savings in conservation projects. The 
debt may also be purchased by investors at a discount and 
restructured to enable investments in conservation 
alongside a repayment. 

Conservation 
Seychelles Debt for 

Nature Swap 

12 
Conservation 
Trust Funds 

Independent legal entity and investment vehicle to help 
mobilize and oversee the collection and allocation of 
financial resources for environmental purposes. 
Conservation Trust Funds are funded in many ways and are 
not necessarily tied to "beneficiary pays" principles. 

Conservation 
Micronesia Conservation 

Trust 

13 Water funds 
A specific type of Conservation trust fund, where by the 
financial returns are invested to achieve watershed 
conservation goals. Water users generally pay into the fund. 

Water quantity 
and quality 

Quito Water Conservation 
Fund (FONAG)  

https://global.nature.org/content/a-better-way-to-meet-americas-needs?intc=glob_sol.hp.author_content_list
https://global.nature.org/content/nature-can-help-communities-defend-against-future-storms
https://global.nature.org/content/nature-can-help-communities-defend-against-future-storms
https://global.nature.org/content/nature-can-help-communities-defend-against-future-storms
http://www.naturevesttnc.org/
http://www.natureaustralia.org.au/our-work/freshwater/building-a-sustainable-murray-darling/
http://www.natureaustralia.org.au/our-work/freshwater/building-a-sustainable-murray-darling/
https://www.nature.org/ourinitiatives/regions/africa/wherewework/seychelles.xml
https://www.nature.org/ourinitiatives/regions/africa/wherewework/seychelles.xml
https://www.weadapt.org/organisation/micronesia-conservation-trust
https://www.weadapt.org/organisation/micronesia-conservation-trust
http://waterfunds.org/esp/the-quito-water-conservation-fund-fonag/
http://waterfunds.org/esp/the-quito-water-conservation-fund-fonag/
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Instrument 
Group 

  
Economic 

Instrument 
Definition Target Outcomes TNC and Other Examples 

Offset 
Schemes 

14 

Biodiveristy 
offsets / 
Habitat / 

Conservation 
banking 

A market where credits from actions with beneficial 
biodiversity outcomes can be purchased to offset the debit 
from environmental damage. Credits can be produced in 
advance of and without ex-ante links to the debits that they 
compensate for, and can be stored over time. 

Conservation 

U.S. Fish & Wildlife 
Service Conservation 

Banking;  
UNDP Biodiversity Offsets 

15 
Storm water 

credits/ 
markets 

A mechanism in which an actor pays for stormwater runoff 
reductions elsewhere in order to offset their own 
stormwater runoff. 

Water quality 
Washington D.C. 

Sortmwater Retention 
Market 

16 
Mitigation 

banking 

A specific form of mitigation banking, whereby a wetland, 
stream, or other aquatic resource area that has been 
restored, established, enhanced, or (in certain 
circumstances) preserved for the purpose of providing 
compensation for unavoidable impacts to aquatic resources. 

Wetland 
conservation 

Mississippi Old Fort Bayou 
Mitigation Bank  

Payments 
for 

Ecosystem 
Services 

17 
Forest carbon 

markets / 
REDD+ 

Businesses and individuals buy and sell carbon credits to 
offset emissions. Or can be a mechanism where payments 
are made to reduce deforestation and degradation in order 
to increase carbon sequestration. 

Climate Change 
mitigation and 

forest 
conservation 

Working Woodlands;  
Mexico REDD+ 

18 Water markets 
Buyers and sellers trade water through temporary leases or 
permanent sales of their water rights. 

Water quantity 
Murray Darling Balanced 

Watefund 

19 
Watershed 
payments 

Payments to upstream farmers to change natural resource 
uses in order to improve downstream water quality. 

Water quantity 
and quality 

Latin America Water 
Funds  

20 

Rental 
payments for 
conservation 

services 

Sellers bid (though auctions for example) for the prices at 
which they are willing to sell their services or rent land to 
meet a conservation need. 

Conservation California Bird Returns  

https://www.fws.gov/endangered/esa-library/pdf/conservation_banking.pdf
https://www.fws.gov/endangered/esa-library/pdf/conservation_banking.pdf
https://www.fws.gov/endangered/esa-library/pdf/conservation_banking.pdf
http://www.undp.org/content/sdfinance/en/home/solutions/biodiversity-offset.html
https://blog.nature.org/conservancy/2017/11/13/a-triple-win-for-cities-communities-and-developers/
https://blog.nature.org/conservancy/2017/11/13/a-triple-win-for-cities-communities-and-developers/
https://blog.nature.org/conservancy/2017/11/13/a-triple-win-for-cities-communities-and-developers/
https://www.audubon.org/important-bird-areas/old-fort-bayou-mitigation-bank
https://www.audubon.org/important-bird-areas/old-fort-bayou-mitigation-bank
https://www.nature.org/en-us/about-us/where-we-work/united-states/pennsylvania/stories-in-pennsylvania/pennsylvania-working-woodlands/
https://www.tncmx.org/alianza-mredd/en/mredd-alliance-2/
http://www.natureaustralia.org.au/our-work/freshwater/building-a-sustainable-murray-darling/
http://www.natureaustralia.org.au/our-work/freshwater/building-a-sustainable-murray-darling/
https://www.nature.org/ourinitiatives/regions/latinamerica/water-funds-of-south-america.xml
https://www.nature.org/ourinitiatives/regions/latinamerica/water-funds-of-south-america.xml
https://www.nature.org/en-us/about-us/where-we-work/united-states/california/stories-in-california/california-migratory-birds/
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Instrument 
Group 

  
Economic 

Instrument 
Definition Target Outcomes TNC and Other Examples 

Markets 
and price 
premiums 

21 
Emissions 

trading 
A system of tradeable permits allowing the holder to emit 
an agreed upon amount of pollutant. 

Reduced pollution 
The Regional Greenhouse 

Gas Initiative (RGGI)  

22 
Sustainable 

markets (wool, 
fish, mangoes) 

The development of new markets and networks that 
contribute to stronger livelihoods based on sustainable 
production of goods and services. 

Sustainable 
production 

Mongolia felted wool  

23 
Restoration 
enterprises 

A private business that takes advantage of the commercial 
potential in restoration-related sectors, particularly those 
linked to forest and landscape restoration. 

Livelihoods and 
conservation 

Kenya Better Globe 
Forestry 

24 
Certification 

(fisheries, 
forest, cocoa) 

A voluntary, third-party service of assuring a product or a 
resource is produced and managed in a sustainable manner. 

Sustainable 
production 

Adelbert Cooperative 
Fair-Trade Cocoa, PNG 

25 

Sustainable 
sourcing / 

Green 
procurement 

The integration of social, ethical and environmental 
performance into raw material sourcing agreements and 
procurement activities. 

Sustainable 
production 

Belize Seafood Sourcing  

26 User charges 
Pricing of natural resource use to increase efficiency and 
reduce wasteful use. 

Effiency of 
resource use 

Park acess fees, tourism 
fees 

27 
Deposit-refund 

schemes 

A combination of a product charge (the deposit) and a 
subsidy for recycling or proper disposal (the refund) to 
discourage improper waste disposal and keep recyclables 
out of the waste stream. 

Reduced pollution Recycle for Nature 

28 Eco-tourism 
Responsible tourism in natural areas that conserves the 
environment, sustains the well-being of the local people, 
and involves interpretation and education. 

Livelihoods and 
conservation 

Nature Conservancy 
Ecotourism Partnerships  

https://www.rggi.org/
https://www.rggi.org/
https://www.nature.org/en-us/about-us/where-we-work/asia-pacific/mongolia/stories-in-mongolia/herder-communities-in-mongolia/
https://global.nature.org/content/growing-trees-and-growing-profit-is-your-business-a-restoration-enterprise
https://global.nature.org/content/growing-trees-and-growing-profit-is-your-business-a-restoration-enterprise
http://www.responsibleasia.org/2018/01/29/fair-and-sustainable-trade-benefits-forest-communities-and-cocoa-farmers-in-the-adelbert-mountains-papua-new-guinea/
http://www.responsibleasia.org/2018/01/29/fair-and-sustainable-trade-benefits-forest-communities-and-cocoa-farmers-in-the-adelbert-mountains-papua-new-guinea/
https://www.nature.org/en-us/about-us/where-we-work/latin-america/belize/sustainable-aquaculture-a-viable-economic-alternative-to-fishing/
https://www.pepsicorecycling.com/Partnerships/RecycleForNature
https://www.nature.org/about-us/working-with-companies/companies-we-work-with/travel-partners.xml
https://www.nature.org/about-us/working-with-companies/companies-we-work-with/travel-partners.xml
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Instrument 
Group 

  
Economic 

Instrument 
Definition Target Outcomes TNC and Other Examples 

Property 
Rights 

Instruments 

29 
Resource 

concessions 

A negotiated contract between a company and a 
government that gives the company the right to operate a 
specific business within the government's jurisdiction, 
subject to certain conditions. 

Effiency 
improvements and 

investments in 
resource use 

Indonesia logging 
concessions  

30 Resource rights 
Strengthening and clarifying rights over natural resources to 
incentivize longer term investments in natural resources. 

Effiency 
improvements and 

investments in 
resource use 

Rights & Resources 
Initiative (PRI) 

31 
Individual 

transferable 
quotas 

A type of a quota (a part of a Total Allowable Catch) or a 
resource right allocated to individual fishermen or vessel 
owners to create a long-term incentive for better 
management of the fishery, and which can be sold to others. 

Sustainable 
resource use 

California Groundfish 
Project  

32 
Conservation 

easements 
A restriction placed on a piece of property to protect its 
associated resources. 

Conservation 
Land purchase for 

easements  

Geography 
or 

Population-
based 

Instruments 

33 
Green Growth 

Compact 

An agreement among diverse and essential stakeholders to 
behaviors that find solutions that meet both human 
development and conservation goals within a juristiction. 

Livelihods and 
conservation 

Argentina Gran Chaco  

34 Protected Areas 
Protected areas or conservation areas are locations which 
receive protection because of their recognized natural, 
ecological or cultural values. 

Conservation TNC Places We Protect  

35 
Community-

based resource 
management 

Strategy for enhancing conservation outcomes while also 
seeking to improve community livelihoods. 

Livelihods and 
conservation 

Northern Tanzania 
Rangelands Intiative  

Table is developed by Eric Hunter, Jessica Musengezi, Priya Shyamsundar, and Nathaniel Springer. 
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https://blog.nature.org/science/2017/04/25/where-logging-reigns-going-beyond-sharing-vs-sparing/
https://blog.nature.org/science/2017/04/25/where-logging-reigns-going-beyond-sharing-vs-sparing/
https://rightsandresources.org/en/#.XA64-C2ZO34
https://rightsandresources.org/en/#.XA64-C2ZO34
https://www.nature.org/ourinitiatives/regions/northamerica/unitedstates/california/howwework/california-groundfish-project.xml
https://www.nature.org/ourinitiatives/regions/northamerica/unitedstates/california/howwework/california-groundfish-project.xml
https://www.nature.org/about-us/private-lands-conservation/conservation-easements/all-about-conservation-easements.xml
https://www.nature.org/about-us/private-lands-conservation/conservation-easements/all-about-conservation-easements.xml
https://www.nature.org/en-us/about-us/where-we-work/latin-america/argentina/gran-chaco/
https://www.nature.org/en-us/get-involved/how-to-help/places-we-protect/
https://www.ntri.co.tz/
https://www.ntri.co.tz/
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