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ExECUTIVE SUMMARy
This report examines the opportunities for the private 
sector to support integrated conservation and 
development projects. 

In this report, “conservation” generally focuses on  
 “nature conservation”: the protection, restoration and/
or sustainable management of ecosystems such as 
forests or oceans that corporations and their stakeholder 
communities rely on for water, food, natural resources, 
or other direct or indirect benefits from nature to 
people. “Development” generally focuses on “social and 
economic development”: improvements to the well-
being of communities contributing to, or impacted by, a 
corporation’s value chain, such as improved incomes or 
livelihoods, health, food security or freshwater security. As 
such, “integrated conservation and development projects,” 
are projects that are designed to deliver both conservation 
and development outcomes.

Based on eight case studies of successful initiatives in 
the Asia Pacific region, the report demonstrates how 
businesses can create shared value for conservation, 
development and themselves in three ways:

•	 Creating and diversifying markets through the 
development or redesign of sustainable or ethical 
products. 

•	 Improving value chain efficiency whilst expanding 
inclusive business opportunities. 

•	 Restructuring the economies of rural areas by 
cultivating initiatives that focus on protecting and 
developing new business opportunities for long-term 
growth and prosperity. 

The report examines the business case for creating 
innovative conservation and development initiatives and 
looks at how this can be done through three different 
approaches: 

•	 Building sustainable industries

•	 Creating economic opportunities to help secure 
protected areas

•	 Financing conservation through payment for 
ecosystem services (PES)

The report demonstrates that there are a range of 
business opportunities that can create shared value 
through strategic partnerships. These include partnerships 
with conservation and development organisations, 
governments and local communities. For example, working 
directly in partnership with farmers and fishers to improve 
productivity and quality creates incomes for poorer people 
and simultaneously makes value chains more efficient and 
resilient. The report points to the role of the private sector 
in developing new commercial enterprises that can exist in 
a competitive marketplace whilst delivering conservation 
and development benefits. 

The cases show that there are significant business 
opportunities that remain untapped. The private sector 
has the potential to develop new products and services, 
reduce costs, improve the efficiency of value chains, 
develop inclusive business models and create clusters 
of local economic development. Such approaches will 
improve the competitiveness of companies and add to 
long term profitability.

Through an analysis of the case studies, the report 
concludes with the identification of twenty key success 
factors that can be used to help design and implement 
effective conservation and development projects. The 
challenge for all of the organisations highlighted in this 
report is to take their successful initiatives to scale. Very 
often, it is only the private sector that has the assets and 
resources to significantly increase the impacts of such 
projects. They will be able to do that if there is a strong 
business case for doing so. In most cases, the report 
demonstrates there can be.
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1. CONSERVATION AND 
DEVELOPMENT
Over the last 50 years, debates around the approach, 
synergies and trade-offs between conservation and 
development projects have shifted dramatically. From the 
1970s, strategies for rural or local development focused 
on a ‘top-down’ approach rather than a participatory 
or ‘bottom-up’ method of establishing developmental 
objectives1. This was often also true for organisations 
focused on conservation objectives. At the beginning of 
the 1990s, development and conservation organisations 
both began to realise that there was a distinct 
interconnectedness between their objectives, and both 
relied on successful local community engagement. 

This realisation led to integrated conservation and 
development projects. Projects focused purely on 
conservation objectives were finding that local 
poverty levels were in direct correlation to increasing 
environmental exploitation and the mismanagement 
of natural resources. This created a cycle of 
underdevelopment, in which a lack of economic 
opportunity resulted in increased dependence on the 
surrounding ecosystems to survive, but the ecosystems 
were being degraded or depleted too quickly to sustain 
economic development.

This created a need for approaches that would 
provide economic development opportunities in 
parallel with equitable, sustainable and efficient use of 
natural resources and ecosystems2.  Projects focused 
purely on meeting conservation needs missed the 
interconnectedness between achieving conservation 
objectives and addressing the socio-economic needs 
of surrounding communities. Similarly, projects focused 
purely on development needs missed the critical role of 
healthy ecosystems to sustain human well-being in the 
long term.

At the regional level, increasing rates of resource 
consumption and a growing dependence on commodities 
widened the gap between rich and poor, resulting in 
poor rural communities losing vital natural resources 
and negatively impacting their sources of income. Rapid 
economic growth has often shifted the region from 
a resource efficient production model to a resource 
intensive model, creating unsustainable impacts on the 
environment3. This situation has often been referred to 
as the “natural resource curse,” whereby the well-being 
of communities living near rich natural resources such as 
minerals or timber eventually plummet after the resources 
are depleted.

As this trend continues there is an increasing need 
for integrated social and environmental interventions, 
to increase the well-being of the rural poor and 
halt the exploitation and degradation of the natural 
environment. Such interventions must begin by removing 
misconceptions about conservation and development 
projects. Too often, there is a perception that there is 
a trade-off between income-generating development 
objectives and the conservation of nature. Moreover 
there is a common perception that conservation and 
development projects are too expensive, too risky, or 
without sufficient financial reward4,5. In reality, the costs that 
will be required to rehabilitate, restore or rebuild natural 
capital or human made infrastructure will greatly outweigh 
the costs of mitigating those effects.

Integrated conservation and development projects create 
a unique potential to alleviate social and environmental 
challenges without a trade-off between the conservation 
of natural resources and local development. In this report 
and in the case studies highlighted, we demonstrate that 
conservation and development projects can lead to win-
win outcomes for conserving and protecting natural capital 
and stimulating development for poor communities. 

The cases in this report highlight an important role for 
the private sector in supporting integrated conservation 
and development projects. Such projects need financial 
support but they often also benefit from the skills 
and expertise that business can bring through staff 
engagement, technical expertise and the influence that the 
private sector can provide. By leveraging support through 
partnerships and  sustainable business strategies, the 
private sector can engage in the protection of ecosystems, 
the development of regional economies and improvements 
in human well-being. Well-established businesses can also 
support the development of new small businesses and 
the development of clusters of economic activity that can 
create jobs and incomes that are directly related to the 
conservation of natural capital. They can also make their 
own supply chains more resilient and secure, increasing 
their efficiencies.

© Conservation International photo by Tory Read
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 < ftp://ftp.fao.org/docrep/fao/003/W5475E/W5475E00.pdf>

5. JP Morgan ‘Investing in Conservation: A Landscape assessment of an emerging market.’ November 2014. 
 < http://www.jpmorganchase.com/corporate/Corporate-Responsibility/document/InvestingInConservation_Report_r2.pdf>
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2. THE ROLE Of THE PRIVATE 
SECTOR
Businesses rely on the raw materials and other ecosystem 
services (direct and indirect benefits) that natural 
ecosystems provide, so the protection and enhancement 
of these ecosystems are essential to long-term business 
viability and success. Moreover, business practices that 
are now putting significant pressure on the environment 
also have a disproportionate impact on the welfare and 
livelihoods of the rural poor who are highly reliant on 
natural ecosystems.

Businesses make a significant impact on the environment 
and on the development of rural communities through 
their direct operations or through their value chains. Their 
activities have been at the heart of much of the damage 
being done to the environment. Many businesses are 
now realising that they need to be part of the attempts to 
stop ecosystem loss and degradation. Without strategic 
action, the overexploitation of the environment and the 
underdevelopment of rural communities will lead to 
even more costly consequences. In short, unchecked 
degradation of the environment and local development 
puts business under threat. 

This report emphasises that it is possible for businesses 
to develop conservation projects that help in the 
development of local communities and increase the 
efficiencies and competitiveness of their operations. This 
shared value approach emphasises that value can be 
created for:

•	 Conservation	- through innovative businesses 
initiatives that protect or enhance the health of natural 
ecosystems such as forests, lakes, rivers and seas;

•	 Development	- through income generation 
opportunities and the development of small business 
opportunities linked to the protection of nature; and,

•	 Businesses	- through the creation of profitable 
commercial opportunities that contribute to economic 
development.

There are a number of distinct opportunities for the private 
sector to engage in conservation and development 
projects. The shared value philosophy points to three 
approaches that can be adopted by businesses:

•	 Creating	new	products	and	services	that can create 
profitable opportunities that conserve nature and drive 
social and economic development.

•	 Making	value	chains	efficient	through	inclusive	
business	opportunities that increase incomes of 
communities through conservation initiatives.

•	 Creating	clusters	of	local	economic	development 
through the development of new enterprises that have 
a role in the conservation of nature.

Such approaches are illustrated in the cases highlighted in 
this report. 

1. bUILDING SUSTAINAbLE INDUSTRIES
Businesses have a tremendous market opportunity 
to create sustainable industries to help people and 
nature. This approach focuses on strategic ecosystem 
management and strengthening livelihoods as a means 
to create sustainable development. This can be realised 
through product development, differentiation through 
certification, value chain resilience and mitigating climate 
change risks.  

2. CREATING ECONOMIC OPPORTUNITIES TO HELP 
SECURE PROTECTED AREAS
Protected areas such as national parks are operated 
primarily through public or philanthropic funding. However, 
the reality is that government institutions or NGOs 
rarely have sufficient resources to ensure their effective 
and long-term management. Businesses working with 
conservation and development partners have the ability 
to create innovative business opportunities and solutions 
that directly benefit from and support protected areas. 
By generating new economic opportunities linked to 
protected areas, businesses can make a profit while 
helping protected areas serve as income-generating 
assets for local communities.

3. fINANCING CONSERVATION THROUGH PAyMENT fOR 
ECOSySTEM SERVICES (PES)
Payment for ecosystem services (PES) models are 
emerging around the world to help finance nature 
conservation and the associated benefits to people. In 
a typical PES project, a buyer for an ecosystem service 
pays a seller to not degrade the targeted ecosystem or 
ecosystem service. For instance, a downstream municipal 
water provider that relies on upstream forests for fresh 
water generation could pay the forest owners to not cut 
down their trees. PES models hold promise, but many 
are still hindered by a lack of investment and transparent 
mechanisms that can link buyers with the sellers or service 
providers. This approach focuses on how multi-sector 
partnerships can establish these linkages and market 
opportunities through carbon, water and biodiversity 
credits gained through restoration efforts. 

In this report, we outline the three different approaches 
using case examples. For each project we outline the 
challenge; the approach; the economic, environmental and 
social value created; and key success factors. Although 
there is no single method for business to implement or 
engage in conservation and development, it is clear that 
there are lessons that can guide the private sector in 
investing in projects that create shared value.
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3. bUILDING SUSTAINAbLE 
INDUSTRIES
The building sustainable industries approach focuses on 
creating new economic opportunities that significantly 
minimize environmental degradation and contribute to 
ecosystem conservation or restoration. The economic 
incentives and empowerment resulting from such 
sustainable industries turn communities into positive 
stewards for the natural ecosystems on which their 
livelihoods rely. To scale up and grow these industries, 
a key aspect of this approach is to build clusters of 
entrepreneurship and drive enterprise development. 
These conservation and development benefits can be 
realised through strategic ecosystem management that 
provides a range of opportunities from premium products, 
environmental labelling and supply chain resilience.

The three case studies in this section focus on how 
the creation of sustainable industries can be achieved 
through building local capacities and knowledge. The 
cases deal with ecosystems at risk of overexploitation, 
where unsustainable practices or increasing vulnerability 
to climate chance affect the livelihoods of the local 
people, the environments they depend on, as well as 
the businesses dependent on those places in their 
supply chain. The cases demonstrate how private sector 
engagement with local communities can drive solutions 
targeted to the key conservation and development 
challenges found within that region. 

3.1 STARbUCkS C.A.f.E. PRACTICES, INDONESIA
Lead	NGO
Conservation International

Starbucks Coffee Company (Starbucks) collaborated with 
Conservation International to develop its Coffee and Farmer 
Equity (C.A.F.E.) Practices, one of the coffee industry’s first 
sets of comprehensive sustainability standards, verified 
by third-party experts. In northern Sumatra, Indonesia, 
Starbucks has worked with Conservation International 
since 2008 to support farming communities, increase their 
resilience to climate change and improve the stability and 
sustainability of its coffee supply.   

The	challenge
Indonesia is one of the world’s major producers and 
exporters of coffee beans, but changing rainfall patterns 
and the increased prevalence of pests have led to a 
decline in crop yield and quality in northern Sumatra. 
For Starbucks, this represents a direct risk to business 
sustainability. For coffee farmers, who are predominantly 
small scale growers, crop failure presents a serious threat 
to their livelihoods, which can lead them to abandon 
existing farms and clear forests in new areas they feel will 
be more suitable for coffee growing in the future, such as 
at higher altitude. This, in turn, puts increased pressure 
on Indonesia’s forests, which people rely on for a host of 
benefits such as carbon sequestration, biodiversity habitat, 
or freshwater generation. 

The	approach	
Starbucks takes a holistic approach to incorporating 

environmental and social best practices into its coffee 
supply chain in Indonesia. This includes: 

•	 A	clear	commitment	supported	by	comprehensive	
guidelines: Starbucks has made a public commitment 
to source 100% of its coffee from ethical sources 
that are third-party verified. Its own C.A.F.E. Practices 
provide guidelines for farmers and suppliers in four 
key areas including quality; economic transparency 
for suppliers to demonstrate the economic value 
that goes back to farmers; social responsibility; and 
environmental leadership. 

•	 Research	and	risk	assessments: Starbucks has 
invested extensively in research of the most effective 
and climate-resilient growing methods and coffee 
plant varieties, and purchased an operational coffee 
farm in Costa Rica that acts as an open source 
agronomy research centre to develop and test 
sustainable farming practices. In North Sumatra 
Starbucks commissioned Conservation International to 
conduct a study of the vulnerability of its supply chain 
to climate change risks. 

•	 Capacity	building	for	farmers:	Starbucks has 
established a network of seven farmer support centres 
in coffee growing regions around the world, which 
support more sustainable farming practices across 
the industry, driving industry-wide improvements. 
Farmers in Indonesia have been taught techniques to 
integrate sustainable land and forest management to 
complement their farms, including planting shade trees 
to reduce soil erosion and water runoff, and protect 
coffee plants from direct rainfall and sunlight.

•	 Providing	farmers	with	access	to	finance: Starbucks 
has made a commitment to provide US$50 million in 
loans for coffee farmers globally through Conservation 
International’s Verde Ventures fund among other 
lending partners. Access to funding is important for 
farmers to make necessary improvements to their 
farming methods.

•	 Exploring	additional	income	streams	for	sustainable	
farming	practices: Starbucks is keen to see farmers 
benefit directly from using sustainable farming 
methods, and is exploring with Conservation 
International how farmers could access forest carbon 
markets or other payment for ecosystem services to 
provide them with further incentives. 

Economic	value	created
Globally, people drink 600 billion cups of coffee every year. 
With US$22 billion in global sales, coffee is the world’s 
most traded tropical agricultural commodity. Sustainable 
farming practices in Indonesia have resulted in a rebound 
in coffee yields and higher quality coffee beans. Farmers 
receive a premium price for their beans, and Starbucks 
secures a more efficient and climate-resilient supply chain, 
whilst living up to consumer expectations for it to be a 
responsible business. Ninety nine percent of Starbucks’ 
coffee is now ethically sourced. 

Environmental	value	created
In 2010, at least 99% of participating farms globally 
had not converted any natural forest habitat to coffee 
production since 2004, and at least 90% of stand-alone 
mills processed waste in a way that did not contaminate 
the local environment. 

1. http://www.conservation.org/publications/Documents/2012_Starbucks_Vulnerability_Assessment.pdf
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Social	value	created
Social criteria of the C.A.F.E. Practices initiative help to 
protect the rights of workers and ensure safe, fair and 
humane working and living conditions. Compliance with 
minimum wage requirements and prohibition of child and 
forced labour is mandatory. This promotes more ethical 
practices in the coffee supply chain. In 2010, more than 
425,000 workers employed on participating farms globally 
earned higher than minimum wage and 100% of small 
farms that had school age children living on the farm 
ensured that these children attended school. 

Key	success	factors
•	 Focus	areas	linked	to	business	objectives: To date, 

Starbucks has invested more than US$70 million in its 
comprehensive approach to ethical sourcing. Unlike 
philanthropic support, this investment in conservation 
and development is directly linked to the long-term 
viability of Starbucks’ business, as well as its corporate 
values. 

•	 Forming	strategic	partnerships: Conservation 
International’s global presence and expertise in both 
community development and environmental science 
made it a strong partner to work with Starbucks’ global 
supply chain. Moreover, sustaining the partnership 
over 15 years (and ongoing) has ensured the continuity 
and the financial and time investment required 
to achieve the ambitious goal to certify 100% of 
Starbuck’s coffee.

•	 Ensuring	farmers	benefit	directly	from	improved	
practices: Starbucks makes sustainable farming 
practices attractive to farmers, which are therefore 
proactively adopted, by ensuring farmers directly 
benefit from premium prices and by providing additional 
incentives such as payment for ecosystem services. 

3.2 TONLE SAP LAkE, CAMbODIA
Lead	NGO
Conservation International

Since 2006, Conservation International has worked with 
government, partners and local communities to develop 
projects that empower and encourage residents to better 
manage the health of the Tonle Sap Lake in Cambodia. 
Conservation International has invested over US$1.5 
million to restore degraded ecosystems, create new 
market opportunities and establish livelihood improvement 
projects that increase incomes for women in this region.  

The	challenge
Tonle Sap Lake is one of the world’s most productive 
freshwater fisheries, providing an important source of 
protein for Cambodian people. Its seasonally flooded 
forests are a breeding ground for over 200 fish species, 
70 of which have commercial value, and the sale of fish 
and fish products is the main source of income for some 
three million people living on the lake’s floodplains. These 
people also depend on the flooded forests for food, fuel, 
fresh water and other natural resources.

But Tonle Sap’s natural resources are being extracted 
faster than they can be replenished. To date, more 
than 95% of its flooded forests have been lost to 
overexploitation for firewood and the clearing of trees to 
make way for agricultural land. Combined with overfishing, 

their destruction has led to smaller sized fish and reduced 
numbers of species with each catch; a sign that fish 
stocks may be headed for collapse. A growing population 
and the desire for economic development is fuelling an 
increasing demand for Tonle Sap’s natural resources, 
but overexploitation could cause irreversible damage to 
ecosystems and loss of livelihoods leading to poverty. The 
challenge is to ensure the lake remains a healthy and 
productive freshwater ecosystem that can continue to 
support Cambodia’s people, wildlife and economy. 

The	approach
Conservation International provides capacity building and 
technical support to create economic and social value for 
local communities, whilst engaging communities and local 
government in sustainable natural resource management.

•	 Establishing	self-governed	protected	areas: 
Although some efforts have been made to establish 
protected areas and regulate fishing, enforcement 
is not sufficient to control illegal fishing, logging and 
poaching of wildlife. Conservation International works 
with government and community ranger patrols to 
prevent illegal activities, and has installed artificial 
reefs in critically threatened habitats. 

•	 Restoring	degraded	ecosystems: Conservation 
International is supporting three communities in 
establishing tree nurseries to replant and manage 
flooded forests.

•	 Using	science	to	educate	grassroots	and	government	
stakeholders: At the regional level, Conservation 
International uses science to quantify the threats 
to the economic and ecological value of Tonle Sap 
and translates that information into decision support 
systems, which are used to persuade grassroots 
stakeholders and government of the importance of 
understanding different development trade-offs, and 
options for protecting the lake and its resources. 

•	 Livelihood	improvement	projects: The Women’s Fish 
Processing Project trains local women in hygiene and 
efficient methods of processing their catch so that they 
can produce better quality products that fetch a higher 
price. This increases their incomes without increasing 
the resources extracted. Conservation International 
has also helped these women gain access to markets 
in Phnom Penh, which provides a stable market with 
consistently high demand.

•	 Providing	access	to	finance: Conservation 
International established a community savings 
programme that provides small, low-interest loans to 
help small enterprises expand their businesses.

6. http://www.conservation.org/publications/Documents/2012_Starbucks_Vulnerability_Assessment.pdf

© Conservation International photo by Kristin Harrison & Jeremy Ginsberg
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Economic	value	created
As of 2013, CI has trained about 200 women to lead 
fish processing enterprises as part of the Women’s Fish 
Processing Project. The result of the pilot project has led 
to an expansion of female entrepreneurship and growing 
demand from regional and local markets for processed fish 
products.

The selling price of traditional fish paste has increased 
by 22 to 94 percent and transportation costs have been 
halved due to women being able to sell their product in 
bulk to traders for predetermined prices. As the project 
continues to engage more women in the Tonle Sap region, 
opportunities to boost sustainable production in new and 
existing markets are providing substantial opportunities to 
scale up operations and integrate these enterprises within 
larger value chains. The project is increasing its regional 
presence to tap into Tonle Sap’s fishing industry which 
has an estimated value of between US$150 and US$250 
million annually.

Environmental	value	created
Through this program, three communities have replanted 
and managed more than 150 hectares of flooded forest. 
To ensure sustainable use of resources, Conservation 
International is educating local communities in more 
sustainable fishing practices and the use of fuel-efficient 
cook-stoves. 

Social	value	created
Conservation International is providing improved fish 
storage options that will give families year-round access 
to fish, which will improve their food security, and create 
potential to spur commercial investment. Tonle Sap and its 
flooded forest absorb around 20% of the Mekong’s flood 
water during the monsoon season, almost quadrupling in 
size, and therefore has a crucial role in flood control for 
downstream communities. 

Key	success	factors
•	 New	economic	opportunities	provided: The project 

educates communities on techniques to conserve 
natural resources and improve fish yields in order to 
create new business opportunities that can eventually 
attract commercial investment.  

•	 Government	partnership	and	involvement: 
Conservation International provided technical support 
and scientific data to the government to establish 
conservation and community fish access areas. The 
government is also involved in policing the protected 
areas.

•	 Capacity	building	and	raising	awareness	of	the	
importance	of	conservation: Residents are taught 
how to use flooded forests in a more sustainable 
way and understand the link between healthy water 
ecosystems and the sustainability of fish species.  

3.3 MANGROVES AND MARkETS, VIETNAM
Lead	NGO
The International Union for Conservation of Nature 
(IUCN) and the SNV Netherlands Development 
Organisation 

Mangroves and Markets (MAM) is a unique, partner-
led initiative to promote integrated coastal resource 
management and build resilient coastal communities. 
The initiative is a partnership between IUCN, the SNV 
Netherlands Development Organisation and the German 
Federal Ministry for the Environment, Nature Conservation 
and Nuclear Safety (BMU). The MAM project provides a 
platform for collaboration between different agencies, 
sectors and countries across the Asia Pacific. In Vietnam, 
MAM is working to integrate conservation priorities into 
the shrimp industry through the rehabilitation of mangrove 
forests.

The	challenge
Over the last 55 years, mangrove forests along the 
coastlines of the Mekong River Delta in Vietnam have 
shrunk at a rate of 4,418 hectares per year. This is primarily 
due to deforestation to make way for intensive shrimp 
farming, an important source of income for the 17 million 
people that reside in coastal communities along the 
Mekong River Delta. In recent years, shrimp farmers have 
experienced declining yields as intensive farming practices 
have resulted in degraded ecosystems and easier spread of 
disease. There is a growing realisation that intensive shrimp 
farming, whilst lucrative in the short term, has negative long-
term impacts on the environment and local livelihoods.© Conservation International photo by Sophak Sett

© Conservation International photo by Cristina Mittermeier



The	approach
MAM works in partnership with local communities, 
government and the private sector in the province of Ca 
Mau to rehabilitate the environment, improve the local 
shrimp industry and create resilient coastal communities. 

•	 Financial	incentives	for	reforestation	of	mangroves	
along	the	coastline: In partnership with Minh Phu 
Seafood Corporation (Minh Phu), the second largest 
seafood processor in shrimp export value, MAM has 
supported small scale shrimp farmers in reforesting 
their farms with mangroves, which provide natural 
breeding grounds for shrimp and other marine life. 
Farmers in Ca Mau that are able to achieve at least 
40% mangrove coverage on their farms are eligible to 
be certified under the international Naturland standard 
as organic shrimp producers. Minh Phu pays local 
farmers a 10% price premium for their certified shrimp.

•	 Training	in	less	intensive,	more	sustainable	shrimp	
farming	techniques: Introducing mangrove-based 
shrimp farming, where shrimp are less prone to 
disease outbreaks, creates a natural food supply, 
reducing the need for costly inputs such as antibiotics 
and industrial fishmeal. Farmers receive technical 
training and support through courses and workshops, 
building long-term capacity and improved productivity 
and quality, which increase their incomes.

Economic	value	created
The cost savings from reduced need for expensive inputs 
can mean that mangrove-based farming methods can be 
up to three times more profitable than intensive farming. 
Less intensive farming also reduces the risk of losses 
due to outbreaks of disease. In 2014, MAM helped 740 
small scale shrimp farmers achieve certification, fetching 
premium prices for certified organic shrimp stocks.

Environmental	value	created
Mangrove reforestation strengthens the resilience of 
coastal communities to storm surges and natural disasters 
in an area that accounts for 25% of rice production 
and 50% of fisheries output in Vietnam. Farmers are 
incentivised by government, industry and NGOs to restore 
and maintain 40% of their land as mangrove forest. In 
2014, MAM supported 200 farmers to plant 40 hectares of 
mangroves, with another 50 hectares expected by the end 
of 2015.

Social	value	created
There is decreased risk of severe impacts associated 
with climate change and natural disasters, leading 
to more resilient communities. The reforestation of 
mangrove forests has improved the coastline’s natural 
defence infrastructure. Reforestation of 8,961 hectares of 
mangroves in 166 communities in disaster-prone northern 
Vietnam has led to an estimated US$15 million in savings 
from damage and risks avoided. 

Key	success	factors
•	 Multi-sector	partnerships: MAM provides a platform 

for government, industry and NGOs to work together 
and share knowledge.

•	 Provide	economically	viable	solutions: Extensive 
farming techniques are dependent on healthy 
ecosystems that serve to increase incomes of farmers.

•	 Price	premiums: The organic approach to shrimp 
farming protects the environment and creates an 
additional income for farmers.

© Conservation International photo by Keith A. Ellenbogen
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4. CREATING ECONOMIC 
OPPORTUNITIES TO HELP 
SECURE PROTECTED AREAS
The private sector has the ability to become an effective 
partner with communities, governments and development 
organisations on the ground, through investing in initiatives 
that allow for effective conservation strategies. Through 
business-oriented development planning, companies 
can help to create new sustainable enterprises at scale, 
incomes for local people and products which can generate 
revenue to secure conservation objectives for protected 
areas. 

If left unsupported, insufficient resources, policies and 
regulations fail to stop illegal or unsustainable activities, 
leaving protected areas vulnerable to exploitation and 
economic opportunities unclaimed and unrealised. This is 
why private sector investment and engagement is needed 
to create opportunities to help secure protected areas. 
Building and integrating plans with pre-existing policies 
and regulations can strengthen conservation efforts and 
build transparent mechanisms that reduce deforestation, 
the expansion of agricultural conversion, illegal poaching 
and regional underdevelopment. 

The following three cases highlight how the private sector 
in partnership with civil society can influence policy 
makers in strengthening economic opportunities and 
public policies that will improve human well-being through 
conservation of protected areas. The result has created 
new economic opportunities through the construction of 
much needed infrastructure, building community capacity 
and the creation of jobs which create market-based 
incentives to conserve protected areas.

4.1 THE VUEN SAI GIbbON PROJECT, CAMbODIA
Lead	NGO
Conservation International

The Vuen Sai-Siem Pang Conservation Area (VSSPCA) in 
northeast Cambodia was established in 2010 to protect a 
new species of gibbon discovered in 2009. Conservation 
International has been involved in a multinational 
collaborative effort by primatologists throughout the 
region to study the northern yellow-cheeked gibbons, and 
provided funding and support to set up Gibbon Spotting 
Cambodia, a community-based ecotourism (CBET) initiative.

The	challenge
The 55,000-hectare area of tropical forest covered by 
the VSSPCA is one of the last pristine, naturally diverse 
habitats in Cambodia. It is home to eight of the 16 most 
threatened terrestrial species in Cambodia and part of 
the largest known population of northern yellow-cheeked 
gibbons in the world. Small settlements of indigenous hill 
tribes are dotted around the forest, which is bordered by 
agricultural land. Whilst rich in natural resources, northeast 
Cambodia is one of the region’s poorest areas, and this 
pristine forest faces land encroachment from agriculture 
and illegal logging of high value timber. The remoteness 
of the area and its difficult terrain make patrolling and 
monitoring extremely difficult and wildlife poaching is 
common. 

Unclear land ownership hampers efforts to secure 
protected areas and livelihoods. Poverty, a rising 
population and declining farm yields are driving 
communities ever deeper into the forest, increasing 
demand for fuel-wood and alternative sources of food. 
Private concession holders, however, pose perhaps the 
most significant threat, providing the means and incentives 
for deforestation at ever increasing rates. In combination, 
these factors risk creating a mosaic of cleared land and 
remnant forest, with the inevitable result of increasingly 
isolated populations of gibbons, and a rapid decline in 
endangered and endemic species due to genetic erosion 
and habitat loss.

The intersection of poverty, remoteness, the existence 
of high value timber, lack of political will, unclear land 
tenure rights and desire for short-term financial gain, make 
the region a prime target for deforestation and habitat 
destruction from both small scale loggers and larger 
scale enterprises. The large distances involved and the 
ethno-linguistic differences between communities make it 
difficult to develop a strong civil society network capable of 
ensuring gibbon conservation and broader environmental 
protection.

The	approach
Through the CBET approach, the project is able to advance 
social, economic and environmental objectives through the 
development of a cluster of new enterprises by: 

•	 Increasing	local	awareness of the value of the 
region’s biological resources;

•	 Expanding	local	participation in the benefits of 
conservation; 

•	 Generating	new	revenues from a cluster of new 
enterprises linked to conservation and tourism, that 
increases the incomes of local communities; and,

•	 Establishing	a	community	savings	group that 
provides community members with interest-free loans 
to invest in human capital (capacity building and local 
tour guide training), natural capital (environmental 
conservation), physical capital (roads, bridges and 
schools), entrepreneurship and small business support.

Economic	value	created
The communities of the VSSPCA saw an increase in 
tourism of 40% in 2014, generating increased incomes for 
small businesses and available funds for the community to 
allocate towards infrastructure development and tourism 
management. 

Environmental	value	created
CBET has helped to conserve the region’s natural 
resources, including the gibbon population and natural 
habitat. It demonstrates how the vast natural capital of 
the area can be protected through providing income-
generating opportunities that are linked to conservation.

Social	value	created
Schools have been supported, bridges built and money 
loaned to small scale entrepreneurs through the interest-
free community savings group programme developed as 
a result of the project. Significant investment has been 
made in human capital with community members receiving 
training on CBET, hospitality, guiding, conservation, small 
business development and translation.



Key	success	factors
•	 Capacity	and	skills	development	for	CBET: The 

project increases local capacity to undertake an ever 
increasing portfolio of eco-tourism and conservation 
activities that continue to generate income for 
stakeholders.

•	 Establishing	a	sustainable	financing	model: The 
community savings group provides access to capital 
that supports economic and social development and 
the expansion of conservation-linked businesses. 

•	 Strong	science	and	technical	partners: Partners 
including the Australian National University, the 
Cambodian Government and Conservation 
International provide scientific research that supports 
the management of the protected areas.

•	 Government	partnership	and	involvement: Protected 
areas rely heavily on government endorsement. 
Conservation International provided scientific data 
to help persuade the Cambodian government of the 
need to protect the gibbons and their habitat.

4.2 bIRD’S HEAD SEASCAPE, INDONESIA
Lead	NGO
Conservation International, World Wide Fund for Nature 
(WWF) and The Nature Conservancy

The Bird’s Head Seascape (BHS) is an unprecedented 
partnership between international conservation 
organisations, including Conservation International, WWF 
and The Nature Conservancy, local and regional NGOs, 
governments and coastal communities to secure the 
effective management of rich marine resources in West 
Papua, Indonesia. 

The	challenge
The BHS is located at the heart of the Coral Triangle, 
considered the global epicentre of marine biodiversity. 
When the project started in 2004, the relatively untapped 
natural resources in the region had become a target for 
short term unsustainable exploitation, including destructive 
fishing and overfishing, oil and gas exploration, nickel 
mining, illegal logging, and poorly planned road and 
other infrastructure development. Rapid development 
threatened the globally significant ecosystems of the BHS. 

Despite its huge wealth in natural capital, the region has 
the highest levels of poverty in Indonesia, with 40% of the 
population living below the poverty line. Fishing is a major 
source of income for many households in the seascape, 

and 69% of families rely on fish as a primary source of 
dietary protein. The introduction of commercial fisheries 
and the use of destructive fishing methods such as bomb 
fishing, cyanide and compressor fishing have led to rapid 
depletion of fish stocks in the region. This has had a 
detrimental impact on the food security and livelihoods of 
local people. Outsiders eager to capitalise on the region’s 
natural resources have encroached on traditional lands 
and seas, ignoring ancestral tenure rights, leading to an 
inequitable distribution of the wealth, which has further 
marginalised the poor. 

The	approach
Sitting within the Coral Triangle, a marine reserve and 
sanctuary in the western Pacific Ocean, the BHS was 
formed with dual objectives: to protect the rich biodiversity 
of the seascape and to significantly enhance the well-being 
of the coastal communities by:

•	 Creating	a	network	of	15	Marine	Protected	Areas	
(MPAs): Delineated marine areas with improved 
structures for management and regulation were 
established in the BHS. The MPAs, covering a 
combined area of more than 3.6 million hectares, 
have been described as “Fish Banks” in which fish 
populations are allowed to replenish and grow. 
Coastal communities can fish outside of the protected 

“no-take” zones, ensuring food security and securing 
livelihoods.

•	 Creating	alternative	incomes	for	communities: 
To encourage local communities to preserve the 
natural capital of the BHS in the long term, a viable 
alternative income source had to be provided for 
them. Conservation International worked with the 
local tourism department in Raja Ampat to promote 
the BHS as a world-class diving destination. It also 
helped local communities to establish enterprises 
including cultural performances, guided bird-watching 
trips and encouraged tourists to purchase local 
produce and seafood. This has provided a foundation 
for a growing local cluster of businesses linked to 
sustainable tourism initiatives that directly benefit 
local communities. With the support of the Raja Ampat 
Tourism Department, Conservation International 
worked alongside tour operators to embed voluntary 
and regulatory steps so that operations can ensure 
tourism best practices. These included developing 
a code of conduct for divers, educational videos for 
installing mooring buoys for marine life monitoring, 
developing Indonesia’s first comprehensive tourism 
legislation (now a national model), instituting a 
licensing system, and providing strict guidelines for 
coastal development.  

•	 Establishing	a	tourism	user	fee	system that has been 
implemented to ensure local communities directly 
benefit from tourism. Revenue generated through this 
payment for ecosystem services is divided between a 
conservation fund and a community fund. 

© Conservation International photo by Santiago Cassalett
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Economic	value	created
The tourism user fee system in Raja Ampat generated over 
US$100,000 in its first 9 months of operation, and currently 
generates over US$1M per year in revenues, the majority 
of which supports local MPA management and community 
development programmes. Increased tourist visits to Raja 
Ampat grew 1,200% from 2007-2014 establishing a cluster 
of economic growth through increasing local incomes, 
local food demand and tourism related enterprises.

Environmental	value	created
The project established the Coral Triangle’s first shark 
and ray sanctuary, located in Raja Ampat, which provides 
strict protection to all sharks and rays, as well as turtles, 
dugongs and endemic fish. Nickel mining, previously a 
major industry in the region has now been banned in 
parts of the seascape because it is incompatible with 
conservation there. A network of 15 MPAs have preserved 
and monitored over 3.6 million hectares of the BHS, an 
area used for the replenishment of fish. Hard coral cover, 
the populations of key fisheries species and fish functional 
groups are being maintained or improving, which suggests 
the reefs at BHS are healthier than many other reef 
ecosystems worldwide.

Social	value	created
The BHS has benefited rural communities through the 
creation of new jobs related to tourism. Increasing 
household incomes are contributing to higher enrolment 
rates in schools, while the adoption of new techniques 
to support fishery management are ensuring the 
development of a sustainable local food supply. 

Key	success	factors
•	 Fully	integrates	conservation	and	social	priorities: 

The MPA management system protects and sustains 
local biodiversity, whilst ensuring local fisherman gain 
exclusive rights to traditional fisheries so they benefit 
directly from conservation efforts. Nine key indicators 
are used to monitor ecosystem health and human well-
being in the BHS.

•	 Engages	communities	in	conservation: Conservation 
International is educating communities on how to 
manage their marine resources effectively, and in ways 
that directly lead to economic benefits.

•	 Creates	clusters	of	economic	development: With 
expanding conservation regulations surrounding the 
seascape, new sustainable enterprises are being 
developed helping spark local cluster development 
and entrepreneurial opportunities for businesses and 
communities. This has led to increased incomes for 
communities linked to a growth in eco-tourism and 
supporting services.

“The creation of local, sustainable jobs has been a key 
success of the Bird’s Head Seascape. From the 120 newly 
recruited marine rangers and MPA managers, to the 
hundreds now engaged in the tourism sector, conservation 
is making a real contribution to the economic development 
of one of Indonesia’s poorest regions.” Matt Fox, Senior 
Advisor, Marine Program, CI Indonesia.
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4.3 SUSTAINAbLE LANDSCAPES PARTNERSHIP, 
INDONESIA
Lead	NGO
Conservation International

The Sustainable Landscapes Partnership (SLP) is a private-
public initiative formed in 2011 with the assistance of 
USAID, the Walton Family Foundation, the Government 
of Indonesia and Conservation International. Working 
in collaboration with the local and national government, 
the private sector, local communities and a range of 
international partners are implementing programs at the 
grassroots level to expand opportunities for low-carbon 
economic development without compromising natural 
capital, the performance of ecosystems services or the 
conservation of protected areas.

The	challenge
Indonesia has become the world’s fifth largest emitter of 
greenhouse gases due to the burning of peat land and 
deforestation for commodity crops. Increasing global 
demand for industrial agriculture such as palm oil has 
exaberated deforestation further. In recent years, efforts 
focused only on creating, managing, or financing protected 
areas have been insufficient to halt the destruction of 
Indonesia’s forests and peatlands. 

Local government agencies and the Ministry of 
Environment and Forestry have been in need of greater 
support and direction to increase efforts in effective spatial 
planning at a landscape scale and to understand the 
short and long-term negative impacts of unsustainable 
agriculture. A holistic, integrated approach involving 
multiple stakeholders was needed to develop a low-carbon 
emissions development plan.

The	approach
SLP takes a landscape-scale approach to address the 
complex challenges found in the project’s target areas of 
Northern Sumatra and West Papua, Indonesia. SLP works 
to ensure that all relevant stakeholders are engaged in 
the maintenance of natural capital and the development of 
sustainable production areas through a range of strategic 
points of engagement and multi-stakeholder forums. 
SLP’s primary objective is to support the conservation of 
natural capital through appropriate land-use, sustainable 
production practices and inclusive decision-making. This 
includes supporting local and national governments in the 
development of spatial plans, policies and regulations; 
encouraging cross-sector collaboration through 
multistakeholders forums (e.g. for palm oil or watershed 
management); and communication through the use of 
Strategic Environmental Assessments as a mandatory basis 
for provincial and district spatial planning.  

•	 Identify	and	map	the	natural	capital	in	the	landscape: 
SLP uses landscape-level plans, known as Sustainable 
Investment Action Plans (SIAP), to simultaneously 
guide conservation efforts in protected areas as well 
as sustainable agriculture and low-carbon enterprises 
in non-protected areas. Information provided in 
the SIAP have been used to develop Strategic 
Environmental Assessments and to build a sustainable 
low carbon development program.

•	 Manage,	restore	and	secure	protected	areas: There 
are three key biodiversity areas (KBAs) with an area of 
approximately 410,000 Ha for which SLP has provided 
support. Moreover, two out of the three KBAs also 
act as key watershed areas covering almost 850,000 
Ha that supply water to local communities. SLP is 
also scoping out and creating enabling conditions for 
payment for ecosystem services models, especially 
for local communities, such as REDD+ or other 
conservation financing mechanisms to protect and 
keep forests, riverbanks and other natural capital 
intact. 

•	 Support	communities	to	increase	their	economic	
benefits	through	sustainable	production: SLP’s 
numerous initiatives to increase income and jobs 
through more sustainable farming and low-carbon 
enterprises benefit communities while relieving 
pressure on the protected areas.  For instance, SLP 
conducted value chain assessments to identify 
constraints and opportunities in the production of 
commodities such as rubber, coffee, cacao, aren and 
palm oil. SLP also connects farmers to private sector 
partners to improve market access, transparency and 
support to farmers to ensure long-term sustainable 
production. 

Economic	value	created
The introduction of improved farming technologies have 
resulted in significant yield increases on smaller areas of 
land. For example, rubber farmers increased their yields 
by an average of 31% through the adoption of more 
conservative rubber tapping techniques.  Improvement 
in post-harvest productivity have garnered further profit 
opportunities and available supply to meet the growing 
demands of the private sector for sustainable commodity 
crops.

Environmental	value	created
Forest conservation activities have rehabilitated degrading 
water and forest supplies affected by agricultural 
commodity expansion. Greater efforts in conservation and 
sustainable agricultural production have supported healthy, 
localized green economies to produce positive outcomes 
for local communities.

Social	value	created
5,600 rural farmers have been trained in land management. 
With increasing productivity and crop quality, the farmers 
have formed collectives to sell products and make a larger 
scale impact on the management of their land. 

The successes of the Sustainable Investment Action Plans 
and the Strategic Environmental Assessments have unified 
the regional government with the community, civil society 
and private sector. Through these mediums, the SLP has 
enhanced economic development and empowerment of 
marginalized populations.

 

1. World Resources Institute. ‘Forests and Landscapes in Indonesia.’ http://www.wri.org/our-work/project/forests-and-landscapes-indonesia/climate-change-indonesia
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Key	success	factors
•	 Provided	capacity	building	and	strategic	analysis: 

Facilitation of district and provincial environmental 
assessments that incorporate mitigation strategies 
and recommendations to improve spatial planning and 
reduce subsequent impacts on the local environment.

•	 Increased	efficiency	in	value	chains: Technical 
training and capacity building for farmers to increase 
agricultural productivity and reduce inefficiences. 
Providing larger and higher quality yields to integrate 
into national and international supply chains.

•	 Model	is	scalable	and	replicable:	The SLP has the 
ability to be replicated and/or scaled up to include 
greater beneficiaries and stakeholder groups. The SLP 
model is currently being replicated in Peru. 

•	 Public-private	partnerships: Through private industry 
support, the SLP has developed and scaled up 
sustainable economic opportunities for businesses 
and local communities and has increased transparency 
for investors.  

© Conservation International photo by Tory Read

“Conservation International is undertaking a complex 
program by working directly with the community and nature 
conservation groups to facilitate effective community 
management and improve the regional standard of 
living.” Abu Hanifah, Head of Mandailing Natal District 
Development Planning Agency, North Sumatra Province
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5. fINANCING CONSERVATION 
THROUGH PAyMENT fOR 
ECOSySTEM SERVICES
The concept of Payment for Ecosystem Services (PES) is 
to finance conservation by arranging for the beneficiaries 
(buyers) of healthy ecosystem services to compensate the 
stakeholders (sellers) who agree to maintain the health of 
these ecosystems. 

Ecosystem services are the direct and indirect benefits that 
nature provides to people, including provisioning services 
such as production of food and water, regulating services 
such as regulation of climate, supporting services such as 
crop pollination, and cultural services such as recreation. 

As noted by the United Nations Environmental Programme, 
many ecosystem services are currently either undervalued 
or have no financial value8. The potential to use PES to 
promote conservation and development is therefore 
substantial, as PES models rely on the measurement and 
valuation of ecosystem services in monetary terms to make 
payments between the buyer and seller possible.  The 
underlying question is: How can businesses tap into this 
emerging market?

PES ties nature’s services to the people and businesses 
who value those services enough to pay for them. Through 
PES, the private sector can help fund and incentivize 
nature conservation in a way that directly improves its 
own business viability. When developed at scale, such as 
with carbon credit trading platforms, the private sector 
can benefit from a market-based approach that sets the 
most efficient prices based on supply and demand for the 
targeted ecosystem service. 

The following case studies demonstrate how public, 
private and civil society partnerships can be established 
to facilitate PES. In each project, different approaches 
are created to facilitate the transaction between buyers 
and sellers of ecosystem services for financial, social 
and environmental returns and for shared value to 
be enhanced. These cases illustrate the versatility of 
ecosystem services schemes and the multitude of 
combinations that can exist amongst stakeholders to 
improve the scalability and sustainability of projects.

5.1 REwARDING THE UPLAND POOR fOR 
ENVIRONMENTAL SERVICES (RUPES), INDONESIA
Lead	NGO
The World Agroforestry Centre (ICRAF)

Launched by the World Agroforestry Centre (ICRAF) in 
2002, the Rewarding Upland Poor for Environmental 
Services (RUPES) programme provides financial rewards to 
poor farmers in upland areas for securing environmental 
services. The programme was adapted and implemented 
in six countries including China, India, Indonesia, Nepal, the 
Philippines and Vietnam.

The	challenge
The Bukit Barisan mountain range spans the west coast 
of Sumatra, Indonesia, and forms the upper watersheds 
of all the major rivers on the island. In the sub-district 
of Sumberjaya, where 50% of the area is supposedly 
classified as protected forest or national park, severe 
deforestation has cleared the hillsides to make way for 
coffee farms. The government believed that soil erosion 
caused by this deforestation was affecting the Way Besai 
hydroelectric dam, which resulted in the eviction of 
thousands of farmers from the forest. Smallholder farmers 
in this area have historically been stuck in a cycle of 
poverty through unsustainable farming practices leading 
to lost yields and the lack of secure land tenures forcing 
farmers to pay bribes to land owners to avoid eviction.

The	approach
The objective of RUPES was to support clusters of small 
coffee plantations by granting conditional land tenure 
agreements in exchange for forest and land stewardship 
based on three focus areas: 

•	 Develop	the	soil	conservation	programme: Using 
terracing, sediment pits and weeding strip techniques, 
coffee farmers were taught to reduce the sediment 
runoff from their farm land and receive a cash payment 
of US$160 per hectare maintained during the contract 
period.

•	 Establish	the	River	Care	Group: A group of farmers 
from Buluh Kapur village constructed check dams, 
drainage along pathways and terraces to reduce the 
amount of sediment reaching the dam downstream. 
The Wey Besai dam operators agreed give the group 
US$1,000 for a sediment reduction of 30%, US$700 for 
a 20% reduction and US$500 for a 10% reduction.

•	 Establish	a	community	forest	programme: ICRAF 
helped farmers access the Indonesian Government’s 
Community Forestry Programme that provides 
farmers with conditional land tenure to promote forest 
protection. In exchange, farmers adopt sustainable 
farming practices and protect the remaining natural 
forest, which preserves the natural watershed 
protection services. The programme covered 70% 
of Sumberjaya’s protected forest, involved nearly 
6400 farmers and accounted for 13,000 hectares of 
protected forest. 

Economic	value	created
The activities of the River Care Group were able to reduce 
sediment reaching the dam by 20%. Farmers that helped 
reduce soil erosion and sedimentation in nearby water 
supplies received cash and in-kind payments for their 
actions to sustain the ecosystem services preventing 
erosion and sedimentation. As a result of reduced 
sediment, the Way Besai hydroelectric power company 
was able to significantly reduce maintenance costs, which 
had totalled US$1 million annually, by instead diverting a 
fraction of this cost to the River Care Group to address 
the problem at source. In doing so, the company also 
improved the output and reliability of electricity generated 
by the dam. Funds provided to farmers by the River Care 
Group helped to stabilise their livelihoods, empowering 
thousands within the local economy.

8. The Katoomba Group, UNEP and Forest Trends ‘Payments for Ecosystem Services: Getting Started,’ Page 2.



Environmental	value	created
As part of the community forest programme, 13,000 
hectares or nearly 70% of Sumberjaya’s protected forest 
has been preserved and sustainably managed. Over 
6,400 farmers joined the RUPES initiative to implement 
environmentally friendly farming practices like ’shade 
coffee,’ a technique of planting infield vegetation within 
coffee plants. These efforts contributed to the protection of 
downhill water sources and helped secure conditional land 
tenure for forest and soil stewardship. 

Social	value	created
Participation in the community forest programme 
represented a major success for farmers as they received 
land rights and were no longer at risk of eviction, 
exemplifying a viable land tenure conflict resolution. 
Payment for ecosystem services generates secondary 
incomes for farmers, and improved soil quality and water 
retention also improved crop yields and quality.

Key	success	factors	
•	 Local	communities	engaged	in	conservation: The 

initiative engages local people in the conservation of 
their natural capital, and provides financial incentives 
for them to do so.

•	 Government	partnership	and	involvement: In the 
beginning, the government did not believe that 
sustainable farming practices could help to control 
erosion and damage to the dam. ICRAF worked 
to provide evidence that it was possible. The 
government’s Community Forestry Programme also 
provides funding to support the project. 

•	 Establishing	an	alternative	source	of	income	for	
communities: Communities must be provided with 
alternative sources of income that provide equal, if 
not improved livelihoods, compared to intensive 
cultivation. The PES model provides communities with 
income so that they are incentivised to protect the 
forest rather than exploit its resources to make a living.

•	 Created	a	viable	model	for	payment	for	ecosystem	
services: Mitigation measures make economic sense 
for the hydroelectric power company’s bottom line – 
the cost to compensate communities for forest and 
soil-friendly practices is significantly lower than other 
measures to deal with sedimentation in the dam.

•	 Model	is	replicable	and	scalable: Similar successful 
pilots have taken place in the Philippines, Cambodia, 
Vietnam and on the Tibetan Plateau.

5.2 LIzHIbA TEA, GANSU, CHINA
Lead	NGOs
Shanshui Conservation Center, Conservation 
International’s Conservation Stewards Program (CSP) 

On the border between China’s Sichuan and Gansu 
provinces, the Baishuijiang National Nature Reserve 
provides an important habitat for the giant panda and other 
species—and it is also home to 713 people from the 246 
households that comprise the Lizhiba village, where tea 
production is the main income source. Since 2008, the 
Shanshui Conservation Center has used Conservation 
International’s conservation agreements model as a 
framework to facilitate negotiations between reserve 
authorities and the community to curb deforestation and 
create sustainable development opportunities. 

The Conservation Stewards Program’s conservation 
agreement model offers direct incentives for conservation 
through a negotiated benefits package in return for 
conservation actions by communities. Benefits typically 
include investments in health, education and livelihoods.

The	challenge
As the Lizhiba community converted forested land to tea 
plantations, removing firewood and wild herbs from the 
woods, deforestation began to grow rampant, threatening 
not only the giant panda’s habitat but also the ecosystem 
services that villagers depend on. As a traditional tea 
processing machine requires 4-5,000 kilos of dry wood 
per year, villagers have had little choice but to exploit the 
surroundings forests. As a result, the lack of vegetation 
cover has resulted in higher concentrations of fertilizers 
and pesticides from tea crops reaching the nearby Lizhiba 
River, increasing exposure of contaminants to the 30,000 
people living downstream in the county of Qingchuan.

On top of these pressures, the Baishuijiang National Nature 
Reserve has been hindered in combatting the emergence 
of illegal activities due to limited staffing and capacity to 
patrol the region.   

The	approach
Shanshui Conservation Center has leveraged funding 
and technical guidance from Conservation International’s 
Conservation Stewards Program to encourage the 
local population to preserve the forest and surrounding 
ecosystem by determining mutually beneficial solutions. 
After extensive discussions and collaboration with local 
communities, the program has identified the key areas of 
focus:

•	 Replacing 90 percent of household stoves with more 
fuel-efficient ones to reduce wood consumption, and 
also replacing traditional tea processing machines with 
electric ones.

•	 Fostering alternative livelihoods—such as bee-keeping, 
ecological tourism and tea production.

•	 Empowering a 20-person forest patrol team to 
establish rules and enhance forest conservation 
capacity. 

Economic	value	created
The addition of electric processing machines has enabled 
the Lizhiba village to increase its quality of tea, leading 
to a 20 percent price increase. In 2011, Lizhiba tea 
was registered as a trademark, and cooperatives were 
established to increase market access. There are now 
three web stores run by Lizhiba families, enabling farmers 
to sell their tea via the internet and expand their market. 
Six additional families operate minshukus (guest houses) 
that serve tea to visitors.

Environmental	value	created
The conservation agreement reached between the 
community and the reserve bureau included “absolutely 
no logging” in the national forest, community-owned 
forest or the buffer or research zones of the reserve; no 
dumping of garbage into the river; and no clear cutting 
when collecting fuel wood for daily needs. Since the 
first agreement was signed in 2009, 6,500 hectares of 
forest have been protected, securing habitat for the giant 
panda and other species, as well as ecosystem services 
such as air regulation, carbon sequestration and water 
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flow. Additionally, the strengthened patrol team has been 
credited with stopping numerous illegal hunting, logging 
and herb collecting activities, further contributing to 
improved forest conservation. 

Social	value	created
Villagers have gained a sense of responsibility for 
safeguarding their natural resources, gaining awareness 
that conservation is closely linked with their livelihoods. 
They are now not only proud of their tea gardens but of 
their participation in protecting the environment as well. 
Through the conservation agreement process, villagers 
have been engaged in trainings and workshops, and 
many have earned opportunities to serve as leaders. 
The community forest patrol team has also received 
recognition for its work, winning the third annual “Society 
of Entrepreneurs and Engineers—The Nature Conservancy 
Ecological Award” in 2009; in 2014, the team’s leader 
also earned a local award honoring his commitment to 
protecting the forest. Such recognition helps build morale 
for the patrol team and empower them to continue their 
work to monitor the forest. 

Key	success	factors
•	 Local	communities	engaged	in	conservation: The 

initiative engages local people in conservation and 
educates them on how to manage their natural 
resources effectively, and provides them with financial 
incentives to do so.  

•	 Alternative	income	sources	for	communities	
established: The tea plantations, tea cooperatives, 
tea houses, and bee-keeping activities create income 
generating opportunities for the people living around 
the Baishuijiang National Nature Reserve, providing 
them with increased financial security, which means 
they no longer need to exploit the forests resources. 

•	 Protected	area	management	strengthened: 
Community members earn wages for patrolling to 
prevent poaching and other illegal activities and 
improve forest management, securing critical habitat 
for giant pandas and hundreds of other species, as 
well as ecosystem services.  

•	 Model	is	scalable	and	replicable: In February 2016, 
authorities from the Baishuijiang National Nature 
Reserve adopted the conservation agreement model 
to invest eco-compensation funds from the central 
government in 71 communities, including Lizhiba, 
living just outside of the protected area. In exchange 
for wages, families will protect 56,000 hectares of 
community forest surrounding the reserve, monitor 
illegal activities and host educational workshops on 
forest conservation. This achievement demonstrates 
how the conservation agreement model can be 
scaled up and used to strengthen the management 
of protected areas—and showcase to government 
officials the benefits of adopting the model. 
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“Based on the monitoring data of Lizhiba, we can say we 
have taken the right approach and that the community is 
indeed contributing to conservation. Based on this success, 
we are now scaling up in other communities.’” Mr. He 
Liwen, Director of the Panda Conservation Department 
at the Baishuijiang National Nature Reserve
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6. CREATING SHARED VALUE
The eight case studies above highlight different ways 
of creating shared value for conservation, development 
and the private sector. They highlight the direct benefits 
to new and existing businesses engaged in integrated 
conservation and development projects through increased 
competitiveness, efficiencies and profits.

In this paper, we have demonstrated that shared value is 
underpinned by three approaches: 

•	 Creating and diversifying markets through the 
development or redesign of sustainable or ethical 
products. 

•	 Improving value chain efficiency whilst expanding 
inclusive business opportunities. 

•	 Restructuring the economies of rural areas by cultivating 
initiatives that focus on protecting and developing 
new business opportunities for long-term growth and 
prosperity. 

The cases highlighted in this report have all incorporated 
elements of these core approaches. Each case has 
demonstrated positive outcomes through achieving 
significant environmental, social and commercial success 
with growing opportunities to scale up and replicate the 
models.

The cases of Starbucks, MAM and the SLP demonstrate 
how business has the opportunity to develop or improve 
products that can contribute to growth, profitability and long-
term sustainability of their value chains while minimising 
negative impacts on the environment and communities. 
In particular, we have seen that it is possible to create 

“premium” products as well as opportunities for increased 
profits through improved methods of production. 

Starbuck’s C.A.F.E. Practices developed their own 
approach to ethical sourcing by establishing guidelines 
for quality, economic accountability, social responsibility 
and environmental leadership. Leveraging the certification 
and transparency of their coffee in this way has helped 
drive forward their commitment to sourcing 100% of their 
coffee from responsible sources and creating a high quality 
product for a higher price. Starbucks’ integrated techniques 
aim to enhance land and forest management to combat 
climate change and reduce the soil erosion and water runoff 
whilst improving crop productivity. For Starbucks, the C.A.F.E. 
Practices have been replicated around the world, enhancing 
efforts that create climate change resilience and build 
prosperous local coffee growing economies. 

The work of Mangroves and Markets increased the value of 
shrimp production and boosted the incomes of its suppliers 
by paying certified small scale farmers for organic shrimp 
stocks. The project demonstrated that it is possible to 
re-establish critical mangrove forests and support local 
farmers in producing shrimp. MAM has been able to support 
stakeholders in creating a strategic vision for their region, 
scaling up their project in Ca Mau with the intention of 
replicating this elsewhere.

Both MAM and Starbucks provide financially viable solutions 
for rural communities to conserve natural resources while 
benefiting from its natural value by enhancing production 
and income generating potential for smallholder farmers. 

The SLP created opportunities for the public and private 
sector to work together on spatial planning and in guiding 
the development of sustainable and low carbon enterprises, 
conserving high natural value areas and spurring private 
sector investment in sustainable agriculture. It focuses 
on leveraging inclusive business approaches to drive 
local economic development and promote investment in 
low carbon enterprises. Bringing together stakeholders 
from local communities to enable larger scale, collective 
impacts, it demonstrates that focusing on emerging market 
opportunities can drive economic development and 
support farmers and businesses with long-term sustainable 
production.

Generating incomes through new business opportunities is 
also apparent in many of the cases highlighted. For example, 
with the development of community based eco-tourism 
enterprises, remote communities with conservation value 
are beginning to benefit from the expansion of tourism 
markets. Tourism provides a financially viable solution for 
rural communities to conserve natural resources while 
benefiting from its natural value through the income and 
service generation. The Vuen Sai Gibbon Spotting project in 
Cambodia has been able to protect gibbons from poaching 
and loss of habitat due to deforestation in the region. 

The Bird’s Head Seascape project is also developing a 
community-based ecotourism project with new enterprises 
offering a variety of tourism related goods and services. 
Businesses also have the potential to create and improve 
existing market instruments that reward communities in their 
efforts to improve the environmental integrity of an area. 
Projects like the RUPES initiative identified that insecure 
land tenure rights were hindering local development 
and that high rates of erosion were contributing to 
costly damage of an important hydroelectric resource 
for the region. The RUPES initiative created a payment 
for ecosystem services scheme to reward farmers for 
implementing water and soil management techniques 
upstream. The cost reductions associated with decreasing 
levels of sediment in the reservoirs meant less maintenance 
costs and improved hydroelectric efficiency. The farmers 
benefited from the increased incomes they gained from 
sustainable farming methods and direct payments for their 
ecosystem services.

Key	success	factors:	
The case studies in this report help demonstrate that 
there are tangible benefits from investing in integrated 
conservation and development projects that go far beyond 
simply brand equity and reputation. There is potential to 
increase efficiencies, reduce costs, make value chains 
more resilient, create premium products, increase sales 
and enhance competitiveness – all of which can enhance 
profitability.

At the end of each case study, a number of key success 
factors were highlighted and these are summarised in Table 
1. Twenty factors are outlined to guide the private sector in 
designing and implementing integrated and development 
initiatives. These success factors can also be used as a 
checklist to help guide successful shared value projects 
associated with conservation and development. 
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PRIMARy PROJECT ObJECTIVES
bUILDING SUSTAINAbLE 

INDUSTRIES
CREATING ECONOMIC OPPORTUNITIES TO 

HELP SECURE PROTECTED AREAS

fINANCING 
CONSERVATION
THROUGH PES

Starbucks 
C.A.F.E. 

Practices

Tonle Sap 
Lake

MAM 
Vietnam

The Vuen Sai 
Gibbon Project

Bird’s Head
Seascape

Sustainable 
Landscapes 
Partnership

RUPES 
Initiative

Lizhiba 
Tea

Generates additional income 3 3 3 3 3 3 3 3

New products and services 3 3 3 3 3 3 3 3

Capacity building 3 3 3 3 3 3 3 3

Empowerment of vulnerable groups 3 3 3 3 3 3

Conservation improvement 3 3 3 3 3 3 3 3

Productivity and quality improvements 3 3 3 3 3 3

Value chain innovations 3 3 3 3 3 3

Disaster preparedness 3 3

Investment or financing facilities 3 3 3 3

Certification of products 3 3

Leveraging industry support 3 3 3

Leadership from private sector 3 3 3

Influencing policy-makers 3 3 3 3 3

Scalable or replicable 3 3 3 3 3 3 3 3

Long term viability 3 3 3 3 3 3 3 3

Strong and strategic partnerships with 
NGOs and/ or government 3 3 3 3 3 3 3

Projects linked to business objectives 3 3 3

Focus on delivering direct benefits to 
local communities 3 3 3 3 3 3 3

Focus on educating local communities 
about the importance of conservation 3 3 3 3 3 3

Framework to measure environmental 
and social indicators 3 3 3 3

Lead NGOs CI CI IUCN CI CI, WWF, TNC CI ICRAF SCC, CI

TAbLE 1: kEy SUCCESS fACTORS

CI – Conservation International

IUCN – International Union for Conservation of Nature

WWF – World Wide Fund for Nature

TNC – The Nature Conservancy

ICRAF – The World Agroforestry Centre

SCC – Shanshui Conservation Center
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7. CONCLUSION
The private sector has long recognised that there are 
brand and reputational benefits of social responsibility 
initiatives. But this paper demonstrates that the business 
case for being involved in integrated conservation and 
development projects is considerably greater than that. 
The bottom line is that there are competitive opportunities 
and profits to be made from innovative initiatives that 
contribute to development and conserve nature. 

Adding value is the biggest opportunity and challenge 
for integrated conservation and development projects. 
Rural economies are often stagnant because of economic 
hindrances as a result of environmental exploitation and 
degradation. In the past, developmental organisations 
and governments alike have struggled to overcome 
limitations associated with conservation objectives without 
affecting economic development. That was until models 
were created which promote self-sufficiency, economic 
development and built rural capacities to initiate long 
term growth and conservation. The private sector can 
and should add value to this process. It is good for 
conservation and development and it is good for business.

The private sector has a new opportunity to engage in 
a growing green market that can address large scale 
environmental and socio-economic challenges. It can 
redesign products and services, improve value chains, 
create inclusive business models and build clusters of new 
enterprises that enhance local economic development. 

But common across all the cases is the need to develop 
strong partnerships with conservation and development 
organisations. The government also has a role to play 
in ensuring policy and legal infrastructure can support 
conservation and development objectives. Business 
can also use its assets and expertise to create new 
enterprises designed with shared value in mind – capable 
of generating profits whilst meeting conservation and 
development needs.

The challenge for all of the organisations highlighted in 
this report is to take their successful initiatives to scale. 
The conservation and development challenges that we 
face around the world require us to address problems 
in ways that can have even bigger impacts. Many of the 
cases highlighted here are already being replicated. Many 
of them are scaling up their geographical coverage. But 
it is often only the private sector that has the assets and 
resources to significantly scale up such projects. They will 
be able to do that if there is a strong business case for 
doing so. In most cases we have demonstrated there is 
and responsible businesses will take on the challenge of 
moving to the next step in their shared value journey.
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