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Palau Conservation Society
Executive Summary

Student Consultant, Rafay Khan
Community Partner, Lolita Gibbons-Decherong

I. About the Organization

The Palau Conservation Society (PCS) is a non-profit, non governmental organization which
leads conservation efforts that take place in Palau. Founded in 1994, PCS is focused on
conserving Palau’s natural heritage for the citizenry with board members from the community.

The mission statement of the organization is as follows,
“Palau Conservation Society partners with communities to preserve the nation’s unique
environment, sustainable use of natural resources, and perpetuate our conservation ethic for
the economic and social resilience of Palau..”

The Palau Conservation Society addresses issues ranging from local concerns such as
establishing and managing protected areas to national level changes ensuring environmentally
friendly policies are in place. Based on the organization's core values of respecting science,
promoting sustainability, respecting Palau’s culture and integrity, PCS has established four
programs. These include the Conservation and Protected Areas Program (CPA), Policy and
Planning Program, Communication and Outreach Program and Administration and
Development Program respectively for each core value. With the growing demand for
conservation efforts in the community, the organization continues to be more active across the
multiple programs.

II. Improve public access to protected areas information

The CPA department has collected protected areas data in the form of a scorecard (excel
sheets) that is used to organize the list and background information of the protected areas in
Palau. The community partner wants to make this information available to the public
(primarily Palauan students) who come to PCS to access this information which is normally
given to them via paper documents, pamphlets or brochures. In addition, such information is
not accessible online, not presented in a standardized manner and not updated regularly by the
government or the protected areas network (PAN) office.

This entire process was digitized by making protected areas information public so users can
obtain all the information from the PCS website. Protected areas information was made
available online on the PCS website in a simplified manner after understanding how students
and teachers interacted with protected areas data (based on several indicators which were
finalized after consultations with Heather Ketebengang) such that PCS can update this



information (the PCS website is developed in WordPress and managed by M&D Web
Creations) in the long run ensuring that the solution developed is accessible and sustainable in
the long run. After extensive reviews of existing sample templates and several consultations
with the global community partner and PCS employees, Figure E and F were seen as most
suitable examples of what the sample solution should look like. Further feedback was taken
after interviewing Palauan students and teachers, the primary users of the solution, and the
final design was changed based on their feedback. The final design included information
about the states and their respective protected areas which was taken from 40+ physical
documents.

PCS was presented with the following recommendations:

1. In order for the protected areas pages to be maintained it is important that regular updates
be made to the pages to ensure information is recent. Moreover, as more pictures are
captured of certain remote protected areas and additional mapping is done it would be
integral to have this updated on the PCS website.

2. Work with the Palau Automated Land and Resource Information Systems (PALARIS)
and harness the existing collaboration between PCS and PALARIS to work on obtaining
GIS based visuals, choropleth and other interactive maps of protected areas as well as
high resolution images for the new protected area pages.

3. Creation of a database with protected areas data within the PCS website would not only
help PCS store great amounts of data but it would update all this information in real time.
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I. About the Organization

Organization

The Palau Conservation Society (PCS) is a non-profit, non governmental organization which leads
conservation efforts that take place in Palau. Founded in 1994, PCS is focused on conserving
Palau’s natural heritage for the citizenry with board members from the community.

The mission statement of the organization is as follows,
“Palau Conservation Society partners with communities to preserve the nation’s unique
environment, sustainable use of natural resources, and perpetuate our conservation ethic for the
economic and social resilience of Palau..”

The Palau Conservation Society first started the species based educational programs and over the
years, the organization has expanded its efforts to address issues from local concerns such as
establishing and managing protected areas to national level changes ensuring environmentally
friendly policies are in place. Currently, the organization consists of 8 full-time employees and
external support from general memberships and corporate partners. Based on the organization's core
values of respecting science, promoting sustainability, respecting Palau’s culture and integrity, PCS
has established four programs. These include the Conservation and Protected Areas Program, Policy
and Planning Program, Communication and Outreach Program and Administration and
Development Program respectively for each core value. With the growing demand for conservation
efforts in the community, the organization continues to be more active across the multiple programs.

Facilities

The organization consists of one office space located in Bai Ra Maibrel Koror, Palau. The office
building is next to a fine dining restaurant named Elilai Seaside Dining and is located on the second
floor. Each employee has access to either a desktop computer or a laptop with a designated
workspace. Furthermore, the office is equipped with necessary office equipment for the
organization’s daily operations. There are no significant problems concerning the location,
infrastructure, furniture, climate controls, or lighting issues that hinder their daily tasks; however,
power outages in Palau tend to hinder daily tasks. While no individual has a designated position in
maintenance, the staff have been able to resolve minor maintenance issues in the past.



Programs

The Palau Conservation Society has four main programs, Conservation and Protected Areas
Program, Policy and Planning Program, Communication and Outreach Program and Administration
and Development Program. An organizational chart (Figure A) shows PCS’ organizational structure
and programs.These programs address PCS’ priority threats and targets with each program
addressing a different geographic scope and core value of the organization (Figure B).

Figure A

Figure B
Source: Palau Conservation Society

The Conservation and Protected Areas (CPA) Program is PCS’ oldest program which focuses on
encouraging community engagement to protect Palau’s protected areas and various sites and
species. The CPA program supports Palau’s 16 states with management plans and through the
provision of financial resources via the Protected Areas Network (PAN) fund. In addition, the
program assists partners to develop sustainable fisheries policies and practices, supporting private
lands conservation initiatives and expanding partnerships for species protection.



The Policy and Planning and Practices Program (PPP) focuses on facilitating decision making and
planning amongst PCS’ partners. At the core of it, the PPP program works with state and national
governments to advocate for policies that allow for Palau’s sustainable development. Furthermore,
the program facilitates dialogues and flow of information to ensure PCS has accurate information
surrounding national policies. This flow of information allows for an enabling environment for
accessing climate finance and enabling stronger climate action. Moreover, the program also
involves building PCS’ internal capacity to better advocate nature based solutions and communicate
environmental and economic values.

The Communications and Outreach Program (C&O) focuses on species-based awareness
campaigns, communicating key environmental messages, assisting partners in improving
environmental education and utilizing diverse methods to communicate with diverse populations.
As part of the 2022-2027 strategic plan, the C&O program will conduct outreach with external
partners and stay at the forefront of communications efforts using technologies and online
platforms. Examples of initiatives have included working with educational institutes to integrate
environmental subjects into the curriculum.

The Administration and Development Program supports PCS’ other programs by ensuring the
organization has external support to meet respective objectives. The program focuses on the human
resources, governance, administration of the organization, maintaining financial partnerships with
donors raising funds and building support for PCS through communications and branding.

Past programs have included public awareness initiatives, community based marine and terrestrial
research, identification of important bird areas, resource management and several community visit
programs.

As assessed in a CMU’s consultant final report with PCS last year, one of the areas of concern still
remains the lack of integration between the four programs with no access to a central database to
monitor work or store information. The absence of a central database makes it difficult to access any
information needed from other programs/departments. In addition, PCS’ website is outsourced to
M&D web creations in Guam, which offers web design services to small and medium startup
businesses. Heather Ketebengang from the Communications department liaisons with M&D Web
Creations. Reliance on an outside organization also means delays in putting information onto the
website and lack of agency over the functioning of the website. The lack of a technical lead within
the organization has also led to the current problem of transparency of protected areas information
on the website.

Staff

Currently, there are a total of 8 staff members in the Palau Conservation Society. This includes the
interim executive director of the organization, three staff members in the Administration and



Development Program, one member in the Conservation and Protected Areas Program (CPA), two
staff members in the Policy and Planning Program (PPP) and one member in the Communications
and Outreach Program (C&O). For this internship, the student consultant will be mainly working
with the CPA Program Manager, Lolita Gibbons-Decherong. The student will also be working with
Heather Ketebengang of the Communications and Outreach Program to liaison with Denise from
M&D Web Creations in order to implement any changes to the PCS website.

All employees have access to computer applications either through desktops or laptops. Each
computer at the office is connected to the internal server where PCS data is stored. The main
applications that are used by employees include Google applications (Gmail, Google Drive, etc.)
and Microsoft Office applications (Word, Excel, Powerpoint, etc.). For virtual work and meetings
staff members use Zoom. All employees are proficient with these programs and are able to
sufficiently complete their tasks. Most of their proficiency in these tools comes from their
experience. Employees do not have any formal technical training or workshops given to them as
most work that is related to the website is outsourced to M&D Web Creations in Guam. However,
all PCS social media platforms are managed by PCS employees. In addition, Heather Ketebengang
from the Communication and Outreach program also uses tools such as Adobe Photoshop and
online photo editing platforms such as Canva and other platforms to create and edit movies.

Furthermore, the employees conduct a great amount of their work through formal papers and
physical folders. However, CMU’s student consultant’s work to develop a central platform to store
protected areas information has helped centralize and digitize the data surrounding protected areas
replacing the need to access a lot of older records.

Technology Infrastructure

All PCS employees have access to the internet whether through their desktop or laptops. They also
have mobile phones at their disposal when they have tasks out in the field. However, it is important
to note that access to the internet may be intermittent when PCS’ employees conduct field work. It
is also noted that power fluctuation in Palau can also be an impediment occasionally. The
Communications and Outreach team is equipped with high end cameras in order to take pictures of
conservation sites that are used for their personal data, but also promotional events and websites that
support their outreach initiatives.

The Palau Conservation Society website is outsourced to M&D Web Creations in Guam, which
offers web design services to small and medium startup businesses. Heather Ketebengang, is the
only employee in the Communications and Outreach Department who is also the focal point
between the developers in Guam and PCS employees. As the PCS’ website is developed on
Wordpress, PCS’ employees have little understanding of the software so have to resort to an outside
source for any work related to website development or technological tools.

Technology Management

There is no single member or technical lead that is responsible for technology management.
Resolving technical issues is usually done on a program basis. If staff members face technical
issues, they consult the program manager or other staff members to resolve the issue. If technical



issues require additional maintenance, PCS calls in local vendors who provide support. PCS
employees use free antivirus software (primarily AVG) with installation and each employee is
responsible for their own machine.

For any issues associated with the website which is developed in WordPress, Heather from the
Communications and Outreach Program liaisons with M&D Web Creations in Guam who are
responsible for the management of the PCS website.

Technology Planning

The program manager is first allocated a certain budget for each project by the Finance Officer. This
budget is then signed by the Director of PCS and the Program Manager. Any technological needs
that come up during the projects are budgeted directly from the project budget which takes into
account technology maintenance. The budgets for projects usually have a separate amount
designated for purchasing additional resources, however, the decisions are mostly under the
Program Manager’s discretion. If additional finances are needed for technology related purchases,
the Program Manager communicates the needs to the Finance Officer and the Director.

Communication

Information sharing/communication takes multiple forms in the organization. Predominantly, PCS
relies on person to person communication and the sharing of documents. Information online is
communicated through mediums such as Email, Google Drive, and Messenger. Staff members also
have access to their organization email accounts which are utilized for any business-related
communication. Several employees also use WeTransfer for the sharing of files/documents online.
Moreover, for external communication and virtual meetings the organization also uses Zoom and
staff members are proficient in tools such as screen sharing, connecting via various devices, using
wait room features etc.

For communicating with donors and individuals with inquiries, the website lists the organization’s
phone number, administrative email address, and email addresses of each individual staff member.
Furthermore, donors are added to the organization’s quarterly newsletter along with a final report
that is sent out annually. In addition, the organization is also fairly receptive when communicating
by phone. Overall, the organization has not seen extreme challenges in regards to day-to-day
communication both internally and externally.

It is pertinent to note that communication with web developers is done through Heather which can
often result in lost time as the developers are based out of Guam. As noted before, collection
information/data from other programs can also be an impediment due to the lack of a centralized
database and work load constraints on staff members.



Information Management

Information varies across the four programs but in general each program stores information related
to the projects they undertake. Specifically for the Conservation and Protected Areas department,
their information is collected in Excel forms, Word documents, and hard documents. Since the
student consultant is involved with the CPA program, information that is collected by this
department is background information on all conservation and protected areas in Palau. This
information is collected through an application referred to as a “scorecard” in Excel. The scorecard
includes the following information:

● List of protected areas

● Ecosystems and species that exist in the respective area

● Location of the protected area

● Terrestrial mass and marine mass of the area

● PAN Fund membership status of the area

The second critical information that is collected by the CPA department is the MPAME assessment
tool which is used to assess and rate the management structure of protected areas. This information
is also stored in an Excel spreadsheet. The final critical information collected by the CPA is a list of
marine species that are protected at a state or national level. This information has recently been
transferred to an Excel spreadsheet, however, there is some missing data as a lot of the information
is scattered across different hard and online documents.

With the help of a previous CMU student consultant, scorecard information for the CPA department
was organized and relevant data was centralized in the spreadsheet to provide a holistic view of
protected areas in Palau. Sample data that is critical to the ‘scorecard’ includes species found in
protected areas (Figure B), estimated cover of marine and terrestrial areas (Figure C) and individual
protected areas information (Figure D). However, as protected areas information continues to get
updated and more species are found or more areas get added to the protected areas network
information on this excel sheet continues to get updated.

Figure B



Figure C

Figure D
Despite CMU’s consultants’ work with PCS, there still is no central platform or database to collect
information that is uniform across all departments which makes it challenging to share information
within departments. Furthermore, some staff members have experienced information loss and
confusion within departments due to the lack of cohesion. By enhancing the management of
information, the organization could see benefits in both operations and programs. Firstly,
information sharing between departments could be done more efficiently, thus beneficial to the
organization’s projects. While each program has different projects and missions, there is data that



could be shared between programs. Furthermore, better information management adds value to the
organization as a whole as they will be able to provide data and research that could be valuable for
governments and other organizations.

Business Systems*

The finances and budgeting is managed by Nicole D.Maech. Until now, accounting has been done
through an accounting software called Peachtree. This includes management of donations,
payments, payrolls, taxes, budgeting for projects and resources, and other business operations.
Donations by individuals are initially collected through their website which directs interested donors
to PayPal. PCS also has an allotment program for organizations hoping to become Corporate
Partners with the PCS. The Corporate Partner membership is acquired through a minimum donation
of $1000 annually. Different from individual donations, this allotment program can be done by
directly contacting the organization. Overall, there have been no issues raised in regards to the
business systems of the organization.

*Adapted from Curtis’ report

II. Improve public access to protected areas information

Motivation

The conservation and protected areas program has an efficient information management system
with all protected areas information stored in the scorecard that was developed by CMU consultant,
Curtis Lee. This includes critical information about protected areas in Palau such as general
information about the protected area, species or ecosystems found, location of the protected area
etc. (detailed description in the information management section above). Primarily, Palauan students
are interested in this information apart from several other segments of the population such as
environmentalists, community developers, academia/researchers and the wider public. After talks
with the global community partner, Lolita Gibbons, the problem highlighted is three fold: such
information is not accessible online, not presented in a standardized manner or not updated
regularly by the government or the protected areas network (PAN) office. Due to this, such
individuals have to contact PCS for information regarding Palau’s protected areas (including areas
which are not part of the PAN). PCS then would disseminate this information either via paper
documents/brochures, fact sheets or even PAN management plans (containing relevant protected
areas information required) which are given in person (Figures E & F). All of this physical material
which included over 40+ documents containing information around protected areas was located in
the PCS office.



Figure E & F: Koror Fact Sheet which was handed over to students & Shelf containing hard copies
of brochures, fact sheets and several documents which contained protected areas information
Considering this caveat, PCS wanted to make this protected area information (primarily information
on the scorecard) transparent by making it available to the public on their website which is
developed in WordPress so they can simply obtain all information from there and avoid having to
physically come into PCS’ office to collect it. The primary user group that this solution was targeted
to were Palauan primary to college students. With the digitization of this process, students or
members of the Palauan community would not have to show up physically to PCS’ office which
would not only result in delays but have various time constraints involved as well. Instead, all
information would be accessible via a device online whilst also being available to a wider audience
giving PCS an opportunity to showcase their conservation efforts.

There are several ways to go about achieving this goal. Primarily, making the information available
online on the PCS website in a simplified manner (example Figure E) such that PCS can update this
information (the PCS website is developed in WordPress and managed by M&D Web Creations) in
the long run would ensure that the solution is accessible and sustainable. After extensive reviews of
existing sample templates and several consultations with the global community partner and PCS
employees, Figure E and F were seen as most suitable examples of what the sample solution should
look like.

For added interactivity and accessibility of information, adding gif based maps or static maps
obtained from the PAN management fund is also a viable option. To ensure the most optimal
solution, the student consultant devised a plan to consult the website manager, Denise Ajimine of
M&D Web Creations, interview user groups and continue research on possible avenues to reach
PCS’ goal.

Alternative solutions, such as choropleth maps or GIS based visualization were considered,
however, such a solution wouldn’t be sustainable considering GIS based softwares would require a



subscription and technical know how of running the program thus would not be sustainable to
manage/update in the long run.

Source: https://novascotia.ca/nse/protectedareas/map.asp (Government of Nova Scotia Website)
Figure E

Source: https://novascotia.ca/nse/protectedareas/wa_alderground.asp
Figure F

Outcomes

https://novascotia.ca/nse/protectedareas/map.asp
https://novascotia.ca/nse/protectedareas/wa_alderground.asp


Webpages showcasing protected areas information
As discussed in the previous section, after several consultations with PCS employees and the global
community partner and reviews of several websites and alternate solutions, Figures E and F were
seen as viable examples of how the information would be presented on the website. These examples
were adapted from the Government of Nova Scotia’s website which presents protected areas
information in an efficient and accessible manner.

The first step to presenting protected areas information on the website was narrowing down the
information that was most relevant to students when they would use the website. For this, the
student consultant first met with Heather Ketebengang of PCS to understand how students and
teachers interacted with protected areas data. Heather conducts various educational field trips with
students and teachers and based on past experiences she helped identify information that is critical
to users. This included the number of protected areas in Palau, type of each protected area and
general information surrounding the area. Based on this, the following indicators were selected to be
included as part of the website:

● Name of Protected Area
● State
● Ecosystems Included
● Year Established
● Mostly Marine or Terrestrial
● Approximate Size

Based on these indicators the student consultant normalized the data from the scorecard to extract
the necessary information and display it in a worksheet (Figure G and H).



Figure G



Figure H

The second step included finalizing the design of the web pages that would showcase the protected
areas information displayed in Figures G and H. After consultations with Denise Ajimine, Figures I
and J were developed as sample design test pages that showcased a list of all protected areas by
state with individual information of all protected areas. Protected areas were listed in a collapsible
format for each state (an improvement in UI from the Nova Scotia website) so that each protected
area is grouped according to a particular state.



Figure I: Protected Areas list grouped by state

Figure J: Individual protected area page containing specific data as taken from the scorecard

With a preliminary design built, the student consultant met with several students and science
teachers from Palau high school that would be the primary users interacting with the
page/information (Figure H). This involved further understanding specific projects and assignments
that the students had concerning protected areas information. Additionally, the teachers and students
were shown and asked to interact with the design test pages to get user feedback. The students and
teachers appreciated the ease in usability and structured manner of the information presented and
suggested minor modifications.



Figure H: Gathering feedback from Palau High school teachers and students

Adapting to their feedback and proposed changes, the final designs (Figures I and J) were approved.
A description of the state and its protected area along with a picture was further added to ensure the
solution is informative and aesthetically pleasing. The description of the protected area was taken
by manually going through 40+ documents/pamphlets and physical material available as well as the
PAN fund management plans. This design was adapted for all states in Palau and their 49 protected
areas as available in PCS’ scorecard.

Figure I: Protected areas list grouped by state with textual description of the state and a picture.



Figure J: Individual protected area page containing textual description of the protected area and an
image.

At the time the project was concluded, a few states and their protected areas had information that
had to be updated before the pages went live on the website. In addition, not all the states and
protected areas had images for them. Hence, the student consultant had agreed with Heather
Ketebengang that in the coming weeks Heather would collect images for these areas alongside a
map of all updated protected area sites and send them over to Denise to update on the website. This
would make the information more aesthetically appealing and further give the reader visual
information about protected areas. The solution is in line with how changes are managed on the
PCS website currently as well as as part of TCinGC’s capacity building consulting model.

Recommendations

Continual updates on the PCS website

For the protected areas pages to be maintained it is important that regular updates be made to the
pages to ensure information is recent. As mentioned in the previous report by Curtis Lee, it is
expected that in the coming years there will be additional protected areas and changes to existing
protected areas. Not only is it important that these changes be reflected in the scorecard to produce
accurate analysis but also to ensure that this information is reflected on the website.

In addition to this, as more pictures are captured of specific protected areas and these areas are
mapped it would be key to have these maps and pictures updated on these website pages. For this
the student consultant has further discussed with Heather Ketebengang and the global community
partner, to continue sending pictures and information to Denise for it to be updated on the website. It



would be helpful for PCS to keep a log of any updates made to the website to ensure that all changes
are kept track off.

Work with the PALARIS office to map out protected areas

PALARIS is the Palau Automated Land and Resource Information Systems office which provides
critical national spatial data services to government agencies and affiliates and supports the
management of human, economic and natural resources of Palau. The Palau Conservation Society
works actively with PALARIS for different projects including mapping protected areas, helping
Koror state update fishery plans amongst other projects. One recommendation would be to harness
this collaboration and work on obtaining GIS based visuals, choropleth and other interactive maps
of protected areas as well as high resolution images for these new pages. This would not only ensure
the information on the website is recent but it would add to the efficacy of the solution wherein
policy makers, researchers and environmentalists could make better use of the webpages. Such
updates to the solution would also enable PCS in enhancing collaboration with different branches of
the national and state government offices that actively work with protected areas information.

Creation of a database to store protected areas information

Lastly, creating a database with protected areas data within the PCS website would not only help
PCS store great amounts of data but it would update all this information in real time. The shortfall
perhaps, is the lack of a technical lead within the organization to maintain such a database but an
agreement with Denise Ajimine for the creation of a database can enhance the effectiveness and
capabilities of the protected area pages with the potential of becoming a lead resource in Palau for
any information related to protected areas.

About the Consultant

Rafay Khan is a senior in Information Systems with a minor in Public Policy and Politics at Carnegie
Mellon University. He is passionate about consulting, digital transformation and international
development.
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