
Best Management Practices for Writing a Project Statement that is 

Substantial in Character and Design 

For a project to be substantial in character and design it must; 1) address a 
conservation need relevant to the authorized funding program; 2) have 
measurable objectives that establish benchmarks that will resolve the need for 
the project if achieved; 3) specify the sound management actions, tasks or efforts 
to be undertaken to achieve the objectives and; 4) demonstrate cost 
effectiveness. It is all about connecting the dots or following a logical process 
from establishing the need for the project down to describing the work to be done 
in a sound, cost effective manner.   

Need 

A need statement will identify the conservation issue, problem or opportunity to be addressed. 
The need will identify a lack of something such as habitat or an opportunity to provide 
something such as access to wildlife dependent recreation. The need may be in the form of 
some pending threat to the resource. The need must be relevant to the purpose of the Act or 
enabling legislation that authorized the program. 

A need statement will answer why your agency should deal with this issue or opportunity (your 
statutory authority)? 

A need statement will provide evidence such as results from surveys, research or other data to 
demonstrate that the need is real and not perceived. 

A need statement will articulate the null alternative (the negative result of taking no action). 

Objectives 

Objectives are meant to be realistic targets or benchmarks that, if achieved, will resolve the 
project Need. Objectives are written in an active tense and use action verbs such as construct, 
survey, train, research, establish, repair, conduct, provide, acquire.  
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SMART Objectives are: 

Specific-Specify exactly what the desired outcome, result, output or deliverable will be. Say 
what you are going to do by using action verbs. A smart objective will describe a result in terms 
of who or what?  

Measurable- You need to be able to track progress and measure the outcome using 
quantitative or qualitative assessments. A smart objective will answer how much or how many? 

Achievable-All the necessary resources (money, time, equipment, and labor) should be 
available to accomplish the objective.  A smart objective will consider capabilities. 

Relevant- How does the objective directly relate to the stated need? A smart objective will 
demonstrate that if it is accomplished the need will be resolved. 

Time bound- Establish a deadline. A smart objective will include a time limit and answer “by 
when” will the result be achieved? 

Objective Template 

(Action verb?)_____________ (how many?) __________ (who or what?) ____________ (by 
when?)____________. 

Filling in the blanks: 

(Action verb?) : Certify  

(How many?) 150  

(Who or what?):  Volunteer hunter education instructors 

(By when?):  June 30, 2014. 

Putting it all together: 

Certify 150 volunteer hunter education instructors by June 30, 2014. 
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Objective Examples: 

Not SMART: Conduct as many boating safety education courses as possible as soon as 
possible. 

SMART: Conduct at least 30 boating safety education courses for persons needing boating 
safety certification by June 30, 2014. 

Not SMART: Plant trees in riparian corridors to reduce stream bank erosion as much as 
possible this year. 

SMART:  Conduct tree plantings on 3-5 miles of the Sleepy Creek riparian corridor to reduce 
stream bank erosion by 20% from the previous 10 year period by June 30, 2014. 

Not SMART: Increase grassland habitat in the state this year. 

SMART: Plant warm season grasses on 1200-1500 acres of Sleepy Creek and Widmeyer 
Wildlife Management Areas to increase grassland habitat in the state by 3% by June 30, 2014. 

Approach 

The approach describes the specific conservation actions or efforts necessary to accomplish 
project objectives.  The approach answers the question “how” the objectives will be 
accomplished by describing the actual work that will be done.  This information must 
demonstrate that the agency will use sound design, appropriate procedures, and accepted fish 
and wildlife conservation, management, or research principles. Include the name of the Principal 
Investigator for research projects and other key project staff.  Include essential equipment 
purchases and specific management actions that will be taken that require compliance with 
NEPA, Sec 7 and NHPA.  WSFR encourages using the Wildlife TRACS Action Level 
spreadsheet to classify each action.  

Example: 

Action #1. 

• Level 1 Action Category: Direct Management of Natural Resources
• Level 2 Action Strategy: Fish and Wildlife Habitat Structures
• Level 3 Action Activity (optional unless education or boat access project): Nesting habitat

improvements

Provide a narrative description of each action after completing the three level classifications. 
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Expected Results and Benefits 

The expected benefits and results will specify the benefits of completing the project and 
resolving the need for a variety of individual interests. The expected benefits will answer the 
question….If successful at resolving the need, what will be the benefit to the: 

Resource?___________________________________________________________________ 

User?_______________________________________________________________________ 

Economy?____________________________________________________________________ 

Society?_____________________________________________________________________ 

Costs by Project and Subaccount 

Provide costs by project and subaccount with additional information sufficient to show that the 
project is cost effective. Cost effectiveness can be evaluated by comparing total project cost 
with the expected results and benefits for the project. Describe any item that requires the 
Service’s approval and estimate its cost. Examples are pre-award costs and capital 
expenditures for land, buildings, and equipment. Include a schedule of payments to finish the 
project if an agency proposes to use funds from two or more annual apportionments. 
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 Project Writing Scenario 

The U.S. island state of Retreat is the second largest of all U.S. islands at 3200 square miles. The 
state capital city of Haven is the only major urban area on the island.  

The year round resident population of the island is 750,000. Over the last two decades travel and 
tourism has dramatically increased on the island as the world has come to learn of the limitless 
opportunities that exist for outdoor recreation in Retreat. An increase in hunting participation has 
coincided with the rapid increase of non-native residents and tourists to the island.  

As hunting participation has increased, hunting incidents have escalated at alarming rates. In 
2015, local law enforcement officials reported 42 hunter incidents, six of which were fatalities. 
Eleven of the incidents were self-inflicted.  Hunter safety certification has never been mandatory to 
purchase a hunting license in the state of Retreat until recent action by the state legislature.  

2015 % incidents 
committed by:  
Non-resident 61% 
Residents 39% 
Less than 25 years 
age 18% 
26-45  years age 44%
46-65 years age  28%
66 years and up 10% 

Species pursued when incident 
occurred in 2015 
Deer     24 
Turkey  8 
Feral pigs 8 
Other 2 

Equipment used (2015) 
Rifle    30 
Shotgun (shell)   8 
Shotgun (slug)    3 
Bow      1 

# of incidents caused by: 
(2015) 
Unsafe gun handling:22   
Failure to properly identify 
target and what lies beyond:12  
Failure to establish safe 
shooting zone: 8       

This year the Retreat state legislature passed a bill requiring the Fish and Game Department to 
implement a hunter safety certification requirement for hunters to be eligible to purchase a hunting 
license regardless of age or prior experience. In response to this situation the Fish and Game 
Department Director has issued a directive to his staff to develop and implement a mandatory 
hunter education program by December 31, 2016 that will: 

• Reduce the number of hunting and shooting related injuries and fatalities to a level below
the national average of 6.1 incidents / 100,000 participants within 5 years.

• Sustain or increase hunting participation rates
• Be readily available for tourists or others needing a course on demand
• Serve as a recruitment tool for youth and first time hunters
• Use volunteers as instructors to minimize the match the State must provide from direct

expenditures
• Include outreach and communication with interested stakeholder groups as a core element

of the program.
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Additional Information 

• Retreat’s Hunter Education (WSFR) apportionment for the current year is $450,000 with
another $400,000 available from last year’s apportionment.

• A Hunter Education Coordinator is currently the only staff person working full-time on
Hunter education.  Each of the 3 regional offices provide limited staff time to assist in the
program.

Exercise 

Review the project statement guidelines (online handout 2-1) and use the project statement 
template 
(online handout 2-7) to write a project statement for a WSFR grant to address the hunter 
education initiative proposed by the new Fish and Game Department Director for the State of 
Retreat. Your project statement will be reviewed by another team to determine if it is substantial in 
character and design. 

Helpful Hints: 
• Each team should select a member to serve as facilitator/timekeeper

• Each team should select a member to record the official team project statement

• Each team should select a member to be the spokesperson to share the results of your
review of another teams project statement
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 Project Statement Template 

Need: 
What is the conservation issue, problem or opportunity? Why is your agency 
doing this? Reference any supporting evidence. What is the Null Alternative? 
When you think you have identified the need (build a boat ramp)… ground truth it 
by asking why you need to build it? 

Objectives: 

1. (Action verb?)_______________________________________ (how many?) __________

(who or what?) _________________________________________ (by when?)_______________ 

2. (Action verb?)_______________________________________ (how many?) __________

(who or what?) _________________________________________ (by when?)_______________ 

Approach: 

Describe the specific conservation actions or efforts necessary to accomplish project objectives. 
Include specific management actions that will be taken that require compliance with NEPA, Sec 
7 and NHPA 

Action #1 (which project objective does this address?) #______ 

• Level 1 Action Category: ____________________________________________________
• Level 2 Action Strategy:_____________________________________________________
• Level 3 Action Activity:_____________________________________________________

Provide a brief narrative description of the action______________________________________ 

______________________________________________________________________________ 
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Action #2 (which project objective does this address?) #______  

• Level 1 Action Category: ____________________________________________________
• Level 2 Action Strategy:_____________________________________________________
• Level 3 Action Activity:_____________________________________________________

Provide a brief narrative description of the action______________________________________ 

______________________________________________________________________________ 

Name principal investigator if a research project_______________________________________ 
Include essential equipment purchases information____________________________________ 
______________________________________________________________________________ 

Expected Results and Benefits 
List the benefit to the: 

Resource________________________________________________________ 

User____________________________________________________________ 

Economy________________________________________________________ 

Society__________________________________________________________ 

Budget Narrative: 

List costs by Project and Subaccount. List and describe all funding sources including Federal, 
State and private amounts and the type of match including cash, bargain sale and in-kind 
services. 
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   Project Statement Peer Review 

Exercise: Review the project statement provided. Check the box if each element 
meets criteria of 50 CFR 80.56. Prepare comments on this sheet to record the 
strengths, weaknesses and suggested improvements for the elements of the 
project statement listed below. Determine if the project meets criteria for 
Substantiality in Character and Design. 

Need: (Relevant to the act, provides supporting evidence and a null alternative?) 

Strengths: 

Weaknesses: 

Suggestions: 

Objectives: (Specific, Measurable, Achievable, Relevant, Time bound? If 
accomplished, likely need will be met, problem solved or opportunity realized?) 

Strengths: 

Weaknesses: 

Suggestions: 

Approach: (Describes the specific conservation actions or efforts necessary to 
accomplish project objectives?  Uses sound science or accepted management 
principles of fish and wildlife conservation?) 

Strengths: 

Weaknesses: 

Suggestions: 
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Expected Results and Benefits: (Demonstrates realistic benefits to the 
resource, user, economy and society? A worthy investment considering cost?) 

Strengths: 

Weaknesses: 

Suggestions: 

Budget Narrative: Cost by project and subaccount: (Cost effective when 
considering expected results?) 

Strengths: 

Weaknesses: 

Suggestions: 

Project meets criteria for substantiality in character and design as written? 

Yes_____No_____Yes, with revisions______ (please state necessary revisions) 
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