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InTRODuCTIOn  
 

The world has lost far too much tropical 
rainforest in recent decades, largely due  
to the needs of the global economy. Since 
forming as a multi-stakeholder platform 
in 2015, the High Carbon Stock Approach 
(HCSA) has succeeded in bringing the most 
widely recognised and credible method for 
implementation of tropical no-deforestation 
commitments to market. The HCS Approach 
Toolkit offers clear, consistent definitions and 
practical methodologies for all parties - land  
use managers, surrounding communities,  
commodity buyers, global brands, and 
government bodies - to systematically plan 
for long-term land use, conserve the 
rainforest that remains with a rights-based 
approach, and reverse the deforestation 
trend. Our ambition is to leverage this success 
to conserve at least 5 million hectares of 
threatened rainforest in the next five years. 
 

A 2021 WWF report on deforestation fronts revealed 
the recent trends driving tropical – sub-tropical  
deforestation, with agriculture being the leading 
driver globally, will persist unless collective action is  
taken.4 The projected trends are even more alarming -  
because of the multiplier effects of population and 
consumption growth, humanity must grow more 
food in the next 40 years than we did in the previous 
8000. Because of their year-round productivity and 
relatively low production costs, these pressures will 
be felt most intensely in tropical regions. If current 
trends continue, we can expect to lose tens of million  
more hectares in the coming decades, and the effects 
on global climate, biodiversity, and forest-dependent 
communities will be irreversible5.   

The good news is that, in recent years, our ability to 
tie the market economy back to specific industries 
and areas of forest has grown immensely, both in 
terms of technology and collective will. Producers  
and buyers of global commodities like palm oil, pulp, 
coffee, rubber, and cocoa are beginning to care 
about and understand the specific impacts of their 
tropical supply chains. Simultaneously, deforestation 
has been recognised as a major contributor to CO2 
emissions and the conservation of forests as a key 
nature-based solution in the fight to mitigate global 
climate change. 
 
These combined trends have led to a proliferation  
of multilateral no-deforestation commitments:  
the u.n. new York Declaration on Forests;  
the Bonn Challenge; the Consumer Goods Forum’s 
Forest Positive and Tropical Forest Alliance initiatives; 
as well as the corporate commitments of hundreds 
of major brands, commodity traders, manufacturers,  

WHy  
 
Tropical rainforests are staggeringly productive 
reservoirs of life and biodiversity. They regulate 
weather, absorb and store carbon dioxide, and are 
home to the communities of hundreds of millions of 
people. They host biological treasures, and cultural 
and spiritual values that most of the world is still 
coming to understand. The plight of these globally 
essential ecosystems has been in our collective 
consciousness for over 40 years. Despite the overall 
rate of global deforestation declining in the past  
5 years1, their deterioration continues2 and the rate 
of primary tropical forest loss is increasing, almost 
entirely because of the expansion of food, feed, and 
fibre production.  
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“Total tropical primary forest loss  
since 2002 equates to 60 million hectares,  

an area larger than the size of France.  
The three years with the highest extent of  

primary tropical forest loss in the past  
20 years occurred in 2016, 2017, and 2019.”3

We simply have no choice but to halt  
the tropical deforestation trend. Now.  

Failure is not an option.

3  Deforestation: facts, figures, and pictures. last updated July 23, 2020. 
https://rainforests.mongabay.com/deforestation/ 

4  Pacheco, P., Mo, K., Dudley, n., Shapiro, A., Aguilar-Amuchastegui, n., 
ling, P.Y., Anderson, C. and Marx, A. 2021. Deforestation fronts:  
Drivers and responses in a changing world. World Wildlife Fund, 
Gland, Switzerland.

5  The majority of the deforestation fronts are in the tropics and are 
projected to drive over 80% of forest loss (~170 million ha) globally  
by 2030. Source: WWF living Forests Report Chapter 5: Saving Forests 
at Risk. 2015. World Wildlife Fund.

1  https://news.un.org/en/story/2020/07/1068761. Also, notably,  
in countries like Indonesia, where HCSA has been applied most broadly, 
deforestation rates have been declining - there was a 40 percent decrease 
in deforestation in Indonesia’s primary forest in 2018 compared to the 
average annual rate of loss from 2002 – 2016.

2  The 2020 living Planet Report released by World Wildlife Fund (WWF) 
shows an average 68% decrease in population sizes of mammals, birds, 
amphibians, reptiles, and fish in less than 50 years. Deforestation is 
enabling more human-animal contact and raising the chances of new 
diseases spilling over to humans; it also continues to be a primary 
driver of climate change, creating a vicious cycle.

plantation companies, banks, and investors. These 
policy and market signals have in turn created a 
groundswell of global effort among governments and 
the philanthropic, international aid, and sustainability 
communities to address the issue, creating opportunity  
for enduring change in how tropical forests are valued. 
 
Surprisingly, one of the most vexing problems with 
deforestation has been simply to define it and create 
standards for avoiding it. That is particularly true in 
landscapes that have already been highly modified 
by human activity, and which contain populations 
whose livelihoods depend on the global economy.  
If a company or small farmer wants to develop land 
to grow oil palm or pulpwood, how do they know what 
level of vegetation actually constitutes a natural forest 
that they need to protect? Did potentially affected 
communities cooperate in the decision-making process  
regarding land use? How do these development 
decisions affect activities and impacts in the larger 
landscape? 
 
This leads to a second major problem - the tenuousness 
of planning and regulation in many tropical countries. 
Comprehensive land use planning is rare. Adequate and 
consistent management, monitoring, and enforcement 
are rarer still. 
 
The world has been waiting for a purpose-built 
solution that brings all these needs and dynamics 
together, and HCSA has delivered it. We have moved 
beyond proof of concept and are ready to scale. 
 
 

https://www.wri.org/blog/2019/07/indonesia-reducing-deforestation-problem-areas-remain#:~:text=The%20data%20reported%20deforestation%20of,of%20loss%20from%202002%2D2016.
https://www.globalforestwatch.org/dashboards/country/IDN/?category=summary&location=WyJjb3VudHJ5IiwiSUROIl0%3D&map=eyJkYXRhc2V0cyI6W3siZGF0YXNldCI6InBvbGl0aWNhbC1ib3VuZGFyaWVzIiwibGF5ZXJzIjpbImRpc3B1dGVkLXBvbGl0aWNhbC1ib3VuZGFyaWVzIiwicG9saXRpY2FsLWJvdW5kYXJpZXMiXSwiYm91bmRhcnkiOnRydWUsIm9wYWNpdHkiOjEsInZpc2liaWxpdHkiOnRydWV9LHsiZGF0YXNldCI6InRyZWUtY292ZXItbG9zcyIsImxheWVycyI6WyJ0cmVlLWNvdmVyLWxvc3MiXSwib3BhY2l0eSI6MSwidmlzaWJpbGl0eSI6dHJ1ZSwicGFyYW1zIjp7InRocmVzaCI6MzAsInZpc2liaWxpdHkiOnRydWV9fV19
https://livingplanet.panda.org/en-us/
https://forestdeclaration.org/
https://www.bonnchallenge.org/
https://www.theconsumergoodsforum.com/environmental-sustainability/forest-positive/
file:///Volumes/Samsung_T5/HCSA/HCSA%20Strategic%20Business%20Plan%202021-2025/Pdf/Proeven/Tropical Forest Alliance
https://www.worldwildlife.org/publications/living-forests-report-chapter-5-saving-forests-at-risk
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tHe Solution 
 
We believe the only way to reverse the tropical  
deforestation trend is to give people managing these 
lands the tools they need to be successful, while still 
protecting forests and promoting thriving livelihoods 
in the surrounding community. The critical factors of 
conserving rainforest are found in how specific parcels 
of land are managed - the local social-economic context, 
what activity happens in what place, who is monitoring  
that activity, and how it changes over time. Provided 
that rights-holders maintain self-determination over 
their customary lands, the preservation of forest in 
large scale national or private reserves is essential 
wherever practical, particularly for the truly unique 
and/or large forests. But most tropical landscapes are 
subject to a blend of different uses - a matrix, where 
many areas will be the subject of economic activity. 
Whether inside or outside designated concessions, 
these are the forests facing imminent threat. 
 
For land managers involved in global commodity  
markets to be successful, they need certainty that their 
activities can avoid major risks - for their employers or 
farming community, as well as downstream buyers -  
and have a clear business case and predictable 
revenue. One of the best forms of assurance comes 
from widely recognised conservation initiatives that 
are both practical and hold broad credibility with key 
stakeholder groups - governments, major purchasers,  
and environmental, community, and indigenous  
peoples advocates. Real value is created when a  
full range of stakeholder perspectives and risk points 
are considered. By putting all the key issues on  
the table, comprehensive planning based on multi-
stakeholder cooperation creates clarity and stability 
for business. It also brings conservation and 
community protections to regions that otherwise 
may not benefit from these important safeguards. 
 

HCSA was built precisely with these needs and 
dynamics in mind, and makes this positive outcome 
possible anywhere in the tropics where rights-holders  
and land managers consent to its use. Our member 
organisations have pioneered the HCS Approach 
Toolkit, a scalable, open-access method, able to be 

The multi-stakeholder process of  
integrated conservation land use planning 
and related monitoring is the critical factor 

in ensuring whether tropical forest is  
cut down or conserved.

used directly or placed as a module within existing 
programs, policies, commodity certification systems, 
management technologies, or other landscape-level 
processes. 
 
Five years in, the methodology and Toolkit has been 
incorporated into the largest global certification 
scheme for palm oil, the Roundtable on Sustainable 
Palm Oil (RSPO).6 likewise, it has been recognised 
in numerous production, procurement, and financing 
policies of major commodity growers and buyers, 
and as a best practice by multilateral agencies like 
the u.n. Environment Program.7 This has led to its 
application on over 2.87M hectares in 10 countries, 
and the identification of over 690,000 hectares of 
forest for conservation.8  
 
To date the Toolkit has focused on concession-level 
implementation. In some regions, such as Indonesia, 
there are trends of a decline in deforestation due  
to large-scale plantations.9 However, there is a 
proportional rise in deforestation by small-scale 
actors, emphasising the need to HCSA to accelerate 
and prioritise adaptation of the toolkit for independent 
smallholders and to innovate to reach small enterprises 
that are on the frontier of forest conversion for 
commodity production. 
 
Finally, the linkage of the Toolkit to the existential 
crisis of our time - climate change - cannot be 
understated. Conserving tropical forests plays  
two main roles in climate mitigation:  
1) avoiding GHG emissions from deforestation  
 and forest degradation and  
2) sequestering and storing carbon.  
 
The HCS Approach effectively identifies tropical forest 
areas that are under threat from deforestation due  
to commodity production expansion. By protecting, 
rather than converting, these forest areas, the carbon 
they contain is conserved along with other ecosystem 
services and social values, and the natural system  

is maintained to allow continued sequestration of 
carbon from the atmosphere. HCSA is providing a 
transition approach that, quite uniquely, delinks 
commodity supply chains from tropical deforestation. 
Realising the carbon storage and sequestration 
potential from conserving HCS forests across the 
tropics is essential to meeting nationally Determined 
Contribution (nDC) targets of tropical-forest  
jurisdictions and the broader goals of the Paris 
Agreement. 

6  In november 2018, the HCSA was incorporated into RSPO’s Principles 
& Criteria for the Production of Sustainable Palm Oil (2018) as its  
main no-deforestation requirement.

7  In December 2018, the un Environment Programme recognised  
the HCSA as a no-deforestation implementation tool, as well as  
recognizing it as a nature Base Contributor (nBS) in 2019.

8  Figures as of December 2020. For the latest HCSA infographic data, 
see http://highcarbonstock.org/communications-resources/

9  Modeling peat- and forestland conversion by oil palm smallholders  
in Indonesian Borneo. G C Schoneveld et al 2019 Environ. Res. lett. 14 
014006 www.cifor.org/publications/pdf_files/articles/ASchoneveld1801.pdf 
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Mission  
End commodity driven tropical  
deforestation by providing  
land managers with practical,  
credible, and inclusive tools  
for land use planning. 

http://highcarbonstock.org/the-hcs-approach-toolkit/
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2025 GOAl Strategy, Milestones,  
& Core Metrics
 
Three strategies form our vision of progress. Each represents a key  
leverage point in our operating environment, and taken together they 
offer a clear pathway to growth and impact:

Together, these strategies position HCSA as the go-to method for ensuring  
the identification and conservation of tropical forest, supporting the  
implementation of no-deforestation commitments in tropical forests,  
driving change in a wide range of sectors, schemes, and geographies.  
They are articulated below, followed by the key milestones and  
core metrics needed to ensure their success. 

With the right investments, mission-focused governance,  
and an entrepreneurial secretariat: 
 

HcSa will identify 5 million hectares of tropical  
forest threatened by commodity driven deforestation 
for conservation by 2025, 20% of the tropical  
deforestation predicted if no action is taken. 
 
As a point of comparison, 5M hectares is roughly equivalent to the  
total area of Costa Rica.

Strategy 1 

Ensure successful implementation within commodity  
certification, verification schemes, and support initiatives, 
using the palm oil sector as a springboard for other  
commodities.

Strategy 2 

Integrate HCSA with landscape and jurisdictional  
approaches and independent smallholder/farmer support 
initiatives that present the greatest impact potential.

Strategy 3 

Advocate and facilitate the connection of active and prospective  
HCSA Toolkit users (supply chain actors: growers, smallholders, 
mills, commodity users etc.) to technical partners with  
comprehensive HCS-HCV (High Conservation Value) and  
community rights mapping capabilities.

HcSa’s Value proposition  
The most widely recognised and credible 
method for implementation of tropical  
no deforestation commitments, offering 
clear, consistent definitions and practical 
methodologies for all parties.

Photo : Ulet Ifansasti ©
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schemes linked responsible management for  
commodities, such as soy and cattle. 
 
We will ensure an enduring position and proven 
added value within leading responsible land use 
management schemes by:  
 
• Supporting scheme member and stakeholder  
 awareness and training activities on HCSA  
 assessments for small and large land user  
 managers  
• Engaging as technical experts to ensure the  
 HCSA incorporation into schemes is both robust  
 and practical 
• Providing quality assurance and technical  
 services and support 
• Implementation support with incentives and  
 benefits for small farmers and at jurisdictional  
 scales 
• Partnering with schemes on Approach trials,  
 adaptation, innovation, and new areas for  
 development, prioritising advances for  
 smallholders  
 
Full integration within RSPO will continue to drive 
HCSA uptake in the palm oil sector and propel interest 
for uptake by a cross -section of commodity sectors. 
This will not only reinforce our core market but will 
create a “playbook” and powerful case study for  
establishment in expanding our work in other sectors 
and regions driving deforestation. Moreover, this will 
result in strong market signals, increased application  
of the Toolkit throughout supply chains and by small-
holder farmers, secured conservation of tropical  
forests, larger business alliances, safeguarding of 
community rights and livelihoods, and high-functioning 
partnership and stakeholder networks. 

A major segment of HCSA “customers” are certification 
systems that find value in the methodology. Defining 
“deforestation-free” and implementing it credibly is no  
small task, and these organisations find tremendous 
value in leveraging the ongoing, hard-earned, multi-
stakeholder consensus endorsement behind the Toolkit. 
 
utilising the leverage gained from the growing level 
of HCSA commitments, HCSA will create a targeted 
activity pipeline to ensure incorporation into leading  
certification schemes/initiatives. This outreach will  
be built on demonstrating early success such as with  
the RSPO, with continued expansion within other 
schemes such as the Global Platform for natural 
Sustainable Rubber and Cocoa Forest Initiative for  
cocoa, and the Forest Stewardship Council for the 
wood product sector, as well as entry into new 

approaches and this presents a major opportunity 
for HCSA to expand its adoption footprint.  
 
To make best use of this opportunity, HCSA has been 
developing both a Simplified HCS-HCV Approach  
to smallholders and a landscape-specific variant of  
the Toolkit that is nearing completion. Of paramount 
importance in any landscape is identifying the primary, 
secondary, and naturally regenerating forests that 
are allocated for development or otherwise under 
imminent threat, a goal best accomplished through 
indicative large-scale mapping. Project partners 
must then determine alternate value streams for these 
forests, in cooperation with affected communities, 
to ensure long term conservation and secured rights 
and livelihoods. 
 
In activating this strategy HCSA will: 
 
• Analyse the initiatives and geographies that  
 present the greatest opportunity for conservation,  
 community, and responsible business gains 
• launch the HCSA landscape Toolkit and the  
 Simplified HCS-HCV approach for Smallholders  
 promote its and complementary the use of the  
 current Toolkit through targeted outreach 
• Provide technical assistance to landscape-level  
 integrated conservation land use planning  
 initiatives, including the provision of indicative  
 large-scale HCS maps 
• Demonstrate that prioritising conservation and  
 community benefits can be achieved alongside  
 responsible business development and commodity  
 production 
• Test the barriers to adoption and refine subsequent  
 versions

landscape and jurisdictional approaches attempt  
to manage all the natural resource conservation  
and management factors within a given land area 
toward the shared goals and value conferred on all 
actors in that landscape. This provides investors, 
governments, businesses, and local communities 
the combined benefits of cooperation, scale, better 
integration, and improved risk management.  
The movement towards landscape approaches 
presents a major opportunity for HCSA to expand 
our adoption footprint, as deforestation risk is a  
universal priority when these mechanisms are  
applied in the tropics. Furthermore, within those 
landscapes the most important actors that need  
support for implementation of no deforestation  
practices are independent farmers and smallholders.  
It is essential that HCSA accelerates and prioritises 
implementation with farmers and smallholder 
combined with the movement towards landscape 

STRATEGY 1  
 

ensure successful  
implementation within  
commodity certification,  
verification schemes, and  
support initiatives, using the 
palm oil sector as a spring-
board for other commodities.

STRATEGY 2  
 

integrate HcSa with  
landscape and jurisdictional 
approaches and independent 
smallholder/farmer support 
initiatives that present the 
greatest impact potential.

Photo: Ardiles Rante ©
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•  awareness building – The Secretariat is  
building in-house communications capacity  
for a wide range of needs. Chief among these  
is education and outreach for stakeholders,  
especially land use managers, which is critically 
important for ensuring uptake of the methodology.  
Increasing awareness and the understanding of 
the methodology amongst indigenous peoples  
and local communities upon whose lands the  
approach is being implemented remains a  
priority. local knowledge and connections  
are essential, particularly regarding the rights 
and opportunities afforded to communities,  
including the right to access the HCSA’s  
grievance mechanisms. This also means that  
our geographies of focus must be carefully 
considered, and often supported by international 
development agencies or other risk-tolerant 
organisations in the early stages of incorporating 
use of the Toolkit in a particular district. 

iMPlicationS of Strategy 
 
Pursuing these three integrated strategies  
necessitates that HCSA evolve into a centre of  
excellence for halting tropical deforestation - a 
global resource for anyone seeking to learn about 
applying the methodology. To begin positioning for 
this future, specific short-term investments are  
necessary to scale up the HCSA Secretariat’s  
technical, outreach, and awareness building  
capabilities: 
 
•  technical – Increasing HCSA implementation  

and quality assurance expertise is critical to  
serving a wider range of growers, particularly 
small to medium-size enterprises, that don’t  
have access to sophisticated mapping capabilities.  
In-house expertise will specifically include  
Indonesian speakers as we work to achieve  
active implementation throughout palm oil and 
pulp and paper sectors in Indonesia. Additional 
technical expertise in smallholder support,  
landscape mapping, community mapping,  
and social requirements is also necessary.  

 
•  outreach – As with any new product or service,  

the methodology and the multi-stakeholder 
organisation that governs the approach require a 
stronger promotion and outreach function, with 
staffing that combines technical expertise and an 
understanding of business and community value 
with regional connections and the necessary  
language and cultural skills. This outreach 
capacity can also serve to recruit new member 
organisations to HCSA. 

 

The vast majority of agricultural commodity producers 
in the tropics are small and medium-sized enterprises.  
Most do not have the sophisticated mapping and data 
management capabilities necessary to do integrated 
conservation land use planning, quality assurance, 
or long-term monitoring. These Toolkit users have a 
universal need for responsive technical and quality 
assurance support. HCSA has thus positioned to play 
a leadership role in brokering these connections, as 
well as convening and training the broader field of 
practice in regions that lack strong support networks 
for land managers. 
 
In activating this strategy HCSA will: 
 
• Provide quality assurance for a pool technical  
 service providers to ensure they have the proper  
 capabilities, meet minimum standards and are  
 able to provide high quality support and work  
 outputs for HCSA users  
• Broker or assist in the production of large-scale  
 indicative maps of HCS forest – especially in  
 landscapes dominated by small farmers,  
 community use areas, and other key features in  
 our primary regions of focus – allowing the maps  
 to become a shared resource for smaller growers  
 and technical providers, ultimately benefiting all  
 actors in a particular region  
• use the HCSA Alert and Monitoring System to  
 service independent monitoring of conservation  
 areas 

STRATEGY 3  
 

advocate and facilitate  
the connection of active and 
prospective HcSa toolkit 
users (supply chain actors: 
growers, smallholders,  
mills, commodity users etc.)  
to technical partners with  
comprehensive HcS-HcV  
and community rights  
mapping capabilities.
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raise growth fund of $500K+ - This initial effort both increases reserves and finances 
essential enhancements to the capacity of the secretariat. 

Business model and member benefit resolution - A key goal for 2021 is to explore 
and define a scalable business model for HCSA, one that is tied to enhancing the value 
proposition for HCSA Steering Group member organisations. 

growth enabling governance enhancements - In the spirit of adaptive governance, 
we will also be exploring adjustments to our governance model to simultaneously 
increase effectiveness and efficiency. 

technology strategy and implementation - Prior to knowledge management  
investments, we will engage a third party to evaluate our technology ecosystem and 
develop a strategy that meets our future needs and ambitions. A key priority as we 
implement technology improvement is software for logging and tracking peer review  
of HCSA assessments and related impacts. Similarly, a Toolkit user-focused  
help desk at the Secretariat has emerged as a clear short-term priority. 

revenue strategy and capacity build-out - To date, HCSA has received seed funding 
from the uK’s Partnership for Forests, as well as membership dues from participating  
companies and organisations. Going forward, the organisation requires diverse  
revenue streams and the staffing structure to support continued growth.

Marketing, communications, & socialization strategy - Similar to technology, prior 
to making significant investments in our marketing and communication infrastructure 
and staffing, we will engage a third party to develop a strategy that ensures our ability 
to inform and influence our key audiences to the degree needed. 

14 15

Key MileStoneS for 2021-22 
 
To bring this strategy to life, six sequenced milestones are necessary 
for success in the coming 18 months: 
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2021 
2022

1

2

3

4

5

6

reVenue 
 
To enable our ambitions, HCSA is building a larger 
and more capable revenue team, with relationship-
driven donor stewardship and rigorous pipeline 
management at its core. The revenue team’s structure 
has been expanded to allow significant diversification  
of our revenue base beyond membership and the 
international aid funding that has enabled our formation. 
Going forward we will have a comprehensive revenue 
strategy that includes high net worth individuals, 
private sector partnerships, and a greater focus on 
foundation funding. This shift will be facilitated by our 
recent incorporation of the HCSA Foundation in the 
netherlands, which enables a wide range of donor 
governments and philanthropies to contribute to  
supporting its charitable mission. 
 
In developing revenue strategy in 2021, we will  
focus on the following domains and goals, in line 
with the HCSA Policy on Fundraising and ongoing 
assessments of reputational risk: 
 
•	 Membership 
 using a consultative outreach process, grow from  
 the current 27 organisations to expand this revenue  
 stream by 20% per year. The primary driver of this  
 increase will be tied to enhanced value delivery  
 via the development of a scalable business model  
 and enhanced membership services.  
 
•	 International development agencies 
 leverage our successful relationship and  
 broad-based funding from the uK’s Foreign,  
 Commonwealth & Development Office (FCDO)11  
 through its Partnership for Forests programme  
 into more specific, project level funding with  
 additional development agencies.   
 

Data-DriVen ManageMent 
 
To ensure a strong management culture, in addition 
to our 2025 goal of 5M ha of forest conservation, we 
have carefully selected the ten-core metrics below  
to serve as proxies of strategic success. These include 
both leading and lagging measures, and inform an 
executive dashboard that provides monthly, short-
cycle feedback to the HCSA Executive Committee, 
Secretariat, donors, and key partners.  
 
financial Performance 
•	 Months of cash reserve (>6) 
 Ensures financial stability and resilience. 
•	 # of fundraising contacts 
 Ensures disciplined donor stewardship by  
 fundraising staff. 
•	 Discounted revenue in pipeline 
 Ensures development activities are sufficient  
 to meet future revenue needs by discounting  
 the probability of winning every major donor  
 opportunity.   
 
Stakeholder expansion 
•	 # of prospective user contacts 
 Ensures disciplined recruitment by outreach staff.  
•	 Membership acquisition (>30% conversion) and  
 renewal (>90%) rates by membership group  
 Ensures disciplined recruitment and management  
 by membership staff, as well as membership  
 balance.   
 
organisational Performance 
•	 Cost per ha assessed 
 Total cost of HCSA operations relative to total  
 HCSA assessment area; ensures overall efficiency  
 relative to mission.  
•	 Morale 
  Ensures overall quality relative to all internal  
 stakeholder groups.   
 
impact 
•	 Hectares of community use areas identified  
 Ensures social impact.10   
•	 Hectares of trial areas 
 Ensures consistent innovation through research  
 and development.  
•	 In addition, in 2021 we are developing a methodology  
 to convert biomass data collected in field assessments  
 to a measure of metric tonnes of stored carbon  
 (CO2 equivalent). This will allow a third impact  
 measure, directly tied to climate mitigation measures.

 

10  Reporting on total community use area will begin later in 2021  
following improvements in data collection consistency.

11  Formerly Department for International Development (DFID).

http://highcarbonstock.org/wp-content/uploads/2020/06/HCSA_FUND-Fundraising-Policy_V1-21-Jan-2020.pdf


16 17HcSa  2021-2025 STRATEGIC BuSInESS PlAn February 2021 HcSa  2021-2025 STRATEGIC BuSInESS PlAn February 2021

•	 Foundations 
 Build on our growing success with philanthropies  
 by freeing more of the Executive Director’s time  
 for relationship management, as there is clearly  
 much greater potential among funders focused on  
 reversing tropical deforestation.  
 
•	 Conservation organisations 
 An often-overlooked resource in forest conservation  
 is the partnership or pass-through funding  
 available from larger EnGOs or through coalition  
 partnerships. While cultivating relationships and  
 defining shared value takes time, we can begin  
 exploring potential for EnGO partner funding with  
 our closest working partners.  
 
•	 High-net-worth individuals 
 This key funding domain has not been pursued to  
 date, though it is clearly a top priority given the  
 exceptionally low cost per dollar raised and ability  
 to match restricted funds.  
 
•	 Private sector partnerships 
 Beyond membership revenues, corporate and  
 business alliance partnership funding will be  
 explored, with careful attention to ensure any  
 funding provided is in the general interest of   
 HCSA’s mission.  
 
•	 Earned revenue 
 Our business model exercise in 2021 will focus  
 heavily on any potential financial mechanisms that  
 can increase in parallel to uptake of the Toolkit.

 
 

MarKeting,  
coMMunicationS,  
& SocialiSation 
 
As reflected in our core metrics, HCSA’s marketing, 
communications, and socialisation focuses on three 
key audiences: existing and potential members,  
potential Toolkit users, and an expanded portfolio  
of donors.   
 
The fact that the Toolkit is addressing one of the world’s 
top conservation priorities, is open-access, and has 
been developed in a multi-stakeholder context all 
contribute to the potential of a wide range of advocates 
assisting in promoting its use in a range of sectors. 
The Toolkit is grounded in science, human rights, 
and the end goal of real impact - essential elements 
of global credibility. Combined with HCSA’s multi-
stakeholder structure and incorporation in broader 
sustainability standards, a multitude of communication 
channels lay available for use.  
 
To take maximum advantage of this dynamic,  
HCSA will be making ongoing investments in our 
marketing, communications, and outreach strategy 
and capabilities. This includes added expertise in 
advocacy, membership management, development, 
smallholder outreach, and cultural and linguistic 
competencies. In many cases these functions will 
come first from contractors, then be shifted in-house.  
 
In narrowing in on specific sectors and geographies, 
the secretariat will also take a stronger role in 
developing targeted outreach materials in a range of 
formats. In addition to business audiences operating  
at a concession or landscape level, these will be 
made available for use at the village level to help 
communities understand the multiple benefits  
the Toolkit can bring.

 

Photo: Remote Sensing Solutions GmbH ©

HcSa guiding Principles  
• Open access  
• Accountable  
• Responsive 
• Adaptive 
• Collaborative Rights based 
• Transparent 
• Impact driven 
• Science based
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financial Projection 
 
Built on the strategies above, and in combination with a systematic focus 
on organisational development, the next five years will be a period of 
rapid growth for HCSA. This growth is reflected in the projection below.  
 
not accounted for here are the thousands of hours of in-kind contributions 
from member volunteer time in creating the methodologies. This has 
equated to nearly $1M uSD as of november 2020.
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financial Projection 2021-25 
 
reVenue 2021 2022 2023 2024 2025  
 
Contributed Income 
 • Private Sector Partnerships - 250.000 312.500 390.625 488.281 
 • Foundations 1.100.000 705.000 500.000 500.000 500.000 
 • Gov’t Donors 588.000 750.000 1.000.000 750.000 550.000 
 • Individuals 50.000 500.000 625.000 781.250 976.563 
 • Members 349.000 418.800 502.560 603.072 723.686 
 
Contributed Income subtotal 2.087.000 2.623.800 2.940.060 3.024.947 3.238.530 
 
Earned Income 
 • Training - - - - - 
 • Peer review 18.000 18.360 18.727 19.102 19.484 
 
Earned Income subtotal 18.000 18.360 18.727 19.102 19.484 
 
 
total revenue 2.105.000 2.642.160 2.958.787 3.044.049 3.258.014 
 
 
exPenSeS 2021 2022 2023 2024 2025  
 
Programme Expense 
 • Protection Working Group 
  Protection Working Group Subtotal 106.650 76.883 78.421 79.989 81.589 
 • Legacy Task Force 
  Legacy Task Force subtotal 7.320 - - - - 
 • Large-scale Implementation Technical Group 
  Large-scale Implementation Technical Group  
  subtotal 123.000 110.160 112.363 114.610 116.903 
 • Social Requirement Working Group 
  Social Requirement Working Group subtotal 127.500 174.250 177.735 181.290 184.915 
 • Smallholder Working Group 
  Smallholder Working Group subtotal 301.560 512.600 522.852 533.309 543.975 
 • Quality Assurance Working Group 
  Quality Assurance Working Group subtotal 114.000 120.000 122.400 124.848 127.345 
 
 
total Programme expense 780.030 993.893 1.013.771 1.034.046 1.054.727

    
 
exPenSeS   Continued 2021 2022 2023 2024 2025  
 
Salaries 
 • Management & Operations 215.164 316.921 423.259 431.724 440.359 
 • Membership & Communications 86.657 138.390 141.158 143.981 146.861 
 • Development 34.500 150.000 208.000 212.160 216.403 
 • Program 316.458 441.087 593.106 604.968 617.067 
 
Salaries subtotal 652.779 1.046.398 1.365.523 1.392.833 1.420.690 
 
Professional Services 
 • Audit 11.200 11.424 11.652 11.886 12.123 
 • Accounting/Bookkeeping/Co Sec 6.970 7.109 7.252 7.397 7.545 
 • Grantwriting 30.000 - - - - 
 • legal 20.000 20.400 20.808 21.224 21.649 
 • Management & Technical Consulting 71.500 40.000 10.000 10.000 10.000 
 • Marketing & Communication 50.000 50.000 51.000 52.020 53.060 
 • Payroll 8.316 8.482 8.652 8.825 9.002 
 • Peer Review 12.000 12.240 12.485 12.734 12.989 
 • Taxation 2.854 2.911 2.969 3.029 3.089 
 • Technology Consultant 86.000 26.000 - - - 
 
Professional Services subtotal 298.840 178.567 124.818 127.114 129.457 
 
Operations 
 • Bank Charges 9.144 9.327 9.513 9.704 9.898 
 • Events 8.000 15.000 20.000 20.400 20.808 
 • Insurance 3.529 3.600 3.672 3.745 3.820 
 • Meetings 18.450 36.400 37.128 37.871 38.628 
 • Misc. 7.575 7.727 7.881 8.039 8.199 
 • Publications & Materials 15.000 15.300 15.606 15.918 16.236 
 • Rent/utilities 24.000 30.600 35.894 36.612 37.344 
 • Supplies/equipment/furnishing 828 845 861 879 896 
 • Tax 2.854 2.911 2.969 3.029 3.089 
 • Travel 31.170 43.130 43.993 44.872 45.770 
 • Software 16.000 16.320 16.646 16.979 17.319 
 • Staff Development 5.000 15.000 20.000 20.000 25.000 
 • Website & Software 25.000 15.000 15.300 15.606 15.918 
 
Operations subtotal 166.550 211.159 229.464 233.653 242.926 
 
 
total expenses 1.898.199 2.430.016 2.733.575 2.787.647 2.847.800 
 
 
net $ 206.801 $ 212.144 $ 225.212 $ 256.402 $ 410.214 
 
 
contribution to reserve 206.801 212.144 225.212 256.402 410.214 
 
total reSerVe $ 206.801 $ 418.945 $ 644.156 $ 900.558 $ 1.310.773 
 
Reserve Target (6 months operating expenses) $ 949.100 $ 1.215.008 $ 1.366.788 $ 1.393.823 $ 1.423.900

2%     Year-over-year baseline adjustment
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goVernance & teaM 
 
HCSA is a charity incorporated in netherlands and is the parent entity  
of non-profit entities located in Malaysia and Singapore. It is governed by 
the HCSA Steering Group (SG) and its elected Executive Committee (EC) 
member representatives. The HCSA SG members are divided into five 
categories: Plantation Companies, nGOs, Technical Support Organisations, 
Commodity users, and Smallholders.  
 
A globally distributed Secretariat staff supports the HCSA SG and  
EC and runs HCSA’s operations. Please see current staffing in the  
organogram below, as well as projected additions through 2025.

organisational chart

EXECUTIVE
DIRECTOR

Finance
Director

Membership
Outreach
Manager

Technical
Director

Development
Director

Communications
& Socialisation

Manager

HR & Office
Manager

Finance
Manager

Membership
Officer

Technical
Manager

(thru 2022)
QA Manager

Monitoring &
Impacts
Manager

Development
Manager
(0.5 FTE)

General 
Admin
Officer

Bookkeeper
Technical

Officer
Smallholder

QA Officer

Technical
Officer
Social

Requirements

QA Admin
Officer

Technical
Officer

Dispute
Resolution

Officer

GIS Analyst

Development
Manager IT Officer

Executive Assistant

Current staff

New hires in 2021-22

New hires in 2023-25
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HcSa Steering group executive committee Members, Dec 2018 - as of Dec 2020

no

a. Plantation company

B. non-governmental organisation (ngo)

c. technical Support organisation (tSo)

D. commodity user

e. Smallholder

1 
 

 
 

5 
 

 
 

2 

 

6 

 

3 
 

 

7 

 

4

8 

 

9 

 

10 

 

11 

 

ec Member organisation PositionMember representatives

Librian Angraeni* 
 

Kokok Yulianto* 

Hendi Hidayat* 

Marcus Colchester*

Olivier Tichit* 

Grant Rosoman*

Elim Sritaba 

Aditya Bayunanda 
 

Gotz Martin 

Patrick Anderson 

Vivi Anita  

alternate TBC 

Surina Ismail*

Gemma Tillack*

Michael Senior* 

Petronella Meekers*

Mansuetus Darto*

Robin Averbeck

Surin Suksuwan

Ingrid Richardson

Aida Greenbury

asia Pulp & Paper (aPP) 
 

 
 

World Wide fund for nature (WWf) 

 
 
 

golden agri-resources (gar) 

 

forest Peoples Programme (fPP) 

 

Musim Mas group 
 

 

greenpeace 

 

ioi group

rainforest action network (ran) 

 

Proforest 

 

unilever 

 

Serikat Petani Kelapa Sawit  
(SPKS) 
 

Deputy Director,
Sustainability & Stakeholder  
Engagement Division

HCV & HCS Spatial Analyst National 
Coordinator at WWF Indonesia

Head of Strategic Sustainability  
Policy Engagement

Senior Policy Advisor

Director for Sustainable Supply Chain 
of Musim Mas Group

Forests Solutions Team Leader

Sustainability Director,
Sustainability & Stakeholder Division

Head of Footprint and Market  
Transformation Program WWF  
Indonesia

Head of Sustainability Implementation

Policy Advisor

Sustainability Senior Manager of 
Musim Mas Group

Group Head of Sustainability

Forest Policy Director

Deputy Director – Conservation & 
Land Use

Global Head Sustainable Sourcing

Secretary General

Forest Program Director

Southeast Asia Regional Director

Senior Manager Sustainable Sourcing

SPKS Advisor

* Main representative
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FuRTHER 
 inforMation 
 
Contact the HCS Approach  
Steering Group Secretariat: 
 
eMail 
info@highcarbonstock.org 
 
telePHone 
+60 3 2072 2130 
+60 3 2070 0130 
 
 

9th February 2021 
©HCS Approach Steering Group

www.highcarbonstock.org
mailto:info@highcarbonstock.org

