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Session 4: Real - World Problem Solving & Final Wrap - Up (15:30 –17:00)  

Objective  

Apply the skills from the training in a realistic, high - pressure scenario to test problem - solving abilities. Then 

consolidate all lessons and discuss next steps to implement these project management practices in participants’ 

work. This session reinforces teamwork, adaptability, and creative thinking in the face of project crises or conflicts.  

Activity – “Project in Crisis” Simulation (45 min):  

This is a capstone exercise that brings everything together:  

1. Scenario Setup:  Present a detailed scenario of an agroforestry project encountering serious trouble. For 

example:  

• Project:  A community silvopastoral project (woody perennials + livestock) halfway through its 3 - year 

timeline.  

• Crisis:  A combination of issues hits at once – a funding cut (the second tranche of funding was 

reduced), a pest outbreak affecting newly planted trees, and a conflict has arisen among 

stakeholders (some community members complain the project favors certain farme rs). 

• Provide specific data points: e.g., “ Budget shortfall: 20% less money than planned for year 2&3; Pest: 

beetle infestation killing 30% of young trees; Stakeholder conflict: local grazing association filed a 

complaint that the project’s fenced areas limit their cattle’s access .” 

• Write these on a handout or slide. Each team gets the same scenario (or you can have different 

scenarios for each team if desired).  

2. Team Emergency Meeting:  Each project team (with 4 - 6 members) acts as the project management unit. 

They have 30 minutes to develop an Emergency Action Plan  to address the crisis. They should consider:  

• How to reallocate or find funds (could they cut non - critical activities, approach another sponsor, 

crowdfund, or scale down expectations?).  

• How to handle the pest (technical solution: seek expert help, switch species, apply treatments, 

mobilize community for replanting?).  

• How to resolve the stakeholder conflict (hold an urgent meeting with the grazing association to 

negotiate a solution, involve a mediator, adjust project plans to accommodate grazing needs?).  

• They should also think about communication: what to tell the funder (to reassure them) and the public, 

and documentation (record what is happening and decisions). Essentially, they are doing rapid risk 

management and stakeholder engagement under pressure.  

• Encourage them to assign roles like in real life: one focuses on budget solution, one on technical pest 

fix, one on stakeholder handling, then bring it together.  

• Remind them of tools/approaches: maybe quickly revising their risk matrix (these risks happened –  

what now?), using stakeholder influence mapping to deal with the grazing group (maybe find an ally 

or higher authority to help?), agile thinking (reprioritize  tasks given new constraints).  

3. Report Back:  Each team gives a brief crisis response briefing  (5 minutes each). They should state the 

immediate actions and any changes to the project plan going forward. Example format -   

“Our plan:  
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1) Finance: We will apply for an emergency grant from X and cut the less critical workshop to save funds, focusing 

on maintaining core planting activities.  

2) Pest: Coordinate with the local extension entomologist to treat infested trees, and start a nursery for resistant 

species to replace losses in the next planting season.  

3) Stakeholders: Convene a meeting with the grazing association and community leaders within a week; propose 

creating controlled grazing strips within the agroforestry plots as a compromise so cattle can graze certain times. 

Also engage the mayor to mediat e.  

4) We will communicate to our main funder a realistic revised target (maybe 80 ha instead of 100 ha) citing these 

unforeseen issues, emphasizing our proactive steps, and ask for a 6 - month no - cost extension to fully meet 

objectives.”  

As each team presents, simulate a bit of real pressure: the trainer or other participants can pose one challenging 

question to each presenting team, such as “What if the funder says no to extension?” or “How will you ensure the 

pest doesn’t return next yea r?” This forces them to think on their feet, just like a real crisis.  

4. Debrief:  Praise their problem solving and highlight particularly innovative or sound strategies. Discuss 

common responses and differences. Underscore principles:  

• Proactivity:  Do not hide problems – address them head - on and communicate with 

stakeholders/funders honestly, coupled with a solution. This often earns respect and possibly support 

(sometimes funders give extra help if you show competence in handling issues).  

• Teamwork in crisis:  How did they organize themselves? In real crises, having clear roles (who talks to 

funder, who manages field response, etc.) is vital. If not mentioned, note the importance of 

documenting everything during a crisis for later learning (lessons learned repo rt). 

• Adaptability:  Sometimes projects have to change scope; that is fine if the core goal is preserved. It is 

better to adjust objectives than to continue a plan that’s no longer feasible.  

• Emotional resilience:  Acknowledge that crises are stressful. A good project manager keeps the team 

motivated (perhaps by focusing on small wins, or reminding everyone of the project’s importance to 

the community to rally morale). Support networks (like calling on an experience d colleague or mentor 

for advice) can help.  

 

Final Key Messages  

To wrap up the content portion, summarize a few key success factors  for managing agroforestry projects, tying 

back to what was learned:  

• Start Right:  Clearly define your project’s scope and objectives , and secure stakeholder buy - in from the 

beginning. Clarity at start = fewer problems later.  

• Plan & Adapt:  Plan in detail  (tasks, timelines, budgets) but stay flexible . Use tools like WBS and Gantt for 

structure, and Agile methods to adapt to change.  

• Engage People:  Communicate continuously  – with your team, farmers andh funders. Transparency builds 

trust. Use stakeholder maps and do not neglect anyone influential.  

• Anticipate Risks:  Always ask “ What could go wrong? ” and have mitigation ready. It is easier to secure 

support for a plan that acknowledges and manages risks than one that ignores them.  
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• Leverage Tools & Knowledge:  Use the digital tools  and templates available (many are free or low - cost). 

They save time and improve coordination. Learn from others – case studies and networks (like the ones 

shared) shorten your learning curve.  

• Focus on Impact:  Remember the “ Why” of your project – the positive change you seek. Let that guide 

decisions. Measure it and shout about it when achieved. Success stories and data will attract more 

support for agroforestry in future.  

 

Closing & Evaluation (16:30 –17:00)  

Thank the participants for their active engagement. In this final part, take a few steps to conclude the training:  

• Participant Feedback:  Distribute a quick evaluation form or do a round - robin feedback: “One thing you 

found most useful, and one suggestion or question you still have.”  This helps gauge impact and gather 

ideas for improvement. Alternatively, use a flipchart with two columns (    Useful,   Questions) and have 

them stick notes. Address any pressing questions if time.  

• Certificates & Group Photo:  If applicable, hand out certificates of completion (participants love these as 

recognition). Take a group photo (especially if this is part of a larger program or just for camaraderie).  

• Post - Training Resources:  Inform participants how they can access the materials from the training:  

o Provide a link or folder (e.g., Google Drive or printed copies) for the templates and toolkits  

mentioned (WBS template, stakeholder matrix, risk register, project charter sample, etc.). Share 

the case study write - ups and any slide decks.  

o Encourage them to stay in touch via an email list or WhatsApp group for this cohort, to continue 

exchanging experiences as they apply the training in real projects. They could perhaps meet 

again in a few months for a follow - up webinar to share progress.  

o Highlight any upcoming events or networks: e.g., “The European Agroforestry Federation (EURAF) 

has a conference next year, consider submitting a poster about your project,” or “Join the AF4EU 

Agroforestry discussion forum online to keep learning.”  

• Encouragement:  End on an inspiring note. Reiterate the strategic importance of what they do: “As 

extension advisors, you are key drivers in Europe’s transition to sustainable land use. By managing projects 

well, you ensure that good ideas actually take root (literally, in the case of trees!) and grow into impactful 

initiatives. Agroforestry can tr ansform landscapes and communities, and with the skills you’ve sharpened 

here, you can transform agroforestry from isolated experiments into mainstream practice ac ross Europe.”  

• Perhaps quote a success: “Remember the example from France – because of a well - run project, 

agroforestry is now part of policy. That’s the ripple effect you can create.”  Encourage them to be 

champions who lead by example  – organizing their work using these principles so others in their 

organizations see the value of project management.  

• Thank You and Contact:  Thank everyone again and provide contact info for follow - up questions or 

support.  
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Conclusion for Extension Advisors  

• Project management may sound technical, but at its heart it is about good preparation, good 
communication, and proactive problem - solving  – principles that are already familiar to 
effective extension work. By framing agroforestry initiatives within a project management 
approach, extension advisors can bridge the gap among visionary ideas and on - the- ground 
action. A well - managed project mean s woody perennials get planted on time, farmers stay 
engaged and informed, risks are anticipated (if not avoided), and f unders and stakeholders see 
real results.  

• This training module has provided a comprehensive journey through initiating, planning, 
executing, and sustaining agroforestry projects. We have seen how a clear goal can guide a 
complex project, how a simple chart can bring order to many tasks, and how en gaging people 
early prevents issues later on. We have also seen that flexibility and learning are as important as 
planning – especially when working with nature and communities. European case studies 
demonstrated that whether it is silvopasture in France, grazed firebreaks in Spain or mitigating 
climate vulnerability of cork oak systems in Portugal, success hinges not just on what is done, but 
how it is done.  

• As you return to your work, you are encouraged to apply these tools and approaches to your next 
agroforestry project, no matter how small or large. Start a stakeholder map for that new 
hedgerow initiative; draft a quick project charter for your farmer fiel d school plan; try using a risk 
matrix before launching that orchard program. Small steps in structured planning can yield big 
improvements in outcomes and less stress in implementation. And when challenges do arise – 
because they will –hopefully you will feel equipped to handle them, rally your team, and adapt 
with confidence.  

• Finally, remember that you are not alone. A growing network of practitioners across Europe is 
also pushing forward agroforestry innovations and learning how to manage them effectively. Stay 
connected – through professional networks, online forums, or infor mal contacts. Share your 
successes and lessons learned (perhaps in the next training you might even present a case study 
of your own). In this way, we can all collectively advance the practice of agroforestry and its 
integration into mainstream farming, fo r a more sustainable and resilient future.  
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