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Project Management in Agroforestry  

¶ Description:  
A practical 2 - day training module that equips advisors with the skills to plan, manage, and scale 
agroforestry projects effectively. 

¶ What you will gain:  

Understanding of key project management frameworks and tools  

Skills to plan timelines, budgets, and stakeholder engagement  

Ability to manage risks and adapt projects over time  

Confidence to design and deliver impactful agroforestry projects  

¶ Includes:  

Planning tools (WBS, Gantt charts, SMART goals) 

Case studies from across Europe 

Templates for monitoring, evaluation, and funding  

¶ For: 
Agroforestry extension advisors, project coordinators, and rural development professionals  
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Introduction  

Agroforestry ς integrating woody perennials with crops and 

livestock ς is emerging as a key solution for climate 

adaptation, carbon sequestration, biodiversity 

enhancement, and rural resilience across Europe. Fulfilling 

the EU Green Deal aims with policy s upport from the 

Common Agricultural Policy (CAP) eco -schemes and rural 

development programmes, interest in agroforestry is 

growing since 1997. However, adoption on the ground 

remains fragmented, in part because agroforestry projects 

are complex, long - term, lack of appropriate value chains 

that should involve many stakeholders. Extension services, 

acting as the bridge among research, policy, and farmers, 

can play a pivotal role in scaling up agroforestry by applying 

structured project management  approaches. Embedding 

sound project management into agroforestry initiatives 

helps coordinate diverse actors, manage long timelines, 

and ensure efficient use of resources. 

This training module is designed to equip agroforestry 

advisors and project coordinators with practical project 

management skills tailored to European contexts. It combines strategic concepts with hands - on tools and case 

studies, so advisors can lead projects that are efficient, scalable, and impactful . We will draw on both classical 

ŦǊŀƳŜǿƻǊƪǎ όƭƛƪŜ twLb/9н ƻǊ ǘƘŜ 9¦Ωǎ taчύ ŀƴŘ ŀŘŀǇǘƛǾŜ !ƎƛƭŜ ƳŜǘƘƻŘǎ ǘƻ ƘŀƴŘƭŜ ǘƘŜ ŘȅƴŀƳƛŎΣ ŜŎƻƭƻƎƛŎŀƭ ƴŀǘǳǊŜ 

of agroforestry projects. By the end, participants will be able to turn agroforestry ideas into well-managed projects 

that deliver lasting environmental and social benefits.  

Learning Objectives  

By the end of this 2-day training, participants will be able to:  

¶ Understand core project management principles  and why they are critical for successful agroforestry 

initiatives. 

¶ Define clear project goals  (using SMART criteria) and apply agile principles (e.g. sprint planning) to break 

long- term agroforestry visions into achievable steps. 

¶ Use key project planning tools  ς Work Breakdown Structures (WBS), Gantt charts, and responsibility matrices 

ς to plan timelines, tasks, and resources for agroforestry projects. 

¶ Engage stakeholders effectively , mapping their interests/influence, and establish strong governance and 

communication strategies for multi - actor projects.  

¶ Identify and mitigate risks  (e.g. climate, financial, policy risks) using risk assessment matrices, and developing 

adaptive strategies to ensure project resilience.  

¶ Explore financing options  for agroforestry (EU programs like CAP ecoschemes, Pillar II (agri - environment, 

investments and operational groups), LIFE, Horizon Europe, private and national public funding) and practice 

pitching projects to secure funding.  

¶ Monitor and evaluate project progress  using relevant indicators (biophysical, socio - economic) and digital 

tools, and report impacts to stakeholders and funders.  

FIGURE 1. Species biodiversity in a pasture 

managed trough silvopasture in Slovakia. 

Source: Couso-Viana, A.  
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¶ Develop a practical project plan  for an agroforestry initiative that can be implemented in their advisory work, 

including timeline, budget, stakeholder plan, and MEL (Monitoring, Evaluation & Learning) framework. 

Training Structure Overview  

This module is structured as a two - day workshop (approximately 6 ς7 hours per day, including breaks) that 

balances short presentations with participatory activities, role -plays, and group exercises. Day 1 focuses on 

foundational skills in facilitation and g roup management, ensuring advisors to understand key principles and 

group dynamics. Day 2 builds on these skills to tackle more advanced topics such as conflict resolution and the 

facilitation of multi - stakeholder networks. Participants will engage in simulations and planning exercises to apply 

ǘŜŎƘƴƛǉǳŜǎ ƛƴ ǊŜŀƭƛǎǘƛŎ ŀƎǊƻŦƻǊŜǎǘǊȅ ǎŎŜƴŀǊƛƻǎΦ 9ŀŎƘ ǎŜǎǎƛƻƴ ƻǳǘƭƛƴŜŘ ōŜƭƻǿ ƛƴŎƭǳŘŜǎ ǘƘŜ ǎŜǎǎƛƻƴΩǎ ƻōƧŜŎǘƛǾŜǎΣ 

content, suggested facilitation methods, and timing. Trainer tips are provided throughout for guidance on  what 

to emphasize or common pitfalls to avoid. A toolkit of resources (e.g. sample ground rules, stakeholder mapping 

templates, and facilitation checklists) is referenced for use during training and in future real -world applications. 

The workshop is interactive and learner- centred ς just as we expect advisors to facilitate farmer- centred learning, 

the training itself models participatory techniques.  

 

Audience & Format  

This training is designed for agroforestry extension advisors to facilitate group learning or multi - actor meetings. 

It assumes a basic familiarity with agroforestry concepts but does not require prior formal training in facilitation. 

The format is an in - person workshop with 10ς25 participants, though it can be adapted for online or hybrid 

delivery. The room should be arranged flexibly (e.g. semi - circle or groups) to encourage interaction. Flipcharts, 

markers, post- it notes, and an LCD projector are the main materials needed. A co- facilitator or assistant is useful 

for helping with breakout groups and time management, especially for the interactive exercises.    
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Day 1: Foundations of Project Management in Agroforestry  

Day 1 introduces the fundamental concepts and tools of project management, framed in the context of 

agroforestry. Participants learn how to initiate a project properly ς defining clear goals, engaging stakeholders, 

and planning tasks and timelines. The foc us is on building a strong foundation before execution. By the end of 

Day 1, attendees will have drafted a basic project plan and be aware of common pitfalls and success tips for 

agroforestry projects.  

Schedule at a Glance (Day 1)  

09:00ς09:30 Welcome & Introductions 

09:30ς10:45 Session 1: Introduction to Project Management in Agroforestry  

10:45ς11:00 Break 

11:00ς12:30 Session 2: Project Initiation: Goals & Stakeholder Engagement 

12:30ς13:30 Lunch 

13:30ς15:00 Session 3: Work Planning and SMART Goals (Projects & Sprints) 

15:00ς15:15 Break 

15:15ς16:30 Session 4: Detailed Project Planning: WBS, Timeline & Resources 

16:30 Day 1 Wrap-Up & Reflection Assignment 

(Note: Timing can be adjusted based on participant number and interaction level. Each session includes 

interactive components as detailed below.)  

Welcome & Introductions (09:00 ς09:30) 

The training kicks off with a welcome and an introduction of facilitators and participants. Start with a brief overview 

of the training purpose and agenda. Then engage everyone with a quick icebreaker:  

Icebreaker ς ά¸ƻǳǊ !ƎǊƻŦƻǊŜǎǘǊȅ tǊƻƧŜŎǘ ƛƴ hƴŜ {ŜƴǘŜƴŎŜέ: Each participant 

introduces themselves and describes an agroforestry project they are 

involved in (or a concept) in just one sentence. This fun challenge sets a 

collaborative tone and surfaces the diversity of projects in the room (e.g., 

ά/ƻƴƴŜŎǘƛƴƎ ƘŜŘƎŜǊƻǿǎ ǿƛǘƘ ǇŀǎǘǳǊŜ ǘƻ ƛƳǇǊƻǾŜ ōƛƻŘƛǾŜǊǎƛǘȅ ƻƴ ƻǳǊ ŦŀƳƛƭȅ 

ŦŀǊƳέ). 

Use this session to establish a positive learning atmosphere. Emphasize that 

no question is too basic ς the goal is to share experiences and learn new 

management approaches together. Also, highlight any housekeeping (break 

times, materials provided, etc.).  By 09:30, everyone should feel acquainted 

and ready to dive into content.  

  

FIGURE 2. Co-creation activity 
during A F4EU workshop. 
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Session 1: Introduction to Project Management (PM) in Agroforestry (09:30 ς

10:30) 

Objective  

Understand what defines a project and how general project management principles apply to agroforestry 

initiatives. Recognize the unique challenges but also the barriers of agroforestry projects and the importance of 

a structured approach.  

 

Key Topics 

What is a Project?  

Distinguish projects from routine work (a project is a temporary endeavor  with specific objectives). Use an 

agroforestry example, such as establishing a new plot or farm silvopasture pilot, to illustrate the definition. 

Emphasize that projects have a lifecycle (start and end) and milestones and deliverables at the end.  

Project Management Basics  

Introduce the concept of managing knowledge, skills, tools, and techniques to meet project objectives. Outline 

key phases (initiation, planning, execution, monitoring, closure) which will be explored in depth later.  

Why Project Management in Agroforestry?   

Discuss how agroforestry projects benefit from good management:  

¶ Long timelines ( woody perennials (trees/shrubs) growth meaning ecological frame change) that requires 

sustained and sustainable planning and adaptation from the beginning to the end.  

¶ Multi - disciplinary scope  (ecosystem services delivery, agriculture, community) needs coordination of 

expertise. 

¶ Multiple stakeholders  (farmers, researchers, policymakers, retailers, processors, community groups, etc..) 

must collaborate over time.  

¶ Funding  often comes from competitive grants or public programs, requiring clear proposals and 

accountability, but also from private funds.  

In short, applying Agroforestry Project Management (PM) frameworks improves efficiency, minimizes risks, and 

increases impact of agroforestry in the farm business. 

 

Challenges Unique to Agroforestry:  Brainstorm or present common challenges  

¶ Long project horizons (woody perennials including trees and shrubs take years to mature) implying managing 

tame over time. 

¶ Multiple- goals (productive, ecosystem services, social outcomes) that can lead to scope creep if not clearly 

defined. 

¶ Environmental uncertainties (weather variability, climate change, pests) and policy changes that can derail 

plans. 

¶ Stakeholder cooperationς e.g., balancing farmer needs with conservation goals and regulations.  
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¶ Common PM Methodologies:  Briefly mention that there are established methodologies like Waterfall (linear 

stages), Agile (iterative cycles) , and Hybrid approaches , as well as formal frameworks like PRINCE2 or PM² 

(used in EU institutions). Assure participants that the training will touch on the best of each, without heavy 

theory. 

CASE STUDY: Upfront  Planning & Support ς Silvopasture Establishment (France)  

See AF4EU Factsheet: Archambaud, C. (2025). Presentation Of Silvopasture Systems. AF4EU. 
https://doi.org/10.5281/zenodo.19235008   

This AF4EU factsheet presents silvopastoral systems where livestock (cattle, sheep, poultry) are integrated with 
trees and hedgerows. The success of these systems depends heavily on early planning decisions, including tree 
placement, livestock rotation, an d harvest timing. For example, farmers must plan grazing exclusion periods to 
prevent damage to fruit or soil and coordinate rotations across multiple plots to maintain productivity. The 
system also requires aligning species choice, soil conditions, and farm objectives from the outset.  

Project Management Aspects:  

¶ Detailed upfront system design (treeςlivestock interactions, rotation schedules)  

¶ Planning for seasonal constraints (grazing vs. harvest timing)  

¶ Integration with farm operations and long - term productivity goals  

¶ Advisory support to guide complex system setup  

Key Takeaway: 

Silvopasture systems succeed when carefully planned from the beginning. Upfront design and advisory 
support reduce management conflicts and ensure long- term productivity and sustainability.  

Ask participants if they have seen similar initiatives or what initial impressions they have on why some projects 
succeed versus fail. 

 

Interactive Exercise ς Past Project Reflections (15 min):  Each participant (or small groups) reflects on a previous 

agroforestry, agricultural or forest project they were involved in and identifies one key challenge  they faced. It 

could be unclear goals, stakeholder conflict, delays, etc. Invite a few to share. Prompt the group to consider ά²Ƙŀǘ 

ǇǊƻƧŜŎǘ ƳŀƴŀƎŜƳŜƴǘ ǘƻƻƭǎ ƻǊ ǇǊŀŎǘƛŎŜǎ ƳƛƎƘǘ ƘŀǾŜ ƘŜƭǇŜŘ ŀŘŘǊŜǎǎ ǘƘƻǎŜ ŎƘŀƭƭŜƴƎŜǎΚέ. Got some answers on a 

ŦƭƛǇŎƘŀǊǘ όŜΦƎΦΣ άŎƭŜŀǊŜǊ ƻōƧŜŎǘƛǾŜǎΣέ άōŜǘǘŜǊ ǘŀǎƪ ǇƭŀƴƴƛƴƎΣέ άǊƛǎƪ ǇƭŀƴƴƛƴƎέύΦ ¢Ƙƛǎ ŎǊŜŀǘŜǎ ŀ ƴŜŜŘǎ ŀǿŀǊŜƴŜǎǎ ǘƘŀt 

the upcoming sessions will tackle. 

 

Tip for Success:  ά²Ŝƭƭ-ŘŜŦƛƴŜŘ ƻōƧŜŎǘƛǾŜǎ ǇǊŜǾŜƴǘ ǎŎƻǇŜ ŎǊŜŜǇΦέ ς Reinforce that a project 

without clear goals can easily drift off - course. Throughout the training, we will emphasize 

setting and sticking to clear objectives.  

  

https://doi.org/10.5281/zenodo.19235008
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Session 2: Project Initiation ς Setting Goals & Engaging Stakeholders (10:45 ς

12:00) 

Objective  

Learn how to initiate an agroforestry project correctly by formulating clear goals and identifying and engaging 

ƪŜȅ ǎǘŀƪŜƘƻƭŘŜǊǎ ŦǊƻƳ ǘƘŜ ƻǳǘǎŜǘΦ tŀǊǘƛŎƛǇŀƴǘǎ ǿƛƭƭ ǇǊŀŎǘƛŎŜ ŘŜŦƛƴƛƴƎ {a!w¢ ƻōƧŜŎǘƛǾŜǎ ŀƴŘ ƳŀǇǇƛƴƎ ǎǘŀƪŜƘƻƭŘŜǊǎΩ 

interests and influence. 

 

Key Topics 

SMART Goals for Agroforestry 

Introduce the SMART criteria ς Specific, Measurable, Achievable, Relevant, Time- bound ς as a gold standard for 

ǎŜǘǘƛƴƎ ǇǊƻƧŜŎǘ ƎƻŀƭǎΦ DƛǾŜ ŀƴ ŀƎǊƻŦƻǊŜǎǘǊȅ ŜȄŀƳǇƭŜΥ ƛƴǎǘŜŀŘ ƻŦ ŀ ǾŀƎǳŜ Ǝƻŀƭ ƭƛƪŜ άǇǊƻƳƻǘŜ ŀƎǊƻŦƻǊŜǎǘǊȅ ƛƴ ǘƘŜ 

ǊŜƎƛƻƴΣέ ŀ {a!w¢ Ǝƻŀƭ ǿƻǳƭŘ ōŜ ά9ǎǘŀōƭƛǎƘ ŀƴŘ ƛƴǘŜƎǊŀǘƛƴƎ рл ƘŜŎǘŀǊŜǎ ƻŦ ǎƛƭǾƻǇŀǎǘǳǊŜ ǇǊŀŎǘƛŎŜǎ ƛƴ ·· ŦŀǊƳƛƴƎ 

ǎȅǎǘŜƳǎ ƛƴ · ǊŜƎƛƻƴ ǿƛǘƘƛƴ о ȅŜŀǊǎΣ ƛƴŎǊŜŀǎƛƴƎ ŦŀǊƳ ƛƴŎƻƳŜ ōȅ мл҈ ŀƴŘ ōƛƻŘƛǾŜǊǎƛǘȅ ƛƴŘŜȄ ōȅ нл҈Φέ Discuss why 

each element (S,M, A, R, T) matters. Ensure goals link to broader sustainable (economically viable, environment 

sound and socially acceptable) str ategic aims (e.g., climate resilience, farmer livelihood). 

Stakeholder Mapping & Engagement  

Explain that stakeholders include anyone with interest or influence in the project: 

farmers, landowners, local community, government agencies, NGOs, researchers, 

buyers, consumers, processors etc. Introduce the Stakeholder Analysis Matrix  tool 

https://www.fao.org/in -action/food - for- cities- programme/toolkit/define - the-

crfs/stakeholder -mapping - analysis/fr/ to categorize stakeholders by their level of 

interest  in the project and influence  over its success. For example-  a local farming 

cooperative might have a high interest and high influence; a distant policymaker 

might have high influence but low interest unless engaged.  

¶ Mapping Exercise (conceptual):  Show a simple 2x2 matrix (Interest vs. 

Influence) and plot a few stakeholder examples. Emphasize the need to tailor 

engagement strategies: keep the highly interested informed, and actively 

manage those with high influence.  

¶ Discuss engagement methods:  community meetings, surveys, participatory 

design workshops, demonstration plots, policy roundtables, etc. Highlight that 

early and authentic engagement builds buy - in and can prevent conflicts later.  

Project Charter & Team Roles  

Mention that during initiation, it is useful to create a brief Project Charter  that 

ŘƻŎǳƳŜƴǘǎ ǘƘŜ ǇǊƻƧŜŎǘΩǎ ǇǳǊǇƻǎŜΣ Ƴŀƛƴ ƎƻŀƭǎΣ ƪŜȅ ǎǘŀƪŜƘƻƭŘŜǊǎΣ ƘƛƎƘ- level timeline, 

ōǳŘƎŜǘ ŜǎǘƛƳŀǘŜΣ ŀƴŘ ǘŜŀƳ ǊƻƭŜǎΦ ¢Ƙƛǎ ŀŎǘǎ ŀǎ ŀ άŎƻƴǎǘƛǘǳǘƛƻƴέ ŦƻǊ ǘƘŜ ǇǊƻƧŜŎǘΦ LŦ 

applicable, introduce the idea of defined roles (project manager, field coordinator , 

technical experts, etc.). You can also mention the RACI matrix (Responsible, 

Accountable, Consulted, Informed) as a tool to clarify who is doing what, even at this 

early stage (we will apply RACI more in planning). 

Theory of Change (Intro)   

*template s availables 

Stakeholder analysis matrix  

Project charter  

https://www.fao.org/in-action/food-for-cities-programme/toolkit/define-the-crfs/stakeholder-mapping-analysis/fr/
https://www.fao.org/in-action/food-for-cities-programme/toolkit/define-the-crfs/stakeholder-mapping-analysis/fr/
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Agroforestry projects often aim for long - term impacts (e.g., climate resilience, community benefits). A Theory of 

Change  is a tool to map how project activities will lead to desired outcomes and impacts. Introduce the concept 

briefly: if we do X activities, we expect Y outputs and Z outcomes. This helps ensure the project design aligns with 

goals (A detailed exercise on this will follow in the next session). 

CASE STUDY: Participatory Project Start ς Grazed Firebreaks (Spain, Andalusia)  

See AF4EU Factsheet: Campos-Galisteo, A. V., & Carbonell, L. M. (2025). The Andalusian network of pasture- firebreak areas. 
AF4EU. https://doi.org/10.5281/zenodo.18485582   

The RAPCA programme is a large-scale initiative that integrates livestock grazing into wildfire prevention by 
ƳŀƛƴǘŀƛƴƛƴƎ ǾŜƎŜǘŀǘƛƻƴ ƛƴ ŦƛǊŜōǊŜŀƪ ŀǊŜŀǎΦ ! ƪŜȅ ŜƭŜƳŜƴǘ ƻŦ ǘƘŜ ǇǊƻƧŜŎǘΩǎ ǎǳŎŎŜǎǎ ǿŀǎ ƛǘǎ ǇŀǊǘƛŎƛǇŀǘƻǊȅ ǎǘŀǊǘΦ 
Instead of imposing a top -down land  management plan, regional authorities worked closely with livestock 
farmers, pastoralist associations, and forestry technicians to co - design grazing plans. Farmers contributed 
their knowledge of terrain, vegetation, and herd behaviour, while technical exp erts defined fire- risk zones and 
management targets. Annual grazing plans were jointly agreed, specifying where, when, and how animals 
would graze to reduce biomass while maintaining ecosystem health.  

Project Management Aspects:  

¶ Early engagement of farmers as co-designers rather than beneficiaries  

¶ Joint planning between public authorities, advisors, and livestock keepers  

¶ Integration of local knowledge into technical management plans  

¶ Clear agreements (contracts, grazing plans) defining roles and responsibilities  

Key Takeaway: 

Participatory project starts create stronger ownership and more practical solutions. When farmers are involved 
from the beginning , projects are better adapted to local conditions and more likely to succeed long term.  

 

Activit y -  Stakeholder Role -Playing (30 min)  

Break into small groups. Each group gets an agroforestry project scenario (e.g., introducing agrisilviculture or 

silvopasture in a new region). Assign each member a stakeholder role (farmer, extension advisor, local 

government, environmental NGO, etc.). ThŜƛǊ ǘŀǎƪΥ ǎǇŜƴŘ мл ƳƛƴǳǘŜǎ ƛƴŘƛǾƛŘǳŀƭƭȅ ǘƘƛƴƪƛƴƎ ŀōƻǳǘ ǘƘŜƛǊ ŎƘŀǊŀŎǘŜǊΩǎ 

main interests and concerns regarding the project. Then, have a 15 -minute group meeting role - play where they 

άƴŜƎƻǘƛŀǘŜέ ǇǊƻƧŜŎǘ ǇǊƛƻǊƛǘƛŜǎ ƻǊ ǾƻƛŎŜ ŎƻƴŎŜǊƴǎΦ !ǎ ǇŀǊǘ ƻŦ ǘƘŜ 5ŜōǊƛŜŦΣ ask ά²Ƙŀǘ ŘƛŘ ǘƘƛǎ ǊŜǾŜŀƭ ŀōƻǳǘ Ƙƻǿ 

ŘƛŦŦŜǊŜƴǘ ǎǘŀƪŜƘƻƭŘŜǊǎ ǾƛŜǿ ŀƎǊƻŦƻǊŜǎǘǊȅ ǇǊƻƧŜŎǘǎΚ Iƻǿ Ŏŀƴ ǿŜ ǊŜŎƻƴŎƛƭŜ ǘƘŜǎŜ ǇŜǊǎǇŜŎǘƛǾŜǎ ƛƴ ǇǊƻƧŜŎǘ ǇƭŀƴƴƛƴƎΚέ 

Emphasize the importance of finding common ground (e.g., focus on benefits that matter to each stakeholder).  

Activit y -  Mapping a Theory of Change (15 min)  

Using a flipchart, each group now quickly outlines a simple theory of change for their scenario. For example: 

Activity: train farmers in agrisilviculture; Output: 20 farmers implement woody perennials (trees or shrubs) rows in 

fields; Outcome:  reduced soil erosion, diversified income; Impact:  better climate resilience, higher rural income. 

¢ƘŜȅ Řƻ ƴƻǘ ƴŜŜŘ Ŧǳƭƭ ŘŜǘŀƛƭΣ Ƨǳǎǘ ǘƘŜ ƭƻƎƛŎŀƭ ŦƭƻǿΦ ¢Ƙƛǎ ƘŜƭǇǎ ŎƻƴƴŜŎǘ ǎǘŀƪŜƘƻƭŘŜǊǎΩ ŘŜǎƛǊŜŘ ƻǳǘŎƻƳŜǎ ǘƻ ǇǊƻƧŜŎǘ 

activities. One group can present their chart.  

Tip for Success: ά9ƴƎŀƎŜ ƭƻŎŀƭ ŎƻƳƳǳƴƛǘƛŜǎ ŜŀǊƭȅ ǘƻ ǇǊŜǾŜƴǘ ǊŜǎƛǎǘŀƴŎŜΦέ Many agroforestry projects 

fail when local stakeholders feel projects are imposed on them. Early engagement and co -design can 

turn would-be resistors into project champions.   

https://doi.org/10.5281/zenodo.18485582
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Session 3: Work Planning and Setting SMART/Sprint Goals (13:00ς14:30) 

Objective  

Translate big- picture ideas into concrete plans. Learn to break down an agroforestry project into manageable 

components and set both long - term and short -ǘŜǊƳ ό!ƎƛƭŜ άǎǇǊƛƴǘέύ ƎƻŀƭǎΦ tŀǊǘƛŎƛǇŀƴǘǎ ǇǊŀŎǘƛŎŜ ŘŜǾŜƭƻǇƛƴƎ ŀ 

Work Breakdown Structure (WBS) and form ulating short - term objectives from a long - term vision linked to the 

theory or change. 

 

Key Topics 

Project Phases Overview 

Begin by revisiting the standard project lifecycle phases ς Initiation, Planning, Execution, Monitoring & Control, 

Closure ς and map them to agroforestry. For example -  

Initiation: site selection & stakeholder signup;  

Planning: designing the agroforestry system & schedule;  

Execution: planting trees, training farmers;  

Monitoring: tracking tree growth and community feedback;  

Closure: final reports and handover.  

This reinforces where we are in the process (we are moving from Initiation into Planning now). You can illustrate 

this with a simple timeline on a slide or flipchart. 

Work Breakdown Structure (WBS) 

Introduce the WBS as a critical planning tool for organizing work. A WBS  https://www.mindmeister.com  is a 

hierarchical breakdown of the project into phases Ÿ deliverables Ÿ tasks. Explain how it helps άŎƘǳƴƪέ a multi-

faceted project into smaller, actionable pieces so nothing is overlooked. Use an agroforestry example to 

demonstrate:  

¶ Phase 1: Project Initiation (deliverables: stakeholder map, project charter)  

¶ Phase 2: Site Preparation (deliverables: site survey, land prep) 

¶ Phase 3: Planting or seeding (deliverables: seedlings sourced, planting completed)  

¶ Phase 4:  Monitoring & Maintenance (deliverables: quarterly reports, maintenance runs).  

Each deliverable can be broken into milestones following specific tasks. For instance, Planting might include 

ǘŀǎƪǎΥ ά¢Ǌŀƛƴ ǇƭŀƴǘƛƴƎ ǘŜŀƳΣέ ά5ƛƎ ǇƭŀƴǘƛƴƎ ƘƻƭŜǎΣέ άtƭŀƴǘ ǘǊŜŜǎκǎƘǊǳōǎΣέ άLƴǎǘŀƭƭ ŦŜƴŎƛƴƎΦέ aŜƴǘƛƻƴ ǘƘŀǘ ŜŀŎƘ 

task will later be assigned to someone and given a timeline. The WBS focuses on what has to be done, not 

when or by whom (that comes next). 

Creating a WBS: Best done as a tree diagram or outline. Note that there are templates and mind - mapping tools 

(e.g. Mind Meister ) that help create WBS diagrams easily. The key is to be comprehensive but not over- detailed; 

typically 3-4 levels deep is enough for small projects. 

Gantt Charts & Timelines  

Once tasks are identified via WBS, a Gantt Chart  https://www.ganttproject.biz/  is used to schedule them over 

time. Show or draw a simplified Gantt chart: a calendar view with bars representing task durations, possibly 

ƻǾŜǊƭŀǇǇƛƴƎΦ 9ȄǇƭŀƛƴ ŜƭŜƳŜƴǘǎΥ ǘŀǎƪǎΣ ǎǘŀǊǘκŜƴŘ ŘŀǘŜǎΣ ŘǳǊŀǘƛƻƴǎΣ ŘŜǇŜƴŘŜƴŎƛŜǎ όŜΦƎΦΣ ά ǘǊŜŜ ǇǊƻǘŜŎǘƻǊǎ ƻǊ ŦŜƴŎƛƴƎ  

https://www.mindmeister.com/
https://www.ganttproject.biz/
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Ƴǳǎǘ ƘŀǇǇŜƴ ŀŦǘŜǊ ǇƭŀƴǘƛƴƎέύΦ Dŀƴǘǘ ŎƘŀǊǘǎ ƘŜƭǇ ǾƛǎǳŀƭƛȊŜ ǘƘŜ ǘƛƳŜƭƛƴŜ ŀƴŘ ŜƴǎǳǊŜ ŀ ǊŜŀƭƛǎǘƛŎ ǎŎƘŜŘǳƭŜΦ aŜƴǘƛƻƴ 

free tools like Gantt Project  (open-source software) or even Excel/Google Sheets that can be used to create 

simple Gantt charts.  

Agile Planning ς Sprints 

/ƻƴǘǊŀǎǘ ǘƘŜ ŀōƻǾŜ άǿŀǘŜǊŦŀƭƭέ ǎǘȅƭŜ ǇƭŀƴƴƛƴƎ ǿƛǘƘ ŀƴ Agile  approach. Agile is iterative, instead of planning 

everything in detail upfront, the project is executed in short cycles or sprints  (e.g., 2-week or 1-month cycles) with 

continuous learning. In agroforestry, agile can be useful during implementation when adapting to new information 

(for example, if a certain tree species is not thriving, adjust in next sprint). Introduce the idea of a  sprint goal  ς a 

short-ǘŜǊƳ ƻōƧŜŎǘƛǾŜ ǘƘŀǘ ŎƻƴǘǊƛōǳǘŜǎ ǘƻ ǘƘŜ ƭƻƴƎŜǊ ǇǊƻƧŜŎǘ ƎƻŀƭΦ CƻǊ ŜȄŀƳǇƭŜΣ ŀ ǎǇǊƛƴǘ Ǝƻŀƭ ŎƻǳƭŘ ōŜ άLƴ ǘƘe next 

н ǿŜŜƪǎΣ ǇǊŜǇŀǊŜ р ƘŜŎǘŀǊŜǎ ŀƴŘ Ǉƭŀƴǘ рлл ǎŀǇƭƛƴƎǎ ƻŦ ǎǇŜŎƛŜǎ ·Φέ !ƎƛƭŜ ŘƻŜǎ ƴƻǘ ǊŜǇƭŀŎŜ ƭƻƴƎ- term planning but 

complements it by encouraging flexibility.  

¶ Use an analogy: The SMART long- term goal  sets our destination, and sprint goals  define the next steps 

on the path. We need both ς a compass and a map that we update as we go.  

Linking to Theory of Change  

Ensure participants see how the breakdown of tasks and short- term goals still ties back to the Theory of Change 

and ultimate outcomes. Each task or sprint should ideally link to an outcome in the theory of change (e.g., planting 

trees leads to increased carbon sequestration). 

 

Activity  ς Building a WBS and Timeline (45 min)  

Now let teams apply these concepts. This exercise can be done in small groups (4-6 people each) with flipcharts 

or using a laptop with a template:  

1. Define the Project:  Assign each group a sample agroforestry project (or let them choose one they are 

interested in). For example: ά9ǎǘŀōƭƛǎƘ ŀ ŎƻƳƳǳƴƛǘȅ ŦƻƻŘ ŦƻǊŜǎǘ ƻƴ мл ƘŜŎǘŀǊŜǎέ, or άLƴǘŜƎǊŀǘŜ ŀƴ 

ŀƎǊƛǎƛƭǾƛŎǳƭǘǳǊŜ ǇǊŀŎǘƛŎŜ ŀƭƭŜȅ ŎǊƻǇǇƛƴƎ όǘǊŜŜǎ Ҍ ŎǊƻǇǎύ ƻƴ ŀ рл Ƙŀ ŀǊŀōƭŜ ŦŀǊƳέ, or even use one of the earlier 

case examples like the Netherlands living lab. 

2. Create a WBS: Give groups 15-20 minutes to draft a Work Breakdown Structure for their project on paper. 

They should identify 3-4 major phases and then break down a few key tasks under each phase. Trainers should 

circulate to assist. Encourage them to think of all criti cal tasks (obtaining permits, training farmers, site prep, 

etc.). 

3. Develop a Timeline:  Next, have them draw a simple timeline (e.g., a horizontal line divided by months or 

quarters) and place their tasks/phases along it (~10 minutes). They should estimate what happens in 

sequence and what can happen in parallel. If possible, identify any deǇŜƴŘŜƴŎƛŜǎ όŜΦƎΦΣ άƳǳǎǘ ŦƛƴƛǎƘ ǎƛǘŜ ǇǊŜǇ 

ōŜŦƻǊŜ ǇƭŀƴǘƛƴƎ ǎǘŀǊǘǎ ƛƴ ǎǇǊƛƴƎέύΦ ¢ƘŜȅ Řƻ ƴƻǘ ƴŜŜŘ ǎƻŦǘǿŀǊŜ ς rough hand - drawn Gantt - style timeline is fine. 

Alternatively, if a projector and a prepared Excel/Gantt chart template are available , one group could demo 

populating it live.  

4. Set a Sprint Goal:  Now ask each group to imagine they are following an Agile approach during execution. 

What would be a sensible 2-ǿŜŜƪ άǎǇǊƛƴǘ Ǝƻŀƭέ ŀǘ ǎƻƳŜ Ǉƻƛƴǘ ƛƴ ǘƘŜƛǊ ǇǊƻƧŜŎǘΚ όр Ƴƛƴύ CƻǊ ƛƴǎǘŀƴŎŜΣ ƛƴ ǘƘŜ ŦƻǊŜǎǘ 

farming such as food forest project, a sprint goal could  ōŜ άhǊƎŀƴƛȊŜ ŎƻƳƳǳƴƛǘȅ ǾƻƭǳƴǘŜŜǊ Řŀȅ ǘƻ Ǉƭŀƴǘ млл 

ŦǊǳƛǘ ǘǊŜŜǎ ƛƴ tƭƻǘ ! ŀƴŘ ƛƴǎǘŀƭƭ ŘǊƛǇ ƛǊǊƛƎŀǘƛƻƴΦέ ¢ƘŜȅ ǎƘƻǳƭŘ ŜƴǎǳǊŜ ƛǘΩǎ {ǇŜŎƛŦƛŎ ŀƴŘ !ŎƘƛŜǾŀōƭŜ ƛƴ ǘƘŀǘ ǎƘƻǊǘ ǘƛƳŜ 

frame. 
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5. Group Presentations:  Give time to each group to briefly presentone  aspect of their plan ς either their WBS 

outline or their timeline and sprint goal (each group 2 - 3 minutes). Encourage others to ask questions or offer 

suggestions. 

Debrief Discussion:  Highlight how breaking the work down made the projects feel more manageable. Did they 

recall any tasks they might have forgotten without a systematic approach? Also, discuss how setting a short sprint 

goal can help motivate the team and reveal issues earl ȅ όŜΦƎΦΣ ά²Ŝ ǊŜŀƭƛȊŜŘ ǿŜ ƴŜŜŘŜŘ ƳƻǊŜ ǾƻƭǳƴǘŜŜǊǎ ǘƻ ƳŜŜǘ 

our 2- week planting target ς ōŜǘǘŜǊ ǘƻ ƪƴƻǿ ǘƘŀǘ ŜŀǊƭȅΗέύΦ 

 

Tips for Success: 

ά¦ǎŜ ŦǊŜŜ ƻƴƭƛƴŜ ǘƻƻƭǎ ǘƻ ǎƛƳǇƭƛŦȅ ǇƭŀƴƴƛƴƎΦέ CƻǊ ƛƴǎǘŀƴŎŜΣ ¢ǊŜƭƭƻ https://trello.com/  can serve as a simple 

task board, and Gantt Project or Google Sheets can help track timelines. Demonstrate or describe 

Trello: tasks as cards that move from To-Do to Doing to Done, which is great for Agile workflows. 

Develop a Resource Allocation Matrix alongside the plan (a table listing each task with required 

resources: people, materials, budget). This helps ensure you have the right resources at the right time. 

(Note: A RACI chart could also be introduced here to assign Responsible/Accountable persons to tasks 

in the WBS, but it might be advanced for some. If participants are comfortable, discuss how a RACI 

matrix would assign roles for each major task in their WBS). https://www.teamgantt.com/blog/raci -

chart -definition- tips-and-example 

  

https://trello.com/
https://www.teamgantt.com/blog/raci-chart-definition-tips-and-example
https://www.teamgantt.com/blog/raci-chart-definition-tips-and-example
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Session 4: Detailed Project Planning ς Budgets, Risk & Sustainability (14:45 ς

16:30) 

Objective  

Strengthen planning by addressing the practical aspects of executing agroforestry projects: budgeting and 

resource management, risk assessment, and planning for long -ǘŜǊƳ ǎǳǎǘŀƛƴŀōƛƭƛǘȅ ōŜȅƻƴŘ ǘƘŜ ǇǊƻƧŜŎǘΩǎ ƛƴƛǘƛŀƭ 

funding. Participants will identify commo n risks and mitigation strategies and consider how to maintain project 

benefits over time. For this the DST provided by AF4EU may be helpful (https://platform.af4eu.eu/afi - bus- dss). 

 

Key Topics 

Budgeting & Resource Management  

Every project needs a budget and resource plan. Discuss typical cost components in agroforestry projects: 

seedlings or saplings, fencing, tools, labor (planting, maintenance), training workshops, monitoring equipment 

(e.g., soil test kits, drones for monit oring), admin/coordination costs, etc. Emphasize financial planning : 

allocating costs to tasks/phases identified in the WBS. Mention creating a simple budget table (cost item, quantity, 

unit cost, total) and ensuring it aligns with timeline (cash flow over project years). 

¶ Also discuss human and material resources Υ ŜΦƎΦΣ ǎŎƘŜŘǳƭƛƴƎ ŦŀǊƳ ƭŀōƻǳǊ ǿƘŜƴ ƛǘΩǎ ƻŦŦ- peak season, ensuring 

nursery stock availability, or aligning with tree planting seasons. Resource management in agroforestry  can 

be tricky due to seasonal windows (planting season) and long- term maintenance needs.  

¶ Share tips: build in a contingency (e.g., +10% of budget for unexpected costs), and consider in - kind 

contributions (e.g., a farmer contributing land or labour). For European advisors, note that some budgets 

need to consider co - funding or matching funds dep ending on funding source. 

Risk Management  

Agroforestry projects face various risks. Introduce the process of Risk Management : 

1. Identify Risks : Brainstorm potential risks in categories: Environmental (droughts, floods, fires, 

pests/disease outbreaks in trees), Financial (funding shortfall, price fluctuations for products), Social/Stakeholder  

(farmer drop - out, land tenure issues, community opposition), Operational  (delay in getting permits, supply chain 

issues for seedlings), Policy (changes in subsidy programs, new regulations). Use examples: a severe drought could 

kill young trees; a key partner might lose interest. 

2. Assess Risks: For each risk, estimate its Likelihood  (Low/Medium/High) and Impact  (Low/Medium/High) 

on the specific local project economic, environment and social frame. For instance, drought in a Mediterranean 

region might be High likelihood and High impact; a policy change might be lower likelihood but high impact. This 

helps prioritize which risks need most attention. 

3. Mitigation Strategies : For high or medium risks, plan what you can do to reduce the chance or impact. 

E.g., for drought risk ς choose drought - resistant species, plan irrigation, or schedule planting in wetter season. 

For stakeholder risk ς have regular meetings, Memorandums of Understanding (MOUs) with partners. For funding 

risk ς diversify funding sources or have a modest start that can scale if more funds come.  

4. Risk Matrix Tool : Show a simple Risk Matrix  (a table with risks as rows and 

columns for likelihood, impact, mitigation) https://safetyculture.com/checklists/5x5 -

risk- matrix - template/ . For example: 

https://platform.af4eu.eu/afi-bus-dss
https://safetyculture.com/checklists/5x5-risk-matrix-template/
https://safetyculture.com/checklists/5x5-risk-matrix-template/
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¶ Risk: Drought  ς Likelihood: High; Impact: High; Mitigation: Select drought- resistant species and mulch for 

moisture. 

¶ Risk: Policy change  (e.g., subsidy removed) ς Likelihood: Medium; Impact: High; Mitigation: Engage 

policymakers, align project with current policy goals (like CAP priorities) . 

¶ Risk: Market price drop for products  ς Likelihood: High; Impact: Medium; Mitigation: Diversify farm 

products or income (e.g., also produce timber or use agro - tourism). 

 

This systematic approach is often documented in a Risk Register The idea is to regularly review and update it 

during the project.  

Ensuring Sustainability  

Many projects end when initial funding ends, causing good practices to fade. Discuss how to plan for project 

sustainability  and no- harm environment farm goals exit strategy from the start:  

¶ Encourage local ownership : train farmers and local extension advisors to continue activities; form farmer 

groups or cooperatives for mutual support.  

¶ Policy integration : if the project can inform policy or be integrated into government programs (like getting 

agroforestry recognized in local land -use plans or subsidy schemes), it gains longevity. 

¶ Financial sustainability : explore options like carbon credits for agroforestry (e.g., through voluntary carbon 

markets such as Gold Standard), payments for ecosystem services, or integrating profitable enterprises 

(mushroom cultivation, fruit, or animal integration) so that the s ystem finances itself after the project.  

¶ Scaling upΥ ŘŜǎƛƎƴ ǘƘŜ ǇǊƻƧŜŎǘ ŀǎ ŀ Ǉƛƭƻǘ ǘƘŀǘ Ŏŀƴ ōŜ ǊŜǇƭƛŎŀǘŜŘΦ LŦ ƛǘΩǎ ǎǳŎŎŜǎǎŦǳƭΣ ƘŀǾŜ ŘƻŎǳƳŜƴǘŀǘƛƻƴ ŀƴŘ 

business case ready to pitch to other funders or communities. Mention that many EU projects (LIFE, Horizon) 

expect a replication/scaling plan as part of the project outputs.  

CASE STUDY: Project Risk Management ς Common Land Silvopastoral Systems (Portugal)  

See AF4EU Factsheet: Castro, M. (2025). T he role of sheep and goat herding in forest fire risk management . AF4EU. 
https://doi.org/10.5281/zenodo.19235164   

Lƴ tƻǊǘǳƎŀƭΩǎ Ƴƻǳƴǘŀƛƴƻǳǎ ǊŜƎƛƻƴǎΣ ǘǊŀŘƛǘƛƻƴŀƭ ǎƛƭǾƻǇŀǎǘƻǊŀƭ ǎȅǎǘŜƳǎ ōŀǎŜŘ ƻƴ ŎƻƳƳƻƴ ƭŀƴŘ όάōŀƭŘƛƻǎέύ ǇǊƻǾƛŘŜ 
a practical example of project risk management in agroforestry. These systems integrate trees, pasture, and 
grazing livestock under collective governance, enabling the use of fragmented and marginal land resources.  

From a risk management perspective, the system proactively addresses key threats including land 
abandonment, wildfire risk, low farm profitability, and climate stress. Grazing reduces fuel loads and fire risk, 
while diversified land use maintains productiv ity in otherwise unviable areas. The use of locally adapted sheep 
and goat breeds lowers input requirements and reduces exposure to climate variability. Community - based 
management and informal agreements (compascuum) further distribute risk across multiple  stakeholders, 
improving system stability and continuity. 

Project Risk Management Aspects:  

ω wƛǎƪ ƛŘŜƴǘƛŦƛŎŀǘƛƻƴΥ ƭŀƴŘ ŀōŀƴŘƻƴƳŜƴǘΣ ŦƛǊŜ ƘŀȊŀǊŘΣ ƭƻǿ ǇǊƻŘǳŎǘƛǾƛǘȅΣ ŎƭƛƳŀǘŜ ǾŀǊƛŀōƛƭƛǘȅ 

ω wƛǎƪ ƳƛǘƛƎŀǘƛƻƴΥ Ŏƻƴǘƛƴǳƻǳǎ ƎǊŀȊƛƴƎΣ ǾŜƎŜǘŀǘƛƻƴ ƳŀƴŀƎŜƳŜƴǘΣ ǳǎŜ ƻŦ ŀŘŀǇǘŜŘ ƭƛǾŜǎǘƻŎƪ 

ω wƛǎƪ ǎƘŀǊƛƴƎΥ ŎƻƭƭŜŎǘƛǾŜ ƭŀƴŘ ƎƻǾŜǊƴŀƴŎŜ ŀƴŘ ŎƻƳƳǳƴƛǘȅ- based management  

ω /ƻǎǘ Ǌƛǎƪ ǊŜŘǳŎǘƛƻƴΥ ƭƻǿ- input system design and reduced dependency on external inputs  

ω !ŘŀǇǘƛǾŜ ŎŀǇŀŎƛǘȅΥ ǊŜƭƛŀƴŎŜ ƻƴ ƭƻŎŀƭ ƪƴƻǿƭŜŘƎŜ ŀƴŘ ŦƭŜȄƛōƭŜΣ ƛƴŦƻǊƳŀƭ ŀǊǊŀƴƎŜƳŜƴǘǎ 

https://doi.org/10.5281/zenodo.19235164
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Key Takeaway: 

Effective project risk management in agroforestry combines ecological practices with social organisation. By 
identifying key risks early and embedding mitigation measures into system design, these traditional systems 
deliver long- term sustainability and resilience.  

Activity  ς Risk Assessment Matrix (30 min):  

Teams will apply risk planning to their project from Session 3: 

1. List Risks: Each team lists 3-5 major risks for their project. (5 min brainstorming) Encourage them to cover 

different categories (one environmental, one social, etc.).  

2. Rate and Prioritize:  For each risk, have them mark Likelihood and Impact as Low/Med/High. Then identify 

the top 2 risks (e.g., anything with High- High, or High impact). (5 min) 

3. Plan Mitigation:  For those top risks, the team writes down at least one mitigation strategy or contingency 

plan. (5-10 min) 

4. Share: Each team shares one top risk and their plan with the room (each in ~1 minute). For example, 

άwƛǎƪΥ /ŀǘǘƭŜ ƳƛƎƘǘ ŘŀƳŀƎŜ ȅƻǳƴƎ ǘǊŜŜǎ ό[ƛƪŜƭƛƘƻƻŘΥ aŜŘƛǳƳΣ LƳǇŀŎǘΥ IƛƎƘύΦ aƛǘƛƎŀǘƛƻƴΥ ²Ŝ Ǉƭŀƴ ǘƻ ƛƴǎǘŀƭƭ 

tree protectors and test fast -ƎǊƻǿƛƴƎ ƴǳǊǎŜ ǎƘǊǳōǎ ŀǎ ŀ ōŀǊǊƛŜǊΦέ Another team or the trainer might chime 

in with additional ideas (e.g., secure additional grazing control funding, involve herders in monitoring). 

¢Ƙƛǎ ǿŀȅΣ ǇŀǊǘƛŎƛǇŀƴǘǎ ƭŜŀǊƴ ŦǊƻƳ ŜŀŎƘ ƻǘƘŜǊΩǎ Ǌƛǎƪ ǎǘǊŀǘŜƎƛŜǎΦ 

Discussion: Acknowledge that not all risks can be eliminated, but having a plan makes the project more resilient. 

Also, point out how some strategies (like diversifying income sources or engaging policymakers) appeared 

multiple times ς these are general best practice s. Connect back to sustainability: many mitigation strategies (like 

diversifying income or securing policy support) also contribute to long - term viability. 

 

Tip for Success: ά5ƛǾŜǊǎƛŦȅ ƛƴŎƻƳŜ ŀƴŘ ǎǳǇǇƻǊǘ ς ŘƻƴΩǘ Ǉǳǘ ŀƭƭ ȅƻǳǊ ŜƎƎǎ ƛƴ ƻƴŜ ōŀǎƪŜǘΦέ For instance, a 

project that taps multiple funding sources (public grants, private sponsors, farm revenue) is less likely 

to collapse if one source dries up. Similarly, an agroforestry system with diverse products (timber, fruit, 

livestock) can better withstand market or climate shocks. 
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Wrap-Up & Day 1 Assignment (16:30)  

Spend the last few minutes of Day 1 consolidating what was learned: 

Recap Key Points 

!ǎƪ ǇŀǊǘƛŎƛǇŀƴǘǎ ŦƻǊ ƻƴŜ ǘŀƪŜŀǿŀȅ ŦǊƻƳ ǘƘŜ ŘŀȅΦ ¸ƻǳ Ŏŀƴ ƭƛǎǘ ƻƴ ŀ ōƻŀǊŘΥ ŜΦƎΦΣ άŎƭŜŀǊ ƎƻŀƭǎΣέ άǎǘŀƪŜƘƻƭŘŜǊ 

ƳŀǇǇƛƴƎΣέ άǇƭŀƴƴƛƴƎ ǘƻƻƭǎ ƭƛƪŜ ².{κDŀƴǘǘΣέ άǊƛǎƪ ƳŀǘǊƛȄΣέ ŜǘŎΦ ¢Ƙƛǎ ǊŜƛƴŦƻǊŎŜǎ ǘƘŜ ƭŜŀǊƴƛƴƎ ƻōƧŜŎǘƛǾŜǎ ƻŦ 5ŀȅ мΦ 

Preview Day 2 

Briefly mention that tomorrow will cover execution techniques (Agile), funding and scaling strategies, 

monitoring and evaluation, and a final project simulation . This gets them excited for how it all comes together. 

Assignment (Evening Homework)  

Instruct participants to draft a brief project plan  for an agroforestry project of their choice (real or hypothetical) 

to discuss tomorrow. It can be something they are working on or even an imaginary ideal project. It should include: 

¶ A short goal statement  (what they aim to achieve, SMART if possible). 

¶ A list of key stakeholders  ŀƴŘ ŀ ƴƻǘŜ ƻƴ Ƙƻǿ ǘƘŜȅΩŘ ŜƴƎŀƎŜ ǘƘŜƳΦ 

¶ A rough WBS or task list (major phases and tasks). 

¶ One or two risks and planned responses. 

¶ They can use 1 page or a few slides ς whatever format is comfortable (some will write paragraphs, others 

ƳƛƎƘǘ ǎƪŜǘŎƘ ŀ ǘƛƳŜƭƛƴŜύΦ ¢ƘŜ Ǉƻƛƴǘ ƛǎ ǘƻ ŀǇǇƭȅ ǘƻŘŀȅΩǎ ŎƻƴŎŜǇǘǎ ǘƻ ŦƭŜǎƘ ƻǳǘ ŀƴ ƛŘŜŀΦ 9ƳǇƘŀǎƛȊŜ ǘƘƛǎ ƛǎ ƴƻǘ 

graded ς ƛǘΩǎ ŦƻǊ ǘƘŜƛǊ ƻǿƴ ōŜƴŜŦƛǘ ŀƴŘ ǿƛll be used in a peer feedback session in the morning. 

  



 

 

 

 

¢Ƙƛǎ ǇǊƻƧŜŎǘ Ƙŀǎ ǊŜŎŜƛǾŜŘ ŦǳƴŘƛƴƎ ŦǊƻƳ ǘƘŜ 9ǳǊƻǇŜŀƴ ¦ƴƛƻƴΩǎ IƻǊƛȊƻƴ 9ǳǊƻǇŜ ǊŜǎŜŀǊŎƘ ŀƴŘ ƛƴƴƻǾŀǘƛƻƴ ǇǊƻƎǊŀƳƳŜ ǳƴŘŜǊ ƎǊŀƴǘ ŀƎǊŜement No GA 
101086563. Views and opinions expressed are however those of the author(s) only and do not necessarily reflect those of the European Union. 
Neither the European Union nor the granting authority can be held responsible for them. 

Day 2: Advanced Project Management & Scaling Up 

Agroforestry  

Day 2 builds on the foundations to tackle execution, scaling, and evaluation of agroforestry projects. Participants 

will learn to manage projects adaptively using Agile methods and digital tools, explore strategies to secure 

funding and scale successful models, and design monitoring and evaluation plans to measure impact. The day 

concludes with a realistic problem -solving simulation and reflection on how to apply these skills in their work. Day 

2 is about turning plans into action and ensuring lasting impac t. 

Schedule at a Glance (Day 2) 

09:00ς09:30 Recap of Day 1 and Peer Feedback on Project Plans 

09:30ς11:00:  Session 1 ς Agile Project Execution & Digital Tools 

11:00ς11:15 Break 
11:15ς12:45 Session 2 ς Scaling Projects & Securing Funding 

12:45ς13:45 Lunch 

13:45ς15:15 Session 3ς Monitoring, Evaluation & Learning (MEL) 

15:15ς15:30 Break 

15:15ς16:30 Session 4ς Problem- Solving Simulation & Conclusion 

16:30 Final Discussion, Closing Remarks & Evaluations 

 

Morning Recap & Peer Feedback (09:00ς09:30) 

{ǘŀǊǘ 5ŀȅ н ōȅ ǊŜǾƛǎƛǘƛƴƎ ǘƘŜ ǇǊŜǾƛƻǳǎ ŘŀȅΩǎ ƭŜŀǊƴƛƴƎ ŀƴŘ ōǳƛƭŘƛƴƎ ŀ ōǊƛŘƎŜ ǘƻ ǘƻŘŀȅΩǎ ǘƻǇƛŎǎΥ 

¶ Quick Recap Quiz:  tƻǎŜ ŀ ŦŜǿ ǉǳƛŎƪ ǉǳŜǎǘƛƻƴǎ ǘƻ ǘƘŜ ƎǊƻǳǇ ǘƻ ǊŜŦǊŜǎƘ ƪŜȅ ŎƻƴŎŜǇǘǎ όŜΦƎΦΣ άWhat does WBS 

stand for and why is it useful?έΣ άbŀƳŜ ƻƴŜ Ǌƛǎƪ ŀƴŘ ƻƴŜ ƳƛǘƛƎŀǘƛƻƴ ŦǊƻƳ ȅŜǎǘŜǊŘŀȅΩǎ ŜȄŜǊŎƛǎŜΦέύΦ ¢Ƙƛǎ ƭƛƎƘǘ ǉǳƛȊ 

can be done by throwing a soft ball around ς whoever catches answers and then throws to the next person. 

Ensure core ideas are recalled. 

¶ Peer Review of Assignments: Organize a brief feedback session for the project plan homework:  

¶ Have participants pair up (or form small groups of 3) and exchange their one - page project plans. 

Give ~10 minutes for them to explain their plan to each other and receive feedback or suggestions. 

Encourage the listeners to identify one strength of the plan and one area to clarify or strengthen (e.g., 

άYour goal is very clear, I wonder if you considered X stakeholder as well?έύΦ 

¶ If time permits (especially if groups are small), use a άŦƛǎƘōƻǿƭέ method for a couple of volunteers: 

One participant shares their project idea with the whole room in 2 minutes, then others chip in 

constructive feedback or questions for another 2 -3 minutes. This is done in a supportive spirit. 

¶ Lessons from Plans:  Ask, ά²Ƙŀǘ ŎƻƳƳƻƴ ŎƘŀƭƭŜƴƎŜǎ ƻǊ ǉǳŜǎǘƛƻƴǎ ŎŀƳŜ ǳǇ ƛƴ ȅƻǳǊ ŘƛǎŎǳǎǎƛƻƴǎΚέ Perhaps 

some struggled with making goals measurable, or unsure about stakeholder influence. Address one or two as 

a group, reinforcing best practices (for example: if measurable goals were tough, reiterate examples of 

quantitative targets).  

¶ Congratulate them on applying the concepts. Emphasize that today we will add more tools (agile methods, 

funding, MEL) that they can incorporate into those plans to make them even stronger.  
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Session 1: Agile Project Execution & Digital Collaboration Tools (09:30 ς11:00) 

Objective  

Enhance project execution skills by comparing Agile vs. traditional management and discovering digital tools that 

support effective teamwork and adaptive management in agroforestry projects. Participants will experience an 

Agile- style simulation to practic e responding to changes during project implementation.  

Key Topics 

Agile vs. Traditional (Waterfall) Management  

D
e

sc
ri
p

tio
n

 Traditional (waterfall)  Agile  

Well- suited for projects with clearly defined 
steps and outcomes (we plan everything, then 
execute).  

Suited for projects where learning and change 
are expected (we plan in smaller increments, 
deliver in iterations, and adjust as we go).  

P
ro

s 

Thorough upfront planning  

Clear sequence 

Flexible  

High stakeholder involvement 

Continuous improvement 

C
o

n
s
 

Inflexible to change  

May be slow to adjust 

Needs disciplined communication  

Not all tasks can be easily iterative (e.g., tree planting 

is seasonal ς ȅƻǳ ŎŀƴΩǘ ƛǘŜǊŀǘŜ ǇƭŀƴǘƛƴƎ ƻŦŦ- season!) 

¶ Application to Agroforestry:  Many agroforestry projects benefit from a hybrid approach . For example, overall 

design and planting schedule might be planned (waterfall), but how training is delivered or how maintenance 

is adapted might use agile cycles (learn and adapt each season). Emphasize that we can use agile principles 

(like regular reflections, iterative improvements) even within a long- term project.  

¶ Introduce the concept of the Agile Sprint Cycle:  Plan Ÿ Execute Ÿ Review Ÿ Improve. In agroforestry, a 

άsprintέ could be a growing season or a quarter. After each, the team reviews progress (e.g., survival rate of 

trees, community feedback) and tweaks the plan for the next season. This is analogous to adaptive 

management in ecological projects.  

Team Communication & Cadence  

Agile emphasizes frequent communication (daily stand -ups, bi- weekly sprint reviews). While daily meetings may 

not be feasible in extension work, the idea of regular check- ins is valuable. Recommend establishing a consistent 

meeting schedule for the project team (e.g., monthly coordination calls, weekly brief updates). This keeps everyone 

aligned and issues surfaced early. άwŜƎǳƭŀǊ ŎƘŜŎƪ-ƛƴǎ ƘŜƭǇ ǊŜǎƻƭǾŜ ƛǎǎǳŜǎ ŜŀǊƭȅΦέ (Tip). 

¶ Also mention communication tools: for example, WhatsApp or Signal groups for quick team updates in rural 

projects, or an email newsletter for stakeholders. The key is transparency and frequent touch-points. 

Kanban Boards & Trello 

Introduce Kanban  as a visual workflow management method, often implemented 

with tools like Trello or Asana. Show a simple Kanban board: columns labeled To Do, 

In Progress, Done (and maybe Blocked). Each task from the WBS is a card that moves 

across as work progresses. This provides at- a-glance status. 



 

 

 

 

¢Ƙƛǎ ǇǊƻƧŜŎǘ Ƙŀǎ ǊŜŎŜƛǾŜŘ ŦǳƴŘƛƴƎ ŦǊƻƳ ǘƘŜ 9ǳǊƻǇŜŀƴ ¦ƴƛƻƴΩǎ IƻǊƛȊƻƴ 9ǳǊƻǇŜ ǊŜǎŜŀǊŎƘ ŀƴŘ ƛƴƴƻǾŀǘƛƻƴ ǇǊƻƎǊŀƳƳŜ ǳƴŘŜǊ ƎǊŀƴǘ ŀƎǊŜement No GA 
101086563. Views and opinions expressed are however those of the author(s) only and do not necessarily reflect those of the European Union. 
Neither the European Union nor the granting authority can be held responsible for them. 

Trello Demo:  If internet or a projector is available, quickly demonstrate a Trello board https://trello.com/  for an 

agroforestry project. For example, To Do: ά.ǳȅ ǎŜŜŘƭƛƴƎǎΣέ άtǊŜǇŀǊŜ ǘǊŀƛƴƛƴƎ ƳŀǘŜǊƛŀƭǎέΤ In Progress: άCŜƴŎŜ 

ŎƻƴǎǘǊǳŎǘƛƻƴέΤ Done: ά{ƛǘŜ ǎǳǊǾŜȅ ŎƻƳǇƭŜǘŜŘΦέ ¢ŜŀƳ ƳŜƳōŜǊǎ Ŏŀƴ ōŜ ŀǎǎƛƎƴŜŘ ǘƻ ŎŀǊŘǎ ǿƛǘƘ ŘǳŜ ŘŀǘŜǎΣ ŀƴŘ ȅƻǳ 

can attach files (like a field report PDF) or checklists to each task. 

¶ Emphasize how this encourages an Agile mindset: the board is updated continuously, and in weekly meetings 

ǘƘŜ ǘŜŀƳ Ŏŀƴ ǊŜǾƛŜǿ ǿƘŀǘΩǎ ǎǘǳŎƪ όŎŀǊŘǎ ƴƻǘ ƳƻǾƛƴƎύ ŀƴŘ ŀŘƧǳǎǘΦ 

¶ Mention Trello is free for basic use and accessible via phone ς useful for field teams. Asana is similar, and 

both integrate with calendars, etc.  

GIS and Mapping Tools 

Highlight that agroforestry projects also benefit from spatial planning tools. A quick mention of GIS (Geographic 

Information Systems)  for mapping project sites (e.g., QGIS, or simpler tools like Google Earth). GIS can be used 

to plan tree layouts, monitor land-use changes, and communicate visually with stakeholders. Also, remote sensing 

or drones can provide data for monitoring (which ties to MEL session later, but worth foreshadowing as a digital 

tool). 

¶ If relevant, mention specialized tools like the FarmTree tool (an online tool to design agroforestry scenarios 

and project outcomes) as emerging digital support for agroforestry planning. FarmTree Tool -  Reforest 

project  

Adaptive Management  

Stress that no matter how good the plan, reality will bring surprises (weather events, new ideas from farmers, etc.). 

Agile execution means being willing to pivot  ς change project tactics while staying true to overall goals. Cultivate 

ŀ ƳƛƴŘǎŜǘ ƛƴ ǘƘŜ ǘŜŀƳ ƻŦ Ŏƻƴǘƛƴǳƻǳǎ ƭŜŀǊƴƛƴƎΥ ǘǊŜŀǘ ȅƻǳǊ ǇǊƻƧŜŎǘ ŀǎ ŀ άƭƛǾƛƴƎ ǇǊƻŎŜǎǎέ ǘƘŀǘ ȅƻǳ ǇŜǊƛƻŘƛŎŀƭƭȅ ŀŘƧǳǎǘΦ 

This might mean re- scoping some tasks or adding new ones based on feedback.  

Activity  ς Agile Project Simulation (45 min)  

This interactive game lets participants practice responding to project changes:  

1. Setup: Each group from yesterday continues with their project scenario (or you can shuffle groups for variety). 

Tell them we fast- forward to the execution phase  of their agroforestry project. They have a project plan, and 

now things are happening.  

2. Sprint Planning:  Ask each team to identify what their focus would be for the first 1 -2 months  of 

implementation ς i.e., set a short-ǘŜǊƳ ƳƛƭŜǎǘƻƴŜ όǎǇǊƛƴǘ ƎƻŀƭύΦ CƻǊ ŜȄŀƳǇƭŜΣ άcomplete site preparation on 

two farms and plant 1000 trees by end of Month  2Φέ ό¢ƘŜȅ Ƴƻǎǘƭȅ ŘƛŘ ǘƘƛǎ ƛƴ {Ŝǎǎƛƻƴ оΣ ǎƻ ƛǘ ƛǎ ŀ ǉǳƛŎƪ ǊŜŎŀǇΦύ 

3. Inject a Challenge:  Hand each team a card or paper with a surprise scenario (prepared in advance). For 

example: 

¶ ά¦ƴǎŜŀǎƻƴŀƭ ŘǊƻǳƎƘǘ Ƙƛǘǎ ŜŀǊƭȅ ς ǿŀǘŜǊ ǎƻǳǊŎŜǎ ŀǊŜ ƭƻǿΦέ 

¶ άIŀƭŦ ƻŦ ǘƘŜ ǊŜǉǳƛǊŜŘ ǘǊŜŜ ǎŜŜŘƭƛƴƎǎ ŀǊŜ ŘŜƭŀȅŜŘ ŘǳŜ ǘƻ ŀ ƴǳǊǎŜǊȅ ƛǎǎǳŜΦέ 

¶ ά! ƪŜȅ ǎǘŀƪŜƘƻƭŘŜǊ όŜΦƎΦΣ ŀ ǾƛƭƭŀƎŜ ƭŜŀŘŜǊ ƻǊ ŀ ŦǳƴŘƛƴƎ ŀƎŜƴŎȅ ǊŜǇύ ǎǳŘŘŜƴƭȅ ƻǇǇƻǎŜǎ ǇŀǊǘ ƻŦ ǘƘŜ 

ǇǊƻƧŜŎǘΦέ 

¶ ά/ƻƳƳǳƴƛǘȅ ƛƴǘŜǊŜǎǘ ƛǎ ƘƛƎƘŜǊ ǘƘŀƴ ŜȄǇŜŎǘŜŘ ς 20 new farmers want to join the project (but budget is 

ŦƛȄŜŘύΦέ 

¶ Each scenario should pose a problem or an opportunity requiring a change in plan.  

https://trello.com/
https://agroreforest.eu/tools/
https://agroreforest.eu/tools/
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4. Team Discussion: Give teams ~15 minutes to discuss how they will adapt their project for the next sprint given 

this development: 

¶ What immediate steps will they take in the next 2 weeks? (e.g., find emergency water trucking, 

reschedule planting, hold a community meeting to address concerns, prioritize who gets resources, 

etc.) 

¶ What changes to their project plan or timeline will they make if this persists? (Reallocate budget, seek 

extra funding, adjust targets?)  

¶ Emphasize they should keep the overall goal in mind but be flexible on methods.  

They should write down their revised short- term plan or draw adjustments on their Kanban/Gantt if 

they had one. 

5. Review: Each team shares their scenario and response (about 3 minutes each). Encourage quick, focused 

reports: άhǳǊ ŎƘŀƭƭŜƴƎŜΥ ŘǊƻǳƎƘǘΦ hǳǊ ŀŘŀǇǘŀǘƛƻƴΥ ǿŜ ŘŜŎƛŘŜŘ ǘƻ ŘŜƭŀȅ ǇƭŀƴǘƛƴƎ ǘƻ ƴŜȄǘ ǎŜŀǎƻƴ ŀƴŘ ƛƴǎǘŜŀŘ 

focus this sprint on training farmers in water conservation. Also, we are securing water tanks as a 

ŎƻƴǘƛƴƎŜƴŎȅΦέ  

Discuss as a group: Do these reactions embody good project management? Are they being proactive  and 

solution -oriented ? Offer praise for creative solutions, and add any additional ideas. For instance, if a group did 

ƴƻǘ ƳŜƴǘƛƻƴ ƛǘΣ ȅƻǳ ƳƛƎƘǘ ŀŘŘ άPerhaps also document the drought impact to inform future grant proposals for 

water infrastructure ς turning a crisis into a learning.έ 

 

Tip for Success: ά.Ŝ ǇǊŜǇŀǊŜŘ ǘƻ ǇƛǾƻǘ ς ŀŘŀǇǘŀǘƛƻƴ ƛǎ ƪŜȅΦέ Plans are guidelines, not gospel. Encourage 

ŀ ŎǳƭǘǳǊŜ ǿƘŜǊŜ ǘƘŜ ǘŜŀƳ ƛǎ ƴƻǘ ŀŦǊŀƛŘ ǘƻ ǎŀȅ άǘƘƛǎ ƛǎƴΩǘ ǿƻǊƪƛƴƎΣ ƭŜǘΩǎ ǘǊȅ ǎƻƳŜǘƘƛƴƎ ŜƭǎŜέΦ ¢ƘŜ ōŜǎǘ ǇǊƻƧŜŎǘ 

managers monitor conditions closely and adjust course proactively  rather than waiting for failures. 
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Session 2: Scaling Up & Securing Funding for Agroforestry Projects (11:15 ς

12:45) 

Objective  

Explore strategies to expand successful agroforestry initiatives and navigate the funding landscape at local, 

regional, national and European scales. Participants will learn about major funding sources (EU and others) and 

practice pitching a project idea c onvincingly to potential funders.  

Key Topics 

Scaling Strategies  

When a project demonstrates positive results on a small scale, how can it grow? Discuss different dimensions of 

scaling: 

¶ Scaling Out: Replicating the project in new locations or with more participants (e.g., from 5 pilot farms to 50 

farms). This may require creating toolkits or manuals (like this one!) so others can adopt the model, and 

training additional facilitators.  

¶ Scaling Up: Integrating the project approach into broader programs or policy. For example, after a successful 

pilot, working with government to include agroforestry in national extension packages or grant schemes. 

Another angle is reaching higher levels of institutio ns ς turning a local project into a regional or national 

initiative. 

¶ Scaling Deep: Increasing impact by changing mindsets or social norms (harder to quantify, but e.g., making 

agroforestry an accepted standard practice in a community). Often involves education and policy advocacy.  

¶ Emphasize that not all projects need to become huge; sometimes integrating into existing frameworks (like a 

co- op or a school curriculum) ensures longevity and growth in impact.  

¶ Case of AFINET, AGFORWARD or AF4EU (EU projects):  Briefly mention that EU networks like AFINET 

(agroecosystems) and AF4EU (value chains) connected agroforestry pilots across countries, effectively 

scaling out by sharing knowledge, and scaling up by informing EU policy recommendations. This shows 

advisors they are part of a bigger movement and can leverage European networks.  

Funding Landscape in Europe:   

Give an overview of key funding sources for agroforestry projects: 

¶ CAP (Common Agricultural Policy) ς Pillar I (ecoschemes) and Pillar II (Rural Development Programs):  

Many countries have measures supporting agroforestry (e.g., grants for planting trees on farms, eco-scheme 

payments, agri - environment payments, operational gropus). Advisors should check their national/regional 

RDP for measures that can be used to implement agroforestry in a direct or indirect way. CAP funding linked 

to the development of operational groups often requires writing a proposal to the local mana ging authority 

or helping farmers apply for support, those associated with agri- environment or eco-scheme payments need 

to fill an application form  EU LIFE Programme: Focused on environment and climate. Agroforestry fits LIFE 

projects because of biodiversity and climate adaptation benefits. These are competitive but can fund 

demonstration projects and capacity building with substantial budgets. If applicable, mention a  successful 

LIFE agroforestry project (like LIFE Montado-Adapt, LIFE- SILFORE, LIFE-VAIA in Spain/Portugal/Italy/France) 

that got EU support. 

¶ Horizon Europe:  Research and innovation funding. Agroforestry projects can be part of multi - actor research 

consortia (e.g., a Horizon project may pilot new agroforestry techniques in living labs). These involve 
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international partnerships and typically a research institution lead; advisors can partner or benefit via case 

study sites or as stakeholders. 

¶ EIP-AGRI Operational Groups:  At country level, funding for innovative on- farm projects (often shorter term) 

linked to the Rural Development programmes. Agroforestry fits well if farmers and researchers team up. 

¶ National/Regional Grants:  Some governments or NGOs have climate action funds, landscape restoration 

grants, or innovation prizes that agroforestry could access.  

¶ Private Sector & Carbon Finance:  Emerging opportunities where companies fund tree planting for carbon 

offsets or CSR (Corporate Social Responsibility). Standards like the Gold Standard  or Verra  have 

methodologies for agroforestry to earn carbon credits (though the process can be complex). Impact investors 

or social enterprises might fund agroforestry if a revenue model is present (e.g., selling high -value fruits or 

timber). 

List these on a slide or flipchart for visibility. Encourage participants to share if they know of specific grants in their 

ŎƻǳƴǘǊȅΦ CƻǊ ƛƴǎǘŀƴŎŜΣ ƳŀȅōŜ άIreland has a climate farm fund that supported me έ ŜǘŎΦ 

Crafting a Funding Pitch  

Securing funding is part substance (having a good project) and part communication. Share tips on how to pitch 

an agroforestry project : 

¶ Align with Funder Priorities:  Research what the funder cares about and use their language. E.g., if pitching 

to an environmental fund, emphasize biodiversity and carbon benefits; if to a rural development fund, 

emphasize farmer incomes and community benefits. ά!ƭƛƎƴ ǇǊƻǇƻǎŀƭǎ ǿƛǘƘ ŘƻƴƻǊ ǇǊƛƻǊƛǘƛŜǎ ǘƻ ƛƴŎǊŜŀǎŜ 

ǎǳŎŎŜǎǎέ (Tip). 

¶ Problem and Solution:  /ƭŜŀǊƭȅ ǎǘŀǘŜ ǘƘŜ ǇǊƻōƭŜƳ ƻǊ ŎƘŀƭƭŜƴƎŜ όŜΦƎΦΣ άŘŜƎǊŀŘŜŘ ǎƻƛƭǎ ŀƴŘ ƭƻǿ ŦŀǊƳ ƛƴŎƻƳŜ ƛƴ 

ǊŜƎƛƻƴ ·έύ ŀƴŘ Ƙƻǿ ŀƎǊƻŦƻǊŜǎǘǊȅ ǇǊƻǾƛŘŜǎ ŀ ǎƻƭǳǘƛƻƴΣ ōŀŎƪŜŘ ōȅ ŀ ǎƛƳǇƭŜ ǘƘŜƻǊȅ ƻŦ ŎƘŀƴƎŜΦ 

¶ ²ƘŀǘΩǎ ƛƴƴƻǾŀǘƛǾŜ ƻǊ ƛƳǇŀŎǘŦǳƭΥ CǳƴŘŜǊǎ ƘŜŀǊ Ƴŀƴȅ ǇǊƻǇƻǎŀƭǎΤ ƘƛƎƘƭƛƎƘǘ ǿƘŀǘΩǎ ǎǇŜŎƛŀƭΥ ŜΦƎΦΣ άŦƛǊǎǘ 

ŘŜƳƻƴǎǘǊŀǘƛƻƴ ƻŦ ŀƎǊƻŦƻǊŜǎǘǊȅ ƛƴ ǘƘƛǎ ǊŜƎƛƻƴΣέ ƻǊ άǳƴƛǉǳŜ Ŏƻŀƭƛǘƛƻƴ ƻŦ ŦŀǊƳŜǊǎ ŀƴŘ ǎŎƛŜƴǘƛǎǘǎΣέ ƻǊ άƭŜǾŜǊŀƎŜǎ 

ƴŜǿ ŎŀǊōƻƴ ŦƛƴŀƴŎŜ ƳŜŎƘŀƴƛǎƳΦέ 

¶ Plan & Team credibility:  Mention key elements of your plan (timeline, how you will manage it ς they will like 

hearing you use professional PM methods). Also why your team/organisation is capable (experience, 

partnerships, farmer support).  

¶ Budget ask and value:  {ǘŀǘŜ Ƙƻǿ ƳǳŎƘ ŦǳƴŘƛƴƎ ƛǎ ƴŜŜŘŜŘ ŀƴŘ ǿƘŀǘ ƛƳǇŀŎǘ ƛǘ ǿƛƭƭ ōǳȅ όŦƻǊ ŜȄŀƳǇƭŜΥ άWith 

ϵнллΣллл ǿŜ ǿƛƭƭ ŜǎǘŀōƭƛǎƘ млл Ƙŀ ƻŦ ŀƎǊƻŦƻǊŜǎǘǊȅΣ ǘǊŀƛƴ рл ŦŀǊƳŜǊǎΣ ŀƴŘ ƛƴŎǊŜŀǎŜ ŦŀǊƳ ƛƴŎƻƳŜ ōȅ мр҈ ǿƘƛƭŜ 

ǎŜǉǳŜǎǘŜǊƛƴƎ рлл ǘƻƴǎ /hі ǇŜǊ ȅŜŀǊΦέύΦ IŀǾƛƴƎ ƴǳƳōŜǊǎ ƭƛƪŜ ǘƘŜǎŜ ǎƘƻǿǎ ǘƘŀǘ ȅƻǳ ƘŀǾŜ ŘƻƴŜ ƘƻƳŜǿƻǊƪΦ 

¶ Use a simple pitch template : Problem Ÿ Solution (your project) Ÿ Impact Ÿ Ask (funding needed & what 

for). For a short pitch, this structure works well. 

Activity  ς Funding Pitch Challenge  (45 min):  

Participants now practice pitching a project, honing both content and presentation:  

1. Form Teams: Keep the same project teams or mix new ones for variety. Each team will prepare a 5-minute 

pitch  for a hypothetical funder of their choice. If teams have their project from Day 1, they can use that as the 

ōŀǎƛǎΦ LŦ ƴƻǘΣ ƎƛǾŜ ŀ ǇǊƻƳǇǘ όŜΦƎΦΣ άŀƴ ŀƎǊƻŦƻǊŜǎǘǊȅ ȅƻǳǘƘ ǘǊŀƛƴƛƴƎ ǇǊƻƧŜŎǘέ ƻǊ ƭŜǘ ǘƘŜƳ ƛƴǾŜƴǘύΦ 
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2. Choose a Funder:  Each team should decide who they are pitching to, as this will shape their angle. For 

example-  an EU LIFE program committee, a panel of local government officials, a private impact investor, or 

a community bank . This can be fictional but should be plausible. 

3. Prepare the Pitch:  Give teams approximately 20 minutes to 

outline their pitch. Recommend they allocate roles if multiple 

people will speak (e.g., one does introduction/problem, one 

does solution, etc.). They can write bullet points or a mini 

script. If materials are availab le, they could even draw one 

illustrative slide or poster (but not required , template 

available). Key is to cover the basics: What, Why, How, How 

much, and Impact.  Remind them to integrate at least one 

thing learned in training (like ment ion a risk plan, or 

stakeholder support, to show funders they are well prepared). 

4. Pitch Presentations:  Each team gets up to 5 minutes to present as if the trainers/audience are the funders. 

To keep it fun and interactive, the training facilitators or a selected jury of participants can act as the "funding 

panel". Encourage pitchers to be clear and passiona te. After each pitch, allow 2 minutes of Q&A from the 

άŦǳƴŘŜǊǎέ ς ǘȅǇƛŎŀƭ ǉǳŜǎǘƛƻƴǎ ŎƻǳƭŘ ōŜ άIƻǿ ǿƛƭƭ ȅƻǳ Ƴŀƛƴǘŀƛƴ ǘƘƛǎ ŀŦǘŜǊ ƻǳǊ ŦǳƴŘƛƴƎ ŜƴŘǎΚέ ƻǊ ά²Ƙŀǘ ƛŦ ŦŀǊƳŜǊǎ 

ŀǊŜ ƴƻǘ ƛƴǘŜǊŜǎǘŜŘΚέ ŜǘŎΦ ό¢ƘŜ ǘǊŀƛƴŜǊǎ Ŏŀƴ ǇƻǎŜ ǘƘŜǎŜ ǘƻ ŜƴǎǳǊŜ ŎǊǳŎƛal points are addressed.) 

5. Feedback:  Applaud each team. Provide constructive feedback focusing on content (Did they align with 

priorities? Was the objective clear and compelling? Did they quantify benefits?) and delivery (Were they 

convincing? Did they stay within time?). Peer feedback is welcome too.  

Learning Points:  Conclude that packaging the project for funders is as important as the project idea itself . 

Advisors often help farmers or local groups write proposals; using these pitching skills and the tools from Day 1 

(clear goals, risk management plans, etc.) can significantly improve funding success rates.  

 

Tip for Success:  ά¦ǎŜ ŀ ƭƻƎƛŎ ƳƻŘŜƭ ǘƻ ŎƻƳƳǳƴƛŎŀǘŜ ƛƳǇŀŎǘ ǘƻ ŦǳƴŘŜǊǎΦέ (Recommendation). In 

proposals or pitches, a simple diagram or table that links inputs Ÿ activities Ÿ outputs Ÿ outcomes Ÿ 

impact  shows the funder exactly how their money will create change. It is essentially a condensed theory 

of change, and funders appreciate that clarity.  
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Session 3: Monitoring, Evaluation & Impact Reporting (13:45 ς15:15) 

Objective   

Learn how to track project progress and measure the outcomes of agroforestry projects using Monitoring and 

Evaluation (M&E) frameworks. Participants will identify key performance indicators (KPIs) for agroforestry and 

explore tools for data collection and analysis to report on project impact convincingly. Powerpoint slides are 

available. 

Key Topics 

Purpose of M&E 

Define Monitoring  as the ongoing tracking of project activities and outputs (are we doing what we said, on time, 

on budget?) and Evaluation  as the periodic assessment of outcomes and impacts (are we achieving the desired 

effect? what have we learned?). Emphasize how M&E closes the project management loop ς feeding back into 

project adaptation (learning) and accountability to stakeholders/fund ers. In agroforestry, this is crucial given 

long- term ecological changes; even short - term projects need a plan to measure later outcom es (possibly by 

handing over to local institutions for continued monitoring).  

Key Performance Indicators (KPIs)  

Suggest meaningful KPIs for agroforestry projects in three categories: 

¶ Environmental/Biophysical:  e.g., Tree survival rate (% of planted trees surviving after 1, 2, 5 years), Biodiversity 

counts (number of bird/insect species observed, pollinator counts), Soil health metrics (soil organic matter %, 

erosion rate, moisture retention), Carbon sequestrati on (tons C per ha, could be modelled over time).  

¶ Social/Economic : e.g., Farmer income change  (additional revenue from agroforestry products, savings from 

reduced inputs), Crop yields in agroforestry vs. control plots, New jobs or businesses created (like beekeeping, 

nursery), Participation metrics  (number of farmers adopting, number of trainings held, attendance). Also 

stakeholder satisfaction  (via surveys) or capacity built  (knowledge gain assessments). 

¶ Project Management/Process : e.g., Milestones achieved on schedule  (yes/no for key deliverables), Budget 

variance (% over/under budget), Stakeholder engagement  (e.g., number of meetings, feedback score). These 

are more internal but important for the team to self - evaluate efficiency. 

¶ Encourage participants to suggest indicators  from their experience. Write a list and note that indicators 

should be specific and measurable. Not everything can be measured easily, so pick a few that best 

demonstrate success. Often, funding proposals will require a logical framework or log - frame or indicators 

table ς being prepared with these helps. 

Developing an M&E Plan 

Outline steps: 

1. Select Indicators:  as above, maybe 5-10 total covering key objectives. 

2. Set Targets: if you set a baseline (e.g., current average income, current biodiversity level), set targets for each 

ƛƴŘƛŎŀǘƻǊ ƛŦ ǇƻǎǎƛōƭŜ όŜΦƎΦΣ άōȅ ȅŜŀǊ оΣ ол҈ ƛƴŎǊŜŀǎŜ ƛƴ ƛƴŎƻƳŜΣ мл҈ ƳƻǊŜ ōƛǊŘ ǎǇŜŎƛŜǎέύΦ ¢ŀǊƎŜǘǎ Ŏŀƴ ōŜ ǘǊƛŎƪȅ 

όŘƻƴΩǘ ƻǾŜǊ- promise) but useful. 

3. Data Collection Methods:  decide how to get the data. Options:  

i. Field surveys & observations: e.g., measuring tree growth, surveying farmers about yields. 
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ii. Remote sensing: using satellite images or drones to assess tree cover or vegetation health over time 

(some projects use annual drone imagery to document growth).  

iii.  Farmer record - keeping:  training farmers to log yields, labour, costs which you compile (requires 

literacy/trust, but participatory monitoring is powerful).  

iv. Interviews/Focus groups:  to capture qualitative outcomes (like how attitudes changed, or stories of 

success). 

v. Digital tools:  Introduce tools like KoboToolbox (a free, open- source mobile data collection app ideal 

for field surveys in rural areas)   https://www.kobotoolbox.org/ , or Google Forms  for simple surveys. 

KoboToolbox is great because you can design a form (tree survival count, etc.), load it on a 

smartphone, and data uploads when there is connectivity. Open Data Kit (ODK)  or Survey123 are 

similar tools. 

vi. For environmental data, mention open platforms like Open Foris Collect  (by FAO) for forest data 

collection or even simple Excel sheets. 

4. Assign Responsibilities: Decide who will collect data and how often. Perhaps extension advisors do quarterly 

monitoring visits; farmers might do monthly logs; a student might do a before/after biodiversity study; an 

external evaluator might be hired for final evaluation. Also pla n training if needed (e.g., teaching farmers to 

measure tree height). 

5. Analyze and Report:  Plan how data will be analyzed (simple stats, GIS mapping for spatial data, etc.) and 

how you will report it. Reporting could include mid - term and final reports to funders, presentations to the 

community, academic papers if research oriented, and media re leases for general public. Stress the value of 

visualizing data  ς graphs of growth, maps, infographics ς to tell the impact story clearly.  

Adaptive Management and Learning  

Tie back to agile ς M&E is not just for funders, it is for the team to learn and adapt. For instance, monitoring might 

show that one tree species is outperforming others ς so the team might decide to focus on that species in the 

next phase. An evaluation mƛƎƘǘ ǊŜǾŜŀƭ ǘƘŀǘ ǿƻƳŜƴ ƛƴ ǘƘŜ ŎƻƳƳǳƴƛǘȅ ǿŜǊŜƴΩǘ ōŜƴŜŦƛǘƛƴƎ ŀǎ ƳǳŎƘ ς prompting a 

change in approach to be more inclusive in future. Establish a practice of reflective meetings (after a season or 

ȅŜŀǊΣ ǊŜǾƛŜǿ Řŀǘŀ ŀƴŘ ŘƛǎŎǳǎǎ άwhat should we do differently ?έύΦ aŀƴȅ ǇǊƻƧŜŎǘǎ ƘŀǾŜ ŀ ά[Ŝǎǎƻƴǎ [ŜŀǊƴŜŘέ ǿǊƛǘŜ-

up at the end; encourage participants to contribute to such knowledge for the broader community of practice.  

CASE STUDY: Monitoring & Evaluation ς the Agroforestry Knowledge Platform  

See AF4EU Factsheet: https://platform.af4eu.eu/  

In Germany and across Europe, AF4EU partners use structured monitoring approaches within Regional 
Agroforestry Innovation Networks to assess system performance. The Knowledge Platform collects and shares 
data on soil health, biodiversity, productivity, and  economic outcomes. These insights are used to refine 
agroforestry practices and inform decision - making. The German RAIN (ZALF) also demonstrates how data and 
case studies support knowledge transfer and policy engagement, strengthening the evidence base fo r 
agroforestry adoption.  

Project Management Aspects:  

¶ Use of indicators (environmental, economic, social)  

¶ Data collection through networks and digital platforms  

¶ Knowledge sharing across regions  

https://www.kobotoolbox.org/
https://platform.af4eu.eu/?utm_source=chatgpt.com
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¶ Adaptive management based on results  

Key Takeaway: 

Monitoring and evaluation enable continuous improvement. Projects that track and share results build  
credibility, improve practices, and support wider adoption.   

 

Activity  ς Designing an M&E Plan (30 min)  

Have participants sketch an M&E approach for the projects they have been working on:  

1. Select Indicators:  Each team picks 3 key indicators for their project (one environmental, one socioeconomic, 

one project performance, for example). Write them down.  

2. Method & Responsibility:  For each indicator, have them decide how they would collect the data and who 

ǿƻǳƭŘ Řƻ ƛǘΦ 9ƴŎƻǳǊŀƎŜ ǎǇŜŎƛŦƛŎƛǘȅΥ ŜΦƎΦΣ άExtension officer will measure tree heights and diameters in sample 

plots every 6 months; use KoboToolbox to record data έ ƻǊ άCommunity facilitators will survey farmers yearly 

on income changes using a standard questionnaire Φέ 

3. Target & Use: LŦ ǘƛƳŜΣ ŀƭǎƻ Ƨƻǘ ŀ ǘŀǊƎŜǘ όƛŦ ŀǇǇƭƛŎŀōƭŜύ ŀƴŘ Ƙƻǿ ǘƘŜȅ ǿƛƭƭ ǳǎŜ ǘƘŜ ƛƴŦƻǊƳŀǘƛƻƴ όŜΦƎΦΣ άIf tree survival 

< 70%, we will investigate causes and replant where neededέύΦ 

4. Share One Plan: Ask one group to volunteer and present one indicator and their plan for it. Then ask others 

if they chose something different ς try to cover a variety (one group might share an environmental indicator, 

another a social one). Provide feedback or additional  ideas for making data collection easier or more robust.  

Tools Demo: If possible, show the interface of KoboToolbox  or a Google Sheet template  that automatically 

graphs input data. If not, perhaps display a simple example of an M&E dashboard (could be a slide with a mock -

ǳǇΥ ŜΦƎΦΣ ŀ ǘŀōƭŜ ƻŦ ƛƴŘƛŎŀǘƻǊǎ ǿƛǘƘ ōŀǎŜƭƛƴŜ ŀƴŘ ŎǳǊǊŜƴǘ ǾŀƭǳŜǎΣ ƻǊ ŀ ōŀǊ ŎƘŀǊǘ ƻŦ άŀǊŜŀ ŀŦŦƻǊŜǎǘŜŘ Ǿǎ ǘŀǊƎŜǘέύΦ ¢Ƙƛǎ 

can inspire participants to create simple visuals when reporting.  

 

Tips For Success: ά¦ǎŜ ǘŜŎƘ ǘƻ ǎŀǾŜ ǘƛƳŜ ƻƴ aϧ9Φέ ¢ƻƻƭǎ ƭƛƪŜ KoboToolbox streamline field data 

collection and reduce errors. Even WhatsApp can be used ς farmers send geotagged photos of their 

fields to monitor growth progress informally. 

Emphasize data management: decide on a system early (even if just a shared Excel file) and keep it 

updated. Data lost or compiled at the last minute is a common issue that weakens evaluations. 

Ensure participants see M&E not as a burden but as the way to showcase their hard work. Good M&E 

ƳŜŀƴǎ ǿƘŜƴ ǎƻƳŜƻƴŜ ŀǎƪ άSo what did this project achieve?έΣ ǘƘŜȅ Ŏŀƴ ŀƴǎǿŜǊ ǿƛǘƘ ŎƻƴŦƛŘŜƴŎŜ ŀƴŘ 

evidence. 

 

  




