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Strategic Advisory for Agroforestry Businesses  

¶ Description:  
A practical 2 - day training module that equips advisors with the skills to support businesses in strategic 
planning and decision - making. 

¶ What you will gain:  

Skills to guide visioning and strategic goal setting  

Ability to conduct SWOT, PESTEL, and risk analysis 

Tools to support implementation and monitor progress  

Confidence to act as a strategic facilitator for farm businesses  

¶ Includes:  

Strategic planning tools and templates  

Real-world case studies and advisory scenarios 

Communication and facilitation techniques  

¶ For: 
Agroforestry extension advisors, consultants, and professionals supporting farm businesses 

 

Introduction  

Agroforestry businesses ςwhether family farms, 

cooperatives, or startupsς face complex strategic decisions 

in a changing environment. Beyond day - to- day farming, 

they must set long- term visions, adapt to market and policy 

shifts, manage risks like climate change, and communicate 

their strategy to stakeholders. Strategic planning is crucial: 

it gives a forward - focused vision  that aligns the team and 

stakeholders toward common goals .  

When everyone is on the same page about short-  and long -

term objectives, it is much easier to keep efforts on track. 

Strategic goals give team members something tangible to 

work toward and a common language for success ς they 

provide something to look forward to and a reason to 

celebrate when achieved . 

Agroforestry extension advisors are uniquely positioned to 

ƎǳƛŘŜ ǘƘŜǎŜ ǎǘǊŀǘŜƎƛŎ ǇǊƻŎŜǎǎŜǎΦ Lƴ ǘƘŜ ǊƻƭŜ ƻŦ άstrategic 

Advisor-AF Training Module  

FIGURE 1. Silvopastoral system integrating 

hazel and sheep in Slovakia. Source: Couso -

Viana, A.  
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facilitators Σέ ŀŘǾƛǎƻǊǎ ƘŜƭǇ ōǳǎƛƴŜǎǎ ƻǿƴŜǊǎ ŎƭŀǊƛŦȅ ǘƘŜƛǊ Ǿƛǎƛƻƴ ŀƴŘ ǘŀǊƎŜǘǎΣ ŀƴŀƭȅse their internal strengths and 

ŜȄǘŜǊƴŀƭ ƻǇǇƻǊǘǳƴƛǘƛŜǎΣ ŀƴŘ ƴŀǾƛƎŀǘŜ ŘŜŎƛǎƛƻƴǎ ǘƘŀǘ ǎƘŀǇŜ ǘƘŜ ŜƴǘŜǊǇǊƛǎŜΩǎ ŦǳǘǳǊŜΦ ¢Ƙƛǎ ƛǎ ŘƛŦŦŜǊŜƴǘ ŦǊƻƳ ǊƻǳǘƛƴŜ 

technical advice: it requires a big - picture perspective, confidentiality, and empowering clients to make their own 

informed strategic choices. Advisors must balance visionary thinking  (inspiring long- term goals) with pragmatic 

planning  (concrete steps and risk management). Done wel l, strategic support can transform an agroforestry 

ŜƴǘŜǊǇǊƛǎŜΩǎ ǘǊŀƧŜŎǘƻǊȅ ς for example, turning a struggling farm into an innovative demonstration site, or a small 

producer group into a competitive cooperative with a clear niche.  

This 2-day training module equips agroforestry advisors with the skills and tools to support businesses in strategic 

issues. Through interactive learning and case examples from various European contexts, participants will learn 

how to facilitate visioning exercises, perform SWOT analyses and trend scans, assess risks, and guide clients 

through strategy implementation. The workshop emphasizes learner - centred methods : advisors will practice 

using strategic planning tools in realistic scenarios, engage in grou p discussions and role-plays, and reflect on 

their role as strategic coaches. By the end, participants should be more confident in helping agroforestry 

businesses chart their strategic direction and respond proactively to challenges and opportunities.  

Learning Objectives  

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

¶ Articulate the importance of strategic orientation  for agroforestry businesses, explaining how a clear vision 

and strategy benefit long - term success (e.g. aligning team efforts, adapting to trends, and improving 

decision- making). 

¶ 5ƛǎǘƛƴƎǳƛǎƘ ǘƘŜ ŀŘǾƛǎƻǊΩǎ ǊƻƭŜ ƛƴ ǎǘǊŀǘŜƎƛŎ ǇƭŀƴƴƛƴƎ from technical advising, adopting a facilitator approach 

that empowers clients to set and achieve their own vision (guiding the process without dictating content).  

¶ Facilitate the development of visions and strategic targets  with clients, using tools like visioning exercises 

and goal - setting frameworks to define an inspiring yet realistic direction.  

¶ Conduct a strategic analysis  for an agroforestry enterprise, including performing a SWOT analysis to identify 

internal strengths/weaknesses and external opportunities/threats , and using trend monitoring (PESTEL 

analysis) to scan the business environment for relevant trends (policy, market, climate, etc.). 

¶ Guide clients in risk assessment and management , identifying major risks (e.g. production, market, financial, 

climatic, regulatory) and evaluating their likelihood and impact. Advisors will learn to use simple risk 

assessment tools (risk matrices, scenario planning) to help businesses develop mitigation strategies. 

¶ Apply communication tools in the strategy process , facilitating effective communication of the strategy to 

stakeholders (e.g. employees, cooperative members, partners) to ensure buy- in and alignment. This includes 

storytelling, visualization (strategy maps), and inclusive discussion techniques that engag e stakeholders 

around the common vision . 

¶ Support implementation planning and control , assisting farmer clients to translate strategy into action plans 

(with clear responsibilities and timelines) and establishing simple monitoring metrics (KPIs) to track progress. 

Advisors will be able to explain how to review and adapt strategies over tim e (strategic controlling cycle).  

¶ Utilize practical tools and exercises  during their advisory work, such as vision canvas templates, SWOT 

worksheets, PESTEL checklists, risk assessment matrices, and communication planning checklists ς and know 

when to use each tool in the strategic planning process.  

¶ Reflect on their own approach  to strategic facilitation, identifying personal strengths (for example: analytical 

skills, communication) and areas to develop to become more effective strategic advisors.   
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Training Structure Overview  

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

that balances short presentations with participatory activities, group work, and real - world case discussions. 

Day 1  focuses on foundational concepts of strategic planning and analysis, ensuring advisors understand key 

strategic tools and the context of agroforestry enterprises.  

Day 2 builds on these foundations with sessions on communication and execution ς covering how to move from 

planning to action and how to support clients throughout implementation.  

A mix of learning methods is used: mini - lectures (supported by slides) to introduce concepts, facilitated 

ŘƛǎŎǳǎǎƛƻƴǎ ǘƻ ŘǊŀǿ ƻƴ ǇŀǊǘƛŎƛǇŀƴǘǎΩ ŜȄǇŜǊƛŜƴŎŜǎΣ ƘŀƴŘǎ- on exercises (like doing a SWOT in groups), role - play 

scenarios (practicing advisory conversat ions), and case study analysis. 

Each session outline below includes its objective, content summary, suggested interactive methods , and timing. 

Trainer tips  are provided for guidance on emphasis or common pitfalls. The style is learner - centred and 

example - rich  ς modelling how advisors should facilitate strategic thinking with clients (not just for them). 

Participants will frequently work in pairs or small groups to apply tools on sample scenarios, mirroring how they 

might work with farm clients. Throughout the module, we incorporate exampl es from AF4EU partner countries to 

illustrate how strategic planning principles apply in different agroforestry contexts. These case examples provide 

concrete success stories and lessons learned, making the learning highly practical. 

Audience & Format  

This training is designed for agroforestry extension advisors or consultants who provide support to farm 

enterprises or organizations. Participants should have a basic understanding of agroforestry practices; no prior 

formal training in business strategy i s required. The workshop is ideally in -person with 10ς20 participants for 

optimal interaction (it can be adapted for online delivery if needed). The room setup should encourage 

participation ς e.g. small group tables or a U -shape, plus wall space for flipc harts. Materials needed include 

flipchart paper, markers, sticky notes, and a projector for the accompanying PowerPoint slides. A co- facilitator is 

helpful for assisting with group exercises and time management.  

Training Materials  

¶ PowerPoint Presentation:  A slide deck is used to support the sessions, containing key points, diagrams (e.g. 

a SWOT matrix, PESTEL framework, risk matrix), and photos or graphics from agroforestry cases. The slides 

are minimal text and emphasize visuals and examples (reflecting the style of the reference modules). Trainers 

are encouraged to use the slides as prompts for discussion rather than lecture points, keeping sessions 

interactive. 

¶ Handouts/Tools:  Printable templates such as a Vision Statement worksheet, SWOT Analysis template, PESTEL 

factors checklist , Risk Assessment matrix, and a Strategy Action Plan template  are provided. These allow 

participants to practice during the workshop and can be used with clients later.  

¶ Quiz: A short quiz is conducted at the end of Day 2 to assess knowledge uptake of key concepts and tools. 

This helps reinforce learning and can be used by trainers to gauge which topics might need a refresher or 

follow-ǳǇΦ ό{ŜŜ ǘƘŜ άvǳƛȊέ ǎŜŎǘƛƻƴ ŀǘ ǘƘŜ ŜƴŘ ƻŦ this document.) 

¶ Reference and Further Reading:  A list of open-access resources and references is provided at the end for 

participants who wish to deepen their knowledge or access tools (e.g. guides on strategic planning, case 

studies, online toolkits).   
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Day 1: Strategic Planning Foundations for Agroforestry 

Businesses 

Day 1 introduces fundamental strategic planning concepts and tools in the context of agroforestry. Participants 

begin by exploring why strategic orientation matters for farm businesses and how an advisor can facilitate 

strategic thinking. We then dive into the first steps of strategy formulation: defining a vision and strategic targets. 

The afternoon of Day 1 covers strategic analysis, including internal/external analysis through SWOT and trend 

monitoring, as well as assessing risks. By the end of Day 1, participants will have practiced these tools on example 

cases and will understand how to initiate and guide a strategic planning process with a client from vision through 

analysis. They will also reflect on the unique role of an advisor in strategic support,  setting the stage for 

communication and implementation topics on Day 2.  

Schedule at a Glance  (Day 1) 

09:00ς09:30 Welcome & Introductions 

09:30ς10:45 {Ŝǎǎƛƻƴ мΥ ¢ƘŜ !ŘǾƛǎƻǊΩǎ wƻƭŜ ƛƴ {ǘǊŀǘŜƎƛŎ tƭŀƴƴƛƴƎ ϧ LƳǇƻǊǘŀƴŎŜ ƻŦ {ǘǊŀǘŜƎƛŎ hǊƛŜƴǘŀǘƛƻƴ 

10:45ς11:00 Break 

11:00ς12:30 Session 2: Developing Vision and Strategic Targets 

12:30ς13:30 Lunch 

13:30ς15:00 Session 3: Strategic Analysis ς SWOT and Trend Monitoring 

15:00ς15:15 Break 
15:15ς16:30 Session 4: Risk Assessment in Agroforestry Businesses 

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)  

.ŜƎƛƴ 5ŀȅ м ōȅ ǇǊƻǾƛŘƛƴƎ ŀ ōǊƛŜŦ ƻǾŜǊǾƛŜǿ ƻŦ ǘƘŜ ǘǊŀƛƴƛƴƎ ƳƻŘǳƭŜΩǎ ǇǳǊǇƻǎŜ ŀƴŘ ŀƎŜƴŘŀΦ LƴǾƛǘŜ ǇŀǊǘƛŎƛǇŀƴǘǎ ǘƻ 

introduce themselves (name, role, and one expectation or question they have about strategic planning). Since 

this workshop is about strategy and advising, kick off with an icebreaker  that is both fun and relevant:  

Icebraker -ά/ƻƳǇŀƴȅ-LƴƴƻǾŀǘƛƻƴέΥ for example, ask each person to name a famous company or farm they 

ŀŘƳƛǊŜ ŦƻǊ ƛǘǎ ǎǘǊŀǘŜƎȅ ƻǊ ƛƴƴƻǾŀǘƛƻƴΣ ŀƴŘ ƻƴŜ ǿƻǊŘ ǿƘȅ όŦƻǊ ŜȄŀƳǇƭŜΥ άApple ς innovationέΣ άLocal Agroforestry 

Coop ς resilienceέύΦ ²ǊƛǘŜ ǘƘŜǎŜ ƻƴ ŀ ŦƭƛǇŎƘŀǊǘΦ ¢Ƙƛǎ ǎŜǘǎ ŀƴ ŜȄǇŜŎǘŀǘƛƻƴ ǘƘŀǘ ǎǘǊŀǘŜƎƛŎ ǘƘƛƴƪƛƴƎ ƛǎ ŀƭƭ ŀǊƻǳƴŘ ǳǎΣ ŀƴŘ 

ǘǊŀƴǎƛǘƛƻƴǎ ƛƴǘƻ ǘƘŜ ǘǊŀƛƴƛƴƎΩǎ ǊŜƭŜǾŀƴŎŜΦ 

Quickly review housekeeping (break times, where facilities are, etc.) and ground rules for interactive learning (e.g. 

respect all ideas, everyone participates, ask questions). Emphasize that the workshop is participatory  ς not a 

lecture series. Encourage them to share experiences: many may have helped farms with business decisions before. 

Their knowledge is valuable here. 

Trainer Tip:  Model good facilitation from the start.  Use active listening and positive reinforcement 

ŘǳǊƛƴƎ ƛƴǘǊƻŘǳŎǘƛƻƴǎΦ CƻǊ ƛƴǎǘŀƴŎŜΣ ƛŦ ǎƻƳŜƻƴŜ ƳŜƴǘƛƻƴǎ ά___έ ŀǎ ŀ ǎǘǊŀǘŜƎȅ ǘƘŜȅ ŀŘƳƛǊŜΣ ǊŜǎǇƻƴŘ 

appreciatively and note that we will touch on resilience in strategic planning. This builds trust and 

openness, crucial for the interactive style. 
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{Ŝǎǎƛƻƴ мΥ ¢ƘŜ !ŘǾƛǎƻǊΩǎ wƻƭŜ ƛƴ {ǘǊŀǘŜƎƛŎ tƭŀƴƴƛƴƎ ϧ LƳǇƻǊǘŀƴŎŜ ƻŦ {ǘǊŀǘŜƎƛŎ 

Orientation (09:30 ς10:45) 

Objective  

Establish why strategic planning is important for agroforestry businesses and clarify how an extension advisor can 

effectively support clients in strategic issues. By the end of this session, participants should be able to explain the 

benefits of having a clear strategy for a business and identify keyways an advisor adds value in the strategic 

planning process (facilitator, sounding board, information source, etc.).  

Activity -  Mini-Presentation (20 min)  

¦ǎƛƴƎ ǎƭƛŘŜǎΣ ƛƴǘǊƻŘǳŎŜ ǘƘŜ ŎƻƴŎŜǇǘ ƻŦ ǎǘǊŀǘŜƎƛŎ ǇƭŀƴƴƛƴƎ ŀƴŘ άǎǘǊŀǘŜƎƛŎ ƻǊƛŜƴǘŀǘƛƻƴΦέ 5ŜŦƛƴŜ ǿƘŀǘ ŀ vision and 

strategy ŀǊŜ ƛƴ ǎƛƳǇƭŜ ǘŜǊƳǎ όǾƛǎƛƻƴ Ґ άǿƘŜǊŜ ǿŜ ǿŀƴǘ ǘƻ Ǝƻ ƭƻƴƎ-ǘŜǊƳέΤ ǎǘǊŀǘŜƎȅ Ґ άƘƻǿ ǿŜ ƎŜǘ ǘƘŜǊŜέύΦ tǊŜǎŜƴǘ 

2ς3 key reasons why having a strategy is critical for businesses. For example: it helps in proactively managing 

change  (rather than just reacting), in aligning decisions with long - term goals, and in making the enterprise more 

resilient to shocks. Cite a compelling statistic or statement: Preparing a strategic plan helps businesses objectively 

assess opportunities, trends, and developments in their environment, leading to better - informed decisions. Also, 

highlight how strategic planning unites the team: when the whole team shares the same goals, it is easier to 

coordinate efforts and measure success . Use an agroforestry - specific angle: for example -  άWhy does a 

ǎƛƭǾƻǇŀǎǘǳǊŜ ŦŀǊƳ ƴŜŜŘ ŀ ǎǘǊŀǘŜƎȅΚέ ς perhaps to integrate tree planting with livestock phases over years, or to 

secure grants by showing a clear plan.  

¶ Interactive Discussion Prompt:  Ask participants: άLƴ ȅƻǳǊ ŜȄǇŜǊƛŜƴŎŜΣ Řƻ Ƴƻǎǘ ŦŀǊƳŜǊǎ ƻǊ ǊǳǊŀƭ ōǳǎƛƴŜǎǎŜǎ ȅƻǳ 

know have a written strategy or clear long -ǘŜǊƳ ǇƭŀƴΚ ²Ƙȅ ƻǊ ǿƘȅ ƴƻǘΚέ This opens discussion on real-world 

attitudes. Some might say farmers often plan season by season; others might mention coops or innovative 

farmers who do strategic planning. Use 2ς3 responses to illustrate common barriers (lack of time, knowledge) 

and benefits (direction, funding access). 

!ŘǾƛǎƻǊΩǎ wƻƭŜ (20 min):   

Transition to how an advisor fits into this picture. Explain that advising on strategic issues is different from advising 

on, say, crop management. Here the advisor acts more as a facilitator and coach : guiding the process, asking 

the right questions, providing tools, and connecting to information, but the business owner must own the strategy. 

On a slide, list key roles an advisor can play in strategic support: 

¶ Analyst: help analyse the situation (bring in data on trends, market info, financial analysis tools).  

¶ Facilitator:  Ǌǳƴ ǎǘǊŀǘŜƎȅ ƳŜŜǘƛƴƎǎ ƻǊ Ǿƛǎƛƻƴ ǿƻǊƪǎƘƻǇǎ ǿƛǘƘ ǘƘŜ ŎƭƛŜƴǘΩǎ ǘŜŀƳΣ ŜƴǎǳǊŜ ŜǾŜǊȅƻƴŜΩǎ ǾƻƛŎŜ ƛǎ ƘŜŀǊŘΣ 

and foster consensus on goals. 

¶ Challenger: ǇƻƭƛǘŜƭȅ ǉǳŜǎǘƛƻƴ ŀǎǎǳƳǇǘƛƻƴǎ όά²Ƙŀǘ ƛŦΧΚέύ ǘƻ ŜȄǇŀƴŘ ǘƘŜ ŦŀǊƳ ŎƭƛŜƴǘΩǎ ǘƘƛƴƪƛƴƎ ƻǊ ŎƻƴǎƛŘŜǊ ƴŜǿ 

angles (e.g., suggest looking at climate forecasts, new market opportunities).  

¶ Resource Connector: link the business to resources (like market research, innovation funding, or networks such 

as the Agroforestry Business Model Innovation Network (AF4EU) ) that can inform their strategy.  

¶ Supporter: motivate and encourage the client to think long - term, and later, to stick with the plan 

implementation.  

Tip for Success: Emphasize what the advisor should NOT do ς take over the decision- making or impose their own 

vision. It is about empowering, not dictating. A good phrase: ά²Ŝ ŀǊŜ ǇǊƻŎŜǎǎ ƎǳƛŘŜǎΣ ƴƻǘ ōƻǎǎŜǎΦέ Clients are 

more committed to a strategy they develop; our job is to make that process effective. Share a quick anecdote if 
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possible: for example, an advisor who wrote a strategic plan for a farmer that ended up unused because the 

farmer did not feel ownership.  

Group Activity  ς Strategic Advisor Mindmap (15 min):   

Split into small groups of 3ςпΦ DƛǾŜ ŜŀŎƘ ƎǊƻǳǇ ŀ ŦƭƛǇŎƘŀǊǘ ǎƘŜŜǘΦ !ǎƪ ǘƘŜƳ ǘƻ ŘǊŀǿ ŀ ǉǳƛŎƪ ƳƛƴŘƳŀǇ ƻǊ ƭƛǎǘΥ άWhat 

knowledge, skills, and qualities does an advisor need to effectively support strategic planning Κέ IŀǾŜ ǘƘŜƳ ǘƘƛƴƪ 

of as many as possible (e.g., knowledge of business planning, facilitation skills, patience, understanding of 

agroforestry systems, networking contacts, etc.). After 10 minutes, each group shares one or two top points. The 

trainer collec ts these and highlights any that were missed, ǊŜƛƴŦƻǊŎƛƴƎ ŀ ƘƻƭƛǎǘƛŎ ǾƛŜǿ ƻŦ ǘƘŜ ŀŘǾƛǎƻǊΩǎ ǊƻƭŜΦ [ƛƪŜƭȅ 

points: Communication skills  will arise (leading into Day 2 topics), analytical ability , knowledge of tools  (like 

SWOT, business plans), trustworthiness/confidentiality , etc. Tie this back to how strategic advising often means 

wearing many hats. To ground the discussion, present a real- world inspired story. 

Example ς Helping a Farm Develop a Vision (Spain)  

In Andalusia, Spain, a small organic farm was struggling with no clear direction ς each year they changed 
crops and marketing channels, chasing short - term income. An extension advisor intervened to support 
strategic planning. In a farm workshop, the adviso r guided the family to articulate a vision: άǘƻ ōŜŎƻƳŜ ǘƘŜ 
ǊŜƎƛƻƴΩǎ ƭŜŀŘƛƴƎ ŜȄŀƳǇƭŜ ƻŦ ǊŜƎŜƴŜǊŀǘƛǾŜ ŀƎǊƻŦƻǊŜǎǘǊȅΣ ƛƴǘŜƎǊŀǘƛƴƎ ƻƭƛǾŜ ƻǊŎƘŀǊŘǎΣ ƭƛǾŜǎǘƻŎƪΣ ŀƴŘ ŜŎƻǘƻǳǊƛǎƳΦέ 
This inspiring vision was tied to their values and local opportunities. The advisor th en helped them set three 
strategic targets for the next 5 years:  

(1) Agro - tourism development  ς build a farm stay cabin and educational trail by year 3;  

(2) Value-add olive products  ς start producing olive leaf tea and olive oil soap;  

(3) Training & networking  ς host annual field days for other farmers to share knowledge.  

With a clear vision and targets, the farm owners felt energized and focused. Over the next year, they stopped 
pursuing random side ventures and concentrated on these targets. The results: they secured a rural 
development grant for agro - tourism and formed a  local farmer network on regenerative practices.  

Key takeaway  

The advisor did not tell them what to do, but by facilitating a vision session and providing planning tools, helped 
the farmers define their own strategic direction.  

ςInteractive Q&A: After the story, ask participants what stood out. For instance: ά²Ƙŀǘ ŘƛŘ ǘƘŜ ŀŘǾƛǎƻǊ Řƻ ǘƻ ƘŜƭǇ 

ǘƘŜ ŎƭƛŜƴǘǎ ŎǊŜŀǘŜ ŀ ǾƛǎƛƻƴΚέ and ά²Ƙȅ Řƻ ȅƻǳ ǘƘƛƴƪ ƘŀǾƛƴƎ ǘƘƻǎŜ ǎǇŜŎƛŦƛŎ ǘŀǊƎŜǘǎ ƘŜƭǇŜŘ ǘƘŜ ŦŀǊƳΚέ This reinforces 

the role and importance of vision.  

Methods Used: Interactive lecture (with slides), group discussion, brainstorming in small groups, and a case study 

discussion. Interactive element:  high ς participants share experiences and create a mindmap in groups.  

Session 1 Wrap -up (5 min):  Summarize that strategic orientation is crucial for long - term success and that 

ŀŘǾƛǎƻǊǎ ŀǊŜ Ŏŀǘŀƭȅǎǘǎ ŦƻǊ ǎǘǊŀǘŜƎƛŎ ǘƘƛƴƪƛƴƎΦ ¢Ǌŀƴǎƛǘƛƻƴ ǘƻ {Ŝǎǎƛƻƴ нΥ άbŜȄǘΣ ǿŜΩƭƭ ǇǊŀŎǘƛŎŜ Ƙƻǿ ǘƻ ŀŎǘǳŀƭƭȅ develop 

that vision and strategic targets with a client ς one of the first steps an advisor would facilitateΦέ 
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Session 2: Developing Vision and Strategic Targets (11:00 ς12:30) 

Objective  
Equip participants with methods to help clients develop a compelling vision and translate it into strategic 

goals/targets. By the end of this session, advisors should be comfortable facilitating a visioning exercise and 

formulating SMART strategic objectives that align with the vision. Participants will also recognize how to tailor the 

visioning process to different types of businesses (e.g., individual farm vs. cooperative). 

Activity  ς Vision Statement Creation (30 min)  

Rather than starting with lecture, engage participants immediately in a visioning exercise to experience it first -

hand. Introduce a fictional but relatable scenario: άDǊŜŜƴ !ŎǊŜǎ /ƻƻǇŜǊŀǘƛǾŜέ ς a group of farmers in an area 

who are starting a collective agroforestry project but lack a unifying vision. Each group of participants (4 ς5 

people) will act as advisors facilitating a vision brainstorm for this coop. Provide a one- page brief on Green Acres 

(their context: for example, mixed farms, interested in alle y cropping and farm - to- table sales, some want 

ŜƴǾƛǊƻƴƳŜƴǘŀƭ ŦƻŎǳǎΣ ƻǘƘŜǊǎ ǇǊƻŦƛǘŀōƛƭƛǘȅύΦ 9ŀŎƘ ƎǊƻǳǇΩǎ ǘŀǎƪΥ ŎƻƳŜ ǳǇ ǿƛǘƘ ŀ ŘǊŀŦǘ ±ƛǎƛƻƴ {ǘŀǘŜƳŜƴǘ ŦƻǊ ǘƘŜ 

cooperative in 15 minutes. Encourage them to use a flipchart, and remind them a vision should be inspiring, 

clear, and long - termΦ ¢ƘŜȅ Ŏŀƴ ƭƛǎǘ ƪŜȅ ǇƘǊŀǎŜǎ ŦƛǊǎǘ όŜΦƎΦ άprofitable farms, healthy soil, community learningέύ ǘƘŜƴ 

craft a sentence or two.  

¶ After 15 min, each group presents their draft vision. Applaud creativity. Likely visions might be like: άDǊŜŜƴ 

Acres Coop envisions a thriving rural community where agroforestry sustains livelihoods, biodiversity, and 

ƛƴƴƻǾŀǘƛƻƴΣ ǎŜǊǾƛƴƎ ŀǎ ŀ ƳƻŘŜƭ ŦƻǊ ǎǳǎǘŀƛƴŀōƭŜ ŦŀǊƳƛƴƎΦέ Discuss briefly: Are these visions motivating? Do they 

give a direction? Point out good elements (e.g., mentions of sustainability, community, profitability). Also gently 

critique if needed: e.g., if a vision is too vague or too narrow. This exercise not only teaches visioning but also 

models a tool advisors can use: a facilitated group vi sion workshop. 

Presentation : Characteristics of a Good Vision (10 min)   

Now use a few slides to consolidate learning. Define what a Vision Statement is and its characteristics: clear, 

inspirational, aligned with values, and oriented to the future.  9ƳǇƘŀǎƛȊŜ ƛǘΩǎ ƴƻǘ ŀōƻǳǘ ǎǇŜŎƛŦƛŎ ƴǳƳōŜǊǎ όǘƘŀǘ ƛǎ 

goals), but the desired future state. Show an example vision from a real agroforestry enterprise (if available) or 

from known organizations (e.g., ά!DChw²!w5 ǇǊƻƧŜŎǘ ǾƛǎƛƻƴΥ 9ǳǊƻǇŜŀƴ ŦŀǊƳƛƴƎ ƭŀƴŘǎŎŀǇŜǎ ǿƛǘƘ ǘǊŜŜǎ ŀǎ ƪŜȅ 

ŜƭŜƳŜƴǘǎ ŦƻǊ ǇǊƻŘǳŎǘƛǾƛǘȅ ŀƴŘ ŜŎƻǎȅǎǘŜƳ ǎŜǊǾƛŎŜǎέ ς illustrative example). Mention the importance of strategic 

targets  ǘƘŀǘ ǎǘŜƳ ŦǊƻƳ ǘƘŜ ǾƛǎƛƻƴΥ ƛŦ Ǿƛǎƛƻƴ ƛǎ ǘƘŜ άdreamέΣ ǎǘǊŀǘŜƎƛŎ ǘŀǊƎŜǘǎ ŀǊŜ ǘƘŜ ŎƻƴŎǊŜǘŜ ƳƛƭŜǎǘƻƴŜǎ ƻƴ ǘƘŜ ǿŀȅ 

to that dream. Introduce the concept of SMART Goals (Specific, Measurable, Achievable, Relevant, Time- bound) 

for setting strategic targets.  

Activity  ς Setting Strategic Targets (20 min)  

/ƻƴǘƛƴǳƛƴƎ ǿƛǘƘ ǘƘŜ άGreen Acres Cooperativeέ ǎŎŜƴŀǊƛƻΣ ŜŀŎƘ ƎǊƻǳǇ ƴƻǿ ŘŜǾŜƭƻǇǎ нς3 strategic targets that 

would achieve their vision, applying SMART criteria. For example, if their vision emphasized profitable agroforestry, 

ŀ ǘŀǊƎŜǘ ŎƻǳƭŘ ōŜ άIncrease average farm income by 15% through agroforestry products within 5 yearsέ όǎǇŜŎƛŦƛŎΣ 

measurable, time-ōƻǳƴŘύΦ LŦ ōƛƻŘƛǾŜǊǎƛǘȅ ǿŀǎ ƛƴ ǘƘŜ ǾƛǎƛƻƴΣ ŀ ǘŀǊƎŜǘ ƳƛƎƘǘ ōŜ άEstablish 20 km of hedgerows across 

member farms in 3 years Φέ DǊƻǳǇǎ ŘƛǎŎǳǎǎ ŀƴŘ ǿǊƛǘŜ ǘƘŜƛǊ ǘŀǊƎŜǘǎΦ ¢ǊŀƛƴŜǊ ƳƻǾŜǎ ōŜǘǿŜŜƴ ƎǊƻǳǇǎ ǘƻ ŀǎǎƛǎǘ, 

ensuring targets are not too generic. After 10 -15 minutes, have groups share one target each. Discuss briefly if 

they meet SMART criteria, and how they relate to the vision. This helps participants practice articulating strategic 

objectives, a key skill for advisors guiding planning.  

Trainer Tip for Success: Encourage groups to ensure at least one target addresses economic sustainability (since 

businesses need profitability), and another addresses environmental or social goals if relevant ς demonstrating a 
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balance often needed in agroforestry strategies (multi - functional benefits). Also, remind them to keep it to a 

manageable number of strategic targets (3 -5 usually), as too many targets can dilute focus. 

Presentation ς Vision to Strategy (10 min)  

Explain how to go from a broad vision to a strategy. The strategic targets they set are part of that bridge. An 

advisor would next help the client figure how to reach those targets ς that is essentially the strategy (the set of 

actions or approaches). Note that the next sessions (SWOT, etc.) will provide input into deciding those actions. 

Summarize a simple strategic planning cycle:  

Vision -> Goals -> Analysis (SWOT) -> Strategy Choices -> Implementation.  

IƛƎƘƭƛƎƘǘ ǘƘŀǘ ƛǘΩǎ ƛǘŜǊŀǘƛǾŜ ŀƴŘ Ŏŀƴ ƭƻƻǇ ōŀŎƪ όǎƻƳŜǘƛƳŜǎ ǾƛǎƛƻƴκƎƻŀƭǎ ƎŜǘ ǊŜŦƛƴŜŘ ŀŦǘŜǊ ŀƴŀƭȅǎƛǎύΦ {Ƙƻǿ ŀ ǎƭƛŘŜ ƻŦ 

this cycle diagram. Share a success story highlighting vision and goal setting. 

Example ς Cooperative with a Common Vision (France)  

! ŘŀƛǊȅ ŦŀǊƳŜǊǎΩ ŎƻƻǇŜǊŀǘƛǾŜ ƛƴ ǎƻǳǘƘŜǊƴ CǊŀƴŎŜ ŘŜŎƛŘŜŘ ǘƻ ƛƴǘŜƎǊŀǘŜ ǘǊŜŜǎ ƻƴ ǘƘŜƛǊ ǇŀǎǘǳǊŜƭŀƴŘǎ ŦƻǊ ƭƻƴƎ- term 
sustainability. Initially, members had different ideas (some just wanted shade for cows, others were interested 
in timber or biodiversity). An extension advisor facilitated a strategic vision workshop for the coop. Through a 
series of meetings, they agreed on a unifying vision: ά.ȅ нлолΣ ƻǳǊ ŎƻƻǇ ǿƛƭƭ ōŜ ŀ ǇƛƻƴŜŜǊ ƻŦ ŎƭƛƳŀǘŜ- smart dairy 
farming, combining productive pastures with thriving woodlands  ǘƘŀǘ ŜƴƘŀƴŎŜ ŀƴƛƳŀƭ ǿŜƭŦŀǊŜ ŀƴŘ ƛƴŎƻƳŜΦέ 
From this, they set strategic targets: e.g., Plant 5,000 trees on member farms in 5 years ; Develop a branded 

άǎƛƭǾƻǇŀǎǘǳǊŜ Ƴƛƭƪέ ǇǊƻŘǳŎǘ ōȅ ȅŜŀǊ п; Secure a premium price by marketing the environmental benefits . 
Having these targets united the group.  

The advisor then helped outline how to achieve them (securing seedlings, training farmers, marketing plan). 
Over time, the cooperative successfully planted over 6,000 trees and launched a new milk label highlighting 
agroforestry. Financially, they negotiated a 10% higher price with a local dairy for their differentiated product. 
Members reported that without the clear vision and goals, this coordinated effort would not have happened.  

Key Takeaway 

A ǎƘŀǊŜŘ Ǿƛǎƛƻƴ Ŏŀƴ ŀƭƛƎƴ ŘƛǾŜǊǎŜ ǎǘŀƪŜƘƻƭŘŜǊǎΣ ŀƴŘ ŎƭŜŀǊ ǘŀǊƎŜǘǎ ƳŀƪŜ ƛǘ ŀŎǘƛƻƴŀōƭŜΦ ¢ƘŜ ŀŘǾƛǎƻǊΩǎ ǊƻƭŜ ŀǎ ŀ 
facilitator was instrumental in getting everyone to agree on the direction.  

Plenary Reflection  (5 min)  

!ǎƪΥ άIƻǿ ǿƻǳƭŘ ȅƻǳ ƘŀƴŘƭŜ ŀ ǎƛǘǳŀǘƛƻƴ ǿƘŜǊŜ ŀ ŎƭƛŜƴǘ ǎŀȅǎ ǘƘŜȅ ŘƻƴΩǘ ƘŀǾŜ ǘƛƳŜ ŦƻǊ ΨǾƛǎƛƻƴƛƴƎΩ ŀƴŘ Ƨǳǎǘ ǿŀƴǘ ǘƻ 

ǎƻƭǾŜ ƛƳƳŜŘƛŀǘŜ ǇǊƻōƭŜƳǎΚέ This question brings out the challenge of balancing urgent needs vs. strategic 

planning. Guide participants to consider that sometimes you might integrate strategic planning in small bites, or 

tie it to immediate concerns (for example -  show how a clear strategy can actually solve some short - term issues 

by providing focus).  Methods Used:  Small- group visioning exercise, c ollaborative target - setting activity, short 

presentations with slides, and a real- case discussion. Interactive element:  very high ς participants actively create 

vision and goals in groups. 

Session 2 Wrap-up 

{ǳƳƳŀǊƛȊŜ ǘƘŀǘ ŘŜŦƛƴƛƴƎ ά²ƘŜǊŜ Řƻ ǿŜ ǿŀƴǘ ǘƻ ƎƻΚέ όǾƛǎƛƻƴύ ŀƴŘ ά²Ƙŀǘ Řƻ ǿŜ ǿŀƴǘ ǘƻ ŀŎƘƛŜǾŜ ƻƴ ǘƘŜ ǿŀȅΚέ 

(strategic targets) is the first phase of strategic support. Everything else (analysis, risk, implementation) builds on 

ǘƘƛǎ ŦƻǳƴŘŀǘƛƻƴΦ /ƻƳǇƭƛƳŜƴǘ ǘƘŜ ƎǊƻǳǇ ƻƴ ǘƘŜƛǊ ŎǊŜŀǘƛǾŜ ǾƛǎƛƻƴǎΦ ά!ŦǘŜǊ ƭǳƴŎƘΣ ǿŜΩƭƭ ŘƛǾŜ ƛƴǘƻ ǘƻƻƭǎ ǘƘŀǘ ƘŜƭǇ ǳǎ ŦƛƎǳǊŜ 

out how to reach those visions ς ǎǘŀǊǘƛƴƎ ǿƛǘƘ ŀƴŀƭȅǎƛƴƎ ǘƘŜ ŎǳǊǊŜƴǘ ǎƛǘǳŀǘƛƻƴ ŀƴŘ ǘƘŜ ŜƴǾƛǊƻƴƳŜƴǘ όǘƘŀǘΩǎ {²h¢ 

and trend analysis)Φέ  
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Session 3: Strategic Analysis ς SWOT and Trend Monitoring (13:30ς15:00) 

Objective  

LƴǘǊƻŘǳŎŜ ŀƴŘ ǇǊŀŎǘƛŎŜ ǘƻƻƭǎ ŦƻǊ ŀƴŀƭȅǎƛƴƎ ŀ ōǳǎƛƴŜǎǎΩǎ ƛƴǘŜǊƴŀƭ ŀƴŘ ŜȄǘŜǊƴŀƭ ŜƴǾƛǊƻƴƳŜƴǘ ς primarily SWOT 

analysis ς and integrate trend monitoring  (scanning external trends via PESTEL or similar) into strategic planning. 

By the end, participants will be able to facilitate a SWOT analysis with a client, and guide them in identifying 

relevant external trends (opportunities/threats) that should inform their strategy. Participants will understand that 

analysis is a critical step before deciding on strategic a ctions. 

Presentation & Demo: SWOT Analysis (20 min):   

Begin by explaining the SWOT framework: Strengths, Weaknesses (internal factors), Opportunities, Threats 

(external factors). Many may have heard of it, but clarify how to do it effectively for an agroforestry business. Show 

an example SWOT matrix on a slide for a hypothetical farm enterprise. For instance:  

¶ Strengths: e.g. diverse farm products, strong local brand, young and motivated team ; 

¶ Weaknesses: e.g. limited capital for investment, lack of machinery for tree management, little marketing 

experience; 

¶ Opportunities : e.g. growing consumer interest in sustainable products, new agroforestry subsidies (policy 

support), availability of training programs ; 

¶ Threats: e.g. increasing droughts (climate risk), volatility in crop prices, potential new regulations/land use 

rules. 

9ȄǇƭŀƛƴ ǘƘŀǘ ǘƘŜ Ǝƻŀƭ ƻŦ {²h¢ ƛǎ ǘƻ ƘƻƴŜǎǘƭȅ ŀǎǎŜǎǎ ǿƘŜǊŜ ǘƘŜ ōǳǎƛƴŜǎǎ ǎǘŀƴŘǎ ƛƴǘŜǊƴŀƭƭȅ ŀƴŘ ǿƘŀǘΩǎ ƘŀǇǇŜƴƛƴƎ 

ŜȄǘŜǊƴŀƭƭȅΦ !ŘǾƛǎƻǊǎ Ŏŀƴ ǇǊƻƳǇǘ ŎƭƛŜƴǘǎ ǿƛǘƘ ǉǳŜǎǘƛƻƴǎ ƛƴ ŜŀŎƘ ŎŀǘŜƎƻǊȅ όŜΦƎΦΣ ά²Ƙŀǘ Řƻ ȅƻǳ ǘƘƛƴƪ ȅƻǳΩǊŜ ǊŜŀƭƭȅ ƎƻƻŘ 

at? What feedback have you gotten?έ ς for Strengths; ά²Ƙŀǘ ƪŜŜǇǎ ȅƻǳ ǳǇ ŀǘ ƴƛƎƘǘΚέ ς for Threats). Mention that 

after mission and vision are defined, evaluating internal/external environment is the next step . Research suggests 

using SWOT alongside considering broader forces (economic, social, etc.) to get a full picture.  

Introduce the idea of PESTEL analysis (Political, Economic, Social, Technological, Environmental, Legal trends) as 

ŀ ǘƻƻƭ ŀŘǾƛǎƻǊǎ Ŏŀƴ ǳǎŜ ǘƻ ōǊŀƛƴǎǘƻǊƳ ŜȄǘŜǊƴŀƭ ŦŀŎǘƻǊǎ ǘƘŀǘ ŦŜŜŘ ƛƴǘƻ {²h¢Ωǎ hǇǇƻǊǘǳƴƛǘƛŜǎκ¢ƘǊŜŀǘǎΦ CƻǊ ŜȄŀƳǇƭŜΣ 

PESTEL would have them consider things like policy changes (CAP reforms), economic trends (market prices), 

social trends (consu mer preferences for organic), tech (new agroforestry machinery), environmental (climate 

change patterns), legal (land tenure or zoning laws). Not every factor will apply, but it ensures they scan widely for 

trends. 

Show a quick demoΥ ¢ŀƪŜ ƻƴŜ ǇŀǊǘƛŎƛǇŀƴǘΩǎ ŜŀǊƭƛŜǊ ŜȄŀƳǇƭŜ όƳŀȅōŜ ŦǊƻƳ {Ŝǎǎƛƻƴ м ƛƴǘǊƻŘǳŎǘƛƻƴǎ ǿƘŜǊŜ ǎƻƳŜƻƴŜ 

mentioned a strategy admiration) or a generic case, and as a whole group, populate a mini SWOT on flipchart. 

CƻǊ ƛƴǎǘŀƴŎŜΣ ά[ŜǘΩǎ Řƻ ŀ ǊŀǇƛŘ {²h¢ ŦƻǊ ŀ ƘȅǇƻǘƘŜǘƛŎŀƭ apple orchard with sheep  farm adopting agroforestry. έ 

Ask the room for one example in each quadrant. This livens up the concept and shows how quick brainstorming 

can generate a useful SWOT draft. 

Activity  ς SWOT for a Case (30 min):   

Now participants will practice facilitating a SWOT in small groups. Distribute a detailed case study handout (or 

slide) for analysis. For example: ά{ǳƴǊƛǎŜ CŀǊƳέ ς a hypothetical mid- size farm in Italy that recently started 

planting walnut trees in wheat fields (agroforestry). The hypothetical farm profile can be changed to suit the 

particular audience, region or country.  Give some thought to the farm type as you will be returning to it later.  

Provide background: farm size, products, some info like yields, market, climate issues, any recent events (maybe 
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a drought last year). The task: each group (4ς5 people) acts as an advisory team conducting a SWOT analysis for 

{ǳƴǊƛǎŜ CŀǊƳΩǎ ǎǘǊŀǘŜƎƛŎ ǇƭŀƴƴƛƴƎΦ Lƴ нл ƳƛƴǳǘŜǎΣ ǘƘŜȅ ǎƘƻǳƭŘ ƛŘŜƴǘƛŦȅ ŀǘ ƭŜŀǎǘ о Ǉƻƛƴǘǎ ƛƴ ŜŀŎƘ {²h¢ ŎŀǘŜƎƻǊȅΦ 

Encourage them to also think of broader trends affecting the farm (hint: use PESTEL categories for O/T). Provide 

flipchart paper divided into four quadrants or a printed SWOT worksheet. Facilitators (trainers) move around to 

ŀǎǎƛǎǘΣ ǇǊƻƳǇǘƛƴƎ ŘŜŜǇŜǊ ǘƘƛƴƪƛƴƎ όŜΦƎΦΣ ά¢ƘŜ ŎŀǎŜ ƳŜƴǘƛƻƴŜŘ ŀ new local walnut processing facility ς could that 

ōŜ ŀƴ ƻǇǇƻǊǘǳƴƛǘȅΚέύΦ !ŦǘŜǊ нл ƳƛƴΣ ƘŀǾŜ ŜŀŎƘ ƎǊƻǳǇ ǎƘŀǊŜ ƻƴŜ ƛƴǘŜǊŜǎǘƛƴƎ Ǉƻƛƴǘ ǘƘŜȅ ŎŀƳŜ ǳǇ ǿƛǘƘΣ ŜǎǇŜŎƛŀƭƭȅ ƛƴ 

Opportunities or Threats, since those relate to trends. Compile a combined SWOT on the board,  noting 

commonalities.  

Debrief:  Discuss how different groups sometimes spot different factors ς showing the value of diverse 

ǇŜǊǎǇŜŎǘƛǾŜǎΦ 9ƳǇƘŀǎƛȊŜ ǘƘŀǘ ƛƴ ŀ ǊŜŀƭ ŀŘǾƛǎƻǊȅ ǎƛǘǳŀǘƛƻƴΣ ǘƘŜ ŀŘǾƛǎƻǊΩǎ ǊƻƭŜ ƛǎ ǘƻ ŦŀŎƛƭƛǘŀǘŜ ǘƘŜ ŎƭƛŜƴǘΩǎ ǘƘƛƴƪƛƴƎ, 

maybe by asking questions or providing information about external trends they might not know. If a group missed 

a known threat (say, a pending regulation on water use), an advisor could bring that up. Discuss prioritization: 

SWOT lists can get long, but not all points are equal. Advisors can help clients focus on the most strategic  items 

(e.g., high- impact weaknesses or highly likely threats). 

Tip for Success: Ensure that during the exercise, one group do not get stuck only on internal factors or 

only external. Remind them to use both sides of the SWOT. Watch for any confusion between Strengths 

vs Opportunities, etc., and clarify.  Strengths and weaknesses are present-day/internal, opportunities 

and threats are future/external.  

Activity -  Trend Monitoring Discussion (10 min):   

Dive a bit deeper into how to keep an eye on trends  ŀǎ ǇŀǊǘ ƻŦ ǎǘǊŀǘŜƎƛŎ ǇƭŀƴƴƛƴƎΦ !ǎƪ ǇŀǊǘƛŎƛǇŀƴǘǎΥ άWhat big 

trends do you think agroforestry businesses should watch over the next 5 -мл ȅŜŀǊǎΚέ Possible answers: climate 

change impacts, carbon markets, evolving EU agricultural policy, consumer demand for sustainable products, 

technological innovations (like remote sensing for tree growth), etc. Jot these on a flipchart. This is essentially 

practi cing PESTEL thinking. Point out that good strategic advisors c ontinuously monitor such trends and share 

relevant insights with their clients. Introduce the idea of doing a simple trends report  or opportunity/threat radar  

annually for a business. Some advisors create summaries of key changes (for example: new grant opportunities 

= Opportunity, or emerging pest = Threat) and discuss them with clients. This can be an ongoing service offering. 

It helps businesses not to be surprised. Tie back to SWOT: these trend insights feed into updating the SWOT and 

strategy regularly. 

Optionally mention tools: you can use online resources to stay updated (like EURAF news for policy, market price 

trackers, climate outlooks from meteorological services). Encourage participants to share any sources they use 

to keep up with agricultural or forestry trends. Share a case that shows how analysis could inform strategy . 

Example ς SWOT Leads to New Opportunities (Ireland)  

In Ireland, a small agroforestry enterprise (a fruit orchard with poultry grazing) was looking to expand income. 
With an advisor, they performed a SWOT analysis. Key findings: 

 Strengths:  high-quality organic fruit, diversified income from eggs, strong local community support. 
Weaknesses: limited processing facilities, no online presence.  

Opportunities:  growing local tourism trend, government grant for farm diversification, rising consumer interest 
ƛƴ άagroforestry experiencesΦέ  

Threats: cheap imported fruit undercutting prices, frequent extreme wet weather affecting yields.  

Through this analysis, the advisor helped the farmer realize they could leverage their strengths and 
opportunities by opening a small farm café and farm tour (agritourism) ς turning the local tourism trend into 
an income source. They also decided to apply for the diversification grant to build a fruit drying facility (to 
process surplus fruit into chips and teas, addressing the weakness of no processing). These strategic initiatives 
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ŎŀƳŜ ŘƛǊŜŎǘƭȅ ŦǊƻƳ ǘƘŜ {²h¢ ƛƴǎƛƎƘǘǎΦ ¢ǿƻ ȅŜŀǊǎ ƭŀǘŜǊΣ ǘƘŜ ŦŀǊƳΩǎ ǊŜǾŜƴǳŜ ƛƴŎǊŜŀǎŜŘ ōȅ пл҈Σ ǇŀǊǘƛŀƭƭȅ ǘƘŀƴƪǎ ǘƻ 
agritourism and value -added products. Importantly, by monitoring policy and market trends, the advisor kept 
the farmer informed (e.g., alerting them when a new rural tourism marketing program started, which they joined 
to attract visitors).  

Key Takeaway:  

! ǘƘƻǊƻǳƎƘ ŀƴŀƭȅǎƛǎ Ŏŀƴ ǊŜǾŜŀƭ άƘƛŘŘŜƴέ ƻǇǇƻǊǘǳƴƛǘƛŜǎΣ ŀƴŘ ŀŘǾƛǎƻǊǎ ƘŜƭǇ ŎƻƴƴŜŎǘ ǘƘŜ Řƻǘǎ ŦǊƻƳ ŀƴŀƭȅǎƛǎ ǘƻ 
action.  

Session 3 wrap -up (5 min)  

Ask participants how they felt doing the SWOT as a group ς what was easy or hard? Often, identifying weaknesses 

or threats can be uncomfortable. Emphasize advisors should create a safe, non - judgmental environment for 

clients in this process (for example: r eassure that every business has weaknesses and that identifying them is a 

strength, not an embarrassment). End with the note: άbƻǿ ǘƘŀǘ ǿŜ ƪƴƻǿ Ƙƻǿ ǘƻ ŀƴŀƭȅǎŜ ǘƘŜ ǎƛǘǳŀǘƛƻƴΣ ǘƘŜ ƴŜȄǘ 

step is to consider risk more deeply, and then move towards deciding on aŎǘƛƻƴǎΦέ 

Methods Used: Presentation with example, large group brainstorming, small group case analysis exercise (SWOT), 

trend brainstorming. Interactive element:  high ς group work and discussions ensure participants actively use the 

tools. 

 

Tip for Success : άGood strategy rests on good analysis Φέ SWOT and trend analysis help businesses 

understand their context before jumping to decisions . As advisors, being systematic and bringing in 

external info is a big value-add.  Part of the ŀƴŀƭȅǎƛǎ ǘƘŀǘΩǎ ŜǎǇŜŎƛŀƭƭȅ ŎǊƛǘƛŎŀƭ ƛǎ identifying and assessing 

risks.  
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Session 4: Risk Assessment in Agroforestry Businesses (15:15ς16:30) 

Objective  

Introduce the concept of risk assessment within strategic planning and provide advisors with tools to help 

businesses identify and manage risks. By the end, participants will be able to facilitate a basic risk assessment, 

categorize different types of risk s (e.g. production, market, financial, climate - related), and guide clients in 

ŘŜǾŜƭƻǇƛƴƎ Ǌƛǎƪ ƳƛǘƛƎŀǘƛƻƴ ǎǘǊŀǘŜƎƛŜǎ ŀǎ ǇŀǊǘ ƻŦ ǘƘŜƛǊ ōǳǎƛƴŜǎǎ ǇƭŀƴΦ ¢ƘŜȅ ǿƛƭƭ ŀƭǎƻ ŀǇǇǊŜŎƛŀǘŜ ǘƘŜ ŀŘǾƛǎƻǊΩǎ ǊƻƭŜ ƛƴ 

fostering risk-aware yet proactive decision - making (not fear - driven). 

Activity -  Discussion Starter (10 min)   

Ask the group: ά²Ƙŀǘ ƪƛƴŘǎ ƻŦ Ǌƛǎƪǎ Řƻ ŀƎǊƻŦƻǊŜǎǘǊȅ ŜƴǘŜǊǇǊƛǎŜǎ ŦŀŎŜ ǘƘŀǘ ŎƻǳƭŘ ŘŜǊŀƛƭ ǘƘŜƛǊ ǎǘǊŀǘŜƎƛŎ ƎƻŀƭǎΚέ List 

answers on flipchart. Likely responses: weather extremes (drought, storms), pest/disease outbreaks, market price 

drops, policy changes (e.g., subsidy removal), financial risks (debt, interest rate changes), labour availability, etc. 

Supplement with any missed ones ς possibly categorize into:  

Production risks  (yield, pests, weather),  

Market risks  (prices, demand shifts),  

Financial risks  (cash flow, investment),  

Institutional/Legal risks  (policy, land tenure), and  

Human risks  (illness/injury of key people, labour issues).  

This mirrors the known categories of farm risk management. The idea is to make sure participants consider a 

broad spectrum, not just natural risks. 

Presentation: Risk Assessment Basics (15 min)  

Define risk in a planning context:  

Risk = the possibility of an event that could negatively (or positively) affect outcomes . Emphasize that strategic 

ǇƭŀƴƴƛƴƎ ƛǎ ƴƻǘ ŎƻƳǇƭŜǘŜ ǿƛǘƘƻǳǘ ŎƻƴǎƛŘŜǊƛƴƎ άWhat could go wrong?έ ŀƴŘ άIƻǿ ǿƛƭƭ ǿŜ ǇǊŜǇŀǊŜ ƻǊ ǊŜǎǇƻƴŘΚέ 

Introduce a simple tool: the Risk Matrix  (likelihood vs impact). Show a slide with a 2x2 or 3x3 matrix and an 

ŜȄŀƳǇƭŜΥ ϝά{ŜǾŜǊŜ ŘǊƻǳƎƘǘέ Ґ ƘƛƎƘ ƭƛƪŜƭƛƘƻƻŘΣ ƘƛƎƘ ƛƳǇŀŎǘ ŦƻǊ ŀ aŜŘƛǘŜǊǊŀƴŜŀƴ ŦŀǊƳ ς top priority risk; άEquipment 

ōǊŜŀƪŘƻǿƴέ Ґ ƳƻŘŜǊŀǘŜ ƭƛƪŜƭƛƘƻƻŘΣ ƳŜŘƛǳƳ ƛƳǇŀŎǘΤ etc. Advisors can help clients plot key risks on such a matrix 

to prioritize which ones need action. Mention risk mitigation strategies : avoid, reduce, transfer (insurance), or 

accept. Give a quick example for each:  

Avoid ς choosing not to plant a very frost - sensitive species in a frost- prone site;  

Reduce ς implementing irrigation to reduce drought risk;  

Transfer ς buying insurance or partnering to share risk;  

Accept  ς acknowledging a minor risk and monitoring it.  

Stress that not all risks can be eliminated, but having a plan can turn a crisis into a manageable event. Quote a 

relevant extension insight: Extension workers have a vital role in helping farmers reflect on and manage risks, 

meaning advisors should prompt  clients to think about risks proactively. If available, share a statistic or factoid, 

ŜΦƎΦΣ άStudies show that farmers who plan for risks (diversification, insurance, etc.) have more stable incomes over 

time fao.orgΦέ 

https://www.fao.org/4/i0412e/i0412e03.pdf#:~:text=,to%20play%20in%20assisting
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Highlight opportunity side of risk  ς sometimes taking a calculated risk is needed to innovate. Advisors should help 

distinguish between reckless risk and strategic risk (calculated, with backup plans). 

Activity -  Case Study & Role Play ς Risk Analysis Conversation (30 min):   

Organize a role - play activity to practice discussing risks with a client. Pair up participants. One plays an advisor, 

one the farmer/business owner. Give each pair a scenario (possibly continue with the ά{ǳƴǊƛǎŜ CŀǊƳέ case from 

Session 3 or a new short scenario  that the participants can identify with ). Example scenario: A chestnut 

silvopasture farm in Italy is planning to expand chestnut orchards. They have identified this as a key strategy for 

growth. But they face risks like unpredictable rain patterns (some years of drought), and dependence on a single 

buyer for their chestnut products.   

¢ƘŜ ŀŘǾƛǎƻǊΩǎ ǘŀǎƪΥ ƛƴ мл ƳƛƴǳǘŜǎΣ ǘŀƭƪ ǿƛǘƘ ǘƘŜ άŦŀǊƳŜǊέ ǘƻ ƛŘŜƴǘƛŦȅ ŀǘ ƭŜŀǎǘ о ƳŀƧƻǊ Ǌƛǎƪǎ ǘƻ ǘƘŜ Ǉƭŀƴ ŀƴŘ ōǊŀƛƴǎǘƻǊƳ 

ƛŘŜŀǎ ǘƻ ƳŀƴŀƎŜ ǘƘŜƳΦ ¢ƘŜ άŦŀǊƳŜǊέ όǇŀǊǘƛŎƛǇŀƴǘύ Ŏŀƴ ǳǎŜ ŀ ǇǊƻƳǇǘ ǎƘŜŜǘ ǿƛǘƘ ŀ ŦŜǿ ǇŜǊǎƻƴŀƭƛǘȅκŀǘǘƛǘǳŘŜ ƴƻǘŜǎ 

(e.g., risk- averse or risk- taking stance) to make it interesting. After 10 minutes, swap roles if time permits with a 

different scenario or let some pairs share their experience.  

After the role- play, debrief as a whole group (10 min): άIƻǿ Ŝŀǎȅ ƻǊ ŘƛŦŦƛŎǳƭǘ ǿŀǎ ƛǘ ŦƻǊ ȅƻǳ όŀǎ ǘƘŜ ŀŘǾƛǎƻǊύ ǘƻ ƎŜǘ 

ǘƘŜ ŦŀǊƳŜǊ ǘƻ ǘŀƭƪ ŀōƻǳǘ ǊƛǎƪǎΚέ and άIƻǿ ŘƛŘ ǘƘŜ ŦŀǊƳŜǊ ǊŜǎǇƻƴŘ ς ǿŜǊŜ ǘƘŜȅ ŘŜŦŜƴǎƛǾŜΣ ƻǇŜƴΣ ǎǳǊǇǊƛǎŜŘΚέ This 

draws out how some clients might initially resist talking about negative possibilities, or conversely, some might be 

very anxious about risks. Discuss strategies to approach both types (for example:  for resistant ones, frame risk 

ǘŀƭƪ ŀǎ άwe want to ensure your plan succeeds under ŘƛŦŦŜǊŜƴǘ ŎƻƴŘƛǘƛƻƴǎέ; for anxious ones, emphasize that 

planning reduces fear). Ask a pair or two to share a risk and mitigation idea they discussed.  

For instance, the chestnut farm risk: drought ς mitigation might be to invest in water storage or plant some 

drought - tolerant fodder trees as backup; single- buyer risk ς mitigation by finding alternative buyers or developing 

on- farm processing to not rely on one buyer. Note how these mitigation actions might become part of the 

ǎǘǊŀǘŜƎƛŎ Ǉƭŀƴ όŜΦƎΦΣ άdevelop local direct sales for chestnut flourέ ōŜŎƻƳŜǎ ŀ ǎǘǊŀǘŜƎƛŎ ŀŎǘƛƻƴ ǎǘŜƳƳƛƴƎ ŦǊƻƳ Ǌƛǎƪ 

analysis). 

Tip for Success: Walk around during role -play to ensure they stay on task. If a pair seems stuck, you 

Ŏŀƴ ƎŜƴǘƭȅ ŘǊƻǇ ŀ Ƙƛƴǘ ƛƴ ŎƘŀǊŀŎǘŜǊ όάFarmer might be worried about ΦΦΦέύΦ !ŦǘŜǊ ǊƻƭŜ- play, highlight 

positive behaviours observed, like good questions asked by advisors or empathetic listening. 

Tool Practice ς Risk Prioritization (10 min):   

Distribute a simple risk matrix template. Individually or in small groups, have participants take one of the scenarios 

or even their own real- life client example and jot down 4 -5 risks on sticky notes, then place them on the matrix (if 

doing physically) or ƳŀǊƪ ƻƴ ǇŀǇŜǊΦ ¢Ƙƛǎ ǉǳƛŎƪ ŜȄŜǊŎƛǎŜ ǊŜƛƴŦƻǊŎŜǎ ǘƘŜ ŎƻƴŎŜǇǘ ƻŦ ǇǊƛƻǊƛǘƛȊƛƴƎ ǊƛǎƪǎΦ ¢ƘŜƴ ŀǎƪΥ άWhich 

ƻƴŜ ƻǊ ǘǿƻ Ǌƛǎƪǎ ŎŀƳŜ ƻǳǘ ŀǎ ƘƛƎƘŜǎǘ ǇǊƛƻǊƛǘȅ ƛƴ ȅƻǳǊ ƳŀǘǊƛȄΚέ ŀƴŘ ά²Ƙŀǘ ƛǎ ƻƴŜ ŀŎǘƛƻƴ ǘƻ ŀŘŘǊŜǎǎ ŜŀŎƘΚέ This 

reinforces making the link from assessment to a ction. Provide a brief example of a farm that may successfully 

navigate a major risk thanks to planning . 

 

Example-  Windbreaks as Risk Management (Netherlands):  

A Dutch agroforestry farm (mixed vegetables and trees) identified wind damage and soil erosion as a threat 
όŀŦǘŜǊ ŀ ǎǘƻǊƳ ŘŜǾŀǎǘŀǘŜŘ ŎǊƻǇǎ ƻƴŜ ȅŜŀǊύΦ ²ƛǘƘ ŀƴ ŀŘǾƛǎƻǊΩǎ ƎǳƛŘŀƴŎŜΣ ǘƘŜȅ ƳŀŘŜ Ǌƛǎƪ ƳƛǘƛƎŀǘƛƻƴ ǇŀǊǘ ƻŦ ǘƘŜƛǊ 
strategy: planting tree windbreaks and  diversifying crops. The strategic plan included establishing 3 rows of 
willow and alder as shelterbelts around fields within 2 years, and diversifying into at least 2 new crops to spread 
weather risk. Two years later, a severe storm hit the region. While ƴŜƛƎƘōƻǳǊǎΩ ƳƻƴƻŎǊƻǇ ŦƛŜƭŘǎ ǎǳŦŦŜǊŜŘ ƘŜŀǾȅ 
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losses, the agroforestry farm had minimal damage ς the windbreaks reduced storm impact and diverse crops 
meant some yields survived. Additionally, the farm saved on irrigation due to improved microclimate from trees. 
This case underlines how integrating ri sk management (tree windbreaks in this case) into the strategic plan 
ōǳƛƭǘ ǘƘŜ ŦŀǊƳΩǎ ǊŜǎƛƭƛŜƴŎŜΦ  

Key Takeaway:  

The advisor helped the farmer see that proactive investment (planting trees) would pay off by reducing future 
risk, which it did. 

Session 4 wrap -Up (5 min)  

wŜƛƴŦƻǊŎŜ ǘƘŀǘ ŘƛǎŎǳǎǎƛƴƎ Ǌƛǎƪ ƛǎ ŀ ŎǊƛǘƛŎŀƭ ǇŀǊǘ ƻŦ ǎǘǊŀǘŜƎƛŎ ŀŘǾƛǎƛƴƎΦ !ŘǾƛǎƻǊǎ ǎƘƻǳƭŘ ŜƴǎǳǊŜ ŎƭƛŜƴǘǎ ŎƻƴǎƛŘŜǊ άwhat 

ifέ ǎŎŜƴŀǊƛƻǎΦ Lǘ ƛǎ ƴƻǘ ŀōƻǳǘ ǎŎŀǊƛƴƎ ǘƘŜƳΣ ōǳǘ ŀōƻǳǘ ǇǊŜǇŀǊŜŘƴŜǎǎΦ vǳƻǘŜ ƛŦ ŀǇǇǊƻǇǊƛŀǘŜΥ άIƻǇŜ ŦƻǊ ǘƘŜ ōŜǎǘΣ Ǉƭŀƴ 

ŦƻǊ ǘƘŜ ǿƻǊǎǘΦέ By thinking ahead, agroforestry businesses can weather setbacks and even turn some risks into 

opportunities (for example: climate change driving carbon farming incentives). End Day 1 on a positive note: 

strategic planning might seem a lot of work ς vision, analysis, risk ς but it arms businesses with knowledge and 

confidence. Encourage participants to reflect overnight on how they might apply these tools to their own context 

or a client they know. Assign a light reflection homeworkΥ ŦƻǊ ŜȄŀƳǇƭŜΣ άThink of a farm or project you work with. 

Jot down a draft SWOT or a couple of key strategic goals for them ς something we can perhaps discuss tomorrowΦέ 

This primes them for Day 2. 

Methods Used:  Brainstorming, mini - lecture with slides, paired role - play, interactive tool practice, and case 

example storytelling. Interactive element:  high ς especially with role-play engaging participants in advisor - client 

dialogue.  
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Day 1 Wrap-Up & Reflection (16:30ς16:45) 

Thank participants for their active involvement. Remind everyone of the the next sessions and anticipate the 

upcoming topics:  For example-  ά¢ƻƳƻǊǊƻǿ ǿŜΩƭƭ ŦƻŎǳǎ ƻƴ Ƙƻǿ ǘƻ ŎƻƳƳǳƴƛŎŀǘŜ ŀƴŘ ƛƳǇƭŜƳŜƴǘ ǘƘŜǎŜ ǎǘǊŀǘŜƎƛŎ 

plans ς ǘƘŜ ōŜǎǘ Ǉƭŀƴ ƳŜŀƴǎ ƭƛǘǘƭŜ ƛŦ ƛǘΩǎ ƴƻǘ ǿŜƭƭ-ŎƻƳƳǳƴƛŎŀǘŜŘ ŀƴŘ ŜȄŜŎǳǘŜŘΦ ²ŜΩƭƭ ŀƭǎƻ ǘŀŎƪƭŜ ŀƴȅ ǊŜƳŀƛƴƛƴƎ 

ǉǳŜǎǘƛƻƴǎ ŦǊƻƳ ǘƻŘŀȅΦέ 

 

Tip for Success: Do a quick round: ask each person to share one insight or tool  from these sessions that 

they found most useful. This serves as informal feedback and reinforcement. Common answers might 

ōŜ άI liked practicing the SWOT, it was eye-openingέ ƻǊ άVisioning can actually be fun, I was surprisedΦέ 

Acknowledge all inputs. 
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Day 2: From Strategy to Action ς Communication and 

Implementation  

Day 2 builds upon the strategic plans and analyses from Day 1, shifting focus to execution: how advisors can 

support the implementation of strategies and the communication needed throughout the process. The day begins 

by addressing any reflections from Day 1 and a quick review. Then, a significant session on communication in 

strategic processes  covers how to engage and align stakeholders (such as farm employees, cooperative 

members) with the strategy ς a critical advisor skill. The afternoon sessions concentrate on turning strategy into 

concrete action plans, ensuring effective execution, and es tablishing a monitoring (controlling) mechanism to 

keep the strategy on track. Participants will learn tools for implementation planning (work plans, Gantt charts, 

responsibility matrices) and practice using them in scenarios. Finally, a capstone exercise will tie together the 

learning: participants will work on a mini strategic plan for a case and present it, allowing them to integrate vision, 

analysis, communication, and implementation elements. The day concludes with a knowledge quiz and an 

evaluation. By the end of Day 2, advisors should feel equipped not just to plan  but to help drive action  and follow-

through , which is where many strategies succeed or fail. 

Schedule at a Glance  (Day 2) 

09:00ς09:30 Recap of Day 1 and Overview of Day 2 

09:15ς10:45 Session 5: Communication Tools in the Strategy Process 

10:45ς11:00 Break 

11:00ς12:30 Session 6: Action Planning ς From Strategy to Implementation  

12:30ς13:30 Lunch 

13:30ς15:00 Session 7: Execution and Monitoring (Strategic Controlling) 

15:00ς15:15 Break 

15:15ς16:15 Session 8: Capstone Exercise ς Strategic Plan Integration & Presentations 

16:15ς16:45 Quiz and Evaluation and Closing 

 

Recap of Day 1 and Overview of Day 2 (09:00ς09:15)  

Start with a quick energizer: for example, a short quiz question or poll: ά²ƘƛŎƘ ǎǘǊŀǘŜƎƛŎ ǘƻƻƭ ŦǊƻƳ ȅŜǎǘŜǊŘŀȅ Řƻ 

ȅƻǳ ŀƴǘƛŎƛǇŀǘŜ ǳǎƛƴƎ ŦƛǊǎǘ ƛƴ ȅƻǳǊ ǿƻǊƪΚέ (Options: Visioning, SWOT, Risk matrix, etc. ς participants can raise hands 

or use coloured cards for each). This reactivates their memory. Summarize Day 1 key points in 2 -3 slides or a 

spoken narrative: We talked about the importance of strategic planning, practiced setting a vision and goals, 

analysed a business with SWOT and trends, and considered ris k. Emphasize how those pieces feed into today: 

άbƻǿ ǿŜ ƘŀǾŜ ŀ ǇƭŀƴΣ Ƙƻǿ Řƻ ǿŜ ƳŀƪŜ ƛǘ ƘŀǇǇŜƴ ŀƴŘ ƎŜǘ ŜǾŜǊȅƻƴŜ ŜƴƎŀƎŜŘΚέ 

LƴǾƛǘŜ ŀ ŎƻǳǇƭŜ ƻŦ ǇŀǊǘƛŎƛǇŀƴǘǎ ǘƻ ǎƘŀǊŜ ǘƘŜƛǊ ǊŜŦƭŜŎǘƛƻƴ ƘƻƳŜǿƻǊƪ όƛŦ ŀǎǎƛƎƴŜŘύΦ CƻǊ ƛƴǎǘŀƴŎŜΣ άMaria, you 

mentioned you had a client in mind yesterday ς what SWOT factor stood out for them?έ YŜŜǇ ǘƘƛǎ ōǊƛŜŦΤ ƛǘ ƛǎ Ƴƻǎǘƭȅ 

to show relevance and encourage application thinking. Give an overview of Day 2 agenda. Highlight that today 

is about communication  and implementation  ς often the hardest part of making strategies reality. Mention the 

final capstone and quiz, so they know what is coming. 
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Session 5: Communication Tools in the Strategy Process (09:15ς10:45) 

Objective  

Highlight the critical role of communication in successfully formulating and executing strategy, and equip 

participants with practical communication tools and techniques to use with clients and stakeholders. By the end, 

advisors will understand how to enga ge stakeholders through clear messaging, storytelling, and participatory 

communication methods, ensuring everyone involved in the business strategy is informed and motivated. They will 

practice crafting strategic messages and managing group communication ( e.g., strategy meetings, 

announcements). 

Activity -  Brainstorm & Input (10 min)  

Pose a question: ά²Ƙƻ ŀǊŜ ǘƘŜ ǎǘŀƪŜƘƻƭŘŜǊǎ ǘƘŀǘ ƴŜŜŘ ǘƻ ǳƴŘŜǊǎǘŀƴŘ ƻǊ ōŜ ƛƴǾƻƭǾŜŘ ƛƴ ŀ ŦŀǊƳΩǎ ǎǘǊŀǘŜƎƛŎ ǇƭŀƴΚέ 

Write answers on a flipchart. Expected: the farm owner(s), family members, employees or farm workers, 

cooperative members (if co-op), investors or sponsors, customers (maybe indirectly), local community (if relevant), 

and partners (like extension services , etc.). This shows that strategy is not just in the head of the owner ς 

communicating it to others is key for alignment. Highlight that even a si ngle- family farm should ensure all family 

members involved know the plan; in larger groups, communication becomes even more crucial.  

Reflection -  The Importance of Communication (5 min)  

Reinforce with a quick fact or quote: ά{ǳŎŎŜǎǎŦǳƭ ƛƳǇƭŜƳŜƴǘŀǘƛƻƴ ƻŦ ŀ ǎǘǊŀǘŜƎƛŎ Ǉƭŀƴ ŘŜǇŜƴŘǎ ƻƴ ŎƻƳƳǳƴƛŎŀǘƛƻƴ 

ǘƘŀǘ ŀƭƛƎƴǎ ŜǾŜǊȅƻƴŜΩǎ ŀŎǘƛƻƴǎέΦ Explain that poor communication can cause a strategy to fail even if it is a great 

plan ς ōŜŎŀǳǎŜ ǇŜƻǇƭŜ ǿƛƭƭ ƴƻǘ ŜȄŜŎǳǘŜ ǿƘŀǘ ǘƘŜȅ Řƻ ƴƻǘ ǳƴŘŜǊǎǘŀƴŘ ƻǊ ōǳȅ ƛƴǘƻΦ !ƴƻǘƘŜǊ ǉǳƻǘŜΥ άEffective 

ŎƻƳƳǳƴƛŎŀǘƛƻƴ ƛǎ ƪŜȅ ǘƻ ōǊŜŀƪƛƴƎ Řƻǿƴ ǎƛƭƻǎ ŀƴŘ ŜƴƎŀƎƛƴƎ ǎǘŀƪŜƘƻƭŘŜǊǎ ŀǊƻǳƴŘ ŀ ŎƻƳƳƻƴ ǾƛǎƛƻƴέΦ Advisors 

often act as communication facilitators or translators, ensuring the message  of the strategy is clear and 

compelling.  

Presentation: Communication Tools (15 min)  

Introduce specific tools and approaches for strategic communication:  

¶ Vision/Mission Statements:  These can be displayed prominently (in farm office, on website) ς a concise 

reminder of the strategic direction. Advisors can help craft these statements in plain language that 

everyone understands. 

¶ Strategy Map or Visual:  A one-page diagram that shows how the pieces of the strategy fit together (for 

example: a flowchart linking vision -> goals -> key initiatives). Show a simple example on a slide ς perhaps 

a mock -up for an agroforestry business (vision at top, pillars or s trategic objectives beneath, arrows to 

outcomes). 

¶ Stakeholder Meetings & Workshops:  Advisors might facilitate a meeting where the business owner 

presents the new strategy to staff or coop members. Techniques to use: start with a story (why this strategy 

ƳŀǘǘŜǊǎ άwemember the drought last year? That inspired us to plant trees ς our strategy is about 

resilience.έύΣ ǳǎŜ ŎƘŀǊǘǎ ƻǊ ōŜŦƻǊŜκŀŦǘŜǊ ǾƛǎǳŀƭǎΣ ŀƴŘ ŀƭƭƻǿ vϧ! ŦƻǊ ōǳȅ- in. 

¶ Regular Communication Channels:  Encourage clients to have ongoing updates, for example: monthly 

meetings, newsletters, WhatsApp group updates ς to report progress on strategic initiatives. Advisors can 

help set up these rhythms. 
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¶ Elevator Pitch:  Teach clients (and practice ourselves) to explain their strategy in a few sentences for 

different audiences (such as what to tell a potential investor versus a neighbour about their plans).  

¶ Storytelling:  9ƳǇƘŀǎƛȊŜ ǘǊŀƴǎƭŀǘƛƴƎ ŘǊȅ Ǝƻŀƭǎ ƛƴǘƻ ƘǳƳŀƴ ǎǘƻǊƛŜǎΦ LƴǎǘŜŀŘ ƻŦ άWe aim to increase tree 

cover 20%Σέ ǘŜƭƭ ƛǘ ŀǎ ά²ŜΩǊŜ ǇƭŀƴǘƛƴƎ ƻǊŎƘŀǊŘǎ ǎƻ ǘƘŀǘ ƛƴ р ȅŜŀǊǎ ƻǳǊ Ŏƻǿǎ ǿƛƭƭ ƎǊŀȊŜ ǳƴŘŜǊ ōƭƻǎǎƻƳǎ ŀƴŘ 

ǿŜΩƭƭ ƘŀǾŜ ŀ ƴŜǿ ŎƛŘŜǊ ǇǊƻŘǳŎǘ ς ǘƘŀǘΩǎ ƻǳǊ ǇŀǘƘ ǘƻ ǎǳǎǘŀƛƴ ǘƘƛǎ ŦŀǊƳ ŦƻǊ ƻǳǊ ŎƘƛƭŘǊŜƴΦέ !ŘǾƛǎƻǊǎ Ŏŀƴ ŘǊŀǿ 

out these narratives which resonate emotionally. 

Mention the importance of feedback loops : communication is two - way. Stakeholders should be invited to give 

input or express concerns ς strategy should be a living conversation, not a top -down decree. As a tool, advisors 

might use surveys or informal interviews to gather input from farmers, employees or coop members during 

strategy development.  

Activity ς Crafting a Message (20 min)  

Participants practice simplifying and communicating a strategy. Have each participant (or pairs) pick one of the 

ǎǘǊŀǘŜƎƛŎ ǘŀǊƎŜǘǎ ƻǊ ƛƴƛǘƛŀǘƛǾŜǎ ŦǊƻƳ ǘƘŜ ŜŀǊƭƛŜǊ ŎŀǎŜ όά{ǳƴǊƛǎŜ CŀǊƳέ ƻǊ ǘƘŜƛǊ ƻǿƴ ŜȄŀƳǇƭŜύΦ bƻǿΣ ƛƳŀƎƛƴŜ ǘƘŜȅ ƘŀǾŜ 

to explain this part of th Ŝ Ǉƭŀƴ ǘƻ ŀ ǎǘŀƪŜƘƻƭŘŜǊ ƛƴ ŀ ŎƻƳǇŜƭƭƛƴƎ ǿŀȅΦ CƻǊ ƛƴǎǘŀƴŎŜΣ ǘŀǊƎŜǘΥ άPlant 5 ha of 

agroforestry alley cropsΦέ Iƻǿ ǘƻ ŎƻƳƳǳƴƛŎŀǘŜ ƛǘΚ tŜǊƘŀǇǎ ŀǎΥ ά²ŜΩǊŜ ƎƻƛƴƎ ǘƻ Ǉƭŀƴǘ Ǌƻǿǎ ƻŦ ǿŀƭƴǳǘ ǘǊŜŜǎ ƛƴ ƻǳǊ 

wheat field ς this will protect the soil and in a few years provide extra income from nuts, making our farm more 

profitable and sustainableΦέ 9ƴŎƻǳǊŀƎŜ ǘƘŜƳ ǘƻ ǳǎŜ ƴƻƴ- technical language and mention the why. Give 5 minutes 

to write a few sentences (this is the elevator pitch for that initiative). Then have a few volunteers present theirs as 

if addressing a stakeholder group. After each, discuss: was it clear and motivating? Refine together. This trains 

advisors to help clients articulate their strategy clearly.  

Presentation -  Handling Difficult Conversations (15 min)  

Discuss scenarios where strategic decisions might face resistance and how communication tools can help. For 

example: A cooperative decides to shift to organic practices as part of strategy, but some members resist due to 

short- term costs. How should the advisor guide the communication? Solicit quick ideas. Then outline a few tips: 

¶ Use data and success stories:  for example, share results from another farm that went organic and 

benefited, to persuade logically.  

¶ Empathize and address concerns:  άL ǳƴŘŜǊǎǘŀƴŘ ȅƻǳ ǿƻǊǊȅ ŀōƻǳǘ ŎƻǎǘǎΤ ƘŜǊŜΩǎ Ƙƻǿ ǿŜ Ǉƭŀƴ ǘƻ ƳŀƴŀƎŜ 

themΧέ 

¶ Find champions: maybe a respected member who supports the strategy can co - present the plan (peer 

influence). 

¶ Small group dialogues: break a big contentious meeting into small facilitated groups to let everyone voice 

thoughts (reducing open conflict).  

Possibly role-play a micro - scenario: one trainer plays a sceptical stakeholder, and the other (or a volunteer 

participant) tries to communicate the strategy to them using some of these techniques. Keep it light but instructive. 

 

Tip For Success: Remind participants that listening  is the most powerful communication tool. Advisors 

ǎƘƻǳƭŘ ŎƻŀŎƘ ŎƭƛŜƴǘǎ ǘƻ ƭƛǎǘŜƴ ǘƻ ǘƘŜƛǊ ǘŜŀƳΩǎ ŦŜŜŘōŀŎƪΦ !ƭǎƻΣ ƳŜƴǘƛƻƴ ǘƘŀǘ ǎƻƳŜǘƛƳŜǎ ǎǘǊŀǘŜƎƛŜǎ ƴŜŜŘ 

adjusting if communication reveals valid concerns ς ǘƘŀǘΩǎ ƻƪŀȅΤ ōŜǘǘŜǊ ǘƻ ŀŘƧǳǎǘ ŜŀǊƭȅ ǘƘŀƴ ǘƻ ƘŀǾŜ 

silent pushback later. 
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Share a positive example where good communication can make a difference. 

Case Example ς Engaging a Team through Communication (Italy)  

An agroforestry start - up in Italy had a brilliant strategic plan to develop a new line of tree -based herbal 
products. However, initially the farm workers were not performing their tasks toward the new plan; some did not 
understand why they were suddenly asked to collect tree leaves in addition to regular duties. The owner, with 
ŀƴ ŀŘǾƛǎƻǊΩǎ ƘŜƭǇΣ ǊŜŀƭƛȊŜŘ ǘƘŜ ǎǘǊŀǘŜƎȅ ƘŀŘ ƴƻǘ ōŜŜƴ ǿŜƭƭ ŎƻƳƳǳƴƛŎŀǘŜŘΦ ¢ƘŜȅ ƻǊƎŀƴƛȊŜŘ ŀ ǘŜŀƳ ƳŜŜǘƛƴƎ ƻƴ 
the farm. The owner told the story of how he got the idea during a farm visi t in France where tree herbs were 
ǎŜƭƭƛƴƎ ǿŜƭƭ όƳŀƪƛƴƎ ƛǘ ǊŜƭŀǘŀōƭŜύΣ ŜȄǇƭŀƛƴŜŘ ǘƘŜ Ǿƛǎƛƻƴ όάƛŦ ǘƘƛǎ ǿƻǊƪǎΣ ƛǘ ŎƻǳƭŘ ƛƴŎǊŜŀǎŜ ƻǳǊ ǊŜǾŜƴǳŜ ŀƴŘ ŜǾŜǊȅƻƴŜΩǎ 
earningsέύΣ ŀƴŘ ǎƘƻǿŜŘ ŀ ǎƘƻǊǘ ǾƛŘŜƻ ƻŦ ǘƘŜ CǊŜƴŎƘ ŦŀǊƳ ǎǳŎŎŜǎǎŦǳƭƭȅ ŘƻƛƴƎ ƛǘΦ IŜ ƛƴǾƛǘŜŘ ǉǳŜǎǘƛƻƴǎΣ ŀŘŘǊŜǎǎƛƴƎ 
concerns about workload by promising training and possibly hiring an additional seasonal worker during 
harvest. After this transparent communication, th e workers became more engaged ς some even suggested 
ideas to improve the process. Over the next year, productivity and morale improved, and the new product line 
launched successfully.  

Key Takeaway:  

TŀƪƛƴƎ ǘƛƳŜ ǘƻ ŎƻƳƳǳƴƛŎŀǘŜ ǘƘŜ άǿƘȅέ ŀƴŘ άƘƻǿέ ƻŦ ŀ ǎǘǊŀǘŜƎƛŎ ƛƴƛǘƛŀǘƛǾŜ ǿƛǘƘ ǘƘƻǎŜ ǿƘƻ ŜȄŜŎǳǘŜ ƛǘ Ŏŀƴ 
significantly improve implementation. Advisors can prompt business owners to not skip this human step and 
even facilitate these meetings to ensure clarity and inclusion. 

 

Wrap-up Thought:  Quote a proverb or saying, e.g., άLŦ ȅƻǳ ǿŀƴǘ ǘƻ Ǝƻ ŦŀǎǘΣ Ǝƻ ŀƭƻƴŜΦ LŦ ȅƻǳ ǿŀƴǘ ǘƻ Ǝƻ ŦŀǊΣ Ǝƻ 

ǘƻƎŜǘƘŜǊΦέ ¢ȅƛƴƎ ƛǘ ǘƻ ǎǘǊŀǘŜƎȅΥ ŀ ƭŜŀŘŜǊ ǿƛǘƘ ŀ Ǉƭŀƴ ǿƛƭƭ άƎƻ ŦŀǊέ ƻƴƭȅ ƛŦ ǘƘŜȅ ōǊƛƴƎ ƻǘƘŜǊǎ ŀƭƻƴƎ ǘƘǊƻǳƎƘ ƎƻƻŘ 

communication. Encourage advisors to use these tools to be that bridge for their clients.  

Methods Used:  Brainstorming, short lecture with slides, writing exercise (messaging), small role -play 

demonstration, and case study. Interactive element:  high ς especially the message - crafting where each 

participant practices simplifying strategy concepts.  

Session 5 Wrap-up 

Reiterate that communication is not a one -ƻŦŦ ŀǘ ǘƘŜ ŜƴŘ ƻŦ ǇƭŀƴƴƛƴƎΤ ƛǘΩǎ ǿƻǾŜƴ ǘƘǊƻǳƎƘƻǳǘ ǘƘŜ ǎǘǊŀǘŜƎƛŎ ǇǊƻŎŜǎǎ 

ς ŦǊƻƳ ƎŀǘƘŜǊƛƴƎ ƛƴǇǳǘΣ ǘƻ ŀƴƴƻǳƴŎƛƴƎ ǘƘŜ ǇƭŀƴΣ ǘƻ ǳǇŘŀǘƛƴƎ ƻƴ ǇǊƻƎǊŜǎǎΦ άbŜȄǘΣ ǿŜΩƭƭ ŀǎǎǳƳŜ ǿŜ ƘŀǾŜ ōǳȅ- in and 

understanding, and focus on tu rning that strategy into concrete actions ς ƛƳǇƭŜƳŜƴǘŀǘƛƻƴ ǘƛƳŜΗέ 
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Session 6: Action Planning ς From Strategy to Implementation (11:00 ς12:30) 

Objective   

Provide advisors with frameworks and tools to help clients transform strategic objectives into an actionable plan. 

Participants will learn how to create implementation plans that specify who does what and when , and how to 

ensure resources are allocated. By the end, they should be able to guide a client in developing an action plan (for 

example: a timeline or Gantt chart, task list) for at least one strategic initiative, and understand how to set up 

checkpoints to keep things on track.  

Presentation: From Goals to Actions (10 min)  

Connect the dots: We have a vision and strategic targets (from Day 1), we analysed and communicated. Now, 

implementation planning  is about breaking down each strategic target or initiative into tasks. Introduce the 

concept of an Action Plan  ς typically includes activities, timeline, responsibilities, and required resources . Show 

an example format on a slide or flipchart:  

¶ DƻŀƭκLƴƛǘƛŀǘƛǾŜΥ άEstablish 5 ha of silvopasture by 2026Φέ 

¶ !ŎǘƛǾƛǘƛŜǎΥ ά5ŜǎƛƎƴ ŦƛŜƭŘ ƭŀȅƻǳǘ όōȅ !ǳƎ нлнрύέΣ ά{ƻǳǊŎŜ ǘǊŜŜ ǎŀǇƭƛƴƎǎ ό{ŜǇǘ нлнрύέΣ άtǊŜǇŀǊŜ ƭŀƴŘ όhŎǘ 

нлнрύέΣ άtƭŀƴǘ ǘǊŜŜǎ όbƻǾ нлнрύέΣ άLƴǎǘŀƭƭ ŦŜƴŎƛƴƎ ό5ŜŎ нлнрύέΣ ά¢Ǌŀƛƴ ǎǘŀŦŦ ƻƴ ǘǊŜŜ ŎŀǊŜ ό9ŀǊƭȅ нлнсύέΦ 

¶ For each activity: who is responsible (assign owner), when (deadline or duration), and what resources 

needed (budget, tools, help from extension, etc.). 

¶ Possibly show a Gantt chart snippet illustrating these tasks over a timeline for visual effect. 

9ƳǇƘŀǎƛȊŜ ǘƘŀǘ ŀƴ ŀŘǾƛǎƻǊ Ŏŀƴ ŦŀŎƛƭƛǘŀǘŜ ǘƘƛǎ ōǊŜŀƪŘƻǿƴ ōȅ ŀǎƪƛƴƎ ƎǳƛŘƛƴƎ ǉǳŜǎǘƛƻƴǎΥ άWhat steps are needed? In 

what order? Who will do each? How long and how much might it cost?έ ¢Ƙƛǎ ŘŜǘŀƛƭ ƛǎ ŎǊǳŎƛŀƭ ǘƻ ƳƻǾŜ ŦǊƻƳ ƛŘŜŀ ǘƻ 

execution. 

Presentation, Tool Highlight ς Gantt Chart & Work Plan (5 min)  

Briefly explain tools like Gantt charts (timeline charts) or even simple calendars to schedule actions. While not 

every farmer will want a formal Gantt chart, the advisor can use simplified versions. For small operations, even a 

whiteboard with tasks by month can serve. The key is scheduling and assigning responsibility. Mention creating a 

budget  for the strategic plan if relevant (some actions require investment ς planning those finances is part of 

implementation readiness).  

Activity  ς Action Planning Practice (30 min)  

Return to the case from earlier (Sunrise Farm or another example everyone knows by now). Say one of their 

ǎǘǊŀǘŜƎƛŎ ǘŀǊƎŜǘǎ ǿŀǎ άDevelop a new agroforestry product line within 2 yearsέ όŦƻǊ ŜȄŀƳǇƭŜΥ ƳǳǎƘǊƻƻƳ ŎǳƭǘƛǾŀǘƛƻƴ 

under trees). Each group (4 ς5 people) will create a mini action plan for this. Provide a handout template or 

flipchart with columns: Activity, Person Responsible, Timeline, Resources.  

Groups have to come up with at least 5 key activities to make that happen (such as research mushroom market, 

training on mushroom growing, procure spawn, trial on small scale, marketing plan, etc.), assign roles (maybe 

roles like farmer, spouse, hired help , advisor), and a rough timeline. After 20 minutes, have each group quickly 

report one interesting activity they listed and any challenges they foresee scheduling it. 

Debrief:  Acknowledge that coming up with tasks is usually straightforward, but estimating time and assigning 

roles can be tricky ς especially if the client is already busy. That is where prioritization and maybe phasing comes 
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in (advisors can help decide what can be done this year vs next). Discuss resource constraints: did anyone include 

ά.ǳŘƎŜǘ · ŀƳƻǳƴǘέ ŀǎ ŀƴ ŀŎǘƛǾƛǘȅΚ Lǘ ƳƛƎƘǘ ōŜ ƴŜŎŜǎǎŀǊȅ ǘƻ Ǉƭŀƴ ŦƛƴŀƴŎƛƴƎΦ 

Tip for Success: Encourage groups to think of at least one monitoring  activity in their plan (like 

άreview progress after first seasonέ ƻǊ άcheck tree survival rate next year and adjust plan έύΣ 

anticipating the next session on monitoring. If no group mentions it, bring it up in debrief.  

Group Discussion -  Overcoming Implementation Barriers (10 min)  

Lead an open discussion on common reasons strategic plans fail in implementation and how to overcome them. 

Possible points (obtain from participants and add):  

¶ tŜƻǇƭŜ ƎŜǘ ōǳǎȅ ŀƴŘ ǊŜǾŜǊǘ ǘƻ άbusiness as usualέ ς to counter, integrate plan tasks into regular farm 

schedule and set check- ins (advisor can schedule follow-up visits). 

¶ Lack of skills for new tasks ς plan training as part of the strategy (for example: if introducing a new crop, 

ƛƴŎƭǳŘŜ ŀƴ ŀŎǘƛǾƛǘȅ άattend workshop on XέύΦ 

¶ Financial shortfall ς maybe the plan assumed funding that did not come; have contingency actions or 

scale down rather than drop the goal entirely.  

¶ Changing conditions ς drought, market crash, etc. ς ōǳƛƭŘ ŦƭŜȄƛōƛƭƛǘȅ όάIf not able to plant in spring, do in 

fallέΤ ƻǊ Ƴŀƛƴǘŀƛƴ ŀ ŎŀǎƘ ǊŜǎŜǊǾŜύΦ 

¶ Loss of motivation ς celebrate small wins to keep morale, keep the vision visible (literally put a picture of 

the future state on the wall), advisors can act as accountability partners with periodic encouragement 

calls or visits. 

As each barrier is mentioned, ask if anyone has seen that happen, and what was done. This grounds advice in 

real experience. Provide a concise example where good implementation planning can make a difference. 

Case Example ς Step-by-Step Execution (Belgium)  

A Belgian agroforestry initiative aimed to transition a conventional farm to an agroforestry demonstration site 
within 3 years. The advisor helped the farmer create a detailed implementation plan, including a timeline for 
each field to be converted, training appren tices to help (addressing labour needs), and quarterly progress 
meetings with the local advisory service.  

Because of this clear plan, the farmer knew exactly what needed doing each season and could prepare in 
advance (e.g., ordering trees a season early, scheduling machinery). When minor setbacks occurred (one tree 
supplier delay), they adjusted the timeline easily because everything was laid out. By year 3, they had achieved 
90% of their milestones and opened the demo site on time. In contrast, a neighbouring farm tried a similar 
transition without a formal plan and faced delays and confusion, ultimately takin g two extra years.  

Key Takeaway:  

¢ƘŜ ǎǘǊǳŎǘǳǊŜŘ Ǉƭŀƴ όŀƴŘ ŀŘǾƛǎƻǊΩǎ ǊŜƎǳƭŀǊ ŎƘŜŎƪ-ƛƴǎύ ƪŜǇǘ ǘƘŜ ǇǊƻƧŜŎǘ ƻƴ ǎŎƘŜŘǳƭŜΦ Lǘ ǎƘƻǿǎ Ƙƻǿ άplanning the 
work and working the planέ ǿƛǘƘ ŀƴ ŀŘǾƛǎƻǊΩǎ ǎǳǇǇƻǊǘ ƭŜŀŘǎ ǘƻ ǘƛƳŜƭȅ ǊŜǎǳƭǘǎΦ 

Group Discussion -  Action Plan Gallery (10 min, if time allows)  

LŦ ǇƻǎǎƛōƭŜΣ ǘŀǇŜ ǘƘŜ ƎǊƻǳǇǎΩ ŦƭƛǇŎƘŀǊǘ ŀŎǘƛƻƴ Ǉƭŀƴǎ ƻƴ ǘƘŜ ǿŀƭƭ ŀǎ ŀ άƎŀƭƭŜǊȅέΦ [Ŝǘ ŜǾŜǊȅƻƴŜ ǿŀƭƪ ŀǊƻǳƴŘ ōǊƛŜŦƭȅ ǘƻ 

ǎŜŜ ŜŀŎƘ ƻǘƘŜǊΩǎ ǿƻǊƪ ŘǳǊƛƴƎ ŀ ǎƘƻǊǘ ōǊŜŀƪ ƻǊ ƳƻǾƛƴƎ ǇŜǊƛƻŘΦ ¢Ƙƛǎ Ŏŀƴ ǎǇŀǊƪ ŀŘŘƛǘƛƻƴŀƭ ƛŘŜŀǎ ŀǎ ǘƘŜȅ ŎƻƳǇŀǊŜ 

approaches. You can highlight ŀ ƴŜŀǘ ƛŘŜŀ ŦǊƻƳ ƻƴŜ ƎǊƻǳǇ όάLook, they even planned a farm open- day event as 

part of implementation to engage community ς ǘƘŀǘΩǎ ŀ ƎǊŜŀǘ ƛŘŜŀΗέύΦ 
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Methods Used:  Short presentation, hands - on group planning exercise, guided discussion, and sharing of 

examples. Interactive element:  high ς they actively create an action plan and discuss barriers.  

 

Session 6 Wrap-up 

{ǳƳƳŀǊƛȊŜ ǘƘŀǘ ŀƴ ŀŘǾƛǎƻǊΩǎ Ƨƻō ƛǎ ǘƻ ƳŀƪŜ ǎǳǊŜ ǘƘŜ ƎǊŜŀǘ ƛŘŜŀǎ ŀŎǘǳŀƭƭȅ ƘŀǇǇŜƴ ƻƴ ǘƘŜ ƎǊƻǳƴŘΦ ²ƛǘƘ ǎƻƭƛŘ ŀŎǘƛƻƴ 

planning, the strategy becomes tangible. Encourage participants to use templates provided (like the action plan 

worksheet) with their clients. bƻǿ ƭŜŀŘ ƛƴǘƻ ǘƘŜ ƴŜȄǘ ǎŜǎǎƛƻƴΥ ά²ŜΩǾŜ Ǝƻǘ ǘƘŜ Ǉƭŀƴ ŀƴŘ ǎǘŀǊǘŜŘ ƛƳǇƭŜƳŜƴǘŀǘƛƻƴ ς 

Ƙƻǿ Řƻ ǿŜ ŜƴǎǳǊŜ ƛǘ ǎǘŀȅǎ ƻƴ ǘǊŀŎƪ ŀƴŘ ŀŘŀǇǘ ŀǎ ƴŜŜŘŜŘΚ ¢ƘŀǘΩǎ ƻǳǊ ƴŜȄǘ ŦƻŎǳǎΥ ƳƻƴƛǘƻǊƛƴƎ ŀƴŘ ŎƻƴǘǊƻƭƭƛƴƎ ǘƘŜ 

strategyΦέ 
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Session 7: Execution and Monitoring (Strategic Controlling) (13:30 ς15:00) 

Objective  

Introduce the concept of strategic monitoring and controlling ς in other words, tracking progress and making 

adjustments during execution. Advisors will learn how to set up simple monitoring systems (KPIs, periodic reviews) 

for strategic plans and how to f acilitate adaptive management. By the end, participants should be able to help a 

client define a few key performance indicators for their strategy, run a strategy review meeting, and understand 

the cycle of revisiting and updating the strategic plan.  

Presentation -  Definition and Rationale (5 min):   

Explain that strategic controlling  ŘƻŜǎ ƴƻǘ ƳŜŀƴ άcontrolling people Σέ ōǳǘ ŎƻƴǘǊƻƭƭƛƴƎ ƛƴ ǘƘŜ ǎŜƴǎŜ ƻŦ ƳƻƴƛǘƻǊƛƴƎ 

and steering. It is about checking: Are we doing what we said? Is it producing results? Do we need to change 

anything? Use a metaphor: It is like navigation ς you set a course (strategy), but on the journey you  check the 

compass/GPS and weather, and sometimes correct course. Without monitoring, a strategy can drift off target or 

become outdated.  

Setting KPIs (Key Performance Indicators) (10 min)  

Introduce the idea of metrics for strategy. These are measurable signs of progress or success, linked to the goals. 

For example, if a goal was increase income by 20%, a KPI is annual farm profit or revenue growth rate. If goal was 

plant 5,000 trees, KPI is  ƴǳƳōŜǊ ƻŦ ǘǊŜŜǎ ǇƭŀƴǘŜŘ ǇŜǊ ǉǳŀǊǘŜǊΦ bƻǘ ŜǾŜǊȅ Ǝƻŀƭ ƛǎ ǇǳǊŜƭȅ ƴǳƳŜǊƛŎ όάimprove soil 

healthέύΣ ōǳǘ ǘƘŜƴ ŦƛƴŘ ǇǊƻȄƛŜǎ όǎƻƛƭ ƻǊƎŀƴƛŎ ƳŀǘǘŜǊ ҈ ƻǊ ŜŀǊǘƘǿƻǊƳ ŎƻǳƴǘύΦ !ŘǾƛǎƻǊǎ Ŏŀƴ ƘŜƭǇ ƛŘŜƴǘƛŦȅ ŀƴŘ ǘǊŀŎƪ 

KPIs. Show 1-2 examples on slides: 

¶ Strategic Goal -> KPI -> Target Value -> Actual (to date).  

¶ CƻǊ ŜȄŀƳǇƭŜΥ άShade trees on pasture -> % of paddocks with shade structures -> target 100% by 2025 -

Ҕ ŎǳǊǊŜƴǘƭȅ сл҈έΦ Emphasize keeping the number of KPIs manageable (maybe 5 or so for a small business) 

and aligning them with what actually matters to success. These indicators should be reviewed regularly. 

Activity  ς Pick the KPI (15 min)  

In pairs, have participants look at a strategic goal from earlier exercises and come up with one possible KPI to 

ƳŜŀǎǳǊŜ ƛǘΣ ŦǊƻƳ DǊŜŜƴ !ŎǊŜǎ ŎƻƻǇΩǎ ǘŀǊƎŜǘǎ ƻǊ {ǳƴǊƛǎŜ CŀǊƳΩǎ ǇƭŀƴΣ ŦƻǊ ƛƴǎǘŀƴŎŜΦ  

DƻŀƭΥ άLƴŎǊŜŀǎŜ ōƛƻŘƛǾŜǊǎƛǘȅ ƻƴ ŦŀǊƳέ -Ҕ YtL ŎƻǳƭŘ ōŜ άōƛǊŘ ǎǇŜŎƛŜǎ Ŏƻǳƴǘ ƻƴ ŦŀǊƳέ ƻǊ άƛƴǎŜŎǘ ǇƻƭƭƛƴŀǘƻǊ ƛƴŘŜȄΦέ 

Have a few pairs share their KPI ideas. Discuss: is the KPI easily measurable? (If not, refine it). This trains them to 

think in terms of measurable outcomes.  

Presentation -  Monitoring Schedule & Methods (10 min)  

Advise on how often to monitor. Many small businesses might do a formal review annually, but advisors can 

suggest quarterly check - ins for key actions, or even simple monthly progress notes. Tools: Could be as informal 

as a journal or Excel sheet, or as str uctured as project management software for larger projects. The advisor 

might set up quarterly meetings with the client to review the action plan status (what is done, what work is falling 

behind), look at KPI data, and discuss any changes needed. This is a chance to celebrate progress or identify 

bottlenecks. Encourage involving team members in these reviews if possible (to maintain buy - in and 

transparency). 


