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1.  INTRODUCTION
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What should we
do to have our

original natural
forest back?

The purpose of this ‘how-to’ guide is to provide simplified directions for 
practitioners who want to strengthen gender equity and inclusiveness of 
marginalized groups in community forestry and other community-based 
activities. This approach, known as Adaptive Collaborative Management 
(ACM), has been tested and tried in different cultural settings in Africa, Asia 
and Latin America. It was recently applied in several districts in Uganda 
to strengthen women’s rights to forest and tree resources and to increase 
their participation and leadership in forest decision-making. This guide 
draws from these experiences. It also draws from an earlier guide that was 
developed jointly by practitioners in Nicaragua and Uganda.

The use of ACM methodology in six communities in Uganda has resulted 
in reforestation of over 50ha of degraded forests by local communities; 
and women were involved in the management of these forests,  owned 
and  benefitted from the trees planted in central forest reserves and on 
farmlands.

Women, men, youth, government 
and NGO practitioners, children, 
the poor, the elderly, rich business 
men, members of the private 
sector, all sitting together in a 
meeting.



ACM is a collective problem-solving and management approach in which 
everybody can participate, contribute their knowledge and learn together 
how to solve important challenges. ACM focuses on learning from our 
mistakes and our successes. In ACM community members control the 
process as active participants so that decisions come from within the 
community and better reflect their interests. ACM can improve the 
participation of women and marginalized groups in decision-making.

ACM is a conscious effort to learn and act collectively to systematically 
adapt to change and improve management outcomes. The main elements 
of ACM are:

•	 adaptation: a change in response to a new situation
•	 collaboration: a process of working together toward a shared goal
•	 management: taking intentional actions to bring about a desired outcome 

in the future.

Social learning is important in ACM and it happens when community members 
and local actors engage in ‘learning by doing’.Social learning is a cycle, sometimes 
called the “worm”. The worm shows how ACM creates an iterative learning cycle 
through a process of planning, taking action, monitoring and reflecting on the 
process.

2.  UNDERSTANDING ACM
2.1 Definition of ACM
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Figure 1. The worm.



Greater participation by women depends on the many elements that 
define gender such as culture, practices, economic factors and the political 
climate. The attributes of individuals such as age, ethnicity, marital status 
or education will influence their opportunities and capabilities. Gender 
is an important factor in natural resource management and forestry 
in particular, influencing who has rights and access to forest and tree 
resources, who can make decisions on how forest and trees are used 
and managed and who can benefit. Women are usually excluded and 
the ACM team needs to introduce discussions on gender throughout the 
implementation process. 

2.2  ACM and women’s participation

ACM plans involve specific short-term activities that can be completed 
successfully and evaluated as a group. ACM is a journey of many small 
steps. Begin with something simple, to build up participants’ confidence. 
The most important investment is in the time to discuss, reflect and follow 
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WE
REPRESENT

THEM.

WHERE
ARE THE

WOMEN ?

3.  PUTTING ACM INTO PRACTICE

A meeting involving  men only ” women are encouraged to talk in a
meeting with men



up. ACM is flexible and participatory, combining community workshops 
and meetings with field activities. Table 1 summarizes the steps involved.

Table 1. Steps involved in ACM.
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Step Activities
Get ready Meet with community leaders and members to solicit their 

support to affirm the need for or interest in ACM.
Identify 
priorities

Organize group activities to understand the present, 
think about the future and identify the problems and 
opportunities. Decide on priorities and goals. This can be a 
simple decision or a structured process, such as visioning 
and the problem tree.

Make a
plan

Group  makes decision on  what activities will be undertaken, 
who will do them, when they will happen and how they will 
be followed up. 

Take
action

Implementing the plans. The nature of the activities depends 
on the community goals and priorities and could range from 
simple, short-term activities to complex efforts.

Monitor Regularly write down information about the activities as they 
happen. Record what happened or was observed during 
and after an activity to find out if anything has changed.

Reflect Reflect upon the activities and the results of monitoring. 
Sharing and exploring of different perceptions is key to 
social learning.  

New 
action

The group will make decisions based on the lessons 
learned; it will decide whether to continue the activities 
as planned or to adjust them based on new knowledge 
gained from monitoring and reflection..
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3.1.2.  Forming the ACM team
The ACM team should:

• Collaborate and support each other, drawing on every member’s 
disciplinary strength. 

• Be multidisciplinary, equally gender balanced and include a 
community counterpart i.e. a co-facilitator

• Have a good knowledge of natural and social sciences
• Have the ability to communicate in the local language
• Be able to make frequent visits to the community for meetings, 

workshops,monitor activities, encourage participation and support 
conflict resolution

3.1.  STEP 1: Get ready
3.1.1.  Deciding to do ACM
Give general information on the ACM process to the community in order 
to help them make informed decisions. Create awareness by holding 
sensitization meetings with officials at all levels. Distribute flyers outlining 
the main points of ACM using local examples and drawings. Try it out by 
carrying out some reflection with the group and get started on ACM with a 
convinced community.

Outcomes

 

(Gender inclusion/
Equity

Initial condition

Action Plan & 
Implementation

Learning

Problem

 

Visioning

Monitioring & 
EvaluationACM

Figure  2 . Framework of ACM implementation
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ECONOMIST

I want to analyse the social
economics in this village

FORESTER

The forest is gone !
The community has to do
something about this

ECOLOGIST

We really need to see the
ecological balance back

SOCIOLOGIST
The cultural taboos in the

community hinder women’s
participation

The  composition of the ACM team

• Facilitators must be able to make frequent visits to the community 
for meetings, workshops, monitor activities, encourage 
participation and support conflict resolution.

• The facilitation team should be selected by whatever entity is 
spearheading the ACM work. such as an NGO, research institution 
or government agency.

• Be selected by whatever entity is spearheading the ACM work,such 
as an NGO, research institution or government agency.



3.1.3.  Role and qualifications of the community co-facilitator
The community co-facilitator must:
• Be a member of the community
• Have the respect of the community
• Be literate
• Have leadership and facilitation skills
• Serve as a key ACM counterpart in the community
• Be responsible for helping you carry out ACM project and activities
• Be involved in all ACM activities.

Caution!!
Give appropriate incentive/transport (e.g. bicycle/money).Avoid co-
facilitators with other leadership responsibilities as they are usually too 
busy. Make sure that the selection of co-facilitators is acknowledged and 
validated by the community leaders. ACM team/co-facilitators are not in 
charge of solving the community’s problems; they serve as a catalyst to 
help the community solve their own problems.

• Be patient –ACM activities will take time to realize impact.
• Dedicate adequate resources (funds, work force and time) for 

formal and informal activities.
• Make sure that you have a mix of skills, information, activities 

and reflection.
• Be prepared to ask questions of participants frequently.
• Document all the time (write, photograph, record videos).
• Use stakeholder analysis to select ACM participants.
• An equal gender balance in terms of numbers and participation 

must be considered.
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Note!



3.1.4.  What is stakeholder analysis? 

3.2.  STEP 2: Identify priorities
Using participatory methodologies, community members identify their 
problems,prioritize them and together work out the solutions. Mapping, 
visioning, problem tree analysis, pairwise ranking, among others are all 
examples of participatory methodologies.

Stakeholder analysis is a process of identifying ACM partners by considering 
their roles and responsibilities in ACM implementation e.g.the role of 
the district forest officer in promoting and supervising tree planting/
management; the role of the National Forest Authority sector manager in 
allocating a place for co-management in the central forest reserve (CFR) 
and to give advice on forest management in the CFR.
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We want to
Move from this

To that
What do we do?

Visioning

Community members showing  a situational analysis map; and a desired 
vision map.



3.2.1.  Visioning
• Participants are divided into gender groups (or gender/age groups 

depending on the most common line of social differentiation) so that 
the perspectives of different social groups are represented.

• Each group draws maps of their village that include all the important 
resources they have.

• Using a separate sheet of paper, participants identify and list the 
services and resources they need but which are missing.

• They visualize an ideal situation of their village in which all the 
problems are solved.

• They draw a visualized map that visualizes the ideal situation after a 
given number of years e.g. 5 years.

• They present the current situation map and vision map to other 
participants for input.

• They merge the vision maps and come up with a common map for the 
village/ community

• They come up with a vision statement for the village/ community 
which is their focus

• From the vision, they formulate a goal and objectives.The objectives 
should be SMART i.e. Specific, Measurable, Achievable, Time bound.
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Box 1. Vision statement for Mbazzi village.

A developed Mbazzi village with income generating activities, 
improved security, with a healthy and educated population, clean 
and sustainable water sources, electricity, good roads, trees and 
forests for income, food security, fuelwood and for environmental 
conservation by 2016



Example:

Objectives:

Goal: A sustainably managed environment for improved livelihoods of 
Mbazzi people by 2021.

1. To improve incomes of at least 200 men and women of Mbazzi 
community by 50% through implementing environmentally friendly 
income generating activities by 2021.

2. To increase tree cover of the village by 20% through tree planting on 
both farmland and degraded forest reserves.

3. 3. Enhance food production through sustainable agricultural practices.
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3.2.2.  Prioritizing problems 
a) List the problems identified by all gender groups
b) Use pair wise ranking method to prioritize the problems

This will help the ACM team realize how the problem they are focusing on 
is rated in the community. In many cases forestry issues may be prioritized  
much lower than health, education, infrastructure, or food security. The 
ACM team should thus find ways of linking these problems to forest 
management. In the case of ACM that was conducted in the 3 districts of 
Uganda and was focused on forest management, the ACM drew the links 
by helping the participants think through problems that affect forests that 
are external to forestry and problems that affect forests and are within the 
forestry sector. The ACM team also helped participants think through how 
forestry may contribute to mitigating the prioritized problems.



3.2.3.  The Problem Tree analysis

3.3.  STEP 3: Community action planning 

Use the problem tree to understand the causes, outcomes and impacts of 
the main problem. The main problem such as deforestation is the stem. 
The immediate root causes are the primary roots (e.g. land shortage).
Other causes are the secondary roots (e.g.over population). The results of 
the problem are the bigger branches (e.g. lack of tree product).The impacts 
are the sub-branches (e.g.disease, famine).When finding solutions to the 
problem, the root causes should be examined.

Brainstorm on how to solve the identified problems in order to realize the 
vision.
i.  Take the first five priority problems e.g long periods of drought, lack of 
     fuel wood, famine.
ii.  In gender groups, critically think of how they can be solved initially 
     by community members without external interventions. Then propose  
     solutions with external interventions.
iii. In a plenary session, gender groups should present and brainstorm on 
     solutions, then put them into a plan.

Box 2.How to conduct a problem tree analysis.

•	 Divide participants into gender groups
•	 Each group identifies community problems
•	 Agree on a focal/core problem out of the problems – the stem
•	 Brainstorm and agree on the root causes of the main problem
•	 Agree on the secondary problems
•	 Identify	the	effects	of	the	problem	if	not	solved	and	the	impacts
•	 The separate gender groups should merge their problem trees 

into one community problem tree

A Simplified Guide for Practitioner 12
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3.4. STEP 4: Take action 

3.4.1.  Encouraging and sustaining the participation of women

3.4.2.  Forming resource-user groups

After planning, the community members should start implementing the 
activities. The role of the ACM team then shifts from facilitator to guide, 
mentor and advisor as implementation takes place. Community members 
implement the planned activities by doing some of the following:
agree on the sequence of implementation (i.e. what should be done first)
• Agree on the days when to implement the particular activities
• Agree on the meeting place (it should be gender sensitive within the 

village)
• Distribute responsibilities (and be mindful of gender)
• Make a work schedule and read it out to members.

ACM should encourage women and other commonly excluded groups 
(youth, older people and ethnic minorities) to participate more fully in 
activities and planning. Strategies include: working in small (gender)
groups; using drawings; individual voting and games; selecting women 
and other disadvantaged gender to contribute; allocate roles to women; 
monitoring and recognizing good work. Avoid open criticism.

Forming resource-user groups allows members to subscribe to subgroups 
of interest such as vegetables, herbal medicine, water and timber. Members 
can concentrate their efforts in developing the subgroup where they have 
interest and experience. However it can promote gender segregation. For 
instance, women may not belong to the fisheries subgroup in areas where 
it is taboo for women to go close to a fish pond. To avoid this, make rules 
that encourage gender inclusiveness, e.g. every user group should be 
composed of at least 30% women.

A Simplified Guide for Practitioner 14
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3.4.3.  Documentation

3.5.  STEP 5: Monitor and reflect

ACM trains members to learn systematically by recording happenings and 
reflecting on them. Documentation helps to remind us of the happenings 
before, during and after implementation. Thus, documentation is 
important and includes note-taking,record-keeping, photographing 
and making videos. At least one community member must be trained to 
ensure documentation is done properly and consistently.

Monitoring is the tracking of activities using a set of indicators to judge 
progress towards achieving the goal and is the primary way that we 
learn in ACM. It provides space for sharing knowledge and reflecting on 
the results. Every monitoring activity should be followed by a discussion 
about what the results mean. A monitoring plan should be developed in a 
participatory manner immediately after the action plan has been finalized 
in order to link the plans to monitoring. Keep it simple.

Table 3. Example of a monitoring plan.

What to monitor When to 
monitor

Who to monitor comments

Number of trees 
planted (and 
surviving)

Every six months Head of tree 
nurseries and 
participants

Number of meetings 
held

Every month Co-facilitator 

Example:
Monitoring a tree nursery activity: A successful forester doesn’t just 
establish a tree nursery, plant tree seeds and wait until the time comes 
for transplanting or selling. They visit the tree nursery every day. They 
note how much of the seed has germinated, whether tree seedlings are



The Equator shows that Masaka town is nearby

3.5.2.  What is an indicator?

growing as expected and whether it is time to remove weeds, remove the 
weak seedlings, water, spray etc.

Monitoring can be every day, week, month or year. The interval for making 
observations should be tied to the cycles of the “worm” (see Figure 1). 
The interval depends on what is being monitored and how frequently 
the participants expect to see change. For example, a tree nursery should 
be monitored everyday to observe germination, pest attacks and water 
needs but woodlots can be monitored every 3 months.

THE EQUATOR
IS AN INDICATOR

THAT MASAKA TOWN
IS NEAR

An indicator is an observation of what we expect to change and it allows 
us to understand a more complex situation. For example, smoke is 
an indicator of fire; smoke in a forest could be an indicator of charcoal 
making. Good indicators are SMART (Simple, Measurable, Achievable, 
Relevant, Time-bound).An indicator may be a fact, such as the diameter 
of a tree, or it can be a perspective on a situation such as the weather.

3.5.1.  How often do we monitor?

A Simplified Guide for Practitioner 16
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3.5.3.  Monitoring gender

Example: Gender monitoring during meetings

Monitoring can provide a non-confrontational way of raising awareness 
and introducing discussions on gender equity.

Monitoring women’s confidence: an indicator is the number of times 
women contribute to discussions. 
When to monitor? In every activity, especially meetings.
How? Put a tick on the monitoring chart whenever a member contributes 
indicating whether the member was male or female. 

Example: Gender monitoring during meetings

Table 4. Example of gender monitoring in a meeting and a training 
activity.

Monitoring women confidence: An indicator is the number of times 
women contribute to discussions. 
When to monitor? In every activity especially meetings. 
How? Put a tick on the monitoring chart whenever a member contributes 
indicating sex. 

Activity Women men comments
Meeting about tree 
nursery

√ √ √ √√ √√√√√√ Only five women were 
talking

Meeting about tree 
nursery

√ √ √ 
√√√√√√√√

√√√√√√√√√ Women’s comments 
concentrated on 
harshness of bees 
and the trainer 
informed them that 
bees are harmless 
unless disturbed
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Observation: The facilitator makes keen observations of the participation 
and notes the quiet and vocal people, the body language used and the 
sub-meetings in the main meeting.
By collecting simple data on participation during meetings and activities 
and then presenting it at the close of the event, participants can analyze 
and reflect on the results immediately.

3.6.  STEP 6: Reflect and take new action

Example:
In Bukeeri village, after 6 months of monitoring Kenya Top Bar (KTB) 
beehives, only one had  been colonized. Reflecting on these results led the 
group to try out two alternatives: using traditional hives made from tree 
stems or changing the location of the hives. The second option worked 
better.

Monitoring–reflection–new action has to continue until the project 
goal is reached. This may take 1 month, 1 year, 2 years or 10 years. 
In some cases (e.g. the long-term management of a forest) this 
process will continue indefinitely.

After one or two monitoring activities, organize a community meeting to 
present and reflect on the results. The participants should help present 
the information.Questions to discuss are:
• What do these results mean?
• What can we learn from them?
• Are things going as we planned?
• How can we improve?
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Improving women’s participation
There are many different types of barriers to women’s participation in 
decision-making. For example, low participation in leadership positions, 
cultural barriers, low levels of education and lack of support from their 
husbands and families, among others. Some of these barriers can be 
addressed in the way that you organize and facilitate the activities.

Giving women a voice in meetings
Directing questions to women about their opinions and interests can help 
to obtain their comments. Create other opportunities for participation for 
those who do not like to speak in group settings:
• Tell them that everyone gets a vote!
• Ask for answers by pinpointing a particular person (not just waiting for 

those who raise their hands).
• Instead of brainstorming in a group, ask eachparticipant to write down 

their ideas on cards that are then shared with the group. However, this 
could be a barrier to women who cannot read/write. In workshops, 
women may be more likely to participate in small women-only or 
mixed gender groups. 

Giving women confidence

The biggest barrier to women’s participationis their lack of confidence. 
This can be reinforced by men’sperceptions and expectations. Here are 
some suggestionsfor addressing those issues:
• Create an environment of trust.
• Set agreed-upon rules for group engagement, such as agreeing that 

members will not “put each other down” or“dismiss others’ input”. 
Enlist leaders and men in this effort. 

• Address educational barriers. Women may not participate because 
they cannot read or because they fear of being embarrassed in 
meetings by not knowing enough about a topic. Ask women what 
topics they would like to learn about. 
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Women men Observations  
Number of people attending
No of people expressing their opinions
Number of people who propose something 
that is then agreed upon

Lack of literacy can be a major impediment to participation by women. 
Try pairing women who cannot read with women who can read. 
Communicate verbally.Use drawings when possible instead of written 
words. 

Recognizing women’s priorities and activities
• Women often have different activities to men. In the forestthey are 

often more dedicated to collecting non-timberforest products for 
processing or sale or to the cultivationof forest gardens. 

• Women often have many demands on them that keep themfrom 
participating. Find out when and where is convenientfor women to 
meet. Adapt the activities around theirbusy schedules. 

Addressing gender holistically and systemically
Increasing gender equity is not just about getting more women to 
meetings. Understanding men’s and women’sperceptions, values and 
activities can be a first step in addressing gender issues.

Gender monitoring worksheet
The following worksheet is a good device for monitoring the participation 
of people in a meeting by gender (Figure 2). Ask at least two participants 
to complete this sheet during every meeting. At the close of each meeting, 
present the results for discussion by the entire group.

Date of the activity/meeting: 
Name of the activity/meeting:
Goal of the activity/meeting:
Who called the activity/meeting?

_______________________
_______________________
_______________________
_______________________
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Conflict over natural resources is common in most forest communities 
and is often the reasonyou are considering using ACM. Conflicts can 
motivate people to address issues, but they can also lead to divisions that 
may require conflict resolution efforts.

• Paraphrasing. It helps participants to follow the discussion and assists 
the note-taker in accurately recording the important points. 

• Encouraging participation. Use facial expressions, body language and 
comments to encourage the speaker to say more about the situation 
e.g. by smiling and nodding at them when they are speaking. 

• Maintaining high energy levels. Capture the attention of the 
participants and keep their energy levels high by doing short sessions, 
changing facilitators or facilitation styles, changing the furniture 
setup and using different dynamics of interaction. Always have a few 
energizer exercises ready to use (e.g. jumping up and down) when the 
energy level go down.  

• Summarizing. Identify and verbalize key elements or details of the 
conversation to summarize important ideas, facts or data, establish 
a basis for further discussion, make a transition, review progress and 
check for clarity or agreement.  

• Dealing with difficult participants. Difficult participants or “disrupters” 
can upset the flow of discussion by being rigid, rude or silent or by not 
being serious. Take any of the following actions.

• Ignore politely
• Interrupt politely, but clearly
• Stop the discussion
• Talk it out publicly or personally to find out what is behind the behavior
• Acknowledge and postpone

3.6.3.  Facilitation tips

3.6.2.  Conflicts Resolution



• Form breakout groups (dominant participants can be more easily 
controlled in small groups)

• Divert attention by starting a new activity. Engage the disrupter in 
controlled debate

•	 Moving along. Don’t take up too much time discussing the same 
subject or getting repetitive. 

•	 Getting to closure. Summarize the discussion to help the group 
move toward agreement.  Work to summarize the major points of 
disagreement and alternatives without dominating the discussion. 
Creative ideas and mutual understanding often emerge out of 
disagreement.

•	 Capitalizing on diversity. When working with a diverse group, take 
time to discuss the roles that all the participants play and the value of 
different opinions..
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ACM HAS HELPED US TO FINALLY GET AGREEMENT!



Plot 842, Lugolobi close, sempagala zone, Buye, Ntinda
P.O.Box 34192 Kampala. Tel: 0392 898 597

Email: aupwae2010@gmail.com
Website: www.aupwae.net  




