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Executive Summary
The Hotspot Intention Area (HIA) approach has been adopted for the implementation of programme activities 
under the Ghana Cocoa Forest REDD+ Programme (GCFRP) especially at the landscape level. Beginning in 2020, 
processes were initiated towards the development and effective management of the Asunafo-Asutifi (A-A) HIA 
into a functional landscape programme. Compared with other HIAs being developed, processes and approaches 
for developing and managing the A-A HIA stand out; with strong involvement of key government agencies i.e. 
the Forestry Commission (FC) and the COCOBOD working in concert with private sector companies, the HIA 
Management Board (HMB), civil society organisations (CSOs), and Traditional Authorities (TAs) amongst others. The 
multi-stakeholder approach to landscape management is a novelty in Ghana that is evolving within a geographically 
unique and dynamic environment; and therefore, requires constant learning from experiences to shape decisions 
and strategies towards the ultimate HIA vision. However, there is limited information on case studies for 
experiences and lessons that could guide the development of the A-A HIA into a landscape programme with multi-
stakeholder participation, processes, partnerships, and collaborative arrangements for successful development 
and management of the landscape.  The multi-stakeholder collaborative approach for the development of the A-A 
HIA into a functional landscape programme therefore stands as the first of its kind and an obvious success story. 
Documenting the processes, approaches, challenges and lessons in setting up a multi-stakeholder partnership for 
this landscape programme will provide an invaluable lesson for similar initiatives in Ghana and beyond. This report 
therefore documents challenges, experiences and lessons which are necessary to inform the development and 
management of similar landscapes in Ghana, and elsewhere. Undoubtedly, the A-A HIA has been developed with, 
and thrives on strong multi-stakeholder collaboration (state & non-state). This was made possible by a myriad of 
factors including: 

• The existence of a framework for collective action emanating from a national and sub-national policy initiative.
• A predefined jurisdiction with well-defined high level aims and objectives which are an integral part of a national 

policy initiative.
• A clear recognition of the role of private sector companies and civil society organisations and defined principles 

of engagement.
• Strong commitment amongst the top hierarchy of private sector (global cocoa and chocolate companies 

operating Ghana) and state institutions (GoG) to the sustainable and climate smart landscape vision. This 
enjoined local managers to collaborate and support planned initiatives in the HIA development and management 
processes irrespective of any conflicting interests.

• Active involvement of all key stakeholders right from the onset of programme development with collective 
planning and decision making, strategising, and initiation of interventions to achieve the common goal. This 
process kept all partners fully appraised of all decisions and, where required, enabled them to make input into 
all such decisions. 

• The role of a competent and neutral facilitator was key in building and maintaining partnerships and stakeholder 
collaborations in the A-A HIA. The neutral facilitator ensured an enabling environment for open and fair 
deliberations amongst partners considering their vested interests, needs and beliefs as well as allowing the 
convener to properly manage any potential conflicts and misunderstandings which might emerge from the 
partnerships and collaborations.   

• Reputable and responsible private sector institutions. Current private sector companies with interest in the A-A 
HIA have demonstrated commitment towards collective landscape action. 

• Good leadership of private sector entities in the HIA has enhanced partnerships and collaborations within the 
landscape. Though there are several private sector entities with interests in the A-A HIA, they come under the 
umbrella of the World Cocoa Foundation (WCF). This presents them with a more unified front in having a specific 
and common agenda for the landscape. This makes them more influential, better organised and easy to engage 
or be engaged with through their fronting institution i.e. WCF.

• Unified communication and information flow amongst private sector institutions in the A-A HIA has also 
contributed to building strong partnerships and collaborations with other stakeholders. The organised and 
unified nature of the private sector enhances working relations amongst partners and other stakeholders with 
easy access to information. 
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This notwithstanding, the existence of strong partnerships and collaborations for the development and management 
of the Asunafo-Asutifi HIA is not without challenges, key amongst which include:

• The landscape governance approach relies on the community resource management area (CREMA) mechanism and 
is therefore liable to the inherent weaknesses in policy that negatively affect the functionality of CREMA generally, 
including enforcement of the devolution of authority for resource management to communities, tree tenure 
and benefit sharing (i.e. benefits from nurtured trees to farmers and Traditional Authorities/landowners). Some 
weaknesses are already noticeable in the landscape. 

• Also, the pace of actions and deployment of interventions in the landscape may run slowly. This arises from the fact 
that different actors in the landscape operate at different speeds. Their working together thus holds the potential 
to affect the rate at which individual entities could have functioned if working alone.

• The sheer number of stakeholders and interest groups and the need to take stakeholders’ concerns on board, make 
the programme development process rather slow.

• The changing priorities of stakeholders and the uncertainty of long-term commitment of private sector companies 
is potentially a serious setback in the programme development.

• The framework for the development of the landscape programme makes the governance structure the preserve of 
resource owners and traditional authority.  This presents a huge challenge with regards to technical capacity and 
competence for the governance of natural resources.

• The seemingly limited recognition of the power and authority of the HIA Management Board (HMB) is potentially a 
serious setback in natural resources governance at the landscape level.

Key lessons and experiences from the strong partnerships and multi-stakeholder collaborations from the A-A HIA include:

• Commitment to sustainable and climate smart practices in cocoa-forest landscapes by top level management, 
and at a local level is key.  Top level management commitment has, however, proven to be more relevant in the 
initiation and implementation of actions towards the climate smart landscape vision owing to mistrust amongst 
companies at the local level. It therefore calls for top level/global decision of the parent companies to compel local 
actors to work collaboratively towards a common vision.

• Strong physical presence of partners or stakeholders in the landscape is key.  For instance, almost all the 
companies that have committed to the A-A through their subsidiary bodies are physically present in the landscape, 
implementing interventions towards achieving the ultimate landscape vision.  

• Private sector companies and statutory agencies should have systematic actions in place to help others scale up 
and grow through collaborations and partnerships. The focus should not be on individual entities alone but other 
institutions. For instance, OLAM’s living landscape policy, amongst other things, supports local entities to scale up.

• It is always good for HIA partners, especially companies, to collaboratively and regularly re-scale to avoid 
duplication of efforts.  

• Companies and partners in HIA development and management should be positioned to take on emerging issues 
and challenges in the HIA to keep the programme relevant and responsive over time.

• The financial requirements and costs of HIA development and management should always be made more realistic 
in order not to deter companies willing to invest the landscape.

• It is always prudent not to attribute HIA successes to one entity or organisation. Each partner’s or stakeholder’s 
effort should be deemed relevant and, as such, successes must be shared by all.

• Clear understanding and specification of roles and responsibilities for HIA facilitators and partners ensure effective 
development and management of HIAs. HIA development would be a daunting task for one organisation, entity 
or individual. It is a multi-stakeholder process that requires collaboration and varied expertise. It is therefore 
important for partners (CSOs, Private Sector and Government) with resources and capacity to develop and manage 
HIAs to understand and appreciate their roles and deliver on them in an effective and timely fashion.

The development of the Asunafo-Asutifi HIA went through several multi-stakeholder processes informed by the 
landscape peculiarities.  Lessons and experiences from partnerships and collaborations in the HIA may be contextual 
and, as such, adoption of these lessons and experiences must be adapted to suit different contexts. Future efforts 
towards the development of other HIAs should endeavor to document lessons and experiences to enhance knowledge 
on HIA governance and management.
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SECTION ONE

1.0 Introduction
1.1 Background
Over the past two decades, Ghana’s agro-forest mosaic landscape has experienced severe deforestation and/or 
forest degradation mainly driven by agricultural expansion, illegal mining and logging and wildfires. This scenario is 
further compounded by poor governance and management regimes that shape decisions and practices spanning 
farm scale to landscape level. Evidence elsewhere shows that reduced deforestation and improvements in 
sustainable landscape practices can be realised when handled collectively. This stems from the fact that all sectors 
and actors (resource managers, producers, businesses, regulators, etc.) along major agro-commodity supply chains 
i.e. cocoa, timber, etc. have a role to play considering the interconnections amongst these commodities, and their 
link to deforestation, climate change and sustainability. 

The Ghana government’s move to stem the increasing trend of deforestation and forest degradation has 
culminated in the Ghana Cocoa Forest REDD+ Programme (GCFRP): one of five programmatic interventions and 
a cross-cutting policy-focused initiative, which Ghana is pursuing in the implementation phase of REDD+. The 
GCFRP represents an innovative and highly ambitious approach that seeks to significantly reduce emissions by 
reducing the high rates of deforestation and degradation in the 5.9 million ha agro-forest mosaic landscape within 
Ghana’s High Forest Zone. This is envisaged to be achieved through the promotion of appropriate climate smart 
cocoa production approaches, including intensification and yield enhancement throughout the agro-forest mosaic 
landscape.  The programme adopts the Hotspot Intervention Area (HIA) mechanism as a landscape approach for 
the inclusive governance and sustainable management of agro-forest landscapes in Ghana . 

The HIA approach uses a nested governance structure involving local communities nested within CREMAs and 
Sub-HIAs which sit within the larger HIA to achieve scale. It is intended to address challenges associated with 
existing community governance systems including limited geographical scope, poor collaboration amongst existing 
governance structures, varied visions within a same landscape, less stakeholder inclusiveness, limited capacity to 
pursue the landscape agenda i.e. CSC, etc. It effectively supports the governance of cocoa-forest landscapes in 
Ghana to curb illegalities associated with timber harvesting and mining, whilst increasing shade tree stock in cocoa 
systems. This is expected to ultimately build climate resilience for the cocoa-forest sector and to secure livelihoods, 
and sustain national development with maximum benefits to stakeholders. 

In effect, the HIA approach offers communities, landowners and land-users the right to govern, enter into partnership 
with private and statutory agencies (FC, COCOBOD, MDAs, etc.) to manage their lands, including available natural 
resources and farming systems for socio- economic, cultural and ecological benefits and sustainability. 

1.2 Overview of HIA Governance, and Structure in Ghana
The HIA covers several hectares of land with major land uses including forest and cocoa, and with numerous 
actors i.e. farmers, communities, traditional authorities, statutory agencies, private entities, etc. These designated 
HIAs are under threat due to unsustainable land use practices, and often conflicting stakeholder interest. This 
notwithstanding, HIAs hold the potential for achieving sustainable and climate-smart cocoa production and, as 
such, are targeted for the implementation of GCFRP. The HIA approach to landscape management is predefined 
and situated within the management framework of the Forestry Commission as it adapts the well-established 
Community Resource Management Area (CREMA) model for purposes of inclusive landscape governance. The 
approach is structured into a four-tier governance structure that involves communities including cocoa farmers, 
landowners, and traditional authorities as well as a partnership of Civil Society Organisations (CSOs), Private 
entities and Government Agencies who live or work within, and preside over the HIA, and structured as:
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i. Community Committee: Constituent communities in the HIA form the basis for HIA governance. 
Within each community, there is a Community Resource Management Committee (CRMC) which has 
representation of all identifiable or interest groups in the respective community. This committee is built 
on existing community governance and decision-making structures and is tasked with the implementation 
and/or enforcement of HIA management decisions at the community level.

ii. CREMA/Zone: This is a grouping or cluster of communities that fit within a well-defined local geographical 
jurisdiction. It is an aggregation of communities into a unified governance structure responsible for 
managing a Zone or Community Resource Management Area (CREMA) which covers a geographically 
delineated area.  Zone/CREMA is governed by Zonal or CREMA Executive Committee (Z/CEC) with 
representation from all constituent communities or CRMCs. The Z/CEC has decision making and 
management responsibility over its constituent communities or jurisdiction.

iii. Sub-HIA: One or a grouping of CREMAs/Zones forms a Sub-HIA. The tier covers an expanse or area 
comprising at least one CREMA/Zone. It is managed by a Sub HIA Executive Committee (SHEC) with 
equitable representation of all its constituent groupings and is responsible for decisions of collective 
interest. The SHEC serve as bridge between the lower tier structures and the uppermost tier governance 
body i.e. HMB.

iv. HIA: The overall land area composed of Sub-HIAs. It has an utmost governing board with representation 
of all constituent Sub-HIAs to form an HIA Management Board (HMB). This tier is recognised as the 
aggregated community representation of the entire HIA and is responsible for guiding and directing all HIA 
management decisions towards a common landscape vision.

HIA Supporting Institutions

• Partnership/Consortium: This is a collaboration between the Forestry Commission, COCOBOD (GCFRP managers), 
and other statutory agencies, CSOs, and the private sector to plan, initiate, support (technical & logistical) and 
facilitate processes for effective and efficient development and management of HIA resources. This partnership 
commits to and serves as the backbone for initiation and implementation of actions aimed at sustainable 
practices including climate smart cocoa production. 

• HIA Implementation Committee (HIC): This an implementation arm consisting of representatives of both the 
HIA Management Board (HMB) and the Partnership/Consortium. The main purpose of the HIC is to serve as an 
implementation body that actively connects HIA members with the Consortium/partnership through open and 
clear communication, planning and implementation of key activities.  

Partnership HMB

Framework Agreement

CSOs 
(e.g. Tropenbos Ghana, 

Proforest)

Private Sector
(e.g. OLAM, Touton)

Government
(e.g. Forestry Commission

-COCOBOD)

HIC

CRMC

CREM
A

Sub HIA 
…Sub HIA 1

Com 2

Com 
…

Com 
…

Com 2

CREM
A

Sub HIA 2

Com 
…

Com 
…

Zone 
…Zone 1

Com 1
Com 1
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Figure 1 Schematic Presentation of the HIA Governance Structure in Ghana
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1.3 Rationale for Documenting HIA Lessons and Experiences 
Under the GCFRP, six of the nine HIAs in the agro-forest mosaic landscape have been prioritised for immediate 
interventions that are geared towards addressing deforestation and improving  cocoa productivity which includes 
the Asunafo Asutifi (A-A) HIA.  These were demarcated based on several features; including deforestation trends, 
cocoa production, presence of stakeholders, strong private sector presence i.e. cocoa related, climate smart 
cocoa interventions, etc. It is these landscape attributes coupled with stakeholder commitments that informed 
procedures, approaches and methodologies for developing and managing each of these HIAs. Whereas some 
HIAs are developed and managed with segmented stakeholder participation, others are developed through multi-
stakeholder processes to ensure that the views of all key stakeholders are taken on board. As such, each HIA 
presents lessons and experiences worth noting. 

To a large extent, the procedures and approach adopted for developing the A-A Landscape programme is unique 
and stands out. It involved key government agencies such as the FC and the COCOBOD working in concert with 
private sector companies, the HMB, Civil Society Organisations (CSOs), and the traditional authority (TA) amongst 
others, to develop strategies to address the environmental and socio-economic issues associated with agro-
commodity (cocoa & forest) production within the HIA.  

As the first HIA to be developed into a functional landscape programme through strong state, non-state and 
private sector-led collaboration and support, it is imperative to document the real and potential challenges 
associated with the process and the useful lessons learned, to inform the development of such initiatives in similar 
landscapes in Ghana and beyond. HIA governance is an evolving novel process, and therefore requires learning 
from experiences to drive reforms towards achieving sustainable use and management of natural resources. Again, 
lessons and experiences present opportunities to consolidate gains whilst also outlining strategies to address 
shortfalls likely to affect current achievements, functionality and sustainability of the HIAs.

To this effect, Proforest which is facilitating the development of the A-A HIA into a functional landscape programme 
with funding support from the UK Aid under the FGMC funded Production Landscape Programme, commissioned 
a study to document the experiences and lessons in establishing multi-stakeholder collaborations for the 
development, governance and management of the A-A HIA. Specifically the study was aimed at understanding 
the specific issues and challenges inherent in setting up and managing a multi-stakeholder collaborative process 
involving state and non-state actors working towards a common goal.

1.4 Structure of report
The first section provides background information on the GCFRP, an overview of the HIA as a landscape approach in 
Ghana, and presents the rationale and procedure for gathering stakeholder experiences and lessons in the A-A HIA 
development processes. Section two outlines the main areas of HIA development processes and multi-stakeholder 
processes for which lessons and experiences are documented in section three. This includes private sector support 
and collaboration, origins and stakeholder awareness of A-A HIA governance, stakeholder consent and support for 
developing HIA governance, processes for constituting/selecting HIA executives, HIA governance and gender. It also 
highlights the potential challenges and lessons worth noting for the development and management of other HIAs. 
The concluding section summarises main experiences, lessons and next steps from experiences and lessons in the 
light of recent developments in GCFRP work. 

• Patron: HIA governance recognises the long-standing role of traditional leaders in natural resource governance 
and management. At all levels of HIA governance, chiefs or queens normally have revered position as Patrons. 
This positions them to advise and participate in HIA processes.

• The HIA structure at various levels is headed by an executive committee elected through free and fair elections 
but with gender considerations to ensure participation of less represented groups. The operations of the HIA 
governance structure are guided by constitution, by-laws and a management plan.



Achieving inclusive governance in GCFRP implementation in Ghana

SECTION TWO

2.0 Overview of the Asunafo-Asutifi HIA
2.1 Profile and status of the A-A HIA
The A-A HIA with total land area of about 382,720 ha is in 
the Ahafo Region and comprises four (i.e. Asutifi North, 
Asutifi South, Asunafo North, and Asunafo South) of the six 
administrative districts that make up the region. The HIA is 
endowed with fertile agricultural lands, forests and mineral 
(gold) resources.

The major economic activity is farming, and the main crops 
cultivated include cocoa, plantain, cassava and rice.  Being 
one of the major cocoa producing areas in Ghana, the 
A-A HIA has the established presence of major cocoa and 
chocolate companies and Licensed Buying Companies (LBC) such as OLAM, Touton, Mondelez, Ecom, PBC Limited 
etc, implementing various kinds of sustainability programmes. Related government institutions in the area are the 
Cocoa Health Extension Division (4 district offices) of Ghana Cocoa Board (COCOBOD), Forest Services Division (FSD) 
– Goaso, and Wildlife Division (WD) – Goaso of the FC. 

In terms of chieftaincy, the area has nine (9) traditional councils namely: Akrodie; Goaso; Hwidiem; Kukuom; Mim; 
Kenyasi #1; Kenyasi # 2; Ntotoroso; and Sankore. 

Currently the A-A HIA governance structure as defined under the FC management system is fully constituted with 
a draft constitution and HIA management plan.  The HMB has signed a Framework Agreement with the FC, thus 
committing the A-A HIA to practices that enhance carbon stocks and deforestation-free climate resilient cocoa 
production.  Behind this development is a strong partnership of companies, statutory bodies and CSOs facilitating 
and supporting interventions towards the HIA vision.

2.2 Development Processes of the A-A HIA
The development and management of the A-A HIA forms part of the broader Ghana REDD+ strategy to reduce 
emissions from deforestation whilst scaling up the adoption of sustainable and climate smart practices. The 
initiative is part of concerted national action including the commitments from cocoa companies towards zero 
deforestation, enhanced productivity and community livelihoods. Specifically, eight cocoa and chocolate 
companies have committed   to support efforts towards a deforestation-free climate resilient cocoa landscape 
in the A-A landscape through adoption and implementation of climate-smart cocoa production standards. 
The development of strong and functional HIA governance structures went through several multi-stakeholder 
processes. For the A-A HIA, these included:

2.2.1 Joint identification and selection of the HIA for development
As part of the implementation of the GCFRP all HIAs in Ghana have been earmarked for development into a 
functional landscape programme and therefore it is important to have defining criteria and procedures to 
inform the development process.  Factors that potentially facilitate the development of HIAs into functional 
landscape programmes include, but are not limited to: socio-economic and ecological relevance of the landscape 
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to stakeholders, especially the private sector; existing private sector initiatives supporting HIA development; 
stakeholder interest and potential for collective action and willingness to support HIA development processes, etc. 
The agreement for collective action by FC (NRS), CSOs (TBG, Proforest, etc.), the private sector (through WCF) is 
triggered by common interest and alignment with stakeholders’ policy commitments. Specifically, stakeholders’ 
policy commitments are the main common factor that brought the private sector and CSOs to partner with 
government to work with traditional authorities and local communities in developing the A-A HIA into a functional 
landscape programme.

2.2.2 Rapid baseline assessment of A-A HIA
An important step in the A-A HIA development process involved a rapid baseline assessment of the socio-economic 
and ecological conditions to determine the specific ecological and socio-economic issues inherent in the HIA.  The 
assessment was also meant to determine whether or not there was potential for collective action amongst key 
stakeholders in the HIA; to identify the key stakeholders (traditional authorities, private sector companies, CSO, 
farmers associations, government agencies) and their specific roles; and the existing decision-making structures 
within the HIA. Several participatory tools such as stakeholder analyses, key informant interviews with community 
leaders, higher traditional authorities and officials of the local government system, and other social interactive 
methods of information gathering, and analysis were deployed in this process.

The Landscape Governance Structure

2.2.3 Committee formation process
The organisational arrangement of the A-A HIA governance structure comprises a Community Resource 
Management Committee (CRMC) or Community Committee (CC) formed at each constituent community. Several 
communities that share collective action may form one CRMC.  Following the formation of the CRMC, communities 
were clustered into zones or CREMAs and thereafter one or more of these zones/CREMAs were put together to 
form a sub-HIA, and then a grouping of Sub-HIAs will form the HIA. A selection of members from each Sub-HIA 
forms the HMB. Communities and their constituents of all genders are equitably represented at all levels of the AA 
HIA governance structure.

2.2.4 Zoning of the A-A HIA
Defining the Sub-HIA boundaries to align with existing boundaries is important in determining the area within 
which the constitution is enforceable. It began with clustering of communities into Zones/CREMAs based on agreed 
parameters including community boundaries, traditional boundaries, proximity, available community resources, 
etc. The boundaries that define the “community” in the A-A HIA are clearly marked with the involvement of the 
leadership of all the various communities and specified in the HIA and Sub-HIA constitutions which will ultimately 
be backed by a district assembly by-law.

2.2.5 Developing the Sub-HIA/HIA constitution
A constitution in the A-A HIA context sets out the organisational structure with agreed rules and regulations by 
which all will abide.  It is a social contract that operates at different levels. Firstly, it is between the individual Sub-
HIA and HIA constituents such as patrons who are traditional leaders, farmers, hunters, etc, and then between 
groups of farmers, hunters, and finally between external entities such as the district assembly, FC, COCOBOD and 
the private sector.  The A-A HIA constitution is not law, but it may be recognised by law if the right procedures are 
followed to have it recognised and gazetted by the respective district assemblies to make them district assembly 
by-laws.

2.2.6 Signing of the framework agreement 
This is the formal agreement between the A-A HMB and the government (FC and COCOBOD), which commits the 
parties to the intended outcome of achieving a climate smart landscape i.e. reducing emissions from deforestation 
whilst enhancing climate-smart cocoa production with optimum benefit flows to all stakeholders.
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2.2.7 Development of a landscape Management and Investment plan
To ensure effective implementation of actions towards the landscape vision, coordinated interventions, 
harmonisation of landscape actions, and involvement of all actors in decision-making, the A-A landscape 
Management and Investment Plan was developed. The plan was developed through multi-stakeholder 
participatory processes involving all key stakeholders in the A-A landscape. This included multi-stakeholder 
decision making to agree on information and data gathering, analysis of land uses and validation of results.  
Stakeholders’ dialogue and decision-making processes were adopted to determine the interventions and 
investments and appropriate strategies that will result in the desired goal for the A-A landscape. An ad hoc 
technical committee commissioned by the Chief Executive of FC and with members drawn from the FC, 
COCOBOD, WCF, SNV (for experience sharing), Proforest and a representative of the private sector companies, 
led the management and investment plan development, under the guidance of a management consultant. The 
management and investment plan specifically set out the terms under which the HIA resources, including forests 
and off-forest reserve production areas, would be restored and also ensure sustainable practices from other land 
uses. It also outlines mandate, investment strategies, responsibilities, and roles of key actors (state, non-state & 
private sector) towards the landscape vision. 

Identification and selection of HIA 
based on defined criteria

Seek Free Prior Informed Consent of relevant stakeholders

Local stakeholders (Traditional Authorities, Community Leaders) express 
desire to participate

Build Consortium of Partners

Identify companies, NGOs, gov agencies with 
interest / activities in landscape and initiate 

partnerships

Conduct  Baseline/Rapid Assessment 

Community entry, Socio-Cultural Survey, 
Assess Forest Resources and Land Use

Determine where to start working in the HIA 
based on  existing NR governance structures 

(CRMC,CREMA(s)/Sub-HIA)

Initiate Process to Build HIA Landscape Governance & CSC
CRMCs/ CEC/SHEC/HMB; Constitutions & By-Laws; Roll-out of CSC 

activities; Trainings and capacity building

Consortium Input to HIA Management
Plan & M&E System

Ensure that Management Plan captures
Consortium’s sustainability priorities and commitments.

Ensure that M&E System incorporates corporate KPIs

Consortium Drafts Landscape
Vision & HIA Framework

Agreement

Hold Regular Consortium Meetings
Partners convene to discuss activities and collaboration

Adapt Landscape M&E system
System of collaborative monitoring of goals / 

indicators and patrolling to check by-laws

Adapt Landscape M&E system
System of collaborative monitoring of goals / 

indicators and patrolling to check by-laws

HIA SHECs/HMB Draft Landscape Management Plan
Plan for sustainability of cocoa farms, forests, and 

financing of HIA

Implement Landscape 
Management Plan 

Implement and adapt 
Management Plan over time

Implement Landscape Monitoring & 
Evaluation System

HIA and Consortium collect data, conduct 
patrols, and analyse results; Consortium 
receives periodic data for corporate KPIs

Figure 2 Schematic representation of Asunafo-Asutifi HIA development process
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SECTION THREE

3.0 Stakeholder collaboration in the Asunafo-Asutifi 
HIA, challenges, experiences and lessons. 
3.1 Partnerships (amongst companies), and collaboration with state and non-
state actors towards the A-A HIA vision
Effective development and management of a HIA relies on the willingness of stakeholders to collaborate and work 
together under a common framework towards achieving the goals of the GCFRP. The key stakeholders include 
state actors, namely FC (the convener of the GCFRP), and COCOBOD (a key state actor); TAs, CSOs, and farmer 
groups. Considering these varied stakeholders, the A-A HIA is being developed through the adoption of multi 
stakeholder processes including consultations, engagements, and collaborations for effective participation of all 
stakeholders. Among these stakeholders were some existing collaborations such as MoUs between the FC and 
private sector companies and CSOs for the implementation of the GCFRP. The aggregation of individual entities and 
their collaboration culminated in a formal partnership to develop and manage the A-A HIA. Each of these actors in 
the partnership and/or collaboration has some vested interests, responsibilities (mandatory and/or voluntary) and 
roles to play towards achieving a common HIA vision. Below is a summary of entities in the A-A HIA partnership, 
their interest and mandate.  
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Table 1 Key entities in the AA HIA, their interest and mandate
No Name of entity Nature of Entity Interests in the AA HIA Core Mandate 
1 Forestry 

Commission
Statutory body Sustainably managed 

forest landscape/
resources
Emission reduction by 
reducing deforestation 
and forest degradation

• Manage forest reserves and national 
parks 

• Convener of the GCFRP 
• Coordinate GCFRP 
• Conduct monitoring of forests and 

social safeguards
2 Ghana 

COCOBOD
Statutory body Sustainable and 

improved cocoa 
production with accruing 
benefit to farmers

• Implement CSC and other priority 
activities 

• Monitoring & policy support 
• Regulator of the cocoa supply chain

3 Tropenbos 
Ghana

CSO Inclusive and sustainable 
management of the A-A 
HIA

• Facilitating the formation of 
governance structures for sustainable 
management of the HIA

4 Proforest CSO Technical facilitator 
of private sector 
participation in the A-A 
programme Inclusive and 
sustainable management 
of the A-A HIA.

• Supports companies, governments, 
civil society and other organisations 
to work towards the responsible 
production and sourcing of agricultural 
and forest commodities.

5 WCF Private Sustainable 
production of beans 
with improvement 
in livelihoods and 
environment

• Ensure alignment and reporting to CFI 
& GCFRP

• High level convening and 
communication with government and 
global chocolate industry

6 Cocoa/
Chocolate 
Companies

Private Sustainable and 
increased production of 
cocoa beans

• Implement CSC activities 
• Buy beans 
• Support landscape activities
• Support community development

7 Traditional 
Authorities

Non-State Land ownership, 
sustainable use and 
management

• Enactment and enforcement of 
customary practices on sustainable 
land use and also support 
enforcement of formal rules

8 MDAs (RCC, 
MDAs, and 
its subsidiary 
bodies i.e. EPA, 
WRC, etc.)

Statutory Sustainable development 
with minimal negative 
impacts on the 
environment

• Support community engagement 
processes

• Support management planning and 
by-laws

•  Support with community 
development projects

Irrespective of their interest, mandate and their scale of operations in the A-A HIA, stakeholders have built on, and 
strengthened partnerships leading to collaborations between actors for effective implementation of actions in 
the A-A HIA. The A-A HIA has created a system that transcends individual responsibilities to partnerships amongst 
stakeholders irrespective of their differences. The reasons for this strong partnership and effective collaboration 
across sectors in the A-A HIA have been categorised broadly under the headings in table 2 below.
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Table 2: Reasons for Effective collaboration amongst actors in Asutifi-Asunafo HIA

Categorisation Reasons

Internal Policies, 
leadership and 
commitment

• Commitment of the top hierarchy of private sector companies (global cocoa companies 
operating in Ghana) and statutory institutions (Ghana) to a sustainable and climate 
smart landscape vision beyond sourcing beans. This does not only enjoin local managers 
to collaborate and support A-A HIA development and management processes, but also 
becomes part of the responsibilities to deliver on.

• Good leadership of private sector entities in the HIA has enhanced partnerships and 
collaborations within the landscape. Though there are several private entities with interests 
in the A-A HIA, they come under the umbrella of WCF. This presents them with a more 
unified front, with a specific and common agenda for the landscape. This makes them more 
influential, better organised and easy to engage or be engaged with through their fronting 
institution i.e. WCF

• Good collaborative and supporting policies of private sector entities creates an enabling 
environment for building and strengthening partnerships and collaborations. For instance, 
some private entities in the A-A HIA have policy documents which mandate them to support 
and nurture smaller entities to grow and upscale. 

Channels of 
Communication

• Uniform communication amongst private sector institutions in the A-A HIA also contributed 
to building strong partnerships and collaborations with other stakeholders. The leadership 
role of the WCF as a fronting institution presents a unified position of private sector actors 
on topical issues in the A-A HIA.  

• Good inter and intra communications amongst partners and stakeholders. There is a sense 
of good information flow and relay among partners in the A-A HIA, which enhances working 
relations amongst partners and other stakeholders with easy access to information. 

Support systems • The role of a competent and neutral facilitator was key in building and maintaining 
partnerships and stakeholder collaborations in the A-A HIA. A neutral facilitator creates 
the enabling environment for open and fair deliberations amongst partners considering 
their vested interests, needs and beliefs as well as allowing the facilitator to manage any 
potential conflicts and misunderstandings which might emerge from the partnerships and 
collaborations.

Participatory 
planning

• General understanding and acknowledgement of the A-A landscape challenges, its 
implications, and linkage with global efforts towards climate change mitigation and 
adaptation. Such understanding puts a sense of urgency on stakeholders to join forces 
towards sustainable management of the A-A HIA as part of their contribution to global 
efforts on reducing deforestation, climate change and promoting sustainable development

• Early involvement of actors/stakeholders spanning the conception of the HIA development, 
strategising, planning and initiation of management interventions for the HIA. This keeps 
partners in the know with  all interventions in the HIA and, where required, enables them to 
support such interventions in several forms including technical and financial

• Consensus-building has proven to be key in maintaining strong partnerships and effective 
collaborations in the A-A HIA. Decisions on development and management of the HIA are 
taken in an inclusive and participatory manner. This clears any perceptions or belief that one 
actor or a group of actors are imposing decisions on other stakeholders in the landscape.

• Joint planning and implementation of actions have enhanced collaborations in the A-A HIA. 
The collaboration contains varied expertise and resources that can easily be tapped into. 
For example, the FC contributed its tree planting and management experience by providing 
technical assistance to CHED in integrating trees in cocoa farms. Attribution of successes to 
all partners but not to an entity or a group of entities has also been crucial.
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3.2 Challenges
Notwithstanding the favorable conditions that enable strong partnership and collaboration for the A-A HIA 
programme, there are some challenges which could potentially hinder realisation of the potential of the A-A HIA 
programme. These are basically an unfavorable policy framework and environment and include: 

• Poor enforcement of forest sector laws. Some stakeholders perceive the lack of effective law enforcement on 
illegal logging as having potential to thwart efforts especially of reducing deforestation and forest degradation. 
The continuous trend of deforestation and forest degradation in both on and off-reserves areas is a serious 
disincentive for farmers and communities to fully support reforestation efforts in the A-A HIA.

• Tree tenure issues. The uncertainty of ownership of trees being nurtured by farmers on-farm in the face of 
the stalled dialogue on tree registration, is seen as a major challenge to the promotion of climate smart and 
agroforestry interventions.  Without a clear position on the ownership of nurtured trees, farmers remain 
apprehensive and uncertain about the ownership rights or tangible economic benefits from economic trees 
nurtured on their farms.

• The HIA approach relies on the CREMA mechanism and, as such, policy and regulatory gaps related to the 
devolution of resource management to communities, tree tenure and benefit sharing (i.e. benefits from trees 
nurtured on farms and other resource management issues need urgent attention as these serves as incentives 
for local participation in HIA governance and sustainable management.

• Lack of convergence of entrenched positions of partners especially the vested interest of government i.e. FC 
in HIAs and that of private sector may affect effective functionality of the HIAs. Though the HIA governance 
structure is pre-defined by the FC, its structural/actual development and nature should serve vested interests of 
all key stakeholders in the HIA programme. 

• Other internal administrative issues could also pose a challenge, and these include: 
• The sheer number of stakeholders with vested interests in the A-A HIA makes a participatory process rather 

cumbersome and slow. 
• Pace of action and deployment of interventions in the landscape. This arises from the fact that different actors in 

the landscape operate at different speeds. Working together may potentially affect the rate at which individual 
entities could have functioned if working alone.

• Funding: The tendency for the private sector to invest in activities that align with their area of interest may affect 
investment in some activities that may be necessary as far as the HIA is concerned, but may not align with the 
investment interests of the private sector. 

• Again, the CREMA concept which forms the building block of the HIA governance structure remains poorly 
defined in terms of ownership and management authority over natural resources within CREMA. For instance, 
whereas the Wildlife Division of the FC maintains that CREMAs with devolved authority have management 
authority and the right to benefit from natural resource in off-reserve areas within its catchment area, the 
Forestry Service Division (FSD) disregards this by granting logging permits to property mark holders in CREMAs 
without prior consent and/or any benefit to the CREMAs. This holds the potential to negatively affect the 
effectiveness of the CREMA and management due to contested ownership and benefit associated with CREMA 
resources. 

• Sustaining local interest in the entire landscape programme is a key challenge Sustainability of HIA governance 
depends largely on viable and sustainable financing streams for HIA structures.  Currently, A-A HIA structures 
have limited sources of funding to support their effective functioning. Existing support systems are from CSOs 
and are only tied to specific actions determined by the contributing organisation and are not sustainable over a 
longer term.
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3.3 Lessons and Experiences
There have been remarkable partnerships and effective stakeholder collaborations in the A-A HIA especially 
in mobilising resources for the HIA development. The A-A setup has attracted a wide range of interest and 
support from different stakeholders in view of the potential opportunities the landscape programme presents 
to stakeholders, particularly CFI signatory companies. Other successes manifest in the number of interventions/
initiatives being implemented solely or jointly by partners in pursuit of the A-A HIA vision. These successes are, 
however, not without challenges as elaborated above. Established working relations and achievements amid 
challenges in the A-A HIA present some experiences and lessons to drive reforms in the A-A HIA, whilst also 
informing practices in other HIAs.  Below are the key lessons and experiences categorised into company/ private 
sector collaborations, and general lessons and experiences from the local HIA members’ perspectives.

3.3.1 Lessons from Private sector and Government collaborations
• Developing the A-A HIA programme within the framework of the GCFRP has ensured well-defined roles and 

responsibilities of all stakeholders and has also provided a clear pathway for the programme development and 
implementation. The specific and expected roles of different stakeholders (CSO, private sector) are well defined 
and clearly communicated and overlap of roles and functions of stakeholders is avoided.  By this approach the 
risk of ambushing and take-over by a dominant CSO or private sector entity is avoided. 

• The dominant role of the FC as the convener of the HIA programme has provided clear leadership and ownership 
of the process as well as a clear road map for HIA programme development.

• The HIA programme development process is huge and requires a multi-stakeholder participatory process that 
recognises the unique roles and contributions of all stakeholders and provides the needed space to function. 
A clear understanding of the unique roles and contributions of each stakeholder is necessary for a smooth 
development process. 
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• It is important for partners (CSOs, Private Sector and Government) to understand their role and what they bring 
to the partnership. The development process should be clear to all stakeholders, to avoid some stakeholder 
taking undue credit and attribution for themselves. 

• The HIA programme provides the opportunity for multi-stakeholder collaboration and dialogue towards a 
common vision that has both local and international perspective for the landscape. As much as this is necessary, 
the sheer number of stakeholders with vested interests in the process can compromise its integrity.

• A clear understanding of the programme development process is necessary, particularly among the local 
landscape stakeholders, to have their buy-in and support. 

• In view of the land ownership regime in the country, the fundamental role of Traditional authority, resource 
owners and farmers is paramount for successful programme development and implementation.

• The effective functionality of the landscape governance structure will depend largely on the technical capacity 
of its functional units and their long-term sustainability. The mandate and authority of the governance structure 
must be widely acknowledged and accepted throughout the HIA. 

• Commitment to sustainable and climate smart practices in cocoa-forest landscapes is more realistic if initiated 
as a policy directive of the private sector and implemented from the local perspective.  Corporate policy 
commitment has proven to be more effective in the initiation and implementation of actions towards a climate 
smart landscape vision. This has proven to be more effective and sustainable particularly if aligned with national 
and sub-national policy processes. 

• The strong presence of partners and interest in the landscape is key. For instance, almost all companies in the 
A-A HIA, through their subsidiary bodies, are physically present in the landscape and are active in implementing 
interventions towards achieving the A-A landscape vision.

• It is imperative that in the development of the landscape programme, strategic partners should aim at putting 
in place systematic actions to help others to scale up and grow through collaborations and partnerships rather 
than focusing on individual interventions within a limited scope and scale. For example, OLAM’s living landscape 
policy, amongst other things, supports local entities to scale up.

• Joint planning and decision making helps partners in the HIA, especially private sector companies, to collaborate 
and scale up.  This avoids duplication and waste of resources, overlapping and being overly protective of an 
individual’s areas of intensity.

• Effective collaboration and partnership in the HIA development and management has allowed for a common 
approach and position on emerging issues and challenges in the management of the HIA. Through the 
partnership and collaboration amongst stakeholders, a common vision has been defined for the landscape, with 
strong commitments from state actors and the private sector to achieve the landscape vision.

• Common leadership of companies by WCF in the A-A HIA has diffused initial suspicion and mistrust 
amongst companies, making them more unified, easy to engage and be engaged with, allowing for uniform 
communication, and pooling of resources to support the landscape initiative and ensuring a level playing field for 
all companies

• The success of interventions must not be attributed directly to one entity It is prudent not to attribute HIA 
successes to one entity or organisation. Each partners’ or stakeholders’ efforts should be deemed relevant and as 
such successes must be shared by all. 

• Local actors (communities, farmers, etc.) must be the prime beneficiary of all interventions in order to sustain 
their interest in the HIA development and management processes. Without communities or farmers, it is next to 
impossible for the implementation of climate smart and sustainable landscape interventions. 

• The partnership and collaboration among different stakeholders creates a huge opportunity for collective action 
at a lower cost per head.

• Partnership and collaborative support of interventions (financial, technical, equipment, etc.) from stakeholders 
creates shared ownership for the actions being undertaken. Joint actions with support from partners and 
collaborators are key in HIA development and its sustainable management.
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3.3.2 Experiences and lessons for Local HIA actors 
Initiation and stakeholder awareness of A-A HIA governance

Irrespective of location in the HIA and institution that engaged them on HIA development processes, all 
respondents shared the same knowledge and understanding of the HIA governance and management; indicating 
consistency and uniformity in information dissemination. Among reasons cited for development of HIAs included 
the need to:

•  govern the A-A cocoa-forest landscape beyond existing NR structures which are limited in scope/ scale.
•  inclusively protect forest and associated resources
•  enhance adoption of climate smart cocoa production/ climate smart HIA in line with GCFRP
•  have an HMB responsible for HIA management decisions
•  improve stakeholder awareness on the importance of forests, climate change, & forest degradation. 
•  strengthen and improve local capacity in natural resource governance and management
•  secure local/ forest-based livelihoods through sustainable and climate smart practices

Other reasons that respondents thought should have been mentioned at the nascent stages of the HIA 
development process included the position and role of youth in cocoa production and HIA activities. For actors 
who are not directly involved in HIA activities, they perceive HIA structures (including CREMAs) as associations of 
only the committee members. Some also perceive HIA structures as an affront to unsustainable practices. 
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Stakeholder consent and support for developing HIA governance

All stakeholders were duly approached, and informed on the meaning of HIA governance, their position, roles and 
responsibilities in the process. They were also informed about the associated benefits of HIA governance as well as 
potential challenges. Generally, they expressed satisfaction with the procedure through which the development of 
HIA governance was introduced. This was largely achieved through:

•  consistent engagement between facilitators and local stakeholders
•  a participatory approach in existing structures in the HIA
•  broad, uniform and comprehensive awareness and local understanding of the HIA development process
• clear understanding of the relationship between existing NR governance structures e.g. CREMAs and the HIA, 

and appreciation of benefit sharing from carbon funds and other forest resources

This notwithstanding, some respondents were doubtful of the success of the process at the nascent stages 
considering the geographical scope and challenges in the HIA. They, however, willingly accepted to be involved 
and support efforts towards developing the HIA. Key reasons that informed stakeholders’ decisions to accept and 
support the process included but were not limited to:

• Associated benefits of inclusive and effective HIA governance and management e.g. sustainable cocoa 
production, inclusive and participatory decision making, sustainable livelihoods from climate smart practices, 
protection of natural resources, etc.

• Opportunities for engaging other stakeholders e.g. traditional authorities, forestry commission, CSOs, COCOBOD, etc. 
• Presence of more development partners and private sector involvement in the HIA
•  Enhanced coordination and collaboration among actors /communities in the HIA i.e. from community to the 

landscape level. 
• Improved understanding of key or hidden NR issues e.g. understanding the fiscal obligation of timber companies 

to communities, etc. 

Lessons Learned 

• Awareness creation on HIA development, purpose, structures and processes must target not only actors/
stakeholders with direct responsibility in HIA governance. Other land users including farmers, loggers, and 
miners in the HIA must be aware of HIA governance and management processes to create wider ownership 
and appreciation of HIA initiatives.

• Consistency in messaging in the HIA development process is key to achieving uniform understanding across 
sectors and amongst stakeholders in the HIA.

• Sustained institutional /consortium responsibility in HIA development is key to the successful development 
of HIA structures and processes.

• Reasons for HIA governance should always be tailor-made to address local challenges and serve local needs 
and interests in the respective HIAs.

• For sustained support of an HIA initiative, it always prudent to identify and build a Consortium around 
institutions with medium to long term plans for achieving a climate smart landscape

• A lead role or facilitation of HIA governance development should not be assigned to a private entity 
especially when they are competitors in the same market. Where a private entity is assigned such a role, it 
must be through a consultative process and must not be imposed.
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Lessons Learned

• Observe all community protocol in HIA engagements to avoid any socio-cultural breaches likely to affect the 
HIA development processes.

• Free, Prior and Informed Consent re-emphasises respect for locals, resonates with good governance 
principles and this creates a broad base of support and involvement of stakeholders in HIA development 
processes 

• Making HIA governance establishment processes open, transparent and consultative make it easy to garner 
community support and creates local ownership of the process.   

• Capacity building of local actors broadens knowledge and offers better understanding of the intended 
objectives of HIA governance and management.

Processes for constituting/selecting HIA committees

Establishing a level ground for HIA governance structures

The A-A HIA has structures (representing committees) spanning from community to the HIA level. Communities 
with CREMA structures were adopted in the HIA governance structure. For communities without NR governance 
structures i.e. non-CREMA, they were supported to constitute a representative committee to represent their 
respective communities.  This intervention brought all existing and non-CREMA communities to a level capable of 
serving as strong basis for establishment of HIA structures at the Sub HIA and subsequently, at the HIA level.

Zoning of Sub HIAs and composition of committees 

It was explained that several consultations were held with stakeholders including traditional authorities in 
determining groupings or zoning of CREMAs and non-CREMA communities into Sub HIAs. Stakeholders hinted 
at driving processes that led to, and influenced the zoning of sub HIAs. This notwithstanding, some feel more 
residents (especially those in satellite communities along CREMA, and Sub HIA boundaries and people whose 
activities have no direct relationship with cocoa-forest) should have been involved in the HIA mapping process. 
There was an instance where a community that falls under two traditional areas was unclear under which Sub HIA 
it should be mapped and the Sub HIA representative among the mapping team didn’t have enough information on 
the precise location of the community in contention. It was after lengthy discussion with community leaders that 
they settled on where it should be mapped.

Sub HIA committees are composed of five executive positions; namely Chairman, Vice Chair, Secretary, Organiser, 
and Treasurer. Stakeholders expressed satisfaction  the composition of the Sub HIA committees as it permits 
representation from all CREMA and non-CREMA communities in a Sub HIA.  More importantly, each community 
has at least one member in an executive position at the Sub HIA and the HMB level.  In accordance with democratic 
principles, free and fair elections were used to select people into the respective Sub HIA/HIA committees, but 
efforts were put in place to ensure fair representation of all constituent communities of all genders. 

For stakeholders, the procedure had some positives including: 

•  women representation on HIA committees was improved through positive discrimination for women.
• no or minimal misunderstanding/ potential conflict resulting from the free and fair election process.
• improved communication among Sub HIA executives (SHEC) and HMB executives.
•  fair representation of all at the Sub HIAs level.
•  unity amongst stakeholders across the HIA.
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Lessons Learned 

• Free, fair, and transparent elections are required for selection of people into HIA committees.
• Where adjustments are to be made in HIA executive elections, i.e. for equitable representation, gender 

representation, etc. it should be made clear to all stakeholders the reasons for such adjustments.
• Fair and equitable distribution of HIA executive positions among constituent communities ensures no 

community or stakeholder feel sidelined in HIA processes. 
• It is always important to create an environment that allows stakeholders to drive HIA development 

processes including zoning, elections, etc. as they are more familiar, and can easily relate to context specific 
issues likely to affect their operation

HIA governance and existing NR governance structures

For all NR governance structures, their integration into HIA governance structures have led to marked improvement 
in their functionality, especially in the case of CREMAs i.e. regular CRMC/CEC meetings, increased involvement 
of traditional authorities in CREMA activities, CEC/Sub-HIA initiated projects, partners involvement in CREMA/
Sub-HIA activities, etc. This affirms the improvements AA HIA governance has brought to the landscape including 
broadening NR governance beyond CREMA boundaries, enhancing linkages across the HIA, improved working 
relations amongst locals, partners, and traditional authorities.

The main challenge that stakeholders mentioned related to the transition from existing NR structures to HIA was 
the limited capacity of non-CREMA communities in NR governance practices.

Lessons Learned 

• When creating stakeholder awareness on HIA development processes, it is always prudent to prioritise and 
devote more effort to communities with limited capacity and experiences in local NR governance. This will 
bridge the gap between communities with experience in NR governance and those without. 

• Where NR structures already exist, their integration and transition into HIA governance structures should be 
properly managed to avoid unnecessary competition. This can be done by properly defining the place, role, 
and operational relationships among the various structures. 

• It is also important not to favour SHEC and HMB over already existing NR structures which serve as the basis 
of HIA governance, especially where they already exist.   The basic HIA structures i.e. CRMC and CECs are 
key operational components of HIAs in terms of implementing sustainable and climate smart activities.

• Side activities, e.g. a football match, heighten the publicity of HIA development processes but also hold the 
potential to affect working relations amongst stakeholders if not properly planned and managed.

Effectiveness of guiding/ regulating documents for HIA governance

Stakeholders noted the Constitution as the main document that regulates or guides operations of HIA governance 
and management structures. All Sub HIAs and HMB hinted at having gone through a consultative and participatory 
process to develop their constitution. Whereas already existing CREMA communities are guided by constitution 
at the CRMC and CEC level, non-CREMA communities have no such constitution at the community level. Both are, 
however, guided by constitution at the Sub HIA and HIA level. This makes CREMA communities more organised and 
guided at the community level compared to non- CREMA communities. Respondents confirmed that the guiding 
documents were crafted in easily understandable English language, but they are yet to have them in printed form.
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Effectiveness of guiding/ regulating documents for HIA governance

Stakeholders noted the Constitution as the main document that regulates or guides operations of HIA governance 
and management structures. All Sub HIAs and HMB hinted at having gone through a consultative and participatory 
process to develop their constitution. Whereas already existing CREMA communities are guided by constitution 
at the CRMC and CEC level, non-CREMA communities have no such constitution at the community level. Both are, 
however, guided by constitution at the Sub HIA and HIA level. This makes CREMA communities more organised and 
guided at the community level compared to non- CREMA communities. Respondents confirmed that the guiding 
documents were crafted in easily understandable English language, but they are yet to have them in printed form.

Lessons Learned 

• HIA Constitutions, by-laws and management plans developed through user-owned processes are  locally 
owned and not seen as  an imposition by facilitators 

• When developing hierarchical governance structures like HIAs, it is prudent to ensure constitutions at 
various levels complement each other to ensure effective implementation.

• Where NR governance structures exist with their own guiding documents, HIA governance should adopt 
and build on these structures, and not completely change their rules of operation. 

• Within the same HIA, CREMAs and Sub HIAs are not obliged to have the same constitutions and by-laws as 
there might be some location-specific differences even between two communities.

• Guiding documents should be made readily available to stakeholders in user friendly formats for easy 
referencing to avoid misinterpretation and usurping of powers and responsibilities among executives of 
various committees

Stakeholder relations in HIA governance 

As a human institution, it is expected that there will be some challenges with working relations amongst 
stakeholders considering their varying interests. Within the AA HIA, several stakeholders including Farmers, 
CREMAs, CSOs, LBCS, FC-WD, DA, TAs are involved in the HIA processes. Stakeholder relations are quite cordial 
probably because of the mechanisms put in place to foster good working relations. Stakeholders from the 
community to the HIA level are comfortable working with others without much difficulty. 

The mode of engagement amongst stakeholders includes both formal and informal meetings, consultations, 
workshops, capacity building programmes and regular communication amongst stakeholders. Stakeholders 
mostly engage others for technical support and engagement on topical issues affecting the HIA/ Landscape actors 
indicated. They easily work with WD, CSOs, DA, and COCOBOD. Suggestions for improving stakeholder relations 
with actors, especially external actors, included the need for an established contact office for the HIA and possibly 
its constituent Sub HIAs. 

Lessons Learned 

• Avoid practices that can negatively affect stakeholder relations in HIA development processes such as 
openly prioritising CREMA communities over non-CREMA ones.

• Identify and build on existing strong stakeholder working relations, and properly manage mishaps that have 
the potential to affect stakeholder relations.

• Create a conducive atmosphere for all stakeholders to feel accommodated in HIA processes
• Have a transparent conflict redress mechanism to address misunderstandings between/ amongst 

stakeholders
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Capacity of actors

Stakeholders have undergone several capacity building activities to ensure they effectively deliver on their 
mandate. These capacity building initiatives are mostly initiated by private actors and CSOs operating in the HIA. 
Areas of capacity building include HIA governance, Forest and mining laws, climate smart cocoa practices, etc. The 
main approaches for these capacity building actions include workshops, field tours, Training of Trainers, etc. 

HIA governance, gender and social inclusion

Within the A-A HIA, stakeholders mentioned youth, orphans, disabled people and women as under-represented 
groups in NR governance. To ensure that the needs of under-represented groups are considered in HIA processes, 
the A-A HIA adopted positive gender discrimination in favour of women. This was done by reserving some HIA 
executive positions for women especially on the SHEC and HMB. The intent was to create avenues for women to 
make their voices heard in HIA processes. This notwithstanding, stakeholders are of the view that addressing the 
needs of under-represented groups will require more than physical representation and involves creating avenues 
for their participation in HIA processes. They hinted at the need for well thought out actions targeting the core 
needs of under-represented groups in the HIA.

Lessons Learned 

• Always prioritise capacity development in the setup of HIA governance structures as it serves as a basis for 
achieving the sustainable and climate smart HIA.

• Training must be tailored to address or contribute to specific HIA needs and challenges.
• Always make available reference material for all capacity development initiatives.

Lessons Learned 

• Identify vulnerable and under-represented   groups in HIA development processes, identify obstacles 
to their participation and systematically develop actions to ensure their effective participation in HIA 
processes. Such actions should look beyond physical representation of such groups in HIA processes.

• Awareness of gender and social inclusion should be core to all HIA development processes to ensure the 
needs and concerns of all are considered especially under-represented  groups
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Political Neutrality of HIA governance establishment process  

There has not been any political connotation attached to the A-A HIA governance processes and set-up. This was 
attributed to the political/partisan neutrality exhibited by stakeholders, especially consortium members. Conscious 
efforts were made to ensure HIA platforms are not drawn into any political/partisan activities as this holds the 
potential to affect how various groups feel attached to HIA structures. Furthermore, there has not been any 
reported political interference in HIA activities in the A-A HIA since its inception

Sustainability of HIA governance 

Sustaining the HIA governance could be problematic as a result of the absence of viable and sustainable 
financing streams for HIA structures.  Currently, A-A HIA structures have limited sources of funding to support 
their operations. Existing support systems are from CSOs and are only tied to specific actions determined by 
the contributing organisation. There are, however, some external funding opportunities i.e. funding for green 
businesses, carbon funds, etc. but the A-A HIA is yet to tap into these funds though they have received training 
on sourcing such funds.  Furthermore, there are functional models of sustainable revenue generation for CREMAs  
that the A-A HIA can learn from. For this to materialise, however, it depends on available resources and the 
capability of actors to transform such resources into money-generating enterprises. 

Also, stakeholders indicated that sustainability of HIA governance also depends on the sustained interest of locals 
in HIA initiatives. Practices that can mislay local interest and subsequently affect sustainability of HIA governance 
include but are not limited to:

• limited consideration of local views and concerns in HIA initiatives. 
• lack of funds and logistical support for achieving HIA goals. 
• official corruption and irresponsible practices of state institutions 
• poor enforcement and non-sanctioning of cocoa-forest related illegalities by state institutions and law 

enforcement agencies. 
• non- adherence to financial commitments by entities (state, CSOs, and private sector) to the AA HIA.

Lessons Learned 

• It is always prudent to plan for sustaining HIA governance structures at the nascent stages of the 
development process so that stakeholders and actors are aware of their responsibility towards sustainability

• Sustainability of HIA governance structures should not be narrowly conceived as there are several angles 
i.e.  Socio-cultural, economic/financial, environmental, etc. to sustaining landscape governance structures. 
Financial sustainability must, however, be prioritised as it provides more incentives to local involvement in 
HIA governance and management.

• Foster good relations between HIA and state institutions, and institutionalise them as a recognised local 
body with rights and responsibility over HIA management. 

• Statutory bodies and CSOs must deliver on their mandate especially where commitments are made with 
the HIA structures or locals.
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SECTION FOUR
4.1 Conclusion
GCFRP adopts the HIA approach for the implementation of actions to halt deforestation and forest degradation, 
whilst also enhancing sustainable and climate resilient practices including climate smart cocoa production. 
Subsequently, priority target areas have been demarcated as HIAs for immediate intervention to halt the increasing 
trends of deforestation and forest degradation, based on certain peculiar characteristics. One such is the A-A HIA, 
which is being developed through a multi-stakeholder processes starting with the identification of the landscape, 
and setting up governance structures to a level capable of implementing HIA activities.  This was made possible 
through a partnership of government agencies, private sector, CSOs and local communities. Processes adopted 
in the A-A HIA might have been informed by peculiarities in the HIA with its associated challenges.  This implies 
that lessons and experiences of stakeholders may be contextual and, as such, reference to these lessons and 
experiences must be within proper context. It must also be noted that adoption and application of any of these 
lessons must not be in isolation considering the linkages and interconnections in HIA development processes. 
Lastly, any efforts towards developing an HIA programme should endeavor to document stakeholder experiences 
and lessons to inform reforms and strategies in HIA management. 

4.2 Next steps
• Partners and collaborators in the A-A HIA must endeavour to sustain and improve working relations within and 

amongst stakeholders at all levels. This could be achieved by improving already existing engagement processes 
and finding remedies to challenges likely to derail collaborative efforts among stakeholders. Success in the A-A 
HIA must be replicated in adjoining HIAs to achieve scale and have wider impact. Considering that companies 
and collaborators in the A-A HIA also have interest in other HIAs, current partner actions in the A-A HIA should 
not negatively affect the adjoining HIAs. 

• Partners and collaborators should not be overly protective of their role and achievements in the A-A HIA by 
preventing or not recognising the efforts of new entrants interested in HIA development and management. Effort 
should be made by partners to identify and ensure emerging interventions contribute to the overall A-A HIA vision.

• Regular assessment of the HIA to identify emerging challenges, and risk in order to outline strategies to address 
them. This will prevent any compromise to the functionality of the HIA.

•  Resource mobilisation must be top of the agenda for partners in the HIA in order to live up to their 
commitments whilst also sustaining local actors’ interests in the HIA processes. Partners’ commitments must be 
fulfilled to boost local confidence in HIA processes.

•  Considering that partners’ efforts are in partnership and collaborations, individual and partners’ sustainability 
and/or exit plans should be developed to minimise the impacts in case a partner is unable to fulfil their 
commitment to the landscape or if a partner is no longer interested in the HIA. This will provide strategies for 
filling gaps that may be created by their absence or inability to mobilise resources towards its commitment. 

• There is a need for the existing HIA partnership to outline modalities for entry for new companies interested in 
investing in developed HIAs. Such modality should be designed to attract more private sector investment into the HIA.

• The role of local authorities (e.g. MMDAs, traditional councils, subsidiary bodies of government agencies, etc.) 
in HIA development should be enhanced to enable their working relations with HIA governance structures while 
also developing their capacity to effectively contribute to sustainable management of the HIA. 
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