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Abstract 
 
During training 1 (task 5.3), ambassadors were requested to introduce ‘seed’ initiatives from their 
region. Seed initiatives should be tailored towards the engagement of rural youth. Examples are 
smaller tenders to enable provision of local and seasonal food, improve the market position and 
identity of primary producers e.g. through the identification of unique selling points, decision support 
tools and hands-on approaches for smart joint logistics of producers' groups, outsourcing of transport 
to entrepreneurs, optimising sales order picking and transport routes etc. These initiatives were 
discussed based on the selection and evaluation criteria from COCOREADO. Out of 20 submitted ‘seed’ 
initiatives, the ambassadors selected 6 initiatives with the highest potential for improving the position 
of the farmer in the food chain and to create win-wins for producers and consumers in particular by 
minimising margins taken by intermediaries.  
 
This report aims to describe the process of training preparation, co-creation activities regarding ‘seed’ 
initiatives, overall results and next steps. 
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1. Introduction 
 
The aim of WP6 is the co-creation of innovative supply chains. The trainings of WP5 are used as co-
creation activities with the ambassadors to select, develop and implement ‘seed’ initiatives from their 
own region. Seed initiatives are ideas that are both consumer driven and conducive to improving 
farmers' incomes (e.g. economies of scale, smarter distribution, reduction of environmental 
footprints, territorial approaches etc.). Seed budget is thereby provided to support the rural 
communities. 
 
The aim of this report is to describe the whole process of co-creation starting with the definition of 
the concept of ‘seed’ initiative until the proposition of ‘seed’ initiatives by the ambassadors, especially 
focusing on the co-creation activities carried out during the 1st training organised in Brussels from the 
28th until the 30th of March of 2022.  
 
The report will also outline the main outcomes obtained during these training sessions and the process 
of proposition and selection of the seed initiatives, carried out after the first training. 
  

01 
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2. Concepts 
2.1 What is co-creation? 
Co-creation is a form of open innovation and can be defined as the practice of collaborative product 
or service development, where developers and stakeholders work together. It’s a way of thinking 
about the economic concept ‘value’ where consumers play a key role, but there is also a need to co-
create value with different stakeholders, such as consumers, suppliers, public organisations, 
competitors, and other business partners. This also includes the end consumer, as one of the key 
actors. 
 
Co-creation is used throughout the whole project but has a crucial role during the co-creation of seed 
initiatives by the team of ambassadors. The group of ambassadors worked on the co-creation solutions 
for the development of seed initiatives based on a systemic design approach, with an adapted version 
of the value proposition tool, see annex 1 (https://www.systemicdesigntoolkit.org/). Parts of the 
systemic design toolkit will be used also in the next trainings.  
 
During the first training, the ambassadors’ network mutually inspired and learnt from each other and 
collectively promoted the common interest of re-designing food chains for strengthening the farmers’ 
position with active involvement of consumers. Ambassadors discussed these ideas supported by the 
COCOREADO team. The next ambassador trainings will work as a laboratory for both co-learning, co- 
creation and co-innovation, discovering both barriers and opportunities for the selected ‘seed’ 
initiatives. 

2.2 What is a ‘seed’ initiative? 
Through discussions among the partners, an agreement was reached for a common definition of ‘seed’ 
initiative.  
 

02 
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Seed initiatives entail preliminary ideas, not yet implemented in practice, that are both consumer 
driven and conducive to improving farmers' incomes. Improving the position of the farmer in the food 
chain and creating win-wins for producers and consumers, in particular by minimising margins taken 
by intermediaries, are the main objectives for seed initiatives. These ideas are not yet implemented in 
practice and are still in a start-up phase, while NOFAs are already implemented and rather successful. 
 
These initiatives try to tackle different challenges dealing with reconnecting producers and consumers 
and strengthening the position of the farmer in the food system. COCOREADO will invest in the co-
creation of 4 to 6 seed initiatives that bridge the gap between producers and consumers. The process 
of development as well as the final output will provide valuable insights for the project and its 
stakeholders across Europe. 
 
As a result, each ‘seed’ initiative will need to develop a roadmap with concrete actions, clustered as a 
set of interventions that can reinforce or enable each other, to be implemented in a coordinated way. 

2.2.1 Proposition of ‘seed’ initiatives 
The selected initiatives are ideas developed by ambassadors, from the ambassadors’ region. They will 
be further developed and implemented through co-creation activities together with ambassadors 
during the project. Seed budget will be provided by the COCOREADO project (15.000€ in total) to the 
selected ones to support and develop the selected initiatives through implementing regional 
workshops in their specific regions.  
 
Ambassadors participated in a virtual session before the training where the concept of ‘seed’ initiative 
was explained to them. During the training they co-created proposals for ‘seed’ initiatives and finally 
had the opportunity to present their own ideas. After the training they also had the opportunity to 
propose ‘seed’ initiatives, after the enriching collaboration sessions that took place there. 

2.2.2 Selection process 
From the group of seed initiatives, the ambassadors selected 6 initiatives with the highest potential 
for improving the position of the farmer in the food chain and to create win-wins for producers and 
consumers.  
 
It is necessary to underline that the selection was made by the ambassadors, with the objective to 
increase the involvement of the group of ambassadors with this task, while the partners ensured that 
all proposed initiatives meet the requirements for eligibility.  
 
The selection was carried out after the 1st training and is explained in detail in point 5: Post-training. 
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3. Pre-training 
 
This section details the work done before the first training, including the preparatory meetings for the 
working sessions of the training with the ambassadors. 

3.1 First online meeting with ambassadors 
To make the ambassadors aware of and understand the concept of ‘seed’ initiatives and to find out 
about their interest in proposing initiatives from their regions, a first virtual session was organised 
with ambassadors on the 19th of January of 2022. 
 
For this purpose, two interactive videos were prepared explaining the concept and including some 
examples of ‘seed’ initiatives. Also information about the whole process of proposition and selection, 
the available budget and timeline of each step was provided.  
 
The other goal of this session was to get feedback from the ambassadors and learn about their 
intentions of proposing their own ‘seed’ initiatives.  A survey was done after the meeting and half of 
the ambassadors who answered (22 ambassadors answered this survey out of the 37 participating in 
the first online session) said that they already had an idea in their mind. This fact was reflected in the 
number of proposals submitted at the proposal stage. 
 
The best way to understand the concept of ‘seed’ initiatives is to inspire with examples of this kind of 
initiatives. For this reason, a video was prepared showing three cases that could have been ‘seed’ 
initiatives. This made the concept ‘seed initiative’ more tangible for project partners and ambassadors: 
 
1st example - Hazialdeko: Organic farmers association created with the help of measure 16.2 of the 
rural development program. These farmers had difficulties in post-harvest processing, marketing and 
reaching high-value markets. By creating this association, they have acquired a common machinery 
for cleaning cereals and legumes grains and have started to market together with a single brand 

03 
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through short distribution channels: directly to bakers, consumers, consumer associations and via 
collectors. The association hopes to acquire more common machinery as well as market more 
products together. 

Figure 1 - First lentils commercialised by Hazialdeko ‘seed’ initiative 

2nd example - Collective infrastructure for meat processing: Group of farmers creating a collaborative 
model of infrastructure for transformation and direct selling with all sanitary requirements. These 
common facilities are necessary for the viability of small producers. 
 

Figure 2 - Overview of the facilities 

3rd example - Sardetik Sardeskara app: The app ‘Sardetik Sardeskara - From farm to fork’ allows 
society and the agricultural sector to get to know each other and to establish direct contact between 
consumers and farmers. In addition, producers improve their profitability by receiving the full sales 
margin and consumers enjoy food of excellent quality. Establishing this type of links generates 
relationships of trust that guarantee a social and supportive economy, which help keep rural areas 
alive and preserve the environment. 
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Figure 3 - Sardetik Sardeskara app 

3.2 Preparation of co-creation training sessions 
After the first online meeting with ambassadors, work began on the preparation of the co-creation 
sessions to be held during the training in Brussels (March 2022). For this purpose, several meetings 
were held between the partners involved in this work, the co-leaders of WP6 (EV ILVO and MIJARC) 
and other partners BSC and KU Leuven that also collaborated during the training. Finally, it was 
decided to hold 3 working sessions during the training with the ambassadors. Since it was the first 
time they would meet each other, we decided to set the deadline for submitting seed initiatives after 
the first training. This allowed ambassadors to be focused during the training and take time to co-
create seed initiatives with other ambassadors. 
 
When preparing the sessions for the training, it was decided that ambassadors would receive time to 
work on co-creation of seed initiatives in three sessions. In the next section these sessions will be 
explained in detail. All the partners present in the training collaborated in the sessions. 
 
 Session 1: 1h 30 min: Seed initiatives, ambassadors role and co-creation activities 

 
 Session 2: 1h: Key elements and goals of the seed initiatives 

 
 Session 3: 1h 30 min: Seed initiatives proposition 
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4. Training sessions 
 

4.1 Session 1: Concept, ambassadors role and co-creation activities 
This first session was dedicated to learning about the concept ‘seed initiatives’. Although, they had 
already had some time prior to the training to get familiar with the concept, it was still important to 
have all ambassadors on the same page. The aim of this first session was that all ambassadors had an 
idea about the seed initiative concept and the role of the ambassadors.   The learning objectives were:   
 

- What is a seed initiative? 
- What is the role of the ambassadors in the creation and selection of these seed initiatives? 
- How do they want to work in co-creation? 

 
Outline of this first session 
 

1. Introduction on what is a seed initiative (examples in videos).  
 

2. Discussion on what their role will be during the process of proposing ‘seed’ initiatives. 
 

3. Then, ambassadors were divided in groups of 5 to start the work on co-creation. 
Ambassadors had the opportunity to share their own backgrounds, to discuss about the 
questions proposed and to learn about the reality of other regions ‘supply chains and their 
needs. In this last part, they discussed on how they will work together as teams. These 
groups remained the same for the rest of the sessions on seed initiatives. These groups were 
formed prior to the training by the organising partners, based on gender-balance, 
geography and status in the food chain criteria. In these groups, they reflected on:  

 
i. What does ‘co-creation’ mean? What key words do they put behind this?  
ii. What do they need from a group to work properly?  

04 
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iii. What do they know about the realities of each other regions / areas / countries? 
What do they have in common? 
 

Figure 4 - Picture of 1st session on co-creation of 'seed' initiatives 

 

Figure 5 - Session 1 example 
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4.2 Session 2: Key elements and goals of the seed initiatives  
In this next session, ambassadors discussed in their groups, the key elements ‘seed’ initiatives needed 
to contain to ensure their goals. The learning objectives are twofold in this case:   
 

- What are the goals that seed initiatives are supposed to tackle?  
- What are the elements that ensure these goals?  
 

Outline of the 2nd session 
 

1. Explanation on the main goals: Improving the position of the farmer in the food chain, creating 
win-wins for producers and consumers, minimising intermediaries, being replicable… 
 

2. Discussion groups on what key elements to have in a seed initiative to ensure their goals, based 
on their realities. Examples of this are fair prices for farmers or clear information for the 
consumers. 
 

At the end of the session, every group had a short time-slot to report their main findings in plenary. 
This was seen as feedback to inspire the other groups on elements they might be missing. Each group 
created its own ideal recipe for a seed initiative, listing all the elements that the ideal seed initiative 
should contain. The main ideas (cfr. Key elements) that were generated are the following: 

 
Bridge between farmers and consumers 
Freedom of choice for the farmers 
Affordable products for everybody (B2B, B2C)  
Shared risk and benefits 
Income share to community and environment 
Shared logistics 
Shared knowledge 
Clear concept focusing on solving challenges (analyse customer groups, financial plan, good 
marketing strategy) 
Adequate partners/stakeholders (pitching the project, funding, connecting of the value chain, 
rise sharing)  
Fair price for farmers (direct sale, price stability…) 
Transparent information for consumers (storytelling, communication/promotion) 
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Figure 6 - Picture presentation of the team work of session 2 

 
Figure 7 - Recipe for a successful 'seed' initiative 
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4.3 Session 3: Seed initiatives proposition 
The objective of this session was to provide ambassadors with tools to approach their ideas in the 
right way. The learning objective was learning to make a proposal for a ‘seed’ initiative using the 
value proposition template (annex 1). This is a tool to make the ideal future explicit, it supports the 
listing of key elements of the initiative and the benefits or added value that the initiative can bring to 
the stakeholders and actors involved. The tool helps the actors articulate the common desired future 
and the intended value creation for all of them. In this way, the tool can stretch the ambition of the 
group and align the stakeholders on the intended outcomes.  
 
Outline of the third session 
 

1. To start, the template on the value proposition was explained to the ambassadors. On the 
template (see annex 1), 3 levels (the circles) are shown, on which the initiative can have an 
impact. In their groups, ambassadors think about the future situation they want to achieve on 
each of these levels. The left-hand side focuses on the key elements of the initiative, while the 
right-hand side is focused on the added value that these key elements of the seed initiative 
can bring for all the three levels. The template focuses on the 2 main goals of COCOREADO, 
which are improving the position of the farmer in the food chain (economical focus - upper 
side) as well as reconnect the producer and consumer (social focus - lower side). In addition, 
some inspiration for key elements as well as for possible added value below the template are 
provided. 
 

2. In their groups, they applied the template of the value proposition to their seed initiative. This 
stimulated further group discussion on the added value and key elements.   
 

3. At the end of the session, each group had the opportunity to present a seed initiative. As 
mentioned before, this proposition was not definitive, and they would have the opportunity 
to present final initiatives at a later stage.  
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Figure 8 - Ambassadors developping 'seed' initiatives 

 
Figure 9 - Ambassadors presenting a 'seed' initiative 
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5. Post-training 
 

5.1 Proposition of seed initiatives 
After the training (Brussels, March 2022), it was time to present the initiatives. Ambassadors, with the 
co-creation skills acquired during the training and with the knowledge about food systems they got, 
had the possibility to present ‘seed’ initiatives. 
 
In this regard, a Q&A session was organised with the interested ambassadors, to solve all the doubts 
regarding the submission process. In addition, an infographic (annex 2) was created with all the 
information needed. INI, leader of WP7 was the designer of this and other infographics. 

 

5.2 Selection process 

5.2.1 How was the process organised? 
There was a wide variety of initiatives, from all parts of Europe, with different approaches and 
involving all types of actors.  
 
All selected initiatives were analysed by members of the consortium to ensure that they all met the 
minimum requirements to be considered a ‘seed’ initiative.  
 
After several discussions, it was decided to exclude those initiatives that claimed not to be at a 
preliminary stage, a prerequisite to be considered ‘seed’ initiative. The 18 remaining initiatives 
(available in the Annex 3) moved on to the voting phase, where all the ambassadors had the chance 
to assess them according to the following criteria, scoring each of them from 0 to 5: 
 

05 
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- Connection between producers and consumers (30%) 
- Improvement of the position of the farmer in the value chain (30%) 
- Degree of innovation of the initiative (30%) 
- Possible replicability (10%) 

 
The possible replicability of the initiative was weighted less, as seed initiatives are initiatives at a 
preliminary stage that are not yet even implemented, and it can be difficult to assess this aspect. 
 
A voting process was organised through an online platform where each ambassador could evaluate 
easily all the initiatives. The different initiatives were sent to the ambassadors well in time prior to the 
voting, providing ambassadors the time to read them through.  
 
Finally, ambassadors voted, there was a high participation, 23 votes were received and the 6 most 
promising initiatives were selected. It was planned to select between 4 and 6 initiatives, but due to 
the large number of applications it was decided to select 6, each with a budget of 2,500€. 
 
These are the selected ‘seed’ initiatives: 

 
Figure 10 - Family walking festival 
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Figure 11 - Food Hub 

Figure 12 - Farmers are our teachers 
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Figure 13 - Kalaska 

 

 
Figure 14 - Coco Market 
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5.3 Online match-making event 
After the selection, the work with the selected initiatives started. Some meetings were carried out to 
organise the online match-making event. The objective of this session was to create a collaboration 
environment between the selected ambassadors and the other ones. Slack channels for each initiative 
were also created, to contribute to this.  
 
Beside, a guideline was prepared for the ambassadors on the next steps to be taken with the 
development of the initiatives. This guideline also included multiple tips for organising a workshop and 
instructions about the value proposition toolkit. It was distributed before the match-making event, 
which took place on the 7th of June 2022.  
 
During the match-making event, each selected ambassador had the opportunity to present his/her 
idea to all the ambassadors and then to discuss about it in parallel sessions with the interested 
ambassadors. In addition, doubts regarding the organisation of workshops, the eligible costs, timeline, 
collaboration… were solved.  
 
After this training, SLACK channels were created for each initiative, to provide a space for collaboration 
among ambassadors. 
 

 

Figure 15 - Food School 
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Figure 16 - Match-making event 
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6. Conclusions and next steps 
 

6.1 Overall feeling and learnings 
The goal of this part of the project is to create an environment in which our ambassadors could co-
creatively develop innovative ideas for improving the position of the farmer in the food chain and 
reconnecting consumers and producers.  
 
We can conclude that the ambassadors have been trained in the concept, in tools for the development 
of ideas and for collaborative work. After all the meetings, workshops, guides, videos etc... We have 6 
very interesting seed initiatives. Now it is time to contribute to the development of these ideas.  
 
But first it is important to reflect on the process so far and to analyse what went well and what not.  
 Group size: It was important for in-depth discussions to have small groups of 4 to 6 people so 

that everyone has enough time to express their opinion.  
 Groups’ composition: By not letting ambassadors choose their own groups we reduced the 

connection between the group members, in some groups. The composition of the groups is 
important and should receive proper attention. It is important for participants to be able to 
choose their own group. In order to do this they need to know each other a bit and this means 
there needs to be enough time for networking and getting to know each other prior to the 
group selection.  

 Seed selection: Voting by ambassadors based on guidelines from the consortium was a good 
way of balancing the needs of the project while empowering the ambassadors and relying on 
their expertise.  

 Extension of the submission deadline: There were some good ideas that came up during the 
training, but in general the quality and quantity of the seed initiatives went up because we 
gave them more time to develop their ideas.   

 Co-creating the seed initiatives: Our aim was for ambassadors to work together on one seed 
initiative. This did not happen, all seed initiatives were submitted by a single ambassador. This 
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is partly due to geographic challenges, the ambassadors don’t live close to each other and face 
different challenges in their respective regions. But also because we allowed them to submit 
after the training ended and they had not yet formed strong bonds in their seed working 
groups.  

 Slack tool: We realised that ambassadors would need an easy communication tool in order to 
continue working together on their ideas. They did not use this opportunity to get feedback 
from their peers.  

 Clear concepts and definitions: The definition of what a Seed Initiative is exactly was very 
important. This required a lot of co-creation between partners and an additional webinar to 
clarify all questions from Ambassadors. It is recommended to take enough time to clearly agree 
on these concepts beforehand.  

6.2 Next steps 
The following table describes the next steps with the initiatives: 
 

Summer 2022 LOCAL WORKSHOPS 
Selected initiatives will organise a workshop/meeting with their 
local actors during summer 2022 to develop their idea and value 
proposition.  

10th to 12th of October 2022  2nd AMBASSADORS TRAINING 
Co-creating activities on the selected initiatives after the summer 
workshops. Other ambassadors will be involved in these activities 
to share their expertise and to further co-create the initiative. 

Winter 2023 2nd LOCAL WORKSHOP 
Selected initiatives will organise a workshop/meeting with their 
local actors during winter 2022-2023 to develop a road map. 

Spring 2023 3rd AMBASSADOR TRAINING 
Co-creating activities on the selected initiatives after the winter 
workshops. Other ambassadors will be involved in these activities 
to share their expertise and to further co-create the initiative. 

Summer 2023 3rd LOCAL WORKSHOP 
Selected initiatives will organise a workshop/meeting with their 
local actors during 2023. 

Table 1 - Next steps 
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7.1 Annex 1: Value proposition 

Figure 17 - Template to describe 'seed' initiatives 
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Figure 18 - Example of 'seed' initiative proposed by the ambassadors 
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7.2 Annex 2: Call for seeds 

Figure 19 - Guideline for submission process of 'seed' initiatives, part 1 
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Figure 20 - Guideline for submission process of 'seed' initiatives, part 2 
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7.3 Annex 3: Not selected ‘seed’ initiatives 
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