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Abstract 
 

To disseminate the experiences of the ambassador training to a wider audience, the materials used 
directly in trainings and as background material have been collected here as a set of educational 
materials. The aim of the set is to give tools to teachers or coaches to inspire the farmers to develop 
themself to enhance their position in the food system by identifying new business and opportunities 
and utilizing them. The target utilizer group of the materials is anybody aiming to inspire and train 
farmers and food enthusiasts to new businesses. The experiences on COCOREADO ambassador 
training are here converted to help the teachers, coaches and advisors carry out training sessions for 
farmers and citizens interested in creating new businesses in close cooperation with farmers. 

The material is divided into two modules focusing on the very early stages of farm-based 
entrepreneurship: The Inspire module is aimed to lead the audience to widen their perspective on 
innovative agriculture-related initiatives. The Ignite module is aimed to help the audience to start 
crafting their own innovative business. The lessons are linked to materials that give background to 
teachers and/or are used directly in education or additional material.  
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1. Introduction 
 

The main objective of the COCOREADO project is to connect consumers and producers and enhance 
the position of the farmer in the food system. The COCOREADO project has a focus on youth and 
fostering opportunities for young people in rural areas. To this end, 40 ambassadors from the food 
supply chain have been recruited to co-create project outcomes alongside the consortium and to be 
the face and voice of the project and use their own multiplier networks to ensure the project outcomes 
are spread as widely as possible throughout Europe. The ambassadors attend three training sessions 
throughout the project to develop the communication skills necessary to spread project outcomes and 
to co-create with the consortium. In the trainings the ambassadors increased their knowledge of 
problems and solutions on connecting consumers and producers to enhance the position of the farmer 
in the food system.  

With the aim of disseminating the experiences of the ambassador training to use of a wider audience, 
the materials directly used in the trainings and as background material have been collected into a set 
of educational materials. The aim of the educational materials is to provide tools to teachers or 
coaches for inspiring the farmers to develop themself to enhance their position in the food system. 
This is done by helping them identify new business opportunities and providing tools to utilising them. 
The materials targeted utilisers are organisations or individual persons aiming to inspire and train 
farmers and food enthusiasts to create new businesses. The experiences on COCOREADO ambassador 
training are here converted to help the teachers, coaches and advisors carry out training sessions for 
farmers and citizens interested in creating new business in close cooperation with farmers. 

01 
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This deliverable consists of two main sections. The first section presents an introductory and an 
advanced module designed on the experiences of the ambassador trainings. The second section, 
presented in the annex, consists of the content needed to carry out the lessons. 
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2. Lesson plans 
 

Besides agricultural knowledge, today’s successful farm-based business requires a vast number of 
skills and knowledge, not to mention the passion and dedication to develop and run the business.  
Guiding and coaching the farmers and other food enthusiasts to create successful, innovative 
businesses is a huge task. On the other hand, the needed knowledge and skills are widely available in 
national education systems, but often they require a long-term, often full-time, commitment to 
studying. However, the farmers need to be encouraged to enhance their position in the food system, 
bringing in a better financial and social status in the system.  

The educational material of the COCOREADO project focuses on the early stages of farm-based 
entrepreneurship. The aim is to boost entrepreneurial attitudes and bring in basic abilities to apply 
innovative initiatives as well as to help entrepreneurs refine their ideas to business cases in a compact 
set of education. As the capabilities and readiness to start a new business vary, the material is divided 
into two modules:  

The Inspire module is aimed to lead the audience to widen their perspective on innovative agriculture-
related initiatives. Previous entrepreneurial experience skills or ideas for their own business are not 
needed, the aim is to give a first kick-to-start thinking of developing their own business. The module 
can be carried out in a half-day session for 15 to 25 persons. 

The Ignite module is aimed to help the audience to start crafting their own innovative business. The 
module introduces to the audience the strategy and planning tools by applying them to their own 
business ideas. The audience is expected to have basic entrepreneurial skills or experience. The 
module is recommended to be carried out in several sessions with days between them so that the 
students can do homework on their ideas between the sessions. 

The modules consist of lessons. The aim has been to describe the lessons detailed enough to be 
adapted quite straightforwardly in teaching or coaching the target audience. Naturally better results 
can be achieved by using the lessons as skeletons and adapting the lessons to the specific audience. 

02 
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The content material needed to carry out the lessons is collected as a separate (in the Annex of this 
deliverable) independent document. The lessons are linked to materials that give background to 
teachers and/or are used directly in education or additional material. 

  Ignite 

Inspire 

Lesson 
plan 

Lesson 
plan 

Content 
materials 

Figure 1 - Structure of the educational modules 
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2.1 Inspire module  
 

Inspire lessons present the innovative agricultural incentives identified in project COCOREADO and 
use them as a platform for thinking out of the box. The audience is then encouraged to analyse 
selected initiative(s) to understand the requisites for applying new ways to do agriculture-related 
business.  

The audience can be farmers and citizens interested in developing new ways to narrow the gap 
between farmers and consumers. As a general outcome, the participants are expected to have a wider 
perspective on new business ideas.  

The optimal teaching group size is 15-25. The lessons can be carried out as a half-day training or split 
to three smaller training sessions based on the individual lessons. It should be considered whether to 
have a separate feedback and wrap-up lesson when planning the implementation of the module. 

The lessons are:  

1. Getting acquainted with innovative agricultural initiatives  
• introduces the COCOREADO innovative initiatives as a platform to realise the 

opportunities and requirements. 
2. Can we replicate the initiatives? - Analysing the incentives for replication  

• discusses the external factors affecting the replication of innovative initiatives by 
analysing the replication possibilities in a local context. 

3. How to succeed in replication? - Defining the key success factors in replication 
• discusses the internal factors affecting the replication of innovative initiatives by 

analysing the success factors of replication in a local context. 

The module utilises the innovative initiatives collected around Europe and the audience does not 
need to have previous business development experience. 
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2.1.1 Getting acquainted with innovative agricultural initiatives  
 

Lesson 
overview   

The lesson helps participants to realise available opportunities and their 
requirements by introducing the COCOREADO innovative initiatives. 

Learning 
objectives  

 The participants can understand innovative agricultural initiatives.  

Teacher’s 
material  

• Annex A.3 SWOT   
• Annex A.6 Entrepreneurship 

Preparations  

  

Printouts to participants  

• Annex A.9 Collaboration model printout 
• Annex A.9 Roadmap for transition printout  

Flipcharts / large papers to be hung on the wall.  

Pre-
readings/tasks  

• Annex A.8 NOFAs Replicability roadmaps 

Task: Ask the participants to select their favourites from the novel and fair 
food systems (NOFAs) and make notes on the insights and questions on 
them.  

 Duration  60-90 min 

 

Phase  Description  

Introduction to 
innovative 
initiatives  

Introduce  

• Entrepreneurship basics  
• COCOREADO good practices on novel and fair systems (NOFAs)  

Discussion on 
innovative 
initiatives  

Split the participants into groups and give them NOFAs to read. After reading 
the NOFAs the participants choose a NOFA, they are most interested in as 
entrepreneur or customer. 

Participants share their choice with the group and explain shortly why they 
found the NOFA to be the most interesting one.  

Preparation to 
continuation  

Agree on further processing of the issue. Depending on the size and 
orientation of the class, divide the class into 3-5 person groups and let the 
groups select two NOFAs for further analysis in groups.  
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2.1.2 Can we replicate the initiatives? - Analysing the incentives for replication  
 

Lesson overview  

  

The lesson discusses the external factors affecting the replication of 
innovative initiatives by analysing the replication possibilities in a local 
context.  

Learning 
objectives   

The participants can analyse innovative agricultural initiatives and their 
replicability to different business environments. 

Teacher’s 
material  

• Annex A.7 Replicability framework  
• Annex A.8 NOFAs replicability roadmaps 

Preparations  Printouts to participants  

• Selected Annex A.8 NOFAs replicability roadmaps 

Flipcharts / large papers to be hung on the wall.  

Pre-readings  None   

Duration 60-90 min 

 

Phase  Description  

Introduction  Introduce  

• Annex A.7 Replication framework basics  
• Annex A.8 Basic idea of the roadmaps 
• Annex A.8 Selected COCOREADO roadmaps (briefly)  

Replication 
analysis of the 
initiatives  

Groupwork  

Continue with the groups and NOFAs decided in the last lesson.  

Deliver at least two flipchart pages to each group. Advise the groups to hang 
the flipcharts side by side on the wall and fill in a flipchart on each initiative.   

Tasks:  

If you start a business like the NOFAs in your region what would be the major 
obstacles and risks to applying the initiatives in your region? What expected 
and potential changes in regulations and politics affect the business? What 
external changes are critical to the economic success or failure of the 
business? What changes in consumer preferences can affect the business 
positively and negatively? What technological developments can boost the 
business? What sustainability issues should be considered? 

What are the advantages and opportunities to apply an initiative like these in 
your region? 
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Wrap-up  The groups present their results.  

Wrap-up the main risks and obstacles to starting a business derived from the 
NOFAs example in your region. 
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2.1.3 How to succeed with replication? - Defining the key success factors of 
replication  

 

Lesson 
overview  

The lesson discusses the internal factors affecting the replication of innovative 
initiatives by analysing the success factors of replication in a local context.  

Learning 
objectives  

 The participants can understand innovative agricultural initiatives´ success 
factors and analyse different innovative agricultural initiatives’ success factors. 

Teacher’s 
material  

  

• Annex A.3 SWOT 
• Annex A.6 Entrepreneurship 
• Annex A.8 NOFAs Replicability roadmaps 

Preparations  Find out and list local opportunities to get education on entrepreneurship issues. 

Printouts to participants  

• List of local opportunities to get education on business ideas and 
entrepreneurship issues. 

Flipcharts / large papers to be hung on the wall.  

Pre-readings  None   

Duration 90-120 min 

 

Phase  Description  

Introduction  Introduce  

• The success factors concept (replicability of innovative approaches within 
different EU regions material)  

• Decide with participants whether to continue the group work with one or 
both initiatives.  

Success 
factors 
exercise  

Groupwork  

Continue work in the same groups. Deliver flipchart pages to each group. Advise 
the groups to write the results on the flip chart.  

Task: If you apply the initiative in your region, what is needed to make it 
successful?   

Wrap-up   The groups present their results. 

Closing the 
module 

Introduce the local opportunities to get further education on business ideas and 
entrepreneurship issues prepared in the preparation phase.  
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Collect feedback on the training. 

2.2 Ignite module 
 

Ignite lessons introduce to the audience the strategy and planning tools by applying them to their own 
business ideas. The audience is carried through analyses to enable them to craft and analyse their own 
business model. A general outcome is that the participants are expected to learn how to analyse and 
further develop business ideas as well as have a deeper insight into the factors affecting the success 
of a business idea. It is essential to consider the skills and experience of the participants when planning 
the course. The lesson plan should be considered as a frame, where the teacher should add or remove 
teaching and exercises according to the needs of the participants. 

Ignite lessons are targeted to people who have a preliminary idea about their own business, but 
limited skills to evaluate them. The optimal teaching group size is 12-16 and at least 3-4 of the 
participants should have their own ideas to be analysed. If there are more ideas, some of the ideas 
can be analysed as examples in the training and the others are left as homework after/between 
teaching sessions. Alternatively, generic business ideas, like COCOREADO NOFAs, can be used as 
examples.   

The lessons can be carried out in a row in a day, but better results can be achieved if the training is 
split into 2-3 days, where the participants can apply the learnings to their own business ideas after the 
sessions. It should be considered whether to have a separate feedback and wrap-up lesson when 
planning the implementation of the module. 

The lessons are:  

1. Identifying the essence of the initiatives - Using the collaboration model  
• uses the collaboration model to demonstrate the wide variety of aspects to consider in 

planning a new business.  
2. Identifying the macro-environmental factors of the initiatives - PESTEL  

• introduces the PESTEL framework for analysing the business environment of a business 
initiative.  

3. Starting to evaluate the business ideas - SWOT 
• focuses on using the SWOT framework to analyse the strengths, weaknesses, 

opportunities, /and threats of a business.  
4. Defining the value proposition and customer segments of the business proposal  

• starts crafting the business model, by focusing on the customers and the value to the 
customers. 

5. Designing the business - Using the business model canvas  
• finalises the last elements of the business model. 
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2.2.1 Identifying the essence of the initiatives - Using the collaboration model  
 

Lesson overview  The lesson uses the collaboration model to demonstrate the wide variety 
of aspects to consider in planning a new business.  

Learning 
objectives  

The participants understand the collaboration model and can apply it to 
business ideas.  

Teacher’s 
material  

  

• Annex A.1 Collaboration model 
• Annex A.3 SWOT 
• Annex A.6 Entrepreneurship 

Preparations  

  

Participants are asked beforehand to prepare and send to the teacher max. 
3-minute presentation on their own initiative that they would like to 
develop further in the class. The form of the presentation is free.  

The teacher decides how many initiatives will be used in the training. 
Alternatively, generic business ideas, like COCOREADO NOFAs, can be used 
as analysis cases. 

Recommendation: one initiative for a 4–5-person group.  

Printouts to participants  

• Annex A.9 Collaboration model printout 
• Annex A.9 Roadmap for transition printout  

 
Pre-readings  • Annex A.3 SWOT 

• Annex A.6 Entrepreneurship 
• Annex A.1 Collaboration model 

 Duration 120-180min 

 

Phase  Description  

Introduction  Introduce  

• Annex A.6 Entrepreneurship  
o Entrepreneurship  
o Mission and Vision   
o Societal expectations   
o SMART goals  
o Strategy  

• Annex A.1 Collaboration model  
o DNA  
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o Initiatives  
o Purpose  
o Capacities  
o Value statement  
o Preconditions  
o Roadmap for transition    

Many uses 
exercise 

(warm-
up/optional)  

  

This exercise aims to warm up the participants to think outside the box.  

Divide participants into 4–5-person random groups.   

Give each group a random daily item. 

The task for the groups: Develop an innovative, alternative use for the 
item. Prepare a 2-minute presentation to sell it to the class. Time: 10 min.   

The groups present their idea to the rest of the class.   

The best idea is selected by voting.  

Initiative 
selection and 
division into 
groups  

Discuss and agree on the confidentiality of the initiatives and business 
ideas presented during the course. 

Instruct the class on the initiative selection.   

Task: Listen to the presentations and make your notes so that you can rank 
the initiatives in order of preference.  

The participants introduce their initiatives to the rest of the class in 3 min.   

After all presentations, the participants are asked to give points to the 
most lucrative initiatives, for example, 3-2-1-1, if the program will continue 
in 4 groups.  

The participants are divided into groups based on the similarity of their 
initiatives, with each group having an initiator whose initiative was chosen 
in the prior step.  

Collaboration 
brainstorming 
exercise 

Groupwork 

  

Give each of the groups the collaboration model printout (Annex A.9), 
which the groups are going to fill out during the lesson.  

Task: Define the DNA/vision of the initiative and fill it in the DNA section of 
the collaboration model. Also define the purpose, capacities, and value 
proposition of the initiative. 

Sabotage 
exercise  

Groupwork 
continued  

The teacher's role is to stimulate creative ideas and ensure groups don´t 
get stuck on one idea. 

Task 1: Discuss the possible issues that could make the initiative fail. Write 
on post-its things that could make the plan fail. These issues can be internal 
or external events.  
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  Task 2: Categorise the issues according to their seriousness from nuisances 
to serious threats to the plan.   

Task 3: Write down the issues you see most likely to affect the initiative in 
the preconditions box in the collaboration model.  

Task 4: Rewrite the groups business idea considering the issues raised 
during the exercise. 

Roadmap for 
transition 
exercise   

Group task 
continued  

  

Explain the roadmap for transition (Annex A.1) exercise to the participant 
groups, each of which is given a roadmap to transition printout to use in 
the exercise. (Annex A.9).   

Task: Fill in the printout of what the ideal version of the initiative would 
look like. Plan how the initiative could reach the ideal state. The plan is 
divided into short-, medium- and long-term actions. The specific 
instructions on using the roadmap to transition tool are found on the 
printout material.  

Wrap-up, 
learnings   

The groups present the initiative, the filled-out collaboration model, and 
the roadmap to transition to the rest of the class.  

Facilitate the discussion on learnings.   
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2.2.2 Identifying the macro-environmental factors of the initiatives - PESTEL  
 

Lesson overview  The lesson introduces the PESTEL framework for analysing the business 
environment of a business initiative.  

Learning 
objectives  

The participants can understand the PESTEL framework and apply it to 
analyse a business environment.  

Teacher’s 
material  

• Annex A.2 PESTEL 
• Annex A.8 NOFAs replicability roadmaps 

Preparations  Make a PESTLE template (Annex A.9) 

Printouts to participants  
• Modified Annex A.9 PESTLE template / Self-created PESTLE 

template. 

Flipcharts / large papers to be hung on the wall.  

Pre-readings  • Annex A.2 PESTEL 

 Duration  120 min 

 

Phase  Description  

Introduction  Introduce 

• Annex A.2 PESTEL framework  
o Political   
o Economic 
o Social 
o Technological 
o Legal 
o Environmental 

 
PESTEL warmup 
exercise 
(Optional)  

Split participants into the same groups in which they worked on the 
initiatives in the first lesson and give each group a NOFA to analyse.   

The task of the groups is to use the PESTEL framework introduced at the 
beginning of the class to identify a couple of factors affecting each of the 
PESTEL segments and write them down on a piece of paper.  

The groups shortly presented the factors they considered impactful on 
each of the segment to the rest of the class.  
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PESTEL groupwork  Task: analyse their initiative using the PESTEL analysis tool. The groups are 
given flipcharts to write down their findings.  

The groups present their findings to the rest of the class. While one group 
presents one of the other groups is tasked with giving feedback on their 
analysis. For example: Group A presents and afterwards Group B gives 
feedback, which can be environmental factors they overlooked or 
particular focus environments, but not limited to. Ask the groups to 
incorporate the feedback into their analysis. 

PESTEL wrap-up  Wrap up the PESTEL analysis by asking questions: Was this useful? What 
did you learn in this exercise? What was difficult?  
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2.2.3 Starting to evaluate the business ideas - SWOT  
 

Lesson 
overview   

The lesson focuses on using the SWOT framework to analyse the strengths, 
weaknesses, opportunities, and threats of a business.  

Learning 
objectives   

The participants can understand the SWOT framework and apply it in analysing 
business ideas. 

Teacher’s 
material  

• Annex A.3 SWOT 
• Annex A.6 Entrepreneurship 
• Annex A.8 NOFAs replicability roadmaps 

Preparations   Printouts to participants  
• Annex A.9 SWOT (optional) 

Flipcharts / large papers to be hung on the wall.  

Pre-readings  • Annex A.3 SWOT 
• Annex A.6 Entrepreneurship 

 Duration 120 min  
 

Phase  Description  

Introduction  Introduce  

• Annex A.3 SWOT 
• Strengths   
• Weaknesses  
• Opportunities  
• Threats 

SWOT 
warmup 
(Optional)  

The participants are given a NOFA to analyse on their own region. The 
participants are also given an A4 to use.  

Task: Use the SWOT analysis introduced at the beginning of the class to identify 
the general strengths, weaknesses, opportunities, and threats of the business 
field and write them down on a piece of paper.  

At the end of the task the participants go through their findings with the 
teacher. 

SWOT 
exercise  

Groupwork  

After the introduction to the SWOT analysis tool, divide the participants into 
groups.  
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Give the groups SWOT analysis printouts and instruct them to discuss what kind 
of strengths, weaknesses, opportunities, and threats could be relevant for the 
success of a business idea. 

Task: Individually write down the strengths, weaknesses, opportunities, and 
threats. Then present them to the rest of the participants and compile a shared 
SWOT printout or flipchart. 

SWOT 
exercise  

Wrap-up  

The groups present their findings to the rest of the class. While one group 
presents, one of the other groups is tasked with giving feedback on their 
analysis. For example, Group A presents and afterwards, Group B gives 
feedback.  

Give some time for the groups to incorporate the feedback into their analysis.  

Wrap up the SWOT analysis by asking questions like: What was inspiring in this 
exercise? What was difficult?  
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2.2.4 Defining the value proposition and customer segments of the business 
proposal  

 

Lesson 
overview  

The lesson starts crafting the business model, by focusing on the customers 
and the value to the customers.  

Learning 
objectives  

The participants understand the basics of customer segmentation, and creating 
a value proposition, and can apply the knowledge to create a value 
proposition.   

Teacher’s 
material  

• Annex A.4 Value proposition and customer segmentation 

Preparations  Printouts to participants  
• Annex A.9 Value proposition canvas 

Pre-readings  Annex A.4 Value proposition and customer segmentation 

 Duration 90-120 min  
 

Phase  Description  

Introduction  Introduce Annex A.4   

• Customer segmentation  
• Value proposition  
• Value proposition canvas 

Customer 
segmentation 
exercise 
(Groupwork)  

Split the participants into the same groups in which they worked on the 
initiatives in the first lesson and give an A3 paper.  

Task: Identify at least one potential target segment for their genre of initiative 
and write them down on a piece of paper. Describe the potential target 
segments using the value pyramid and determining the customers jobs, pains, 
and gains. 

The groups shortly present the potential customer segments they found to the 
rest of the class.  

Value 
proposition 
exercise 
(Group)  

The participants continue in the same groups and the groups are given an A3 to 
use.  

Task: create a value proposition for their initiative using the value proposition 
canvas (Annex A.9) and write it down on the A3.  

The groups present their value proposition canvases to the rest of the class. 
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Discuss the difficulties and realisations of value proposition and customer 
segmentation relationship. 

Customer 
segmentation 
and value 
proposition 
exercise 
Individual 
homework 

Task: Identify a potential customer segment for your initiative and create a 
value proposition for their initiative using the value proposition canvas (Annex 
A.9) of your own initiative. 

Agree on how the homework is discussed and evaluated: in class, by peers or by 
teacher. 
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2.2.5 Designing the business - Using the business model canvas  
 

Lesson 
overview  

The lesson finalises the last elements of the business model canvas.  

Learning 
objectives  

The participants can understand and utilise the business model canvas.  

Teacher’s 
material  

• Annex A.5 Business model canvas 

Preparations  

  

Printouts to participants  
• Annex A.9 Business model canvas 

Pre-readings  • Annex A.5 Business model canvas 

Duration 120 min  

 

Phase  Description  

Introduction  Introduce  

• Annex A.5 Business model canvas 

Business 
model 
canvas 
groupwork  

Split the participants into the same groups in which they worked on the 
initiatives in the first lesson.  

Give each group a business model canvas printout (Annex A.9) to fill out.  

Task: Fill out the business model canvas using the prior lessons exercises as a 
basis. Prepare a 3-minute presentation of their business model canvases to the 
rest of the class.   

Business 
model 
canvas 
individual 
assignment  

Homework 

Give the participants business model canvas printouts (Annex A.9).  

Task:  Fill out the business model canvas using the prior lessons exercises as a 
basis.  

Agree on how the canvases are discussed afterwards: commented by teacher, 
peer reviewed,… 

Closing the 
module 

Introduce the local opportunities to get further education on entrepreneurship 
issues. 

Collect feedback on the training. 
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Annex D3.3: Educational 
materials: content materials 
 

 

 

  

 
This license lets others remix, adapt, and build upon your work even for commercial purposes, as long 
as they credit you and license their new creations under the identical terms. All new works based on 
yours will carry the same license, so any derivatives will also allow commercial use.  
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A.1  Collaboration model 
Adapted from the collaboration model of Jones & Van et al. (2021). Design Journeys through complex 
systems. 

The collaboration model is a model used in the COCOREADO project in the development innovative 
agricultural seed initiatives. The model consists of different levels or steps. Starting from step 1, it is 
intended to follow the numbers in ascending order. Each step is explained below: 

Step 1. DNA 
This is the team's vision or essence. The initial step outlines the team's key characteristics that could inspire 
collaboration going forward. For the COCOREADO project this DNA covers: “Improving the position of the 
farmer in the food chain and creating win-wins for producers and consumers by improving their connection 
and reducing intermediaries.” 

Step 2. Initiatives 
Initiatives: This step generates ideas and titles that the team should pursue. Looking for an answer to the 
question: What are we doing? 

Step 3. Purpose 

The central purpose of the collaboration is defined. This is where the team answers the question 'Why are 
we working on this project? 

Step 4. Capacities 
In order to work together on the idea of the “seed” initiative, the necessary roles, skills and competences 
are identified within the team. In order to work together on the idea of the “seed” initiative, the necessary 
roles, skills and competences are identified within the team. 

Step 5. Value statement 
The expected value is co-created in the program. The short- and long-term values are listed (and redefined) 
for all stakeholders. This answers the question: What will the world look like when you have solved this 
problem? 

Step 6. Preconditions 
In this step the team clearly describes what assumptions and preconditions are crucial for the “seed” 
initiative to be impactful. These may be preconditions related to policies and regulations, but also 
assumptions about customer needs and behaviour, value chain partner requirements, team dispositions, 
and internal or external processes. These preconditions and assumptions need to be tested. Based on the 
feedback, the team needs to revise the previous steps and refine the assumptions and preconditions. 

Step 7. Roadmap for transition 
This step is about answering the 'how' question and defining short-, medium- and long-term actions. The 
team defines all the actors involved in the different stages of the project and specifies what these stages 
mean for the project in question. The end result of this step is a grid of activities outlining who will do what 
and when. 
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Step 8. Resources & Costs 
The source of supply or support (i.e. resources)) are defined as well as the amount that has to be paid or 
spent to buy or obtain something (i.e. costs). 
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A.2  PESTEL 

PESTEL analysis  
Many of the factors affecting a business cannot be influenced by that business or even a group of 
businesses. These are the factors of the general environment. Firms need to track trends and events as they 
evolve to anticipate any implications. To analyse these factors, we use the acronym PESTEL. PESTEL reflects 
the names of the six segments of the general environment: (1) political, (2) economic, (3) social, (4) 
technological, (5) environmental, and (6) legal. Major opportunities and threats in these segments can be 
identified to adjust firm strategies (Kennedy, 2020).  

  

Political factors  

The political segment focuses on the role of governments in shaping business. This segment includes 
elements such as tax policies and subsidies, changes in trade restrictions and tariffs, marketing standards 
and the stability of governments. Political elements may also refer to subsidies, for instance for renewable 
energy investments, and marketing standards. A recent example is the Russian embargo on food imports 
from the EU. Another example is the immigration policy that influences the use of seasonal labour in 
agriculture.  

Economic factors  

The economic segment refers to the economic conditions in which firms operate. It includes elements such 
as interest rates, inflation rates, gross domestic product,  unemployment rates,  levels of disposable 
income,  and the general growth or decline of the economy. For instance, the economic crisis of the late 
2000s has had a tremendous negative effect on all economic actors. Food consumption is largely unaffected 
by economic crises, but economic conditions do influence the way food is consumed, for instance by 
decreasing out-of-home consumption in restaurants.  
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Social factors  

 Social factors include trends in demographics such as population size, and age, but also the ethnic mix of a 
population, as well as cultural trends resulting in a wide variety of lifestyle-related consumption practices. 
An example is consumer attitude toward insect-based food. Another example is the increasing popularity 
of salsa in the USA reflecting the increasing number of Latinos, but also the growing acceptance of Latino 
food by other ethnic groups. The composition of households matters for food consumption and also 
women’s participation in the workforce determines how households consume food.  

Technological factors  

 Technology refers to improvements in products and services that are provided by science. Relevant factors 
include, for example, changes in the rate of new product development and increases in automation and 
robotisation. For example, precision farming is based upon the enhanced use of digital technologies 
including remote sensing. Product development in agriculture greatly depends on the development of new 
plant and animal breeds, through both conventional and biotechnological methods.   

Environmental factors  

The environmental segment involves the biophysical conditions in which firms operate. It includes factors 
such as natural disasters, pollution levels, and weather patterns. Environmental factors are very important 
in agriculture. Especially climate change has a huge impact on agriculture resulting in changes in 
temperature and rainfall patterns. As a result, cropping patterns change and farmers need crops that are 
adapted to the new environment, like drought- or salt-tolerant crops.  

Legal factors  

The legal segment focuses on how the courts influence business activity. Examples of important legal factors 
include employment laws, health and safety regulations, discrimination laws, and antitrust laws. Intellectual 
property rights are a particularly important aspect of the legal segment for many businesses, as new crops 
and animals are often protected by such rights. Piracy of intellectual property—a process wherein illegal 
copies are made and sold by others—poses a serious threat. Law enforcement agencies and courts in many 
countries provide businesses with the necessary legal mechanisms to protect their intellectual property 
from piracy. Another important legal issue is the protection of land use and land ownership rights.  
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A.3 SWOT 
The first step in strategic management is a situation analysis in which the business’ strengths and weaknesses, 
and external opportunities and threats are identified. This combination is called a SWOT analysis.   

 
SWOT is an acronym for “strengths, weaknesses, opportunities and threats”. A SWOT analysis is mostly 
illustrated in the form of a 2 by 2 matrix.    

Strength is a positive, internal aspect of the business, which can give the business a competitive advantage. 
For a farming business, possible strengths can be an excellent quality of produce, knowledge that is passed 
on from generation to generation and an extended social network.  

Weaknesses is a negative, internal aspect of the business, potentially giving the business a competitive 
disadvantage. What can be considered a strength, or a weakness depends on the business goals. Examples 
of weaknesses are outdated machinery, a high debt rate and a dependency on a limited number of 
customers.  

Opportunities are positive factors external to the business that can help the business achieve its objectives. 
Opportunities can be new sales areas or customer segments, more efficient technology or even a crisis such 
as the Covid-19 crisis, which provided opportunities for short supply chains.  

 Threats are negative factors external to the business that may prevent a business from achieving its 
objectives. Examples are competitors, legal constraints and climate change, which will lead to a higher 
occurrence of extreme weather events.  

By filling out the SWOT analysis a quick overview of the company’s competitive position is obtained. 
Furthermore, combining the four quadrants can give inspiration for strategy development: how 
can strengths be used to realize new opportunities or how can existing weaknesses magnify external threats. 
The framework facilitates the development of strategies to achieve the business’ vision and strategic goals.  

The Six Capitals  
Based on the business model, and through its activities, a business transforms inputs into outputs, 
influenced by the external environment. Through this process value is created, preserved or—when 
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business is not going well—eroded over time. A business draws on different capitals as inputs. In this model 
we distinguish six capitals, which should be seen as stocks of value: they increase, decrease or transform 
(one type of capital can transform into another type) as a result of the business’ activities. Business’ 
activities and outputs lead to outcomes, in the sense that they in turn influence the business’ capital. This 
model of the six capitals provides an excellent framework to identify the internal strengths and weaknesses 
of a business, which can inform the SWOT analysis and the process of strategic management.   

• Financial capital refers to all funds available to a business for the production of goods or the provision of 
services. These funds can be obtained through financing (e.g., debts, equity and grants), or through 
operations or investments.   

• Manufactured capital is man-made capital, made by combining human capital and natural capital (or 
natural resources). It can refer to buildings, infrastructure or equipment used to produce goods and services.  

• Intellectual capital is intangible and knowledge-based. It can refer to intellectual property such as patents, 
rights or licenses, for example, to grow certain plant varieties. It can also allude to organizational capital, such 
as the tacit knowledge employees have about the production process, or certain procedures or protocols that 
were developed by the business.  

• Human capital refers to the competencies, motivations, loyalties and experience of the people involved in 
the business. It can also allude to how well people collaborate within a business and align with its vision, 
values and management approach.  

• Natural capital is the environmental resources and processes (renewable and non-renewable) on which the 
farm depends. Examples are land, water, biodiversity and ecosystem health.  

• Social and relationship capital describes the relationship of the business with its stakeholders, local 
communities and other networks. It represents the degree to which a business can build trust and a good 
reputation. It refers to shared norms and values and a social license to operate.  

  

Summary  
Entrepreneurs pursue opportunities, discover and evaluate business opportunities and exploit them. This 
exploitation requires information, certain cognitive abilities and resources. Once a new business is created 
by the entrepreneur, it needs to be managed. Good entrepreneurial skills are partly different from good 
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management skills. The establishment of a vision for the business is the first step in the strategic 
management process. A vision consists of a mission, together with values or principles.  

Related to these values, the expectations society has of agriculture, more specifically on the topic of 
sustainability can be included under corporate social responsibility. The farmer can deal with these 
expectations through a re-active, proactive, or eco-systemic approach.  

A vision for a business can be made more concrete by translating it into business goals, and those well- 
constructed goals are SMART: specific, measurable, attainable, relevant and time-bound.   

The first step in choosing the appropriate strategies for a business is a situation analysis in which the current 
vision and goals are studied, followed by an internal analysis of strengths and weaknesses and an external 
analysis of opportunities and threats. This is called a SWOT analysis. In the second step, different possible 
strategies for the business are constructed, and evaluated and the most appropriate strategy is selected. 
Finally, there is the third step of planning and implementation.  

There is a difference between strategic planning, operational planning and tactics and establishing a 
monitoring and control mechanism to check whether the business is on track is important.   

The different components of a SWOT analysis are strengths, weaknesses, opportunities and threats. The six 
capitals model is a tool to identify a business’ strengths and weaknesses. These six capitals are: financial, 
manufactured, intellectual, human, natural and social and relationship capital.  
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A.4 Value proposition and customer segmentation 
This section is about the value proposition that businesses create and the customer segments they target. 
First, the value proposition will be examined by using the value elements pyramid. The pyramid levels 
indicate the various aspects of value that characterize products and services and how the aspects are 
perceived by customers. Next, it is explained how customer segmentation can help to describe a company’s 
customers and customers’ pains and gains. After investigating the perceived value and the customer’s 
willingness to pay, a price-setting strategy can be defined. The third section covers the value proposition 
canvas, a framework to examine whether a good fit is present between the provided value and the targeted 
customer segment. The fourth section focuses on the social and environmental responsibility of a farming 
business. In this section, two concepts are discussed that incorporate sustainability. Finally, the concepts of 
value chain and value system are focused on. Analysing these provides insights into a company’s activities 
and interactions with other companies.  

The value proposition  

The market  

A market is a place where two parties, a buyer and a seller, come together to exchange goods, services or 
information. For example, a farmer and a restaurant chef meet at the local market. The farmer sells fresh 
vegetables to the restaurant chef in return for money: this is called a transaction. A market can be both a 
physical market or a virtual market where buyers and sellers have no physical rendezvous, e.g., products 
are sold via an online web platform.  

However, defining the market as a meeting place for a buyer and a seller is a rather narrow definition. The 
broader definition of a market is the collection of all buyers and all sellers. For example, the world market is 
the collection of all buyers and sellers in the world.  

The local market is the physical market where buyers can go and buy fresh vegetables. The world market of 
fresh vegetables is the collection of all places where fresh vegetables can be bought, so all physical market 
places, online web platforms and auctions. All products that are traded on these different markets are 
interconnected in terms of prices and participants. Different markets source products from the same 
suppliers and compete for the same customers. Because of this, markets are not able to set their prices 
independently.  

Different types of markets exist. A monopoly is a market form, where only one seller and many buyers are 
present. The monopolist has no competition and can set a price independently. The opposite of a monopoly 
is a perfect market. A perfect market is a situation where many buyers and many sellers are present and 
where the sellers offer identical products and thus have to compete on prices. This leads to bottom prices 
which are not desirable for sellers. Despite the name, a perfect market is not desirable for sellers. However, 
differentiation can offer a way out. As a seller, it is beneficial to differentiate your products and target a 
specific segment of customers. In other words, by offering a differentiated product to a specific customer 
segment, the seller can create a mini market where he has a mini monopoly.  

In practice differentiating is not always possible. Many markets evolve to a perfect market because of 
standardisation and because they offer commodity products. A reason could be because of government 
regulations that force sellers to produce standardized products with little uniqueness. Unfortunately, 
agriculture is a sector with a high level of standardization.  
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Still, even within agriculture examples that have high levels of differentiation exist, e.g., the tomato and 
wine sector. As for wine, different types of grapes, years, regions or chateaux make sure differentiation is 
possible. Note that with a high level of differentiation, customer segmentation is important. The next 
section will go deeper into this concept.  

The value proposition  

The value proposition of a company is the proposal or proposition that a company offers to its customers. 
By means of the value proposition, a company tries to meet a problem or a need of that customer. The 
product or service is accompanied by an adjective that describes the main value. Examples of a value proposition:  

• A dairy farmer delivers quality milk to a dairy cooperative 
• A farm shop delivers local fresh products to local people  
• A winery delivers prestige wines to international traders  

 Notice that the value proposition always contains the product or service with an adjective and that the 
customer is mentioned as well.  

 So what is value? Value is an abstract concept. The value of a product can be interpreted as its usefulness 
or utility. For consumer products, there is also the aspect of emotional value. In this case it is more about 
the joy and the fun that a product offers. Also, some products are bought because they increase the social 
standing of the individual or let them be part of a group. All these aspects are called value.  

 What consumers truly value, however, can be difficult to pin down and may be psychologically complicated. 
In an attempt to bring clarity to the types of value, the consultancy company Bain & Company developed a 
value elements pyramid. Their researchers defined 30 universal building blocks of value. These elements 
were further divided into four categories according to the type of needs customers may have as individuals: 
functional value, emotional value, life changing value and social impact value. Similar to Maslow’s hierarchy 
of needs, these categories can be ranked from functional value elements to value elements with a social 
impact. Additionally, it is not possible to deliver life-changing value when bottom levels are not satisfied.  

The value elements are based on a survey with more than 10,000 US consumers about their perceptions of 
nearly 50 US-based companies. The survey also provided some general insights. First, some elements are 
more important than others. Products or services, for example, must always have a certain degree of 
quality. No other element can compensate for a deficiency in quality. Second, companies with high 
performance, measured by revenue growth and by the company’s Net Promoter Score, offer products and 
services that excel in multiple value elements. For example, a high-performing winery will deliver quality 
and sensory appeal on the functional level. They will bring a feeling of comfort and joy on the emotional 
level and they will also deliver prestige and social standing on the life-changing level. A third finding is that 
the intensity of the delivered value is important. Excelling at three elements, for example, best quality, high 
attractiveness and world-class design, is better than delivering eight  value elements with mediocre 
performance.  

Bain & Company also created a B2B version of the value elements pyramid, since what is valued is different 
for business customers. The B2B value elements pyramid contains five levels. The bottom level is basic 
requirements that have to be fulfilled no matter what, e.g., regulatory compliance and ethical standards. 
The functional level is about product quality, reduced costs and innovations. Next is the ease of doing 
business, which is about time savings, availability and reliability. Then, individual value focuses on the 
personal relationship between buyer and seller, e.g., helping buyers to expand their network or reduce their 
stress levels. Ultimately, inspirational value is about vision and social responsibility, e.g., being an example 
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or inspiration to the customer. Although there are similarities between the B2C pyramid and the B2B 
pyramid, creating value in a B2B context is clearly different.  

B2C Value Pyramid  

  

B2B Value Pyramid  
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Price  

The value proposition is important for a company because it reflects one side of the transaction between 
supplier and customer. In return for delivering value to the customer, the company receives a payment 
from the customer. For example, a vegetable farmer provides fresh carrots. In return for delivering value, 
the company receives a payment from the customer. The customer pays a price for the fresh carrots to the 
farmer. When customers evaluate a product or service, they weigh its perceived or delivered value against 
the asked price. In general, more perceived value means more willingness to pay. But how do companies 
set their prices for products or services? Which price-setting strategies exist? There are different ways to 
determine the price: cost-based pricing, value-based pricing and competitive pricing. Forms should evaluate 
all three methods. Although they will yield different results, they will help with seeing the price range or 
lowest and highest achievable price.  

The first method to determine the price is cost-based pricing, that is, adding all costs and then adding a 
profit margin to it. Although in theory, this practice leads to a predictable profit, the method is flawed 
because entrepreneurs tend to be overly optimistic. They overlook certain costs such as the time spent to 
find customers or they underestimate the time and effort to fix problems or calamities. When using this 
method the price could be determined by including all cost items together with an extra margin for 
‘unknown’ costs. For example, an extra 20% of variable costs. Finally, also a profit margin should be added. 
When using cost-based pricing, cost evaluation should be done for different volumes, because costs differ 
with scale. Initially when producing more, average costs per unit will decline because fixed costs can be 
shared over more volume. This is when economies of scale occur. However, after a certain amount of 
production, the average cost per unit increases. This is because variable costs start to grow and 
diseconomies of scale occur. For example, the supply chain is longer and more complex or resources should 
be maintained in stock. Consequently, it is important to investigate what the optimal size of production 
would be in order to minimize average costs.  
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The second method is value-based pricing. This pricing strategy sets prices according to the customer’s 
perceived or estimated value of the product or service. By investigating substitute products, which deliver 
the same functionality and value, and checking their price, the monetary value of a product could be 
estimated. Substitutes can be found by investigating what customers were buying before, or what potential 
customers are buying right now. In this way, substitutes can be compared and a price can be determined 
which is based on perceived product benefits.  

 A third way is competitive pricing, i.e., simply looking at direct competitors that have similar value 
propositions. It is important to only compare with companies that deliver the same product or service to 
the same customer. For example, a tomato grower who sells his products to a vegetable cooperative should 
not compare himself with a supermarket, because they are active in a different market and therefore have 
different value propositions. The tomato grower is a business-to-business seller, delivering tomatoes in line 
with regulatory compliance, contract volume, quality standards and agreed packaging. However, the 
supermarket is a business-to-consumer seller, delivering tomatoes in a wide variety at a convenient 
location, next to additional products such as olive oil and balsamic vinegar.  

Customer segmentation  

Market segmentation is a term first used in the 1950s by Wendell R. Smith, an American professor of 
marketing who stated: “Market segmentation is to divide a market into smaller groups of buyers with 
distinct needs, characteristics, or behaviours that might require separate products or marketing mixes.” 
Segmentation is the process of dividing the market into groups of customers with similar needs. It allows 
marketers, business owners and entrepreneurs to tailor their marketing to that group, instead of doing 
mass marketing. It could also be used to tailor the value proposition to that group and produce specific 
products for specific market segments.  

Market segmentation can be done on multiple factors and dimensions. The most common customer 
characteristics used for segmentation are: geographic, demographic, psychographic and behavioural 
characteristics.   

• Geographic segmentation divided customers by continent, country, state, neighbourhood or size of 
the metropolitan area, population density and climate. For example, urban citizens are accustomed 
to a wide variety of choices and might be more enthusiastic to try new foods, more than people 
living in rural areas.  

• Demographic segmentation variables include age, gender, family size, family life cycle and income. 
For example, families with young kids might have different pains and gains than couples without 
kids. Families with kids will focus more on authentic, fresh and local food than couples without kids. 
If you want to serve the market segment of families with young kids, local shops and farmers markets 
might be your best sales channels.  

• Psychographic segmentation is about interests, activities, opinions, values and attitudes. For 
example, when focusing on agricultural tourism distinct customer segments could be identified 
based on psychographic segmentation. Some people enjoy peace and quietness and go to rural 
areas, others go to intensive sport activities and a third group chooses for a vacation on a farm to 
have a large playground for kids.  

• Finally, behavioural segmentation is based on customer behaviour towards products. This includes 
benefits sought, usage rate, brand loyalty, user status or readiness to buy. For example, some 
companies want to have long-term relationships with their suppliers while others are constantly 
searching for the lowest price. It is obvious that both segments have different needs.  
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Stephen Craft, an American professor in business and accounting, showed in his research that customers 
are willing to pay a premium for a product that meets their needs more closely. Thus companies that 
successfully segment the overall market and adapt their products to the needs of specific segments are in 
a better position in terms of increased profit margins and reduced competitive pressures. The more closely 
the offering or value proposition matches the customer’s needs, the higher the price can be. However, 
closely matching the offering to every customer’s needs, the market needs to be divided into many small 
market segments. This is a trade-off.  

After successfully segmenting the market, the value elements pyramid can be used to characterise the 
segments. For example, a first customer segment consists of people who value quality above everything 
else. They also want the products to look nice from an aesthetic point of view and are sensitive to social 
standing. They are more likely to buy products that are approved by their social peers. A second customer 
segment consists of people that are price conscious. They search for products that can reduce their cost of 
living. Also, these customers are sensitive to rewards, they like discounts and air miles. You can see that 
both segments require a different value proposition and different marketing strategy. It is thus important 
to think about customers and check if they can be divided into different segments with distinct needs in 
order to create a tailored offering or tailored marketing strategy for each segment.  

Customer pains and gains  

Once a customer segment is identified, a closer look needs to be taken at the motives, values and norms of 
the customers involved. Customers want to get certain things done. These tasks are called customer jobs 
and can be both work-related or private. A distinction can be made between different types of jobs:  

• Functional jobs: to perform or complete a specific task or to solve a specific problem  
• Social jobs: to look good or gain power or status  
• Personal or emotional jobs: to seek a specific emotional state  
• Supporting jobs: to support the customer in the acquisition, co-creation or transfer of value  

It should be noted that some customer jobs will be more important than others.  
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All customer jobs are characterized by related pains and gains. Customer pains are aspects that annoy a 
customer before, during or after trying to get a job done. Sometimes they even prevent a customer from 
performing a specific task. Customer gains describe the good outcomes that customers want to achieve or 
the concrete benefits they seek. As with customer jobs, some pains or gains will be more severe than 
others.  

Three types of customer pains can be distinguished: undesired outcomes, problems and characteristics, 
obstacles and risks. The first type of pain includes pains such as a solution not working properly, feeling bad 
or fearing to look bad about performing a task. The second type of pains are the obstacles, they prevent 
customers from getting started with a job or slow them down. Typical obstacles are a lack of time or money. 
The last type of pain, the risks, includes things that can go wrong and have potential negative 
consequences.  

Customer gains describe the good outcomes that customers want to achieve or the concrete benefits they 
seek while carrying out a job. Gains could be required, expected, desired or sometimes even unexpected. 
For example, drinkable milk is the basic expectation when buying milk. The benefits that could be expected 
when buying a bottle of milk are that the bottle is nicely designed and can be re-closed. Without these 
expectations, the customer can still drink the milk. However, people count on these characteristics. A 
desired benefit corresponds to the advantage that people would ideally like to experience with the product, 
but which cannot always be there. Fair milk is an example of a desired benefit, where the farmer receives a 
reasonable price for his product. Finally, when certain benefits exceed customer’s expectations, the benefits 
are called unexpected. For example, lactose-free milk could be a solution for who is sensitive to lactose. 
Before the introduction of this milk variant, nobody expected that milk could be lactose free. As with 
customer jobs and pains, some customer gains will be more relevant than others. A distinction has to be 
made between gains that are essential or gains that are nice to have. Again, types of gains can be defined 
as functional, social, emotional and cost saving.  
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Value proposition canvas  

This section is about the value proposition canvas, a framework developed by Osterwalder and Pigneur. 
This framework is discussed by means of an example of a vegetable farmer, who sells fresh organic 
vegetables to a restaurant chef.  

The value proposition canvas consists of two parts. The part on the right-hand side is called the customer 
profile. It contains important information about the customer: the jobs that he needs to do, his pains and 
his gains. In the example, the restaurant chef is the customer. The job of the chef is to prepare meals. Also, 
he would like his restaurant to look modern and to attract people with status. He also wants customers to 
return, which can be achieved by changing the menu on a regular basis and posting pictures of delicious 
meals on social media. His pains are budget constraints and not finding the right ingredients while the menu 
has been decided. He absolutely fears negative reviews. As gains he benefits from fresh, affordable 
ingredients, new varieties or shapes of vegetables and positive media attention.  

 The left part of the value proposition canvas is the value map. The value map gives a structured overview 
of the farmers’ offering in three blocks: products and services, pain relievers and gain creators. According 
to the example, the vegetable farmer’s products are fresh vegetables and additionally he offers the service 
of home delivery. The gain creators are locally produced vegetables, regularly experiment with new 
vegetable varieties, and presence in the local farming community. The pain relievers are maintaining a strict 
minimum use on pesticides, offering a discount for bulk purchases and storing cold.  

Products and services do not create value in themselves. Value arises from a fit between the value 
proposition and the customer’s needs. When we combine the value map and the customer profile of our 
example, we see several matches:  

• A first match that can be identified is the basic products: fresh vegetables. The farmer offers fresh 
vegetables, and the chef needs these to prepare his meals: the fact that they are fresh is a gain for 
him.  
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• A second match is present in the new varieties and shapes of vegetables. The farmer likes to 
experiment with new varieties, which is a gain for the chef who also likes to experiment.   

• A third match is on media attention and marketing. The farmer is active in the local farming 
community, which gives him a large network, not only with farmers but also with local politicians 
and local media. For the chef, working together with the farmer increases his chances of positive 
attention from the local media.   

• A last fit can be identified on the budget. The farmer offers a discount for bulk purchases, while the 
chef has budget constraints. The discount makes his purchase decisions easier.  

-But there are also several items that do not match. The delivery service, the fact that he produces locally, 
the minimal use of pesticides and the cold stores are all offerings that find no fit with the restaurant chef. 
On the chef’s side, his fear of negative reviews, his difficulty in finding all ingredients and his job to look 
modern, attract people with status and make customers return cannot be mitigated or accommodated by 
the vegetable farmer. On these aspects, there is no match. However, the items that do match make enough 
basis for cooperation between the farmer and the chef.  

-The explanatory example provides an idea about a possible fit between the farmer’s offering and the chef’s 
needs. We call this a problem-solution fit. It means that the farmer has been able to identify and tackle the 
most important jobs, pains and gains of the customer. If the farmer manages to make a fit with multiple 
customers for the same product offering, we talk about a product-market fit. The third and last level of fit 
is called the business model fit. The latter is achieved when the product can be embedded into a profitable 
business model. Reasons for not achieving business model fit are when production costs are higher than 
sales revenue, or when the acquisition of customers takes too much time. Finding a problem-solution fit is 
a first step, but entrepreneurs should try to work towards a business model fit in order to sustain.  

  

  

Value for sustainability  

This section discusses two models that can be used to address the environmental and social responsibility 
of a business: the doughnut model and the 5Ps.  
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The doughnut model  

Kate Raworth developed the doughnut model as a new way of economic thinking, described in the book 
‘Doughnut economics: seven ways to think like a 21st century economist’. The book can be seen as a macro-
economic plea for economic science to reconnect with reality and to tackle the challenges we face today.  

Present society is very much determined by what is taught by economists. However, the economic 
framework itself is based on outdated theories and models consisting of incorrect assumptions and blind 
spots. Since the economic framework is partly responsible for today’s situation, e.g., climate change, it is 
not appropriate to start looking for solutions within the existing economic theories and models. However, 
rejecting the old theories is not a solution. A new way of thinking can only successfully penetrate society if 
people are prepared to go beyond denouncing current theories and develop new economic models that 
make the old ones obsolete.  

 Raworth therefore introduces seven ways to think as an economist of the 21st century. The first change in 
way of economic thinking is entirely about the goal that the economy should pursue. Today, growth can be 
seen as the main goal, with Gross Domestic Product (GDP) as an important indicator of progress. As a result, 
governments, companies, and financial markets are urged to grow continuously. However, the social and 
ecological consequences of growth become more and more apparent, and the pursuit of growth is now 
increasingly criticized. Raworth therefore proposes a new goal the economy should pursue, namely a future 
where everyone’s needs are met while at the same time protecting the living world on which we depend.  

 She visualized this new goal by the inner surface of a doughnut. The doughnut is formed by an ecological 
ceiling and a social foundation. Under the social foundation lies the deficits in human welfare. The outer 
circle is the ecological ceiling. The ecological ceiling is formed by nine planetary boundaries such as climate 
change, land conversion, air pollution and so on.  

  
  
  



D3.3 

Educational materials 
 

  21 THIS PROJECT HAS RECEIVED FUNDING FROM THE EUROPEAN UNION’S HORIZON 2020 RESEARCH AND INNOVATION PROGRAMME UNDER GRANT 
AGREEMENT NO 101000573 

 

An example of such a boundary is that a minimum of 75% of forested land should remain forested. This 
ecological ceiling should be seen as the last critical point where reversal is still possible. Once this boundary 
is crossed, it is impossible to undo it. Policy makers, activists, entrepreneurs and citizens should strive for a 
future inside the doughnut. This corresponds to a future that is both socially just and ecologically safe. The 
actual doughnut model displays an ecological ceiling on the outside and a social foundation on the inside.  

It is important to note that the ecological ceiling and the social foundation are strongly linked to each other. 
People’s well-being depends very much on the well-being of the planet as a whole. All aspects are part of a 
complex system and it is therefore important to look for a systemic solution rather than a one-off solution 
for each aspect. Moreover, a change in one aspect of the doughnut may cause changes in other aspects and 
therefore introduce a negative or positive domino effect. For example, planting trees along the side of 
agricultural plots, has a positive impact on climate, air quality and biodiversity. In turn, a positive impact 
might arise on food production and health, which influences the income of the farmer. The example makes 
it clear that one action of the ecological ceiling affects several aspects of the social foundation. Also, several 
actors are influenced since it is not only the farmer who experiences the positive effects of planting trees. 
To conclude, it is important to be aware that a company is part of a larger system that is limited by a social 
foundation and an ecological ceiling.  

The 5 Ps  

The 5Ps are a categorization of the 17 Sustainable Development Goals introduced by the United Nations. 
They can be used as an approach or vision within the study of corporate social responsibility for sustainable 
development.  

The 5Ps stand for people, planet, prosperity, peace and partnership. Under people, goals such as ending 
poverty and hunger or improving equality are included. The subgroup planet includes goals to protect the 
planet, in order to comply with the needs of present and future generations. Prosperity SDGs comprise 
goals such as decent work and economic growth, but also affordable and clean energy so that economic, 
social and technological progress occurs in harmony. Peace is about inclusive societies which are free from 
fear and violence. Finally, partnership is important to tackle problems that cross geographies and sectors 
and to strengthen global solidarity.  
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In 1997, John Elkinton introduced the concept of the 3Ps or triple bottom line. This is where the 5Ps stem 
from. He attempted to provide more insight into how organizations can concretely implement the concept 
of sustainable development. The 3 Ps stand for people, planet and profit. At a later stage, the term profit 
was changed by prosperity in order to also include social profit next to economic profit. When developing 
the Sustainable Development Goals in 2015, the concept evolved from 3 to 5Ps. The terms ‘peace’ and 
‘partnership' were added as it became clear that sustainable development cannot be achieved without 
peace and without different agencies working together to tackle challenges.  

-The advantage of the 5Ps is that they make the concept of sustainability more concrete. It can be used as 
a guideline to undertake sustainable development actions in practice or as a way to analyse progress on 
sustainability. However, a pitfall of the concept is that companies consider the P’s separately. Over the 
years, the concept was incorrectly applied as an accounting term, trying to report as much as possible on 
each P separately. Sometimes they reported only one aspect, meanwhile doing very poorly in other 
domains. Additionally, the reporting on sustainability was often not linked to the core business of the 
company. Hence, companies were accused of greenwashing or window dressing. Actions to improve the 
sustainability of operations should be in line with the business objectives in order to create shared value. 
Because the P’s will continuously influence each other, it is possible that a conflict arises at times. Therefore, 
the concept should be viewed in a systemic way, striving for a sustainable balance.  

Value system  

A company’s value chain describes activities undertaken within a company which together create a product 
or service. Each activity delivers some value to the product or service. The value chain allows for reflection 
on:  

1. Which activities contribute to the value proposition?  
2. Where are these activities located in the value chain?  
3. What is the cost of such an activity, and does it outweigh the value it creates?  
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4. Which activities are linked? Can some activities be grouped?  
5. Which activities are important to pursue a competitive advantage? And so on.  

A common way to visualize the value chain was proposed by Porter in 1985. Porter introduced the concept 
as a way to reflect upon how to pursue the generic strategies. The framework of Porter divides business 
activities into two categories: primary activities and support activities.   

Primary activities are the essential activities that contribute directly to the creation of value. These are 
inbound logistics which involve receiving and storing raw materials; operations, the process of converting 
inputs into outputs; outbound logistics or the warehousing and distribution of finished products; marketing 
and sales; and finally, services such as for example, a repair of your purchased product.  

Support activities are necessary to make the primary activities more effective. These are infrastructure or 
the company’s organisational structure, such as the accounting department or the financial department; 
human resource management; technology development, for example, equipment, procedures, technical 
knowledge and so on; and finally, procurement such as the acquisition of goods, services or works from an 
external source. The goal is to create value throughout the process from inbound logistics to services, or in 
other words to create an output with added value. The margin corresponds to the difference between the 
total value created and the costs associated with performing the activities.  

  
However, a company is part of a larger system of interacting companies, all with their own specific value 
chain. The value system can be defined as the set of inter-organisational links and relationships that are 
necessary to create a product or service.  

Both concepts, value chain and value system, are now further explained by an example of a dairy farm 
producing milk. The value chain consists of the activities carried out by the company itself. A key activity 
carried out by the dairy company will be the production of milk. However, the company is part of a larger 
system. In order to produce milk, the farmer has to buy feed from a feed company. The feed company itself 
therefore also has a value chain and delivers feed that serves as an input for the dairy farm’s value chain. 
The farm can, for example, deliver milk to a milk processing company. The latter also has a specific value 
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chain, where the output of the dairy farm, namely the milk, serves as an input for the value chain of the 
processing plant. The milk processing company, in turn, can sell its end product, for example, yoghurt, to 
supermarkets. The whole interacted system of feed company, dairy farm, processing company and 
supermarket is called the value system. It is important to note that this value system is a strong 
simplification of reality. In practice, farmers will have more than one supplier and also more than one 
customer. The same applies to other actors in the value system. Moreover, the real value system is not 
linear, but rather a network of interacting organisations.  

As a company mapping the value chain and value system can help implement generic strategies. A farmer 
focusing on cost-leadership can use the value chain and value system to reflect upon which activities could 
be outsourced in order to reduce costs. Whereas when pursuing a differentiation strategy, activities should 
be identified which add value.  

Summary  

Businesses operate in a market, i.e., a place where two parties, usually a buyer and a seller, come together 
to exchange goods, services or information. Different types of markets exist. A monopoly is a market form, 
where only one seller and many buyers are present. The monopolist has no competition and can set a price 
independently. The opposite of a monopoly is a perfect market. Many markets evolve to a perfect market 
because of standardisation and because they offer commodity products. Still, differentiation is always 
possible, making customer segmentation important.   

-The value proposition of a company is the proposal or the proposition that a company offers to its 
customers. By means of the value proposition, a company tries to meet a problem or a need of that 
customer. What is value can be conceptualised using a value elements pyramid containing 30 universal 
building blocks of value. A value proposition also involves setting the price. Businesses can use three 
methods for determining price: cost-based, value-based and competitive pricing.  

Market segmentation entails dividing the market into groups of customers with similar needs. It allows 
businesses to tailor their marketing to that group, instead of doing mass marketing. The most common 
customer characteristics used for segmentation are: geographic, demographic, psychographic and 
behavioural characteristics. Once a customer segment is identified, a closer look needs to be taken at the 
motives, values and norms of the customers involved. Customers want to get certain things done. These 
tasks are called customer jobs and can be both work-related or private. All customer jobs are characterised 
by related pains and gains.   

 A tool to develop the value proposition is the value proposition canvas which consists of a value map and 
a customer profile. It can be used to analyse matches and mismatches between producers and consumers 
and to design a problem-solution fit, a product-market fit and a business model fit. The latter is achieved 
when the product can be embedded into a profitable business model.   

 Several models can be used to address the environmental and social responsibility of a business, including 
the doughnut model and the 5Ps. The doughnut model prescribes that business activities should operate in 
a ‘doughnut’ formed by an ecological ceiling and a social foundation. The 5Ps are a categorisation of the 17 
Sustainable Development Goals introduced by the United Nations. They can be used as an approach or 
vision within the study of corporate social responsibility for sustainable development. The 5Ps stand for 
people, planet, prosperity, peace and partnership.   

 A company’s value chain describes activities undertaken within a company which together create a product 
or service. A value chain typically consists of primary or essential activities and supporting activities. The 



D3.3 

Educational materials 
 

  25 THIS PROJECT HAS RECEIVED FUNDING FROM THE EUROPEAN UNION’S HORIZON 2020 RESEARCH AND INNOVATION PROGRAMME UNDER GRANT 
AGREEMENT NO 101000573 

 

value system is the set of inter-organisational links and relationships that are necessary to create a product 
or service. Mapping the value chain and value system can help implement generic strategies.   
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A.5 Business model Canvas 
The Business Model Canvas (BMC) is a strategic management tool that helps shape and visualizing the 
business model (Osterwalder & Pigneur, 2010). It consists of nine building blocks: customer segments, value 
propositions, channels, customer relationships, revenue streams, key resources, key activities, key 
partnerships, and cost structure. These blocks represent the flow of what, how and with whom value is 
created and how and to whom it is sold, thereby taking into account the possible costs and revenue flows.   
All the information is displayed in a one-page document, making it easy to obtain a holistic overview of the 
organization. This can lead to new insights of one’s own or a competing organization. The template is widely 
used in all types of businesses, including farming businesses.  

  

   
  

1. Customer Segments: customer segments or target groups, grouped according to needs or 
behaviour   

2. Value Proposition: description of product or service offering   
3. Channels: description of way(s) of Value Proposition delivery   
4. Customer Relationships: interactions & relationships with customers   
5. Key Activities: activities performed to create a Value Proposition   
6. Key Resources: assets like infrastructure, knowledge and financial resources needed to create a 

Value Proposition   
7. Key Partners: partners who deliver resources or perform activities to help you create your Value 

Proposition   
8. Revenue Streams: information about income generation, pricing strategies, etc.    
9. Cost Structure: costs that occur through the creation of the Value Proposition   
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The nine building blocks  

Customer Segments   

Customers are key to the success of a company because they buy and utilize the products and/or services. 
It is important for an entrepreneur to define customer target group(s) and make sure their needs match 
with the value proposition features. In order to decide on an effective customer segmentation, an 
entrepreneur needs to think of both the current and future needs of his/her customer groups. Customers 
can both be Business-to-Business (B2B) and Business-to-Consumer (B2C).  

 There are various customer segments that can be targeted (Luenendonk, 2020):   

• Mass Market: the product and/or service is relevant for the general population and has a wide pool 
of potential customers.   

• Niche Market: a unique and highly specific need is fulfilled by the product and/or service.   
• Segmented Market: the customer population is in this case further divided through small variations, 

for example, the customer demographics or needs.   
• Diversified Market: the company has flexible products and/or services that are easy to tweak and 

alter to the customer’s needs or traits.    
• Multi-sided Market: two or more customer groups are linked through the company’s products 

and/or services, but without that product or service, there would be no connection.    

Value Proposition  

This building block contains the products and/or services which are created by the business and provided 
to the customer. The value proposition solves a customer problem or fulfils a customer’s need. Products 
and/or services can be described quantitatively, i.e., by their efficiency or price, or qualitatively, i.e., by their 
experience and use.  

Channels  

A channel is the medium through which an organisation provides its value propositions to its customer 
segments, from communication to sales. Sales can be done directly, or through intermediaries. There are 
five distinguishable phases: increasing awareness, evaluation, purchasing, delivery and after-sales (Lauwers 
& Goyens, 2019). There are two kinds of communication channels (Lauwers & Goyens, 2019; Luenendonk, 
2020):  

• Company-owned channels: these channels result in higher margins but are accompanied by higher 
costs. An example is a shop.  

• Partner channels: these channels lead to lower margins but give the entrepreneur a larger range of 
clients. An example is a distributor.  

Customer Relationships  

To ensure the survival and success of any business, companies must identify the type of relationship they 
want to create with their customer segments. This element should address how the business will get new 
customers, how the business will keep customers purchasing or using its services and how the business will 
grow its revenue from its current customers. The following customer relationship categories exist 
(Luenendonk, 2020):   
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• Personal Assistance: an employee interacts directly with a customer, thereby providing a 
human/personal touch to the process.   

• Dedicated Personal Assistance: the company has an assigned/dedicated representative to a set of 
clients. This person has a close interaction with the client and is responsible for the entire customer 
experience.   

• Self-Service: the customer can serve him- or herself by utilizing the tools that the business has 
provided.  

• Automated Service: this is a more advanced Self-Service relationship whereby the historical 
preferences of the customer are taken into account.   

• Communities: this relationship consists of the business and a customer group. The customers can 
share their experiences in a group and come up with challenges and solutions. Furthermore, the 
business can easily communicate with a large group of customers and unravel their concerns.    

• Co-Creation: the customers have a direct hand, and responsibility, in the solution the company 
provides.   

Key Activities  

These activities are key for the production of the company’s value proposition. They are the most important 
processes which make the business model effective. The quality of the product and/or service will reduce 
when the company deviates from these activities.  

A farmer’s primary job is to produce food and primary products. By executing ancillary activities, farmers 
can create added value and distinguish his/her company from their competitors. However, in that case, they 
need to make sure that these extra activities do not result in a significant quality reduction of their core 
products and/or services. A few examples of these activities are: searching for a unique sales market, 
marketing, services, administrative tasks, et cetera. Continuous training may be essential to stay 
competitive and it may also pay off to visit other companies, agricultural and non-agricultural, to gain some 
inspiration (Lauwers & Goyens, 2019).  

Key Resources   

Resources are needed to create and advertise the value proposition, build and maintain relationships and 
sell products and/or services. They can be divided into four categories: human, physical, intellectual and 
financial (Lauwers & Goyens, 2019; Luenendonk, 2020). The business owns, buys or rents resources. By 
enlisting all the necessary resources, a business owner knows on which resources his/her value proposition 
depends.  

An agricultural business requires a location (buildings and land) and machines for production, processing, 
logistics and sales. In addition, all the resources necessary for the cultivation of crops (fertilizers, seeds) or 
livestock (animal nutrition) should be available. Not only physical resources are important: a farmer also 
needs some intellectual resources such as work schedules, quality manuals, a database with customer data, 
a list of relevant partners and suppliers, et cetera (Lauwers & Goyers, 2019). A diverse set of competencies 
and skills is needed to run an agricultural business. Besides cultivating crops, a farmer also has to manage 
the accounts, employees, tools and machinery. For example, by calculating the working time, one can 
estimate how many employees the business needs. The farmer needs to make sure that his company has 
all the necessary knowledge and skills.   
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Key Partners  

The key partners are the suppliers and the partners that complement the company in creating their 
products and/or services. It is important to know which activities the company will execute, and which will 
be outsourced. Outsourcing reduces the risk and can provide cost savings when the company itself does not 
have the necessary personnel, knowledge, or resources. Other interesting partners are governmental 
institutions that create permits and pay subsidies, or knowledge institutions that can provide useful insights 
for the business. Finally, identifying future partnerships helps to determine the strategy of the company. 
Partnerships can be categorized into the following three categories (Luenendonk, 2020):   

• Strategic alliances between competitors (i.e., coopetition)  
• Joint ventures  
• Buyer-supplier relationships  

Revenue Streams  

The revenue stream represents the way how the business generates revenue with its products and/or 
services. There are various ways to achieve this goal (Luenendonk, 2020):   

• Asset Sale: the business sells the ownership over the good.  
• Usage Fee: the business charges the customer for the use of its product or service.  
• Subscription Fee: the company charges the customer for the regular and consistent use of its product or 

service.   
• Lending/leasing/Renting: the customer is charged for the regular and consistent use of its product or service.  
• Licensing: the business charges for the use of its intellectual property.  
• Brokerage Fees: companies or individuals that act as an intermediary between two parties charge a 

brokerage fee for their services.  
• Advertising: the company charges other companies to advertise their products using their own mediums.  

Cost structure  

The cost structure bundles all the necessary costs for running a business. A business model can be cost-
driven, focusing on the minimisation of investments, or value-driven, focusing on the provision of 
maximum value to the customer. Two types of costs are:   

• Fixed Costs: these expenses are independent of any specific business activity, which means that the 
cost does not change when the produced amount of goods and/or services is increased or 
decreased. Examples of fixed costs are insurance, rental lease payments, property taxes, interest 
expenses, and weekly payroll.  

• Variable Costs: these expenses vary according to the produced amount of goods and/or services. 
Examples of variable costs are direct labour costs, the cost of raw materials used in production, and 
utility costs.  

Creating a cash planning in order to find out if the financial buffer is big enough, is important. Cooperation 
can lead to cost reductions, so is worth investigating. To receive a realistic cost plan, one can request 
different quotations from various suppliers. It may be a good idea to compare suppliers and negotiate where 
possible, as long as this does not blow up the partnership.    
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BMC & Innovation  

Trends and shocks  

Highly industrialised countries experience changes at an accelerating speed and with unprecedented 
impacts. Think, for example, about the exponential growth of our technological evolution. For many people, 
this is overwhelming: they find it difficult to keep up with the changes in their world. For them, the future 
will have arrived too soon. American futurist Alvin Toffler described these phenomena as a ‘future shock’.  

 

A future shock is a certain psychological state of individuals and entire societies experiencing too much 
change in too short a period of time. In other words, it is the dizzying disorientation brought by a 

premature arrival of the future. – Alvin Toffler 

  

The acceleration and interconnectedness of our activities are pushing the limits of individuals, communities 
and institutions. A new section in the Global Risks Report by the World Economic Forum highlights the 
importance of being prepared for ‘future shocks’ as dramatic disruptions that can cause rapid and 
irreversible deterioration in the systems we rely on.  In our world of interconnectedness, cascading 
disruptions can lead to sudden and dramatic breakdowns. The World Economic Forum elaborates on 10 
future shocks:    

• ‘Grim reaping’: our complex food system is vulnerable to sudden supply shocks. Extreme weather, 
political instability or crop disease could result in a breakdown of food-producing regions, leading to 
food shortages and price rises.   

• ‘A tangled web’: as algorithms increase in sophistication, explosive growth becomes more likely. 
Reduced Internet efficiency would undermine countless businesses, hinder the Internet of Things, 
frustrate users, etc.   

• ‘The Death of Trade’: minor political disputes could trigger major adverse impacts along global value 
chains. A breakdown of global trade systems would reduce overall economic activity, but impacts 
would be distributed between countries unevenly, creating inequalities and triggering geopolitical 
tensions.   

• ‘Democracy buckles’: if polarized positions within a democracy harden into a ‘winner-takes-all’ 
contest, a tipping point could be reached that spirals into violence and a loss of control by authorities 
answered by disproportionate force.   

• ‘Precision Extinction’: illegal fishing in international waters with low oversight, could have 
devastating impacts on fish stocks. The same logic applies to countless other areas. A species 
collapse could not only damage natural ecosystems, but can also affect the livelihood of 
communities as well as global food markets.  

• ‘Into the abyss’: a systematic collapse of the sort that was averted in 2007-2008 could cause chaos 
all over the world, disrupting the functioning of whole economies and societies: money would stop 
circulating, wages would not be paid, etc. This could threaten political and social stability.   

• ‘Inequality ingested’: bioengineering and cognition-enhancing drugs can cause deep and 
entrenched inequality, triggering conflicts between the ‘have’ and ‘have-nots’. This could evolve into 
a massive public health crisis as well.   
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• ‘War without rules’: offensive cyber capabilities are developing rapidly. If a country’s critical 
infrastructure is compromised by a cyberattack, this could disrupt all essential services and even 
cause loss of life or military conflicts. This is unconventional warfare.  

• ‘Identity Geopolitics’: national identity and self-determination are growing forces leading to 
violence and constitutional instability. For example, states can expel ethnic or religious minorities, 
national states can try to extricate themselves from international constraints, etc. Deep disputes 
would widen clashes, causing domino effects as actors mobilize.   

• ‘Walled off’: governments can break up the internet into national or regional ‘walled gardens’ 
because of many reasons, including economic protectionism, cross-border cyberattacks, censorship 
and repression, etc. Fragmentation of the internet could interrupt functions, the flow of content and 
transactions, and resistance would be likely. Human rights abuse would likely increase as 
international monitoring is rolled back.   

In contrast to a future shock, a trend is a long-term pattern that is currently evolving and that could 
contribute to amplifying global risks or altering the relationships between them. A trend we have observed 
for years is, for example, the changing climate. While climate change in itself is not a future shock, failure 
to mitigate or adapt to climate change can lead to major environmental shocks such as extreme weather 
events, biodiversity loss or ecosystem collapses, etc.   

 A number of trends are specifically influencing the agri-food sector. For example, many technologies 
influence production and harvesting. ‘Agriculture 4.0’ is a term for the next big technological trends facing 
the industry: it refers to agriculture that integrates innovations such as precision farming, artificial 
intelligence (AI), Internet of Things (IoT) and big data in order to produce products. In addition to 
technological trends, political, environmental, social, economic or legal (PESTEL) trends can also influence 
the sector. For example, social demands and consumption patterns can affect food market development by 
increasing the demand for less-processed or preserved products or influencing the perception of GMOs. 
Additionally, environmental pressures can induce a focus on water management or soil health.    

Business Model Robustness  

A business model is robust if it is able to sustain its effectiveness over time. Business model robustness is 
low if the business model builds on components that are highly uncertain or the adaptability to societal trends 
is low.  

Sector-wide trends can be spotted. It is important to be aware of what happens within the sector to be able 
to respond to these trends early on. Uncertainties or future shocks, however, are blind spots. Therefore, it 
is essential that a business model is flexible. An entrepreneur needs to be agile: one needs to be able to 
move quickly and easily. For example, the market demand for e-grocery businesses is highly uncertain. An 
option to reduce the vulnerability from uncertain market demand is for example to partner with large 
retailers to use their existing infrastructure.  
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Therefore, a business model should be dynamic and flexible. It is important to continuously develop your 
business model. From time to time, an existing business model should be re-evaluated. To do this, the PDCA-
method can be used: plan, do, check, act.  

 Plan  

 The first step is to plan ahead and design the interventions. To design the interventions, you first need to 
look at your current business model: are there uncertainties or trends affecting the value proposition, value 
creation and delivery and value capture? Next, in order to anticipate these uncertainties and trends, ask 
yourself: can I turn these uncertainties and trends into opportunities? To discover sustainable 
opportunities, take a look at the 5 P’s: people, prosperity, peace, partnership and planet.   

• How can I contribute to ending poverty and hunger in all forms? How can I improve human dignity 
and equality?  

• How can I ensure prosperous and fulfilling lives in harmony with nature?  
• How can I contribute to peaceful, just and inclusive societies?  
• How can I try to form solid global partnerships?  

  

 Once you have discovered sustainable opportunities, you can decide on intervention activities. Each 
intervention relates to a thematic line of improvement, for example contributing to ending poverty and 
hunger in all forms or forming solid global partnerships. An intervention consists of several activities which 
are related to the different business model blocks. You will need to ask yourself: to achieve this goal, what 
elements need to change in each of the business model blocks?   
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Do  

Then, the next step is to do what it takes to reach these goals and carry out the interventions. 
Implementation often leads to unexpected challenges that need to be addressed. Success will thus depend 
on good leadership and commitment. The first step taken is the beginning of the learning process: once you 
are on your way, you will see clearly what still needs to be done.   

Check  

Your interventions will directly impact activities and tasks. Through these impacts, they will influence your 
business model. To measure your results for each business model block, you can use the following 
performance indicators:   

• Customer segments: number of customers per segment, frequency or volume of sales, etc.  
• Value proposition: product portfolio, tangible and intangible characteristics, etc.  
• Channels: means of distribution, responsibility, place of delivery, time taken to deliver, etc.  
• Customer relations: method and frequency of communication with each customer, etc.   
• Revenue streams: total value per product category, your net profit, payment methods and 

frequency or total value per client.   
• Key resources: availability, degree of efficiency in their use, sustainability, etc.  
• Key activities: efficiency, outsourced or in-house activities, etc.  

 

• Key partners: number of partners necessary for the smooth functioning of the business, your degree 
of dependence on those partners, quality of their services, etc.   

• Cost structure: type and value of the most important costs, the value of fixed and variable costs, the 
percentage of costs covered by support partners, etc.  

In addition to the business model level, you can also expect to see change on the value chain level. There 
can be an evolution in the costs, profitability or harvest per unit as well as a difference in the distribution of 
benefits across the value chain or a change in the commercial value of the end product. Finally, you can 
even expect changes on a higher impact level. Think back to the higher goal you envisioned for your 
interventions, for example, one of the 5 P’s. This is the final level in which the results of the interventions 
can be seen, but the changes take place over a longer period of time.   

 Act  

Once you have planned and designed interventions, carried them out and checked the results, you should 
act: adjust what doesn't work and adopt what works. When continuously developing the business model, 
innovations can occur in various fields. By continuously looking at your business model through this PDCA 
cycle, you can incorporate these innovations while building a robust business model.   

Summary  

 The Business Model Canvas is a strategic management tool that helps shape and visualise the business 
model. It consists of nine building blocks: customer segments, value propositions, channels, customer 
relationships, revenue streams, key resources, key activities, key partnerships, and cost structure. These 
blocks represent the flow of what, how and with whom value is created and how and to whom it is sold, 
thereby taking into account the possible costs and revenue flows.   
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Businesses operate in an environment that is characterised by trends and shocks. Future shocks are 
dramatic disruptions that can cause rapid and irreversible deterioration in the systems we rely on. A trend 
is a long-term pattern that is currently evolving and that could contribute to amplifying global risks or 
altering the relationships between them. A business model is robust if it is able to sustain its effectiveness 
over time. Business model robustness is low if the business model builds on components that are highly 
uncertain or the adaptability to societal trends is low. Sector-wide trends can be spotted, but uncertainties 
or future shocks are blind spots. Therefore, it is essential that a business model is flexible. From time to 
time, an existing business model business model should be re-evaluated. To do this, the PDCA method can 
be used: plan, do, check, act.  
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A.6 Entrepreneurship 
 This section covers entrepreneurship and the internal factors of a business. The abilities of farmers to face 
challenges and adapt their business accordingly can be explained to a large extent by their entrepreneurial 
skills. Furthermore, research has shown that a good entrepreneur is not necessarily a good manager, good 
entrepreneurial skills are partly different from good management skills.   

In the first section, we will address these issues. In the second section will we look at the vision and mission 
statements of a business and why they are important. A strategy is implemented by indicating goals. 
Business goals clarify what must be done if the business wants to attain its vision.   

Entrepreneurship  

The agricultural sector has been facing several challenges in recent years: there were considerable changes 
in the market, consumer preferences, policies, there are the issues of food safety, climate change, 
sustainability, biotechnology, etc. It is clear that farmers operate in a complex and multifaceted 
environment. The abilities of farmers to face these challenges and adapt their businesses accordingly can 
be explained to a large extent by their entrepreneurial skills.   

 Entrepreneurs are people who pursue opportunities: they are able to discover and evaluate business 
opportunities and exploit them. The result of this entrepreneurial process can be a new firm or a new 
business activity within an existing firm. Discovering opportunities requires possessing the necessary 
information, for instance about markets, the needs of the customer, and technology. However, it also 
requires having the necessary cognitive abilities to evaluate this information. Cognitive abilities determine 
the degree to which one is able to absorb and process knowledge and information. Once an opportunity is 
discovered, entrepreneurs will try to exploit it. They will need to get access to resources and mobilise these 
to develop their business idea. These resources can be physical resources such as farmland or machinery, 
but also human resources such as getting an extra education or training, or finding the right business 
partners to cooperate with. Research has shown that new entrants into agriculture seem more 
entrepreneurially oriented than established farmers, however, they often have fewer resources available 
to successfully develop their business idea.  

 Hence, in order to pursue business opportunities, an entrepreneur needs information, and the cognitive 
abilities to evaluate this information and resources. Next to these, entrepreneurially oriented firms and 
people often exhibit higher levels of innovativeness, creativity and pro-activeness. They take risks and 
create value by trying to get ahead of the competition. Other skills associated with entrepreneurs are 
problem-solving, leadership, communication and networking skills.   

It was already mentioned that farming nowadays comes with some challenges, for example, the increasing 
variability in yields due to climate change. Such challenges can be a push factor, stimulating 
entrepreneurship in agricultural firms, for example through crop diversification or combining farming with 
activities such as agro-tourism, processing own produce, etc. Specifically for these farmers who choose to 
broaden their business by introducing non-agricultural activities on the farm, such as tourism, education, 
processing and on-farm sales, breaking free from traditional, productivist norms may be a challenge as 
well.   

 Once the entrepreneur has created a new business activity, this business needs to be managed. Research 
has shown that a good entrepreneur is not necessarily a good manager: good entrepreneurial skills are 
partly different from good management skills. Entrepreneurs, for instance, more often seem to be 
overconfident and show a tendency to overgeneralize in their decision-making. This can be a great 
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advantage in the start-up years of a business, as it allows a quick response to opportunities spotted in the 
environment. However, as the business matures, a different approach might be needed.   

 According to Mary Follett, one of the founders of management and organization theory, management is 
“the art of getting things done through the efforts of other people”. Managers fulfil multiple functions in a 
business. They plan for the future by creating a mission, vision and goals for the business. They organize the 
business by making decisions on how to allocate resources, and establishing procedures and rules. They 
need to show leadership, and motivate people to work together towards the goals of the business. 
Managers must be good communicators, not only towards staff but also towards external actors, such as 
customers, suppliers and many more. Finally, managers coordinate, monitor, and control the different 
processes and activities in the business.  

Mission and Vision   

Once a business is founded, it needs to be run or managed appropriately. To accomplish that, a strategy is 
needed. In the classical approach to strategic management, the first step is to agree upon the vision of a 
business. This vision describes the desired future state of the business, or what the business would like to 
achieve. A vision for a business consists of a mission, together with certain values or principles. The mission 
describes which product-market combinations the business will choose to focus on: what will be produced 
and for whom? It also outlines structural competitive advantages, or how the business will distinguish itself 
from its main competitors in the targeted customer segments. Next to a mission, a vision for a business is 
based on principles, which are norms and values that shape the behaviour of managers and employees and 
form the bedrock of the organizational culture. Principles can be related to the level of quality of products 
and services, the interaction with customers, suppliers and staff, or sustainability.  

Societal expectations  

To determine the principles of a business, it is important to have an idea about the corporate social 
responsibility or the economic, legal, ethical, and philanthropic expectations society has of organisations at 
a certain point in time. Specifically for agriculture, these expectations are related to food security and food 
safety in the first place, but increasingly also to nature and landscape management, climate control, water 
management, protection of cultural heritage, social inclusion, fair prices, etc. Societal challenges or crises, 
such as the COVID-19 pandemic, serve as a catalyse for the societal expectation to make agriculture more 
planet-proof, circular, regenerative and inclusive. These expectations are partly in line with the challenges 
agriculture is facing and that potentially make the sector more vulnerable and less resilient or able to cope 
with change.   

 Agricultural entrepreneurs can deal with these expectations and challenges regarding sustainability in 
different ways.   

• There is the re-active approach in which the entrepreneur reacts to these challenges, but without 
a clear vision. This means that sustainability will be applied sporadically, when problems occur, but 
not in a systemic way.   

• Secondly, there is the pro-active approach, in which sustainability is seen as an opportunity, 
because it provides new business opportunities, because consumers demand it, or because it 
provides the business with a good image. It serves a strategic goal in the business to work towards 
sustainability.   

• Finally, there is the eco-systemic approach, in which sustainability is at the core of the business. 
This approach requires a change in worldview for many people, and a different rationale. It is also 



D3.3 

Educational materials 
 

  37 THIS PROJECT HAS RECEIVED FUNDING FROM THE EUROPEAN UNION’S HORIZON 2020 RESEARCH AND INNOVATION PROGRAMME UNDER GRANT 
AGREEMENT NO 101000573 

 

a pro-active approach, but here sustainability does not serve a strategic goal: it is the guiding 
principle and focus of all decisions in the business.  

Business goals  

The vision of a business can be made more concrete by translating it into business goals that clarify what 
must be done if the business wants to attain its vision. These goals are precise and measurable statements 
that specify the desired future state the business wants to realise. Goals serve as a source of motivation in 
the business, guide the actions of managers and provide a means of measuring performance. Well-
constructed goals for a business have five characteristics:  

• They need to be specific, meaning that they need to be sufficiently concrete so that they can be 
converted into an action plan. They need to be easily understood and allow those writing action 
plans to answer the questions: What do we want to accomplish, who should we involve to do this, 
and where and when should it be done?  

• Well-constructed goals are measurable, either in time, numbers and/or money. Measuring 
performance requires establishing base-line data, targets, as well as benchmarks to measure 
performance along the way.  

• Good goals are attainable. Goals may be challenging for a business, but there should still be a 
realistic chance that they can be accomplished. It is therefore important to consult the people that 
will be responsible for the goal’s achievement, and other relevant stakeholders, when constructing 
goals.  

• Goals should be relevant or consistent with the mission and vision of the business. They should not 
conflict with other organizational goals. 

• Finally, goals should be time bound, having a clear starting and ending point.   
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Strategy 

Businesses need a strategy to create competitive advantage over their rivals. This means that they strive to 
be more profitable than their rivals, of course not losing sight of their principles and corporate social 
responsibility. Managers of a business may pursue different strategies over time. A business model presents 
a concept of how these different strategies work together in a business, or a general picture of how the 
business operates: how it selects, acquires or keeps customers, how it defines and differentiates its 
products, how it tries to create value for customers, how it delivers its goods and services, lowers costs, 
organizes itself and tries to achieve and sustain profitability. Strategic management is the process of 
choosing the appropriate strategies.   

The first step in strategic management is a situation analysis. It starts with determining the current vision 
and goals of the business or looking at already existing strategies. Then, an internal analysis can be 
performed, in which existing resources and capabilities of the business are reviewed in order to identify and 
further develop the business’s strengths and work on its weaknesses. The next step is an external analysis, 
meaning that the business’s external environment needs to be analysed to identify opportunities and 
threats that may affect how a business pursues its mission. Performing an internal analysis to pinpoint the 
strengths and weaknesses of the business, together with an external analysis to identify opportunities and 
threats is called a SWOT analysis. This is discussed later in this syllabus.  

The second step in strategic management is strategy development. It starts with envisioning a future for 
the business, and—if the business already has a strategy—whether this envisioned future can be achieved 
with the current strategy. If the current strategy is not suitable, or if there is no strategy yet, different 
possible strategies can be developed to exploit external opportunities, counter threats, build on and protect 
strengths and eradicate weaknesses. Examples of strategies for the agricultural sector are diversifying or 
specialising in crop production or animal production, diversification into non-agricultural businesses (e.g., 
agro-tourism), diversification in marketing channels (e.g., on-farm sales), diversification through branding 
(e.g., regional labels, producing organically), or through processing (e.g., making cheese). Finally, all these 
possible strategies need to be evaluated and the best one should be chosen based on a number of criteria. 
These criteria can be derived from the goals and how important every goal is for the business.  

Finally, the third step in strategic management is planning and implementation. Planning means setting 
objectives, and designing and implementing a programme to achieve business goals. This should go along 
with establishing a monitoring and control mechanism to check whether the business is on track. Three 
different types of planning can be distinguished. The highest level of planning is strategic planning, or how 
long-term goals will be achieved (the timeframe is 2 to 3 years). Operational planning sets more concrete 
goals, with a timeframe of about 1 year. These goals concern costs, revenues, sales, production, 
investments, supplies and so on. Finally, there is the short-term operational planning, also called tactics. For 
example, if part of the business’ strategy is to charge higher prices, in the short term the business can decide 
to boost sales, for example for a product that’s new on the market, by giving a temporary discount. In 
smaller companies, activities such as strategic and operational planning are done in a less formal and 
sophisticated manner. Nevertheless, it is also important for smaller businesses to give sufficient thought to 
planning.  

Also necessary in strategy implementation is choosing a good structure and culture for the company, and 
having a good control and governance system as deviations in planning should be detected in time. Finally, 
it is important to mention the feedback loop. Strategic planning never ends. Businesses need to monitor 
and control whether their strategic goals are achieved. If not, they will need to change their strategy, their 
business model or goals and start the strategic management process again.  
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A.7 Replicability framework 
Authors: Svetla Stoeva, Petya Slavova, and Dona Pickard  
This replicability framework aims to provide information about the potential for replication of NOFAs 
good practices in a European context, considering socio-demographic, economic, ecological, political 
and legal factors that may affect the success (and failure) of the food system. These good practices 
are defined within the COCOREADO project as a set of concrete practices that support the success of 
innovative initiatives (such as NOFAs1) to reach their goals of strengthening the position of the farmer 
and connect producers and consumers. An example of such a good practice is the use of an online 
subscription system for customers. This is seen as a good practice since it brings the consumer and the 
producers closer together and is also a smoother experience for the initiative and the customer in this 
digital era. It can also provide the farmer with a more secure income as customers often pay at the 
beginning of the season. This in its turn can help strengthen the financial position of the farmer.   

However, not every good practice is transposable to another country and context. The framework we 
present here wants to stimulate reflection on the opportunities and pitfalls of trying to replicate a 
practice that is successful elsewhere in Europe.   

The replicability framework we present in the next paragraphs is based on a combination of literature 
stemming from business management and agricultural innovation studies. The framework structures 
a variety of factors that can have an influence on the potential replication of good practices in other 
parts of Europe. This framework has the purpose of letting entrepreneurs (farmers and others) think 
about possible opportunities or bottlenecks they might encounter when they want to adopt good 
practices in their respective regions.   

There are many factors that might influence the replication of good practices (Garcia-Almeida & 
Bolivar-Cruz, 2020; Hove & Tarisai, 2013; Olawale & Garwe, 2010). Based on business management 
and agricultural innovation literature a diversity of factors that might influence the replicability of a 
certain good practice were gathered. Subsequently all these factors were structured in an overarching 
replicability framework. In the project the framework was used to assess the potential replicability of 
the good practices that were defined based on the in-depth study of 14 novel and fair food systems 
(or NOFA’s) (deliverable 3.1). For each good practice both the ambassadors and partners assessed 
which factors could potentially inhibit or strengthen the adoption in their regional context. In a later 
stage, this framework could be used in a more generic way, for other innovative initiatives as well.    

-In COCOREADO, the focus is on small and medium-sized firms (SMEs) in the agribusiness. Mainly because 
the innovative initiatives in the agrifood chain that reconnect consumers and producers and strengthen 
the position of the farmers are highlighted. The initiatives in this niche often create innovations on a small 
scale. They are often small-scale family-run businesses. However, these SMEs are vital for the 
development and growth of the rural economy all over the world and contribute significantly to the local 
economy.   

 

 
1 NOFAs or Novel and Fair Food Systems are (local) food systems which (re)connect consumers and producers and/or 
strengthen the position of the farmer in the food chain   
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It is this kind of smaller, innovative initiatives that COCOREADO tries to identify when reflecting on the 
replicability of the good practices delineated in deliverable 3.1. The dimensions of the business 
environment were used to structure the different factors that can influence the replicability of the good 
practices. Firstly, a distinction was made between the internal and external environment of the initiatives. 
Consecutively the distinction between the micro and macro dimensions of the external environment was 
made. For each of these three dimensions factors that can influence the replicability of the good practice 
of the innovative initiative in another context were gathered.   

   

  
  

Key working definitions   

Replicability   

Within COCOREADO, we refer to replicability as the possibility of transferring (parts of) initiatives (i.e., a 
set of (good) practices) to other contexts. Replicating good practices means recreating the knowledge of 
a complex process and considering a variety of different dimensions, that might influence this replication 
such as socio-cultural, legal, economic, political, environmental, and technological factors. In general, it is 
argued that conditions vary widely in various locations, resulting in the differential performance of 
standardized, transferred assets, creating pressure for innovation as firms and other initiatives attempt to 
maximize their fit with the local environment. These pressures take the form of basic differences in 
culture, governmental regulation, labour practices and consumer preferences and needs.  
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Szulanski & Jensen (2008) described three main assumptions the replicator organisation should consider in 
a cross-border replication: (1) the local environment is understood adequately, (2) the knowledge contained 
in the original practice, is equally well understood, and (3) local actors are familiar with the potential 
interactions between the relevant features of the environment and the new practices. They also conclude 
that replication is not just a tool for leveraging existing innovations but a method for lowering the risk and 
effort of innovation by allowing one to master the existing form first (Szulanski & Jensen, 2008). One must 
also be aware of the need to balance precise replication with adequate learning and change to remain 
aligned with a changing environment. This is also a point of attention when examining the good practices 
within an agricultural European context. 

Business environment   

A business environment is the collection of all individuals, entities, and other factors, which may or 
may not be under the control of the organisation, but can affect its performance, profitability, 
growth and even survival (Business Jargons, 2022; Worthington Ian & Britton, 2009). A business 
environment is seen as an open system since it is in constant interaction with its environment. The 
changes in the environment can cause changes in inputs, in the transformation process and outputs. 
In turn, this can change the organisation’s environment (Worthington Ian & Britton, 2009). In what 
follows we have interpreted what the different elements of the business environment constitute for 
the innovative initiatives of the COCOREADO project.  

Figure 17 shows that the different parts of the business environment are interrelated and 
interdependent (and not separate entities). Internal environmental factors are the factors which exist 
in the innovative initiative, imparting strength or causing weakness to the initiative (i.e., the S and W 
from a SWOT analysis). External environmental factors are related to conditions and events outside 
the initiative that affect the way it operates. These are also the factors that affect the initiatives’ 
willingness and potential to collaborate with other organisations and physical persons. This external 
environment can further be divided into:   

- Micro-environment factors: These factors are local, affecting the initiative, but not the 
rest of the industry and the world (Worthington Ian & Britton, 2009). These are the 
factors that have a direct impact on the initiative (e.g., demography of an SME’s 
customers).   

- Macro environmental factors: These are the broader factors that affect the initiative. 
They comprise demographic, sociocultural, ecological, political, legal, economic, and 
technological factors (Worthington Ian & Britton, 2009). To further elaborate on these 
specific factors, we need a multidimensional perspective which can be found within the 
PESTLE framework (political, economic, social (i.e., socio-cultural and demographic), 
technological, environmental, legal). PESTLE is a tool COCOREADO used in the evaluation 
framework to gain insight into the macro picture of the initiative’s environment (Perera, 
2017) and is also applied in the replicability framework. It allows to form an impression 
of the factors that might impact a new initiative developed in another region or context.   
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Figure 13.Business environment  

  

We have used these dimensions of the business environment as a framework to structure the different 
factors that can influence the replicability of the good practices.   

 Innovation  

Food system innovations are instrumental to achieve multiple Sustainable Development Goals (SDGs) 
(Lamprinopoulou et al., 2014). The innovative capacity of initiatives is defined in the agricultural 
innovation literature in multiple ways. This capacity refers to the ability to create or generate innovations. 
This encompasses both the ability to create an innovative idea and the ability to turn that idea, or 
someone else’s idea, into something that could be implemented. It does not include the actual 
implementation. We consider this element particularly important in the initial stages of an innovation 
process (de Boon et al., 2022).  

Within COCOREADO, collaborations are considered innovative when they improve the farmers’ position in 
the supply chain and shorten the link between producers and consumers in terms of income, 
independency of the decision-making, social learning and knowledge sharing. Following COCOREADO’s 
Conceptual framework (CF) the term “innovative initiative” refers to: ‘A collaboration between a set of 
actors seeking for innovative sustainable solutions. The main objective of such a collaboration is either to 
rebalance the position of farmers in food supply chains and/or to connect consumers and producers 
(Conceptual framework COCOREADO).  

The process of assessing replicability  

The application of the replicability framework is based on the analysis of internal and external 
characteristics.  

Internal environment 

We start with the internal environment of the innovative initiative that wants to adopt a new ‘good 
practice’. We here make a distinction between characteristics that relate to the initiator on the one 
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hand and characteristics that relate to the initiative on the other hand (Stokes & Wilson, 2006; 
Worthington Ian & Britton, 2009; Becherer et al., 2001).   

Characteristics related to the initiator that we distinguished are:  

• Gender, age, and education level, they can influence the knowledge and skills one 
possesses, one’s vision of agriculture and business management and on risk they want to 
take.   

• Skills: The specific learnt abilities needed for completing a specific task, such as IT-skills, 
financial awareness, …  

• Competence, this is the knowledge, behaviour and ability that make you successful in a 
job, such as problem-solving and creativity.   

• Personal attributes: These are the qualities or characteristics of a person, such as 
kindness, being honest, being dependable, ...   

• Family status and motivation.   

Characteristics that relate to the initiative that we distinguished are:  

• Company structure: This is the system outlining how the activities are organised and 
directed to achieve goals, how decisions are made (jointly taken decisions are important) 
and the governance structure that supports this.   

• Competitive advantage: Does the initiative have a unique product or service, superior 
customer service or excellent product mix, operating cost, or price? All these different 
aspects can give the initiative a competitive advantage towards other initiatives in the 
area.    

• Scope of the initiative: On which scale does the good practice apply; local, statewide, 
regional, national, or international?   

• Adaptive capacity: This is the capacity to adjust to potential damage, to take advantage 
of opportunities, or to respond to consequences.   

• Sales strategy, price setting and diversification of the products.   
• The number of full-time employees and the marketing strategy (e.g. focus on 

storytelling) is important.   

Initiators need to reflect on all these aspects when they want to adopt an innovation. Does this 
innovation fit both with the personality of the initiator and with the characteristics of his or her 
business model?  

External environment 

The external environment of the Environment of Innovative Initiatives relates to conditions and events 
outside an initiative that affect the way it operates and the initiative’s willingness and potential to 
collaborate with other organizations and persons. Here one can make a further distinction between 
the micro and macro environmental factors.  

Microenvironment  

The micro-environmental factors have an immediate impact on the initiative (Business Jargons, 2022; 
Worthington Ian & Britton, 2009). In what follows, we elaborate on the four elements of the 
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microenvironment, which provide material to discuss the potential of replicating an initiative in a 
specific environment.    

• Customer segment: This is the process of dividing customers based on common 
characteristics such as age, interests, and spending habits. This will help when looking at 
the environment of the potential initiative. Are there potential customers for the 
innovation you want to adopt? For example, is this an initiative attracting eco-conscious 
people, and how are the surroundings reacting to that?   

• Competitors: These are the initiatives that try to sell similar goods and services to people. 
The initiative should be aware of potential competitors and its barriers to entering the 
market. Furthermore, the initiator should reflect on how open they want to be to 
collaborate with other actors, since being part of a network can ensure competitive 
advantage.   

• The type of market is important to consider when looking to replicate an initiative. For 
example, a farmer who wants to sell produce to consumers (B2C) in their farm shop needs 
to have a great range of produce, be customer-friendly and have a good marketing strategy 
by using storytelling. If a farmer wants to sell to governments (B2G), he needs knowledge 
of public procurement procedures and large quantities of his produce, etc.   

• Suppliers and intermediaries. Are necessary suppliers and intermediaries present? A key 
supplier can be an important part of the initiative and may even contribute to the 
competitive advantage. Losing important suppliers can interrupt production flow or the 
competitive edge and prevent the initiative from getting products to the customers (e.g., 
sharing costs for the logistics (and the last mile) of the produce towards the consumer). The 
choice of suppliers, negotiation of terms (using informal or formal agreements) and 
relationship building are important tasks when setting up an initiative.  

 

Customer 
segmentation   

- Geographics: e.g., city, country, …  
- Demographics: e.g., age, gender, income, education, social status, …  
- Psychographics : e.g., lifestyle, values, attitudes, …  
- Behavioural: e.g., occasion, intent, purchase/usage, …   

Competitors - Number of competitors  
- Openness to market collaboration   
- Barriers into entry a market  

Type of 
market 

- Focus of the initiative (=B2C, B2B, B2G) and adapt story accordingly  

Suppliers and 
intermediaries 

- (In)formal agreements  
- Good collaboration with the supply chain partners and civil society   
- Integration in the local economy  

 

All these elements that are part of the microenvironment will help to look at which factors influence 
the replication of the initiative. shows the elaborates on the four elements affecting the 
microenvironment.  



D3.3 

Educational materials 
 

  46 THIS PROJECT HAS RECEIVED FUNDING FROM THE EUROPEAN UNION’S HORIZON 2020 RESEARCH AND INNOVATION PROGRAMME UNDER GRANT 
AGREEMENT NO 101000573 

 

Macroenvironment  

Finally, we have the macro environment, which gives an overview of the factors influencing all 
initiatives at a broader level (Business Jargons, 2022; Mihailova, 2020; Perera, 2017; Worthington Ian 
& Britton, 2009). To further elaborate on these specific factors, we used the multidimensional 
perspective which can be found within the PESTLE framework (political, economic, social (i.e., socio-
cultural and demographic), technological, environmental, legal).  This shows that the context or region 
plays an important role and differs when talking about the macro-environmental factors.   

• Political factors include government actions, government legislation, public policies, and 
acts which affect the operations of an initiative. When looking to replicate, it’s important 
to look at the political (in)stability (e.g., are there upcoming elections in the region or 
country that could affect the initiative?), and how was the CAP (Common Agricultural 
Policy) translated into the local context. A few examples to illustrate the diversity in Europe.  
For years, the Danish government has supported organic agriculture, which has had a 
positive impact on the buying habits of the consumers (= buying organic produce). This is 
different in Eastern Europe, where organic agriculture does not receive as much support 
from the government and consumers are not buying as much organic produce. It’s not that 
there must be an immediate cause-and-effect, but there is a clear connection between 
support from the government and the buying habits of the consumers. This example shows 
that there is a diversity in Europe that should be considered when replicating initiatives. 

• Economic factors affect consumer buying power and spending patterns. It includes the 
level of income of the population, economic resources, trade cycles, distribution of income 
and wealth as well as the access and cost for the initiative to resources, labour and capital. 
As an example, in some countries, such as Belgium, there is a shortage of land close to 
urban territories for the establishment of initiatives such as CSA farms (community-
supported agriculture). In Bulgaria, small farmers often lack sufficient market orientation, 
lack of skills and knowledge for market research and lack of integration between agriculture 
and the processing sector. At the same time, there is a growing demand for the 
consumption of local products and clean, quality food, which provides opportunities for 
cooperation among farmers. 

• Socio-cultural factors represent the demographic characteristics, norms, customs, and 
values of the population within which the organization operates. To illustrate, in countries 
such as Bulgaria and Czech Republic, people tend to be sceptic towards cooperatives. The 
notion of cooperation still has a negative connotation that could be explained by the 
socialist legacy. However, in the South of Europe (e.g., Portugal and Spain) cooperations 
are an interesting and popular business model for farmers and consumers.    

• Technological factors refer to different technology incentives. Is there an uptake of 
technology (e.g. applications) among the population of a specific region? Is their 
infrastructure to support new product development? In Belgium, there is a government-
supported ‘hub’ where SMEs and other actors from the agri-food business can test and 
receive support on new products. In Albania, the farmers don’t have this kind of ‘hub’ to 
receive support.  Another example is in Bulgaria 86% of the farmers, especially small ones, 
have limited ICT knowledge and skills and do not use digital technology in their farms. These 
factors may influence decisions to enter or not enter certain industries. 
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• Environmental factors represent the growing awareness of the potential impacts of 
environmental threats such as climate change or the loss of biodiversity that can affect how 
initiatives operate and can affect the products they offer. In some regions, there may be 
tension between farmers and eco-conscious people. Also, parts of the population may be 
conscious about packaging and recycling and want to avoid single-use packaging. Another 
environmental factor is access to natural resources, such as water, and weather conditions. 
This can have a significant effect on the agriculture in the region, e.g., 20 years ago we 
couldn’t find any vineyards in Belgium, whereas today this segment is growing, and Belgian 
wine can be found in different Belgian supermarkets.  

• Legal factors may have some overlap with the political factors, they include specific 
regional or national laws such as taxation policy, spatial planning, …) and the degree to 
which these laws are controlled by a formal institution. As an example, since 2016, already 
9 European countries decided to introduce deposits of small plastic bottles: Lithuania, 
Slovakia, Latvia, Malta, The Netherlands, Austria, Poland, Luxembourg, and Ireland  
(Recycling Network, 2022). In The Netherlands, the deposit on small plastic bottles was 
introduced in July 2021. This was an agreement between the State Secretary and the 
packaging industry. The goal is that this measure would lead to much less plastic litter. 
Another example, in Bulgaria, national policies limit the amount that small farmers can sell 
directly to final customers. Thus, the legislation prevents small farmers from expanding 
their networks of individual customers while it enables large processors and producers to 
set farm gate prices and keep them low. The examples of these legal factors show again the 
complexity that initiatives face when trying to replicate. That’s why it is important to 
understand the context wherein the initiatives want to replicate, so they can thrive.   

 

The next table gives an overview of the different PESTEL factors (on a macro level) with specific 
examples that innovative initiatives (in the agri-food business) should consider when looking to 
replicate.  
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Political factors - Political (in)stability: level of corruption, elections, ...  
- National CAP strategic plan: local translation of the CAP   
- Civil society: farmers’ union, trade union, … 

Economic factors - Economic climate/cycle  
- Market structure  
- Access to and cost of resources  
- Access to and cost of labour  
- Access to and cost of capital  
- Purchasing power   
- Share of large and small agricultural business   

Socio-cultural factors - Demographic  
- Social capital  
- Cultural norms and expectations  
- Local diets, food habits  
- Equal chances  
- Innovation 

Technological factors - Uptake of new technologies  
- New developments applied to small farms  
- Infrastructure to support new product development  
- Physical infrastructure 

Environmental factors - Tension between farmers and environmental concerns  
- Consciousness of packaging and recycling  
- Direct natural environment  
- Access to resources 

Legal factors - Regional and national law 
- Local authority creates a new legal entity 
- Degree in which laws are followed up and controlled   
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A.8 NOFAs Replicability Roadmaps2   
  

  

  

  

  

  

  

  

  

ROADMAP 1  

  

  

  

  

  

  

  

  

REKO RING  

  

 

  

  

  

  

  

  

  

  

ROADMAP 2  

  

  

  

  

  

  

  

FRUTA FEIA  

   

  

 

 
2 NOFAs replicability roadmaps can be accessed by clicking on the links.  

http://cocoreado.eu/wp-content/uploads/2023/07/COCOREADO_Roadmap-1_14-REKO-web.pdf
http://cocoreado.eu/wp-content/uploads/2023/07/COCOREADO_Roadmap-1_14-REKO-web.pdf
http://cocoreado.eu/wp-content/uploads/2023/07/COCOREADO_Roadmap-2_14-FRUTA-FEIA-web.pdf
http://cocoreado.eu/wp-content/uploads/2023/07/COCOREADO_Roadmap-2_14-FRUTA-FEIA-web.pdf
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ROADMAP 3  

  

  

  

  

  

  

  

  

BORIMA  

   

  

  

  

  

  

  

  

  

  

ROADMAP 4  

  

  

  

  

  

  

  

  

  

GOOD FOR YOU, GOOD FOR THE FARM  

 

 

http://cocoreado.eu/wp-content/uploads/2023/07/COCOREADO_Roadmap-3_14-BORIMA-web.pdf
http://cocoreado.eu/wp-content/uploads/2023/07/COCOREADO_Roadmap-3_14-BORIMA-web.pdf
https://cocoreado.eu/wp-content/uploads/2023/07/COCOREADO_Roadmap-4_14-GOOD-FOR-web.pdf
https://cocoreado.eu/wp-content/uploads/2023/07/COCOREADO_Roadmap-4_14-GOOD-FOR-web.pdf


D3.3 

Educational materials 
 

  51 THIS PROJECT HAS RECEIVED FUNDING FROM THE EUROPEAN UNION’S HORIZON 2020 RESEARCH AND INNOVATION PROGRAMME UNDER GRANT 
AGREEMENT NO 101000573 

 

  

  

  

  

  

  

  

  

ROADMAP 5  

  

  

  

  

  

  

  

  

PROVE  

   

  

  

  

  

  

  

  

  

ROADMAP 6  

  

  

  

  

  

  

  

  

LANDARE  

 

 

http://cocoreado.eu/wp-content/uploads/2023/07/COCOREADO_Roadmap-5_14_PROVE-web.pdf
http://cocoreado.eu/wp-content/uploads/2023/07/COCOREADO_Roadmap-5_14_PROVE-web.pdf
http://cocoreado.eu/wp-content/uploads/2023/07/COCOREADO_Roadmap-6_14-LANDARE-web.pdf
http://cocoreado.eu/wp-content/uploads/2023/07/COCOREADO_Roadmap-6_14-LANDARE-web.pdf
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ROADMAP 7  

  

  

  

  

  

  

  

  

FARMER STEVEN  

   

  

  

  

  

  

  

  

  

ROADMAP 8  

  

  

  

  

  

  

  

  

GREEN POINT  

 

 

http://cocoreado.eu/wp-content/uploads/2023/07/COCOREADO_Roadmap-7_14-STEVEN-web.pdf
http://cocoreado.eu/wp-content/uploads/2023/07/COCOREADO_Roadmap-7_14-STEVEN-web.pdf
http://cocoreado.eu/wp-content/uploads/2023/07/COCOREADO_Roadmap-8_14_GREEN-POINT-web.pdf
http://cocoreado.eu/wp-content/uploads/2023/07/COCOREADO_Roadmap-8_14_GREEN-POINT-web.pdf
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ROADMAP 9  

  

  

  

  

  

  

  

  

AGENSKALNA MARKET  

   

  

  

  

  

  

  

  

ROADMAP 10  

  

  

  

  

  

  

  

OBZIVA  

 

 

http://cocoreado.eu/wp-content/uploads/2023/07/COCOREADO_Roadmap-9_14-AGENSKALN-web.pdf
http://cocoreado.eu/wp-content/uploads/2023/07/COCOREADO_Roadmap-9_14-AGENSKALN-web.pdf
http://cocoreado.eu/wp-content/uploads/2023/07/COCOREADO_Roadmap-10_14-OBZIVA-web.pdf
http://cocoreado.eu/wp-content/uploads/2023/07/COCOREADO_Roadmap-10_14-OBZIVA-web.pdf
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ROADMAP 11  

  

  

  

  

  

  

  

  

OESTERGRO  

   

  

  

  

  

  

  

  

  

ROADMAP 12  

  

  

  

  

  

  

  

  

PLNT  

 

 

http://cocoreado.eu/wp-content/uploads/2023/07/COCOREADO_Roadmap-11_14-OESTERGRO-web-1.pdf
http://cocoreado.eu/wp-content/uploads/2023/07/COCOREADO_Roadmap-11_14-OESTERGRO-web-1.pdf
http://cocoreado.eu/wp-content/uploads/2023/07/COCOREADO_Roadmap-12_14-PLNT-web.pdf
http://cocoreado.eu/wp-content/uploads/2023/07/COCOREADO_Roadmap-12_14-PLNT-web.pdf
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ROADMAP 13  

  

  

  

  

  

  

  

  

TASTE LASKO  

   

  

  

  

  

  

  

  

  

ROADMAP 14  

  

  

  

  

  

  

  

  

GRONDIG  

 

 

  

http://cocoreado.eu/wp-content/uploads/2023/07/COCOREADO_Roadmap-13_14-TASTE-LASKO-web.pdf
http://cocoreado.eu/wp-content/uploads/2023/07/COCOREADO_Roadmap-13_14-TASTE-LASKO-web.pdf
http://cocoreado.eu/wp-content/uploads/2023/07/COCOREADO_Roadmap-14_14-GRONDIG-web.pdf
http://cocoreado.eu/wp-content/uploads/2023/07/COCOREADO_Roadmap-14_14-GRONDIG-web.pdf
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