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Abstract

After COCOREADO ambassadors’ training 1 (Task 5.3 and D6.1), the ambassadors had the opportunity
to submit propositions of seed initiatives that they wish to develop in their regions. A selection process
was carried out and the ambassadors selected 6 initiatives with the highest potential for improving
the position of the farmer in the food chain and to create win-wins for producers and consumers in
particular by minimising margins taken by intermediaries.

Next, the ambassadors whose initiatives were selected started working in their respective regions,
organising the first workshops. Simultaneously, WP6 team started the preparations for the second
training session.

This training focuses on intervention strategies for seed initiatives, using an adapted version of the
Collaboration model as the main tool.

This report aims to describe the process of training preparation, training sessions, overall results and
next steps.
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1. Introduction

The aim of WP6 is the co-creation of innovative supply chains. The trainings of WP5 are used as co-
creation activities with the ambassadors to select, develop and implement seed initiatives in their own
region. Seed initiatives are ideas that are both consumer driven or involve active participation of
consumers and conducive to improving farmers' incomes (e.g. economies of scale, smarter
distribution, reduction of environmental footprints, territorial approaches etc.). Thereby the seed
budget provided by the project supports the rural communities.

After the 1° training organised in Brussels (March 2022) and the selection of six seed initiatives, the
ambassadors whose initiatives were selected started working in their respective regions.

The aim of this report is to describe the process for the development of seed initiatives, especially
focusing on the activities carried out during the 2™ training organised in Pamplona from the 10" until
the 12t of October of 2022.

The report also outlines the main outcomes obtained during these training sessions and the main
activities carried out by the different seed initiatives during this period, from the first ambassadors’
training (April 2022) to the second (October 2022).
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2. Pre-training

This section details the preparation work done before the second training.

2.1 Seed initiatives development

After the selection of the 6 seed initiatives by the ambassadors, a match-making event (June 2022)
was organised with all the ambassadors. The objective of this session was to create a collaboration
environment between the selected ambassadors and the other ones and to discuss and clarify
guestions regarding the organisation of workshops, the eligible costs, timeline, collaboration...

Beside, a guideline was prepared for the ambassadors on the next steps to be taken with the
development of the initiatives. This guideline also included multiple tips for organising a workshop and
instructions about the value proposition toolkit.

The ambassadors subsequently began to work on their initiatives in their respective regions. The
following sections summarise the first steps taken by each of the seed initiatives. It should be noted
that there were only a few months between the two trainings to make progress, so these are only the
first steps of the projects.

2.1.1 Food School (Slovenia)

Objective: to connect the school system with the farmers, providing different services to the schools
such as providing a space for lessons on farms, farm visits, farm products in the schools etc... The
initiative is led by a farmer.

Main actions during the period: meetings with stakeholders, schools and kindergartens and the local
community.
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2.1.2 Farmers are our teachers (Spain)

Objective: to create an Educational Unit at primary schools in which students will be able to learn
about the ecosystem and rural areas regarding farms and how the manufacturing process works. The
initiative is led by a farmer.

Main actions during the period: 1% regional workshop with teachers, schools and other farmers. There
was a great interest among the stakeholders.

Figure 1 - Seed initiative Farmers are our teachers: 1st workshop

2.1.3 Family walking festival (Lithuania)
Objective: to organise a regular walking festival (to be held annually in the area) were local producers

are introduced to the participants with the aim to connect local farmers and consumers.

Main actions during the period: established first contacts with interested farmers and local
authorities. The festival will be celebrated in 2023.

2.1.4 Food Hub (Albania)

Objective: to create a food hub in Albania, where farmers will receive various services to allow them
to market their products in different ways. The multiple services for farmers will range from business
consulting to processing, packaging or marketing, in order to give farmers” products an added value.

Main actions during the period: meetings with farmers and development of the business plan.
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2.1.5 Coco Market (Georgia)
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Objective: to create an online application and market where consumers can buy directly local products

from farmers.

Main actions during the period: start organisation of the 1% workshop and first contacts with

stakeholders.

2.1.6 Kalaska (Spain)

Objective: to unite meat production with local consumption through a cooperative of farmers that
produces, transforms and sells directly to the consumer. They also want to collectively manage a local

cutting plant.

Main actions during the period: group of farmers interested in the projects defined. Work plan for

the next months prepared and 1%t workshop organised.

Figure 3 - Seed initiative Kalaska: 1st workshop

AGREEMENT NO 101000573
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2.2 Training sessions: preparation

The second training was completely oriented to the seed initiatives as it was focused on the
advancement of ambassadors’ skills, interaction with stakeholders and strategies for innovative and
collaborative food chains, among other issues.

With this objective in mind, it was decided to adapt the Collaboration Model (explained in 3. Tools)
and to use it as the main tool to develop and create an intervention strategy for the seed initiatives.

The seed initiative ambassadors led working teams (each ambassador was able to choose which
initiative to work with), together with two other projects not selected as seed initiatives. In these
teams, the different steps of the collaboration model were completed.

Although the training was focused towards selected seed initiatives, in order to involve the
participating ambassadors as much as possible, it was open to two ambassadors to work on the same
exercises as the selected seed initiatives with their own projects. These initiatives were not selected
and do not have a budget, but they meet the seed initiatives' objectives of bringing consumers and
producers together.

It was decided to work with coaches. A coach (project partner) was assigned to each team and
different methods were used to advance the development of the seed initiatives” projects. The role of
the coaches was to guide the discussions in the different working sessions of the teams, intervening
when necessary. Prior to the training, the selected coaches (project partners) were trained in the
exercises to be carried out later in the training.

A script of the training including information of all the sessions was developed for the ambassadors,
together with a student binder with the agenda, different tools and other useful information, which
proved to be of great help to the participants.
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Figure 4 - Student binder for the second training
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An adapted version of the Collaboration model was used in the training as the main tool to collect and
organise strategic information about the seed initiatives for their development. This tool provides a
framework for a team to design their organisational collaboration for the common purpose of a
sociotechnical project or system change.

3. Purpose
(Why?)

6. Preconditions & Assumptions

5. Value
statement

1. DNA:
Strengthening the
position of the
farmer and
reconnecting
consumers and
producers

2. Initiatives
(What?)

7. Roadmap for transtion
(How?)

4. Capacities

8. Resources & Costs

Figure 5 - Adapted Collaboration model

This model consists of several sequential steps. Starting from 1, it is intended to follow the steps’
numbers in ascending order. Each step is explained below:

AGREEMENT NO 101000573
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3.1.1 Step1-DNA

This is the team's vision or essence of the project. 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.”

3.1.2 Step 2 - Initiatives

Initiatives: This step generates ideas that the team should pursue. It is about looking for an answer to
the question: What are we doing?

3.1.3 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?”

3.1.4 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.

3.1.5 Step 5 - Value statement

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

3.1.6 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.

3.1.7 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.

3.1.8 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). This last step will be further detailed in Ambassador
training 3.
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As mentioned above, the seed initiatives were the core of the training. Nonetheless, additional
sessions on other themes were also included. This report will concentrate solely on the intervention

strategies for the seed initiatives for which the collaboration model was used.

4.1 Forming groups

This first session was dedicated to organise the ambassadors in the working groups. First, the seed
initiators (and two other initiatives without budget) presented their projects to all the ambassadors
shortly. After that, an exercise based on the tree diagram was used to divide the ambassadors into
groups. The initiatives “Farmers are our teachers” and “Food School” worked together in the same
group due to the similarities of their initiatives. These initiatives have a different focus, but share many
things such as the scope of work (schools and farms), the stakeholders involved (farmers,

municipalities, teachers, pupils etc...) and many of the challenges identified.

Do you want to change buying behaviour or change underlying
attitudes?

BUYING BEHAVIOUR

products?

Would you rather focus/specialise on one product, like meat
or do you prefer a helicopter view and work on all types of

FOCUS ON ONE

PRODUCT

N\

FOCUS ON WIDE
ASSORTIMENT

Do you have experience with pricing or do
you have operational management

KALASKA

Do you have technical knowledge on)

food processing? Would you like to

experience? Da you like to work on a Project] offer labelling, packaging or
that is already in validation phase? marketing services to farmers?

Would you like to help create a new
Marketplace for local produce?

€OCO Market

CHANGE UNDERLYING ATTITUDES

Do you believe more in formal education or subliminal
advertising to change attitudes?

|FCIRMAL EDUCATIO! [

SUBLIMINAL

MESSAGING

N

Do you have teaching experience?

Do you have experience in
teaching/know how schools
work? and school visits?

FARMERS=TEACHERS needs you!

Do you know how to address the

Do you like hiking?
WALKING FESTIVALS

Figure 6 - Tree diagram exercise

AGREEMENT NO 101000573
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4.2 Collaboration model: steps 3-4-5

With the working groups already formed, ambassadors started working in the collaboration model.
The first 2 steps were already completed before the training. Step 1 (DNA) was defined by
COCOREADOQO, as all the projects need to cover “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 was completed by the selected seed initiatives previously, which includes the
central or principal purpose of the initiative.

In this session, ambassadors worked on steps 3, 4 and 5 of the collaboration model. The following lines
explain how the work was carried out.

Step 4: optional skills, competencies and
insights (these might be good to have)

Step 4: crucial skills, competencies Step 5: List the key groups and

e 3 har hat problem h
Managemen and insights (these are crucial to have) = _tlf,.r_nn_te o _a problem and how
t skills (with the initiative will solve.
advanced Digital skills {we
managemen will have to Step 3: Why are we working on this - Farmers
tthis will be develop a project? An example: poorly understands
easier) platform) expectations of the consumers.
- Creativity - Cammunication The initiative will help farmers to
{we might skills (people Personal reasans? General reasons? engage In the debate with
have to solve will have to be Example: | want Example: Give COnsUMEEs.
unexpected convinced) to explore how more data to
issues) - Project writing digital tools can base their Processors
- Ete. skills (additional be used to decisions to ;
funding will be facilitate change farmers Retailers
needed)
= Consumer

Figure 7 - Example of the flip chart filled out

Step 3 - Purpose: To document and structure the information and ideas, the ambassadors worked
with the large sheets that where filled after discussing what they are doing. They had post-its of two
colors. They used one of the colors to indicate general reasons to work on their initiative and they
used the post-its of the other color to indicate their personal expectations related to the task. There
was a short discussion among the ambassadors regarding the main general reasons they associate
with the initiative and the secondary reasons.

Step 4 - Capacities: The ambassadors” teams identified the roles, skills, competences and insights
necessary for the implementation of the seed initiatives. They are reported in the same sheet of paper
focusing on the “What?” and “Why?”

The ambassadors are encouraged to rely on their expert judgement. However, there are couple of
guiding questions that might help them in the identification of skills, competences and insights:
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e Is anybody aware of similar initiatives and can share how they were organized and what
problems they were dealing with?

e How theinitiative will be working and will be linked to food systems. What skills, competencies
and insights needs to be there to ensure it works?

e Does the skills and competencies allow the initiative to engage with the key "Whys"?

e Why each of the identified skills, competencies and insights are crucial for the initiative?

The work on this step is concluded by grouping the competences, skills and insights identified,
separating those that are crucial or essential for the correct development of the tool from those
that are beneficial or could help but are not essential.

Figure 8 - Ambassadors working on the collaboration model

Step 5 - Value statement: The short and long-term values are listed (and redefined) for all the
stakeholders identified. This answered the question: What will the world look like after you have
solved this problem?

The discussion returns to “What?” and “Why?” (including personal “Why?”) and the ambassadors are
asked to think - would this initiative be welcomed by the envisioned customers?
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e The ambassadors discuss if the “Why?” of the initiative is corresponding to any particular group
of customers? Which groups might be benefiting from the initiative?
e In each of the identified groups, to answer the problems addressed by the initiative.

The propositions are again filled in the pre-prepared form listing the major groups. Ambassadors are
asked to be critical and to discuss if the envisioned target group recognizes this problem.

Finally, based on the discussions, the ambassadors are asked to identify two or three key problems
they will work with.

They were requested to write down the customer problem they were solving & the solution they bring.

Lot possitie ond

Vacessasy

o creake (g W
Sl veRgen

Figure 9 - Chart completed by a seed initiative

4.3 Collaboration model: step 6 - Preconditions and Assumptions

The following seed initiatives session covered step 6 of the collaboration model. In this step the team
describes what assumptions and preconditions are crucial for the seed initiative to be impactful. The
session was organised as follows:

4.3.1 Many uses exercise

This method is used to generate energy, creativity, and out of the box thinking, setting the stage for
innovation at a later stage. Many objects we encounter on a day to day basis have a ‘fixed’ meaning
and purpose assigned to them. For instance, a chair is meant for sitting, a knife for cutting, a pen for
writing, and so on. This preconceived meaning is useful in terms of the efficiency of our everyday
cognition, but it can also prevent us from looking at things with an open mind. By explicitly directing
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people to relate to an object in unaccustomed ways, to rethink its meaning, value, and possible
purpose, new opportunities and possibilities can arise.

Concretely, in this exercise ambassadors, guided by the coaches, were requested to:

1) Place and object in the middle of the group so everyone can see it.

2) Write down as many alternative uses, purposes or meanings that can be attributed to the
object in front of them. They were asked not to disregard any idea that pops up in their minds.

3) After about 3-5 minutes, people finalize their ideas and share some of the wildest or most
interesting ones with the group.

This exercise helped to warm up people’s ‘creative muscles’ and supported them in approaching more
serious topics or design challenges in a creative way later on during the next tasks.

4.3.2 Sabotage exercise

Sabotage exercise is a co-creation tool to identify blind spots in a project plan by taking the perspective
of a saboteur. It has the potential to create strong internal support for the final project plan by
stimulating divergent thinking: 'What did we miss?'

First, the initiator of the project explained the prototype plan to the project team. The coach asked
everyone (also initiators) to write individually on a post-it one or two things that would make the plan
fail. These things could be internal or external events.

The role of the coach was to stimulate creative ideas and ensure people that they are not committed
to their sabotage idea and to point out cultural differences that could sabotage the plan.

Then, the group categorised all the ideas into clusters if they were relevant.

Finally, the group eliminates the ideas that will not make the plan fail and those that really could make
the plan fail. This results in a list of potential challenges or risks in each of the seed initiatives, that can
be considered make or break assumptions.

4.3.3 Hypothesis testing: “walk a mile in my shoes”

After the sabotage, working teams had a good idea of the make-or-break assumptions. However, in
order to reinforce the understanding of the challenges, risks and assumptions, they proceeded with
the “walk a mile in my shoes” exercise. This methodology is inspired by the Theatre of the Oppressed
by Augusto Boal (Forum Theatre).

In this exercise, the group has to perform its seed initiative, deciding autonomously how to assign roles
to the group members (e.g. farmers, teachers, pupils or consumers).

First, coaches gave to one member a “hidden agenda”(see an example below). This member needed
to act according to the hidden agenda which created an expected outcome.
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Second, the group acted like in a rehearsal. They reacted to the problematic situation emerging from
the hidden agenda of one of the members.

After that, it was time for the reflection. The group reflected on the following questions
(brainstorming with post-its):
e Which problem emerged in the rehearsal of your seed initiative? Which role created it?
e Which solution(s) do you put in place to face this problem (it can be either a preventive or a
mitigation measure)?

Then, they performed again the seed initiative, this time putting in place the solution envisioned to
tackle the problem arisen in the first rehearsal.

Finally, as a result of the exercise the group gathered and sketched the solution envisioned and the
learning outcomes of the exercise in a shared manifesto.

Example: Seed Initiative “Farmers are our teachers”
Hidden agenda of a group member: “You are public officer. You don’t give the authorization to sell
local food in the cafeteria due to food safety rules”. Rehearsal 1 Reflection time.
Potential solutions:
- the group decides to ask for legal advice or to bring the case to court
- the group decides not to implement the idea of selling products from the farmer in the cafeteria
and instead creates a school garden managed by students.

ANSWER THESE QUESTIONS ANSWER THESE QUESTIONS
AT THE START OF SESSION 3 AT THE END OF SESSION 3

WHAT CUSTOMER PROBLEM/ PAIN ARE YOU SOL
DID YOUR UNDERSTANDING OF THE CUSTOMER PROBLEM
CHANGE? HOW?

HOW ARE YOU SOLVING IT? DID YOUR SOLUTION TO THE CUSTOMER PROBLEM CHANGE?
HOW?

WHAT ARE YOUR MAKE OR BREAK ASSUMPTIONST

WHAT ARE YOUR MEW MAKE OR BREAK
ASSUMPTIONS?

HOW WILL YOU TEST THEM?

Figure 10 - Template to fill after step 6

4.4 Collaboration model: step 7 - Roadmap for transition

To finalise with the training, ambassadors worked on the Roadmap for transition.

THIS PROJECT HAS RECEIVED FUNDING FROM THE EUROPEAN UNION’S HORIZON 2020 RESEARCH AND INNOVATION PROGRAMME UNDER GRANT 2 1
AGREEMENT NO 101000573




D6.2

Report on the co-creation activities from training 2, focus on

intervention strategies for the ‘seed’ initiatives

CO

COREADO

7

connecting consumers
and producers to
rebalance farmers’ positior

The objective of this tool is to define a three-stage roadmap tool for scaling, enabling teams to map
out transformation strategies from niche innovation to scale-level impact of social eco-system or

enterprise launch.

Using this tool, ambassadors” teams looked into the different actor-levels: farmer, collaboration and
region. These were also used for the Value proposition. The aim was to define who exactly the
stakeholders at every level are. Secondly, they looked into the three different stages and wrote down
what each stage means for the project. Finally, they identified the actions that need to be taken by
each actor in each stage.

As a result, they obtain a table of all the actors involved in each of the stages, as well as the actions to
be taken. The first one corresponds to the minimum viable stage, which is what the initiatives needs
to start up and develop.

How to use the tcol?
1. Actor levels: Write down the names of the actors at each level.
2. Stage of idea: Describe what each stage means for your project

3. Actions: Describe the actions that need to be taken at the intersection of the

stage & actors involved

Stage 1.
minimum viable

Lyl

Stage 2:
intermediate version

bl

Stage 3:
full version

Ly ul

Actor level 1:
Farmers

=

=

=

e

=

Actor level 2:
Collaboration

pbuuvuouu

Actor level 3:

Figure 11 - Roadmap to transition
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Figure 12 - Roadmap completed by a seed initiative
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5. Conclusions and next steps

5.1 Overall feeling and learnings

One of the goals of WP6 of the project is to create an environment in which the ambassadors can co-
creatively develop innovative ideas for improving the position of the farmer in the food chain and
reconnecting consumers and producers.

After the initial training of the ambassadors and the collective selection of the seed initiatives to be
supported by the project, the ambassadors leading the selected initiatives began working
independently towards the implementation of the initiative in their respective regions. They contacted
their first stakeholders, held workshops, and had meetings, among other activities.

The second training helped the ambassadors to shape their ideas and establish the next steps in a
more structured way. Using the collaboration model exercises, they designed an intervention strategy
to continue working locally. The ambassadors that are not leading a local initiative also gained
knowledge about how to start working on a project of this nature.

The feedback provided by the ambassadors is very positive, they feel that the tools and knowledge
gained will be valuable for guiding the ambassadors” ongoing projects. It is noteworthy that for some
of the ambassadors leading seed initiatives is novel. To highlight a few remarks of the ambassadors
regarding the learning outcomes of the training, utility of using the collaboration model, how to start
working on a preliminary idea or new ideas for their own initiatives stand out among the comments
received.

For the preparation of the third and final training, the learnings of this training were taking into
account, while simultaneously guidance was offered to the ambassadors for any uncertainties that
may emerge.
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The key takeaway from the training organisation is that, while it kept the interest of most of the
ambassadors, the heavy emphasis on the seed initiatives may have seemed excessive to some. This
was investigated further to improve the structure of future training sessions.

5.2 Next steps

The following table describes the next steps with the initiatives:

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

Spring 2023 39 AMBASSADOR TRAINING

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

Summer 2023 34 LOCAL WORKSHOP
Selected initiatives will organise a workshop/meeting with their
local actors during 2023.

Table 1 - Next steps
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