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Abstract 
The overall theme of the training number 3 (task 5.3) was 'Food Strategy for a City Region'. This was 
conceived as a set of three key issues regarding food supply chains, political support and community 
engagement. To better address these three issues, the ambassadors were divided in three groups, 
following distinct tracks: 1) best initiatives; 2) engagement with policy makers; 3) campaigning for a 
change. Track 1 was tailored for ambassadors with a keen interest in acquiring knowledge on how to 
use assessment tools to evaluate initiatives and integrating decision support tools (DSTs) into their 
decision-making process. Specifically, participants in this track focused on the seed initiatives chosen 
during 2022 (deliverable 6.1), through a peer-to-peer voting system by all ambassadors. The diverse 
array of assessment tools, coupled with presentations from invited experts, proved advantageous for 
the learning process of the ambassadors, especially for those that are also seed initiators. This is 
particularly noteworthy given the varying stages of development among these initiatives, with some 
still nascent phases and others already well-established. 

This documents delineates the process of training preparation, the ongoing co-creation activities 
pertaining to seed initiatives, overarching results, and subsequent steps. 
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1. Introduction
This is the third report on the co-creation activities of the seed initiatives. The first report focused on 
co-creation activities during training 1 and the selection of the seed initiatives. Subsequently, the 
second report focused on the co-creation activities of training 2 and the intervention strategies for the 
seeds. The current report focuses on the co-creation activities of training 3, the development and the 
application of evaluation approaches and the use of decision support tools. It covers the activities 
carried out since training 2, in particular the preparations for training 3 and the subsequent 
implementation of training 3. This was held in Riga, Latvia, from the 8th to the 10th of May 2023. 
Therefore, the timeframe covered extends from October 2022 to May 2023. 

To effectively monitor this process, the second section reviews the basic concepts and definitions that 
provide the conceptual and methodological framework for the seed initiatives. The third section 
details all pre-training activities, providing additional insight into the delivery of the training, which 
will be described in the fourth section. Then, the fifth section outlines the actions taken after the 
training, followed by brief conclusions and observations in the sixth section.   

01 
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2. Basic concepts
2.1 What is a ‘seed’ initiative and what is the meaning of co-creation? 
Within the COCOREADO project, seed initiatives are ideas that are both consumer driven and 
conducive to improving farmers’ incomes (e.g., economies of scale, smarter distribution, reduction of 
environmental footprints, territorial approaches, etc.). These initiatives share common 
characteristics, including the involvement and empowerment of rural youth, the ability to 
strengthen the farmers’ position in the food chain, and the creation of mutually beneficial 
scenarios for producers and consumers by reducing the margins taken by intermediaries. 

Following training 1, which was held in Brussels in March 2022, the ambassadors were given the 
opportunity to showcase their seed initiatives. Of the 20 initiatives presented, 18 successfully 
underwent an initial screening by members of the consortium to ensure that they met the minimum 
standards required. The ambassadors then had the opportunity to evaluate them against a pre-
defined set of criteria, including: 

- Connection between producers and consumers;
- Improvement of farmers’ position in the value chain;
- Level of innovation in the initiative;
- Potential replicability.

The six most promising initiatives were then selected to receive a grant of €2,500 each to support the 
implementation of their ideas (for more detail see Deliverable 6.1: Report on the co-creation activities 
from training 1, focus on selection of seed initiatives and creating solutions). 

In the COCOREADO project, co-creation is considered as a form of open innovation, characterised 
by the collaborative efforts of developers and stakeholders in the development of products or 
services, enhanced by the multi-actor approach. Throughout this process, co-creation was 
ensured through the involvement of ambassadors in the selection, development and 
implementation activities. 

02 
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2.2 Selected seed initiatives 
The COCOREADO seed initiatives are regional business ideas, whose implementation would happen 
locally, where the proposing Ambassador lives. 

Annex 8.1 includes a complete recollection of the business ideas as they were developed in 2022. It is 
worth remembering that the seed idea called ‘Coco Market’ proposed by a Georgian Ambassador, 
which is presented among the selected ones in Deliverable 6.1: Report on the co-creation activities 
from training 1, focus on selection of seed initiatives and creating solutions, was eventually replaced 
by “House of Food” along COCOREADO’s implementation in 2022.  

When further training was being developed for this subgroup of Ambassadors, so that realisation could 
go as smoothly as possible, the COCOREADO’s seed initiatives found themselves at the following levels 
of business development: 

- Five seeds were working on their business idea, namely:
- “Food Schools” (Slovenia);
- “Food Hub” (Albania);
- “Family Walking Festival” (Lituania);
- “Farmers Are Our Teachers” (Spain);
- “House of Food” (Germany)

- One seed was in the validation/demonstration phase:
- “Kalaska” (Spain).
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3. Pre-training
This section provides a comprehensive account of the efforts made to prepare for the 3rd ambassadors’ 
training, which took place in Riga in May 2023. It highlights the reasons that guided the selection of 
specific tools and approaches to support the seed initiatives on their way to actual implementation.  

3.1 Co-creation of training sessions 
The strategic planning for the creation of the third and final training session started in November 2022, 
with the evaluation of the 2nd training, and entered an even more programmatic phase in January 
2023. 

Under the propulsive input of the INSTITUTO NAVARRO DE TECNOLOGIAS E INFRASTRUCTURAS 
AGROALIMENTARIAS SA (INTIA), which is the leader of WP6, a online meeting was called, at the 
beginning of the year, to get updates on the seeds situation. INTIA requested for INICIATIVAS 
INNOVADORAS SAL (INI) to be present as more communicative material might come in handy.  

The overarching theme of training 3, ‘Food Strategy for a City Region’, was conceptualised as a set of 
key issues, encompassing food supply chains, political support and community engagement. To 
address these issues effectively, the ambassadors were organised into three distinct groups, each 
following a specific track: 

1. Evaluation of best initiatives (namely, the seed initiatives);
2. Interacting with policy makers;
3. Campaigning for a change.

Track 1 activities were coordinated by INTIA, the Institute for Agricultural, Food and Fisheries Research 
(EV ILVO), and the International Movement of Christian Agricultural and Rural Youth (MIJARC Europe), 

03 
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in cooperation with the Baltic Study Centre (BSC), the designated training host, and the Jozef Stefan 
Institute (JSI).  

These activities were tailored for ambassadors, especially for the seed initiators, with a keen interest 
in acquiring knowledge on how to use assessment tools to evaluate initiatives and integrating decision 
support tools (DST) into their decision-making process. As part of the track 1 activities, the 
ambassadors had the opportunity to participate in the plenary session ‘How to Communicate with 
Policy Makers’, with participants from the other tracks. 

Given the nature of track 1, and the target audience that participated in it, ‘ambassadors’ and ‘seed 
initiators’ will be used interchangeably in the following paragraphs when referring to this track, unless 
otherwise stated. 

The partners involved with the seeds - INTIA and the WP co-leaders, EV ILVO and MIJARC Europe, 
together with BSC and JSI - evaluated whether the Ambassadors of the seed initiatives would have 
benefited from some specific training on public procurement policies.  
However, it was decided that such topic would not be relevant for 5 seeds out of 6, as one person 
only was likely to interact with public procurement officers. Therefore, more decision supporting 
tools were researched, even in sister projects, that could better fit the type of market orientation 
of the current business ideas. As for instruction on public procurement, a general plenary 
session was planned for the 2nd training day, for the benefit of all participants. 

By the end of February, the topics for all tracks and their sub-sessions were largely decided: 

- Track 1: Evaluation of seed initiatives;
- Track 2: Developing a Vision for Riga's Urban Food Strategy;
- Track 3: Campaigning for Change.

Within the track, various thematic sessions explored the following themes: 

- DAY 1 - Session 1 and 2: Business Model Canvas (BMC) Application;
- DAY 2 - Session 3: Roadmaps to Success;
- DAY 2 - Session 4: Take Advantage of Decision Support Systems;
- DAY 2 - Session 5: Systems Evaluation of seed initiatives;
- DAY 2 - Session 6: Preparation on the presentation to all the participants for the last days.
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3.2 Online meeting on the Business Model Canvas (BMCs) 
The Business Model Canvas (BMC) is a strategic tool designed to visually articulate a business 
configuration, highlighting its value proposition, actors involved, resources required and potential 
challenges. It also serves to facilitate and stimulate discussion. (Barquet et al., 2011; Osterwalder & 
Pigneur, 2013). 

INTIA and EV ILVO jointly organised an online session where two experts, Patrick Pasgang and Jan 
Willem van der Schans, provided the ambassadors with a comprehensive explanation of the BMC and 
its practical application. Additional insights on the BMC are presented in the following paragraphs. 

Following the session, seed initiators were instructed to complete an online BMC, accessible through 
the Mural platform, by the 8th of May 2023. This timeframe was set to allow the Riga training to focus 
on the substantive review of the content generated through this exercise. 
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4. Training sessions

4.1 Session 1 and 2: Business Model Canvas (BMCs) 
In the first session, experts Patrick Pasgang and Jan Willem van der Schans gave a concise 20-minute 
recapitulation of the Business Model Canvas, explaining its components for business decision-making 
and answering specific questions from the ambassadors. The unique aspects of the BMCs used in 
COCOREADO were inspired by the sustainable BMC, proposed by EV ILVO, as presented in Annex 8.2. 
These were then streamlined into nine simplified templates, each of which is intended to be 
completed sequentially. In this way, seed initiators, and ambassadors in general, embark on a strategic 
journey, synthesising different facets of their business that are critical to achieving market success.  

The learning outcomes of the session were: 

- Understand what is a Business model Canvas;
- Understand what is a Strategic Orientation for Innovation Makers.

In a subsequent presentation, the experts provided the ambassadors with valuable insights into the 
concept of strategic direction for a farm business. This included aspects such as low-cost orientation, 
differentiation, diversification, circularity, community-based product and service, and an ‘experience 
economy’ orientation. 

The seed initiators then gave oral presentations of their individual seed initiative idea. This interactive 
session was designed to allow the experts to provide additional context to the information available 
on the BMC, offer more tailored advice, present inspiring examples, and stimulate discussion with the 
other ambassadors. 

04 
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4.2 Session 3: Roadmaps to Success 
In session 3, the seed initiators were introduced to the ‘Roadmaps for Replicability’ developed by the 
Institute of Philosophy and Sociology (IPS). These roadmaps were designed to analyse the success 
factors of the Novel and Fair Food Systems (NOFA) identified in WP3. The session focused on providing 
insights into what considerations are essential for successful implementation of the same positive 
innovation in a different context. 

The seed initiators were asked to work in three groups. Their task was to read cards describing the 
assigned NOFA. Then, they had to answer questions designed to encourage strategic thinking about 
market access and effective engagement despite potential challenges. 

 The learning outcomes of this session can be described as: 

- Identification of doubts/questions that remain open for ambassadors considering a local
replication;

- Identification of the questions that cannot receive an answer;
- Feedback to improve further co-creation of “Roadmaps to Replicability” as a decision

support/evaluation tool.

The session structure was characterised by working in groups, with no changes from the planning 
times to the implementation phase of the training. 

4.3 Session 4: Decision Support System (DSS) 
Session 4 was facilitated by the expert from the Josef Stefan Institute (JSI), Marko Debeljak, and 
focused on equipping ambassadors with tools to improve their decision-making processes when 
positioning themselves in different markets. 

After highlighting the complex choices that European producers are daily faced and challenged 
with, the presentation moved on to explain how DSSs work to facilitate knowledge and 
decision-making processes. In particular, in agricultural production, modelling must be tailored 
to the specific context in which a group of producers operate, otherwise the effectiveness and 
efficiency of a DSS is likely to be compromised.  

The presentation went on to explain the process of modelling a DSS, including the selection of a 
conceptual framework, the development of the DSS architecture, the modelling process and the final 
integration through DSS validation. At the same time, the seed initiators were informed about 
additional DSSs, mainly funded by other Horizon 2020 grants: 

- Pathfinder (http://pathfinder.ijs.si/true/login );
- Soilnavigator (http://soilnavigator.eu/ );
- Evadif;
- Resource amplifier (http://resourceamplifier.ijs.si/ ).

http://pathfinder.ijs.si/true/login
http://soilnavigator.eu/
http://resourceamplifier.ijs.si/
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The functioning of Pathfinder was exposed in detail as it was considered of interest for COCOREADO’s 
seed initiators. 

During session 4 it was also clarified that some tools of these DSSs are available online and they allow 
user experience (UX) testing. It was also said that a good online tool for DSS should: 

- Always keep the user informed of what is going on;
- Use the final users’ language;
- Allow for users’ control and freedom (undo of unwanted action);
- Keep a consistent language throughout the tool;
- Carefully prevent errors from occurring;
- Minimise the reliance on users’ memory through consistency in images, elements and actions;
- Allow for flexible and efficient shortcuts;
- Have an appealing design, void of unnecessary and irrelevant information;
- Help users recognise and recover from error, through plain language in error messages;
- Provide instructions and documentations to help the users understand commands, buttons as

they are working throughout the app.

Finally , the seed initiators, were asked to experiment with a DST from one of COCOREADO’s sister 
projects , the agroBRIDGES “Why I am so special’” app (https://forms.office.com/e/ckhnfAaHxA ); 
and to answer the following questions using  the Standardised System Usability Scale (SUS):   

- I think that I would like to use this DST frequently;
- I found the DST unnecessarily complex;
- I thought the DST was easy to use;
- I think that I would need the support of a technical person to be able to use this DST;
- I found the various functions in this DST were well integrated;
- I thought there was too much inconsistency in this DST;
- I imagine that most people would learn to use this DST very quickly;
- I found the DST very cumbersome to use;
- I felt very confident using the DST;
- I needed to learn a lot of things before I could get going with this DST.

The learning outcomes of session 4 included an introduction to DSTs for the seed initiators, giving 
them the opportunity to explore an app and assess its potential usefulness in decision-making 
processes. The session format was mainly presentations and hands-on experimentation. 

https://forms.office.com/e/ckhnfAaHxA
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4.4 Sessions 5 and 6: Evaluating seeds through systemic mapping 
approach and final presentations 

Sessions 5 and 6 marked the conclusion of track 1 activities. In session 5, each seed initiator worked 
with a facilitator from the consortium and engaged in a systemic mapping exercise known as the 
‘change readiness assessment tool’, the full details of which are provided in Annex 8.4.  

Figure 1 - Change readiness assessment tool (adapted version from Jones, P. H, & van Ael, K. (2022). Design journeys 
through complex systems : practice tools for systemic design.) 

This tool is complemented by specific questions that again ask the initiators to engage in a critical 
thinking process to assess four key aspects of their business idea: 

- strategy/innovation capacity;
- governance/team development;
- design/organisational readiness;
- activation/capabilities.

These aspects are assessed through questions on internal business dimension such as vision, advocacy, 
organising, financing, customer validation, prototyping and scaling, measuring and evaluation, and 
learning. The scoring system ranges from 1 to 5, reflecting different levels of organisational 
development, with 5 being the highest level and 1 the lowest.  

This provided the seed initiators with a visual representation of the stage of development their 
business idea, as well as insights into areas that may need more attention. This helps to improve 
market access and increase the likelihood of profitability.  
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Following this session, the initiators were asked to prepare a presentation summarising the knowledge 
and results developed in track 1. They would then share this presentation with the participants of the 
other tracks during session 6. 

The final last two sessions aimed to achieve learning outcomes that included a comprehensive 
evaluation of the business ideas and a compilation of all the ideas that had been co-developed and co-
created during track 1. The structure was centred on group activities and practical exercises. 
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5. Post-training
Following the training in Riga, the seed initiators received tailored follow-up to help them move 
forward with the actual implementation of their business idea. By the end of August 2023, the seed 
initiative ‘Family Walking Festival' had organised its first event, a family hike through the Lithuanian 
countryside on the 3rd of September. 

The deadline for agreeing on the spending the budget was set on the 31st of December 2023 and 
communicated to all seed initiators. 

Since December 2023 the seeds continue to further develop their initiative. 

05 



 19 

D6.3: Evaluation report on the co-creation activities of training 3, 
focusing on evaluation approaches and decision support tools 

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

6. Conclusions and next steps
6.1 Lessons learned 
This concluding section focuses on the lessons learned from the ambassadors’ training 3, and assesses 
whether the material prepared for track 1 produced the expected results.  
The overall objective of the training was to improve the skills of the ambassadors, particularly those 
whose innovative ideas had been selected and enable those six young and innovative seed initiators 
to overcome barriers, better meet consumer needs and improve sustainable provision of local and 
seasonal food. 

The following is concluded from the training in Riga: 

- The seed initiators responded positively to the BMC exercise, although they expressed a desire
for even greater guidance and support from experts in that field;

- The group identified a flaw in the app “Why am I special?” used during the DSS exercise, noting
that it omitted questions related to meat and dairy production;

- The utility of such instrument was recognised nonetheless, even if it was a bit less clear to the
seed initiators why their own users’ satisfaction was tested;

- According to the facilitator of the roadmaps, these seem to provide a framework robust
enough to extract in-depth knowledge. However, it would be advisable to include an additional
session in the proposed exercise, perhaps entitled ‘Why yours idea could fail’;

- The replicability roadmaps were considered to be understandable and ready to use, but their
effectiveness may depend on the educational level of the interested person (initiator, farmer,
entrepreneur, etc.). The recommendation for the facilitator is to improve the visual elements
and consider language translation to improve accessibility;

- The assessment of organisational ‘readiness-to-change’ may be perceived as somewhat
abstract. The optimal approach to conducting the exercise is to include links that link identified
organisational weaknesses to their real-life impact on customers or public food procurement
processes;

06
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- It appears that seed initiators have not yet fully exploited to co-creation methodology, as they
could benefit further by actively interacting with their peers to improve their ideas.

6.2 Next steps 
Given the brief introduction to the future steps involving the seed initiatives in the preceding 
paragraphs, this conclusion will provide a summary of the upcoming phases. It is expected that the 
practical implementation phase of the seed initiatives will provide valuable insights and general 
lessons that will contribute to the eventual closure of the project. The next steps for the initiatives are 
described in the table below. 
Table 1 - Next steps for the seed initiatives 

MONTH PROJECT ACTION 

September 2023 Assessment of costs and benefits 

September to December 2023 Implementation of the seed initiative 
business ideas by 6 farmers/the 
COCOREADO Ambassadors, selected in 
2022 

January to April 2024 Further implementation of the seed 
initiative by ambassadors and discussion 
of the lessons learnt, ideas for 
sustainability and invitation of 1 or 2 seed 
initiatives to the final conference, so that 
they can explain the experience and its 
process (April 23th, 2024)  

Furthermore, it is important to emphasise that seed initiators operate in a very specific context and 
any policy suggestions should ideally specify whether the idea can be replicated in different regions, 
taking into account their unique geography and agricultural structure. Caution should be exercised in 
generalising policy indications. 
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8. Annexes
8.1  The selected seed initiatives 

Family walking festival, Lithuania - Kaunas 
This initiative organizes a family walking festival and introduces the participants to the local producers. 
The planned distance is 5 km, with stops every 1 km to meet a local producer. Local producers tell 
about their products and provide a tasting. During the trip, participants get acquainted with 5-6 local 
producers and their products. At the hiking place Kačerginė forest, a family walking festival was already 
organised. The idea arose that a family walking festival could connect consumers and local producers. 

More info 

Foodhub, Albania 
Foodhub wants to create a food hub in which farmers will receive various services such as 
standardization and control of their products. This will increase food security for consumers, packaging 
and labelling of their products with the name and address and thus, ensuring the origin of the 
products, the processing and packaging. It helps to increase the added value of farmers’ products and 
supplies consumers throughout the year with safe local products, as well as information on their origin 
and method of production. In Albania, small farmers do not have the opportunity to invest in such 
equipment so Foodhub will offer the above services for an affordable fee. Foodhub will allow small 
farmers to enter the market with their standardized products, controlled and well-packaged, sell at a 
better price and be more competitive, thus strengthen both financially and in terms of quality and 
food safety. Foodhub will give small farmers the opportunity to sell their products in different markets 
and do their marketing; it will keep a percentage on the selling price of the products, in a transparent 
way with both farmers and consumers. 

08 

https://cocoreado.eu/seed-initiative-family-walking-festival/
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More info 

Farmers are our teachers, Spain 
FARMERS ARE OUR TEACHERS is an initiative that creates an Educational Unit where pupils can learn 
about the ecosystem and biology in relation to farms and how the manufacturing process takes place. 
This is complemented by excursions to the farms (mainly in science classes). Along the same lines, the 
farm’s products are introduced in the school canteen, where pupils can taste the food they have been 
learning about and which comes from the farms they have visited. In the short term, parents will be 
influenced by the use of these products, and will hopefully be encouraged to consume more of them, 
as studies show that parents are very influenced by what their children tell them to buy. In the long 
term, one must think that these students may grow up as potential consumers. 

More info 

Kalaska, Spain 
This is an initiative that seeks to unite meat production with local consumption through a cooperative 
of farmers that produces, transforms and sells directly to the consumer. They will also collectively 
manage a local cutting plant, in addition to trying to collaborate with restaurants and businesses in 
the area. The objective is to provide high quality meat to the inhabitants of the area, produced in a 
sustainable and fair way, improving the farmers’ market position and income. This is the case of dairy 
sheep farmers who produce cheese, whose lambs are paid low prices nowadays, however, its meat is 
later very appreciated by the consumer. Therefore, the idea would be to be able to process and market 
these lambs more directly and locally. In the case of beef cattle, the initiative allows also to give more 
added value to the meat produced in a sustainable way in the local pastures and mountains, marketing 
it directly and bringing these values to the consumer, as well as more margin and autonomy to the 
producer. KALASKA means cowbell, a tool that serves to know where the cattle is when they´re outside 
in the mountains, as a metaphor for meat that “you can know where it comes from”, synonymous 
with extensive livestock, animal welfare and its sound reminds of a rural environment that is still alive. 

More info 

Foodschool, Slovenia 
More and more citizens lack knowledge about food production, farmer lives, living with nature, 
livestock etc. The easiest way for spreading knowledge is through the school system. But for farmers, 
also parents are very important, because they have money and they buy the food. We can connect 
different sectors and groups of citizens in big circles. Farmers – school/kindergarten – parents – 
students – farmers. 
Farmers provide school meals and food, also farmers can provide space for lessons on their farmland 
and for classrooms in nature. Farmers can also organize some workshops for students or teachers. On 
the other hand, schools can organize in front of the school a “school market” where parents can buy 
supplies from farmers with whom schools collaborate. Schools can also take care of spreading publicity 
of the “school market” and organization. For parents who are the market visitors and buyers from the 
farmer, is a very good opportunity for networking with other parents, the community, etc. 

https://cocoreado.eu/seed-initiative-foodhub/
https://cocoreado.eu/seed-initiative-farmers-are-our-teachers/
https://cocoreado.eu/seed-initiative-kalaska/
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By buying from local farmers the parents are also a good example for their children. Parents can also 
connect with farmers and spare some free time on the farm to help with work. It can be a very cheap 
recreation and a good method to  show their children that they have to be grateful to the farmers for 
daily food. Students can help farmers also with making some videos, editing the website etc. So this 
initiative wants to make stronger connections between the public and private sectors and throw 
spreading knowledge to sell farmers’ products. 

More info 

House of food, Germany - Frankfurt 
To enable short food supply chains, processes need to be redesigned. A key element is to cut out 
middlemen and keep supply chains as short and simple as possible. The Hesse region in Germany 
started working on washing and cutting vegetables, peeling potatoes, threshing pulses and milling 
cereals. Animal products (milk, meat, eggs) are usually too expensive, to begin with, so the focus will 
probably be on plant foods. This project, the House of Food Frankfurt, was founded. In order to bring 
farmers and canteens around the table and into a dialogue to learn from each other, a summer event 
was planned. In order to get people interested and show up the event has to be well planned and 
excellent marketing tools have to be created and used. The aim of this summer event is to find out 
which main processing services are necessary to really bring more regional products into out-of-home 
catering. 

More info 

https://cocoreado.eu/seed-initiative-foodschool/
https://cocoreado.eu/house-of-food-frankfurt/


8.2  Sustainable Business Model Canvas 

Figure 2 - Business Model Canvas template 
25
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8.3  Roadmaps 
Dear Ambassadors, COCOREADO needs your contribution! 

Let’s co-create together! 

Innovative initiative 2: 
Problem encountered: 
Thomas Snellman is an organic farmer, living in a small village in Finland. He loves 
what he does, but admits that it is not easy to be a farmer. Back in 2012, Thomas noticed 
that in his region every week about 5 small-scale farmers stop their activity as they cannot 
make their living. Why? Because of the very centralized Finnish food market, with only 
two large retail chains governing the supply and thus, influencing what Finns were eating. 
As supermarkets and wholesalers were getting stronger, small farmers could hardly 
negotiate fair prices for their produce. Against this background, Thomas also saw that 
more people in Finland were starting to ask for locally produced, organic food, but could 
not easily find such. He realized that there is an urgent need for a functioning sales 
channel for local farmers and for consumers who demand local food. 

Solution found: 
The same year Thomas visited France and learned about a local network where 
consumers subscribe to buy a certain amount of products from farmers in advance, which 
in turn provides farmers with a regular income and prevents waste of unsold produce. He 
gets inspired by this experience and decides to make something similar in Finland. Back 
into his village, Thomas came up with an idea of how to break the large retail chains’ 
dominance, to facilitate consumers to find local products and to support small farmers to 
survive. He created a system for direct sales of local food, which he called “REKO ring”. 
The system operates through social media platforms and is based on voluntary 
participation, where consumers pre-order local products and farmers deliver orders to 
preliminary agreed pick-up locations. 
Figure 3 - Example of the form used to spark discussion 
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8.4  Systemic mapping 

8.4.1  Aim of the change readiness assessment tool 
This tool serves as an assessment and monitoring tool for different dimensions of early stage or new 
change projects. It is structured around four themes (Strategy, Governance, Design, and Activation) 
and further divided into eight dimensions (Figure 1). It is valuable for rapid internal assessment of 
project capability, organizational readiness, innovation capacity and team development.  

The rose diagram is used to track themes development over the project. This visualisation  can be used 
effectively in proposal and funding discussions to demonstrate the associated level of program 
management capacity. In the early stages, success is heavily influenced by strategy and design themes, 
followed by governance, and finally activation becomes a critical factor. 

8.4.2 Material 
- Print posters of the Mural

https://app.mural.co/t/ilvo1917/m/ilvo1917/1675240257264/ca5557cbeb126db3cd3bf2edd
a8151c1fa60ba7b?sender=u36a3e79d52f6f1ac25f01805

- Each team needs a facilitator.
- Pen and post-its

8.4.3 Method 
- Discuss each dimension with the team. The facilitator can ask guiding questions.
- Score the dimension, while working in group
- After scoring each dimension, sum up the scores for each theme.

Duration: 1h - 1h30 

8.4.4 Eight dimensions prepared in four clusters 
Strategy cluster 

- Visioning:  Think about the Why-question: do you have a clear and shared why?

Table 2 - Scoring dimension visioning

Scoring What does this mean? 

1 There is no shared vision and no shared mission. 

2 There is a plan to work towards a visions and mission with the team. 

3 There is a shared vision with the team. 

4 There is a shared vision with the team, but not with the key (supply chain) actors and/or 
customers. 

5 There is a shared vision with the team, key (supply chain) actors and/or the customer. 

https://app.mural.co/t/ilvo1917/m/ilvo1917/1675240257264/ca5557cbeb126db3cd3bf2edda8151c1fa60ba7b?sender=u36a3e79d52f6f1ac25f01805
https://app.mural.co/t/ilvo1917/m/ilvo1917/1675240257264/ca5557cbeb126db3cd3bf2edda8151c1fa60ba7b?sender=u36a3e79d52f6f1ac25f01805
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- Advocating: Do you have a realistic roadmap for change? We used this during AT2.

Table 3 - Scoring dimension Advocating

Scoring What does this mean? 

1 There is no roadmap for change. 

2 Only stage 3 of the roadmap (dreaming about “full version” of the initiative) is filled in, the rest of 
the roadmap is not completed. 

3 Stages (1,2 and 3) of the roadmap are filled in. the other parts of the roadmap are not 
completed. 

4 Stages and actors of the roadmap are filled in. 

5 Stages, actors, and different actions in the roadmap are completed. The actors involved are 
aligned on the actions they need to take. 

Figure 4 - Roadmap for change 
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Governance cluster 

- Organizing: Is the team complementary (in skills and the abilities of each member)? Do you
have an organization structure with clear role assignment?

Table 4 - Scoring dimension governance

Scoring What does this mean? 

1 There is no team. They are still in search for complementary skills. 
(Complementary skills in a team are e.g. if one person has the technical skills and another person 
has more business-related skills, such as marketing or communication.) 

2 There is a team, but they do not have complementary skills. 

3 There is a team with complementary skills, but no specific roles are assigned to each member. 

4 There is a team with complementary skills, each team member has a specific role assigned. 

5 The skills of the team are in balance with the abilities of each team member and roles are 
assigned. 

- Financing: What financial resources are available for the initiative? Does the team have plans
for attracting future funding? Are these realistic and in line with the goals of the team?

Table 5 - Scoring dimension financing

Scoring What does this mean? 

1 Financial resources are not available, the team is still in search of these resources. 

2 Financial resources are available for the initiative. There is no plan for attracting future funding. 

3 Financial resources are available for the initiative, and the initiative is viable. There is a plan in 
line with the goals for attracting future funding. 

4 The team is currently working on securing future funding based on the plan. 

5 Financial resources are available for the initiative and the initiative is viable. Future funding in line 
with the goals of the initiative have been secured. 

Design cluster 

- Customer validation: Did the team do a customer validation of the initiative? Is there any proof
that customers (or your target group) are interested and willing to pay and/or participate? It
might be the case that your ‘customers’ are not paying for your services but someone else is.
In that case we refer to them as your target group.

Table 6 - Scoring dimension customer validation

Scoring What does this mean? 

1 The team has not identified their make or break assumptions.  
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2 The team has identified their make or break assumptions and talked with some potential 
customers or their target group who provided feedback. 

3 The team has developed a method to receive feedback from a large set of customers or their 
target group. 

4 The team has validated their idea with potential customers or their target group. They are 
looking into their interest and willingness to pay and participate in the initiative. 

5 The team has validated their idea with customers or their target group. They have proof about 
their interest and willingness to pay and participate in the initiative. 

- Prototyping and scaling: Do you have a minimal viable product (MVP) or prototype to test
new products and services?

Table 7 - Scoring dimension prototype and scaling

Scoring What does this mean? 

1 The team has not reflected on how to validate customer interest in future products and services. 

2 The team is working on a prototype/MVP to validating customer interest in future products and 
service. 

3 There is a prototype/MVP to validate customer interest in future products and services. 

4 The prototype/MVP is constantly adapted to new products under development. 

5 The initiative can successfully launch new products and services (keep on innovating) in a cost-
effective manner. 

Figure 5 - Build, measure, learn loop 
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Activation cluster 

- Measuring and evaluating: Do you have processes in place to monitor and evaluate your
initiative?

Table 8 - Scoring dimension measuring and evaluating

Scoring What does this mean? 

1 The team has no processes in place to monitor and evaluate the initiative. There is also no 
intention to set up these processes 

2 The team is experimenting with different tools to monitor and evaluate their performances but 
has not set up a structure for implementation. 

3 The team has selected some tools and is now developing a structured approach: who needs to 
complete what tool when. 

4 The team has selected a set of tools and developed processes to monitor and evaluate their 
performance. 

5 The team has tools and processes to monitor and evaluate the initiative. The outcome of these 
evaluations are actively used to improve the performance of the project. 

- Learning: Does the initiative has a process in place to share and build knowledge in the
team?

Table 9 - Scoring dimension learning

Scoring What does this mean? 

1 The team has no process in place to share and build knowledge and there is also no intention to 
set up a process 

2 The team has no process in place to share and build knowledge, but there is intention to set up a 
process. 

3 The team has a preliminary idea for setting up a process in place to share and build knowledge. 

4 The team has an idea for setting up a process in place to share and build knowledge. 

5 The team is setting up a process in place to share and build knowledge. 
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