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1. Networking starting tricks
At start of meeting (for instance ISM meeting):
-

Ask participants at individual base about a dream they have (had) or about the work / job
they wished when being still in school at a young age

-

Ask participants to line up according to the distance they live from the meeting place or
some other criteria

Common use is to ask in beginning of ISM training (1st day) to tell about a job the farmer dreamed
about as youngster; for variation, you may also ask to line up ...

2. Elevator pitch
Looking for relevant people

Who can have profit from your idea, work, and thoughts?
What is your challenge or problem to be solved?
Look for a potential suited person.

Goal: Try to make contact in 1 minute!!
Possible exercise: explain the most interesting part of the output of my ISM-training in 1-2 minute(s)
to the other participants; implement this in small groups. When (3th day or return day)?

3. Speed Networking
Goal: Look for experts and supporters to assist
Instrument: Short meetings of 2 people (bi lateral)
-

Set topic of interest

-

3 minutes to tell about yourself (about expertise, opinion about topic, etc.)

-

3 minutes for the other person to tell

-

3 minutes to discuss and look for added value for each other

Optional:
-

Write down short your new idea, contact and/or agreement

-

Explain observed added value of short meeting to the group of participants (3 minutes)

-

Create a new round of short meetings with new couples and do the same

Exercise: Project team members discuss in couples a topic (topic assigned by project coordinator);
they report to the participants group the added value (or not) of this speed networking conversation
Possible topics: What are critical success factors with application of ISM? How do you experience
your own role in this? Imbedding: at team project meeting.

4. Interventions
Goal: Interventions are meant to overcome certain barriers, to stimulate out of the box thinking and
to create new ideas applicable to the own situation. It also is meant to introduce discussions which
otherwise not easily take place.
Instruments:
•

Invite inspiring people with promising stories

•

Invite a high achiever to confront the participants

•

Introduce participants to inspiring examples

•

Ask participants on individual base to interview an outsider, like a business man, a high achiever
or a creative person, and report about this

•

Arrange informal discussions; the key is to getting people to meet and connect

Attention points:
•

Avoid negotiations; discussions with persons in function, especially if they represent an
organization in the discussion, rarely energize and inspire

•

Complainers are best excluded in this process; they drain energy and contribute nothing in
return

Exercise a. As homework, participants in ISM training perform each an interview with an
entrepreneur or high achiever and report / tell about this; part of first day homework in a 3 day
training session; individual reporting/presentation at 2nd training day
Exercise b. A high achiever will be invited at the ISM extra day - 4th day- (or in a special evening
program) to tell his/her story; all training groups can attend together to save costs related to inviting
such a person and hiring an accommodation; program can be combined with demonstration of
budget module and marketing module

5. Network Analysis
A. Internal network analysis

Goal: to have insight in your network by creating an overview of which persons are connected to
your farm business

Action: Fill in network chart on individual base with persons around you; put yourself in the center;
draw the people and organizations around you who are (sometimes) in contact with you

Farmer
himself

Exercise: Fill in network chart individually. Next, look at the networks charts of the other participants;
each participant can explain shortly about his own network; the facilitator can check/ask if frequency
or importance of each network partner or both are taken into account when positioning those in the
3 circles;
Lesson: Possibly you can learn from the network of your colleagues Imbedding: already part of ISM
program at 2nd? day

B. External Network Analysis (see Appendix 1)
This will be applied, for instance, in combination with “Working out an idea” under point 6 below.

6. Working out Idea with Spiral of Development /Innovation (see Appendix 2)
This is a tool for facilitators in gaining insight in the decision process; to be discussed at team project
meeting.
It can be applied as last part of Return meeting to group farmers together on a similar goal.

Exercise: Two (or three) suitable idea/plans are derived from the outcomes of the ISM training days;
during the return meeting, the participants who like this idea will be sitting together to discuss
shortly further steps to develop the idea, draw an external network chart, look at cooperation, and
conclude (session of 45 minutes).

7. Do’s and don’ts for Networking

Do’s
Be open, honest and curious
Do consider a longer time horizon
Appreciate tips, even if these are not useful for you; maybe you can make somebody else in the
network happy with them
Listen carefully
Networking is mutual
Be aware of your personal network and prepare a meeting carefully (which questions to ask)
Take care of your social capital (people of importance for you)
Approach people who you don’t know
Know your elevator pitch
Have fun

Don’ts
Do not talk too long about yourself; examine what the other person can mean for you
Be not too ambitious; networking is a take and give game
Do not gossip; the reaction to this will one day hit back on you
Don’t be negative
Don’t use jargon
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Appendix: 1. The External Network Analysis - supporting an idea / plan
An initiative starts taking place when people who share an affinity for a certain idea are connected
and linked. The Network Analysis is a model that enables the network’s involvement in a specific
initiative to be understood and its position to be explored. The Network Analysis enables you to
define the scope of the initiative, the participants who support the initiative, which people represent
a link in the chain as well as indicating the direction the links should take. The analysis inspires with
new ideas and insights and helps network members to prepare making contacts. The network
facilitator can analyse the network together with the initiator and network partners; if you are the
initiator, this analysis can be done with the partners.

1.1.

The Network Analysis in detail

Four questions guide you through the Network Analysis.

(1) What is the core?

What is it intrinsically about, what are we trying to achieve? State this initiative in one or more
powerful key words and focus on that during the rest of the analysis.

(2) What is the involvement?

Who and what are you dealing with? Who are the interested parties, who stands to gain from the
initiative, who do you have to take into account, and who else is involved?
Which developments, movements, institutes, rules, circumstances and the like are important?

(3) What are the positions of

involvement?

The network positions are:


Initiators: Take the initiative, state the starting point and invite others. The initiator is initially a
single individual. She/he is the partner, link, supplier and user. Gradually, a network of
involvement where others adopt the position of partner, link or user or supplier, is created.



Partners: Sustain the initiative and do everything to make it visible, execute it and act as
examples (Figure 1).



Links: Create relationships with and connections to other networks, which show the way from
different point of view, and are ambassadors of the initiative and work on building knowledge and
information .



Suppliers: Everyone involved contributes to the network, but there are also specialist
contributions. The people involved supply what is needed to realise ambitions.



Users: Everyone involved is a network user, but there are also specific users such as clients.

Between the core of the initiative and all the invo lved stakeholders, there is space for
persons to play the different roles for a shorter or longer period of time (see Figure 1):


as a link that creates relationships and connections,



or, as a link and partner – or simply a partner – who propagates the initiative and does
everything possible to ensure it reaches a successful conclusion.
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Figure 1. Illustration of three stages of the network analysis

A Network Analysis in the making

Not everyone has to be a partner
A network of dairy farmers seeks to improve their operating profit by investing
collectively. A biogas digester seems like a good option to begin with. The group gets off
to a good start. However, the enthusiasm diminishes as they gather more information
and the moment to decide about specific choices gets closer. This becomes apparent by
the effort it takes in finding a date for a follow-up meeting, for example. The facilitator
decides to call up the participants individually to find out what’s going on. That’s how he
discovers that there are differing views concerning what people want. As it happens, a
considerably large biogas digester is needed for a substantial profit. Some participants
want to proceed with it, but this investment is too great for others. When the facilitator
puts this up for discussion in the following meeting, they agree that not everyone has to
feel pressured to invest to the same extent. That’s a relief because not all of the
participants have to be partners in this undertaking.
Box 1

Searching for links
A network has been working on getting ‘energy recovery from nature reserves’
off the ground in their own region for almost two years. They already made
many contacts when working out the idea, for example with heating
manufactures, drying houses, livestock farmers in the area, the forestry agency,
municipal and provincial authorities. The participants gradually notice that the
chief ambition they have is to get their idea off the ground in order to conserve
the protected nature reserve. They see themselves chiefly as the devisers of the
idea and lack the actual doers in their network. It becomes clear with a Network
Analysis that in addition to being partners, they are also the link to all parties
involved. How would it be if other parties also became a link? What if, for
example, the province, an innovation broker or the forestry agency formed a link
to potential buyers of natural biofuel? Even just the idea that such parties might
be able to devote themselves to the realization of this innovation provides a new
twist to the discussion about the network partners. How can we, as originators,
further let go of tending to our innovation project? Perhaps it is then advisable
to establish a supervisory board of trustees in which distinguished people
participate in their own name. While talking about it, diverse people came to
mind that the partners really wanted to involve. It turns out that most of these
people are already in the contact network! The sentiment clearly switched. They
once again see new points of contact in order to proceed further with the Box 2
project, and therefore, specific agreements are easily made.

Ask yourself if these links also occur in your situation. Which behaviour shows that someone is a link?
Or that someone is a partner? The key issue is how someone really behaves! All of the people
involved have at least a position of user or supplier. This creates a snapshot of the dynamic network
of involvement (see Figure 2).

Figure 2: Are the right persons present in my network?

(4) Is

this network a solid foundation? The Network Analysis creates a snapshot of the dynamic
network of involvement. The key question is: does the current form of the network offer the
potential to expand and build on (see Figure 3)? Each analysis supplies new ideas of how you can
continue to consolidate your network to bring the initiative one step closer to realisation.

Figure 3: How to get in touch with the right persons?

1.2.

Using the Network Analysis

The facilitator should preferably make the Network Analysis together with the network participants.
Their perception is guiding. It helps to visualise the positions, for example, in a mind map on a flip
chart or paper table cloth. Place the main text in the centre. Then hold a brainstorming session with
the group and place the answers on the chart; this triggers to the second question about
involvement around the main text. Continue with the involvement positions. Who are the
connections and who are the partners? Don’t forget to include yourself! Confirm that the links and
partners actually are links and partners: which behaviour demonstrates that? It’s about what a
person really reveals through their thoughts and behaviour! And finally, draw your conclusions:
which connections require some concerted effort. And ask yourself the leading question: is this a
network that offers a solid enough foundation on which to build?
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Appendix 2: Developing an idea, using the spiral of Development / Innovation
A group of farmers / entrepreneurs with similar vision (having a common idea) act together,
guided by a facilitator. For instance as follow-up of and utilizing the information gathered
during the ISM training; participants with similar ideas /plans are placed together in a group;
possibly this exercise to be done on the ISM training return meeting.
Task1: formulate goal/direction to go on the basis of the initial idea;
Task2: prepare an external Network analysis on basis of the formulated goal;
Task3: discuss elements of developing a global plan on basis of Tasks 1 and 2 and decide to
continue or not;
Task4: ask to continue this effort or not. This all will be done using the “Spiral of
Development approach”; do these 3 tasks together as a group.

The Spiral of Development / Innovation
People take action because they want something: they want to profit from an opportunity,
solve a problem, improve a technique, change direction, realise a dream: the content is
guiding.
dissemination
embedding
realisation

deve-

initial idea

inspiration

lopment

planning

Figure 1. The different stages of the Spiral of D e v e l o p m e n t

The Spiral of Development (Figure 1) shows how an initial idea proceeds through different
stages before turning into an embedded plan/innovation: a new practice that is widely
applied in a broad context and with which the environment structurally complies. Not every
idea matures into a plan – they don’t have to either. The model is intended to determine
where you are in the development process. Which phase is being addressed, what does it
mean for the type of knowledge that is being worked on and which parties have to be
mobilised?

Innovation cannot be fabricated as a manageable project. It’s an autonomous process: a
good biotope automatically generates innovation. You can improve the climate of the
biotope by helping to create the right connections and by removing barriers. The Spiral of
Development helps you to detect barriers and prioritise the connections that have to be
made to others.
The Spiral of Development distinguishes seven phases. Each phase prioritises other activities,
and usually involves other actors. The shape of the Spiral of Development shows that the
idea usually starts off small and spreads to involve more actors as the process of
development progresses. Furthermore, knowledge processes and innovation are rarely
linear, which explains why the model is shaped like a spiral. The phases can even be
repeated more than once. The embedding of the idea frequently ends in a place which
differs to where the initial idea was conceived.

This exercise focusses on the first 3 phases of the Spiral of Development: initial
idea; inspiration and a start to planning.
1. The phase of the initial idea
The start of this phase is usually not planned. A person or persons may possibly have a
problem or a vague dream (Box 1). The initial spark can also be triggered by a confrontation,
or an unexpected event.

Knowledge
An initial idea is generated by an individual’s response to his or her environment.
Experiences, knowledge, convictions, dreams and anxieties, creativity and intuition; all these
aspects play a role in a person’s capacity to pick up signals from the environment and do
something with them. For example, by interpreting them in such a way that leads to an out
of the box reaction. And that is precisely the reaction that sows the seeds of change. We call
this: knowledge as responsive capacity, the capacity to respond effectively to a changing
environment.

An initial idea frequently originates by chance.

Connection
Initial ideas are often created when someone looks beyond the confines of his/her
immediate circle. Initiators are frequently people who are relatively new to a specific
environment. This explains why they notice aspects that others consider normal, or the
newcomers have fewer inhibitions about introducing new concepts and reactions.

Barriers
The chance of initial ideas maturing into innovations is increased through contacts between
the known network circle and the world around it. If the threshold to make such contacts is
high or newcomers are not readily accepted, barriers will grow which frustrate the creation
of an innovative climate.

Interventions
Based on the factor that most restricts the creation of new ideas, you can consider
undertaking the following interventions:
• Organise contacts with people from outside the immediate circle, from a more
unexpected angle. As has been demonstrated, without exception, visits, excursions and
open house days, which give outsiders a look behind the scenes, boost energy and often
yield new ideas.

Combating parasites with pest control?
A poultry farmer is having problems with red mite in his barn. A terrible problem
that plagues the entire sector and which can no longer be controlled with legal
agents. People would rather not discuss it. However, this farmer notices that the
darkling beetle population increases when there are many mites and that the
number of mites then diminishes. Evidently, this is a natural enemy. He concludes
that ‘The mites could then be controlled biologically using this natural predator.
The initial idea is born. He discusses his idea with a few fellow poultry farmers.
Moreover, one of them has bronchial problems. And this worsens when he uses
the common chemical methods of pest control. The idea that they might be able to
do something about it appeals to them. The inspiration phase has begun.

Box 1

• It can be refreshing to meet and communicate with people who hold opposing ideas or
invite them to a brainstorming session. It’s important to be aware of the risks that people
take in making new contacts. Competitive considerations, for example, play a role, or in
the case of livestock farmers, the contamination with diseases. Finding solutions
together, such as sharing the risks or preventive measures against contamination can
lower the threshold and open the door to new contacts. Hopefully leading in turn to the
birth of new ideas.
Action 1: participants express their thoughts about initial idea

2. The inspiration phase
The inspiration phase begins as soon as someone starts sharing his/her initial idea with
others. In the inspiration phase, the initial idea takes shape as the concept inspires others.
This process takes place when the initiator discusses the idea with others. They can
contribute, possibly because they hold similar ideas, or because the debate offers
perspectives for a solution they may have been searching for (Box 1, 2, 3). This phase creates
an initiative group that focuses on wanting change. As soon as the network starts
implementing action, or decides to implement action, the group progresses from the
inspiration phase to the planning phase.

Knowledge
People who have an affinity with an initial idea relate it to their own world, their own
experience, their perception of reality, interests, dissatisfaction, hope and anxiety. This
creates new insight and new perspective which in turn generates energy. This is the core of
inspiration. The interaction between the participants in the group brings perceptions closer
together. Participants don’t necessarily have to agree on everything. It’s not always
necessary to have the hard facts. In a healthy process, the moment will come that the a high
level of agreement on the subject in question will be reached and that people feel the urge
to start taking action. So there is accepted knowledge as the basis for collective action.

Who’s participating?
It becomes more appealing to keep dairy cows in the pasture if the
automatic milking system, the milking robot, can also go there. Such a
system does not yet exist.
An enterprising researcher in search of supporters places advertisements.
The advertisement in one specialist journal produced four reactions, an
appeal via the ‘Attention Mail’ with newsflashes from the innovation
programme yields thirteen interested farmers. At the first meeting it turns
out that the views on the desired end result were fairly divergent. They do
not think that’s bad, but rather inspiring. There is a search direction. A
Box 2
network that applies to the programme ultimately takes shape.
That’s shocking!
The discussion reluctantly gets going in the network of poultry farmers that
wants to tackle the red mite problem. They ask five fellow poultry farmers to
participate, but it proves a disappointment for the three initiators to convince
them of the urgency. The facilitator brings in an expert who devises a simple
measuring instrument, a type of imitation opening in the shape of a cylinder
with a wooden stick in it. When you pull the stick out of the cylinder after
hanging it in the barn for a week, you can simply count the number of lice
that have crawled in. The participants are rather shocked by the result in
their barns. Some still thought that they had explicitly prevented the mites
Connection
from entering their farms; now it turns out that everyone has the parasites.
Their readiness to take action substantially increases because of thisBox 3
awareness.

Connection
During the inspiration phase the main focus is the connection among like-minded people.
Their synergy produces the fuel needed to power action. Later phases not only energise the
participants, but may also de-energise them. For this reason, it is crucial to create a sound
foundation. Subsequent actions often require others, such as financers or managers, to
create space. So in this phase it is essential that the network of change agents acquires a
position from which the environment takes the network seriously.
Action 2: Prepare external network analysis

Barriers
A network can stagnate in this phase for several reasons:
•
In a social setting that does not embrace different opinions, it is difficult to find
supporters prepared to take a different view or approach that deviates from the norm.
•
People can easily fear competition, this reticence may hamper the discussion about
what is wrong and needs changing. It can even threaten to halt the process.
•
A culture of complaint is lethal for changes; it drains energy away and prevents people
from dreaming.
A specific pitfall for change agents is that they start complaining if they have requested
cooperation and are only faced with a negative response. The motion is halted and they
blame those who obstructed progress. The Spiral of Development shows that they actually
asked for too much room to maneuver too soon. The change agent had not yet generated
sufficient energy or acquired the right position.

Interventions
Depending on the nature of the barrier, a facilitator or free actor has a number of options in
this phase:
•
Invite inspiring people with promising stories.
•
Introduce participants to inspiring examples.
•
Arrange informal discussions. The key is to getting people to meet and connect.
•
Avoid negotiations. Discussions with people in function, especially if they represent an
organization in the discussion, rarely energize and inspire.
•
Complainers are best excluded from this phase. They drain energy and contribute
nothing in return.

3. The planning phase
The next phase starts when the network participants are prepared to start acting and have a
reasonable chance of success of creating sufficient space to realise their ambitions. Space is
necessary at two levels, namely within the network itself and in the network’s environment.

For example, funders, partners or, if employees are involved in the network, their managers.
Action 3: Ask each participant to mention elements of a possible plan
The lesson is that this phase needs time. It is tempting to quickly come to an agreement so
the action can start. But all too frequently, it appears that participants fail to keep to the
outlines of the agreements. The time devoted to this phase will be rewarded fully at a later
stage. It is actually better to refer to a search direction rather than objectives. It’s often
easier to exclude elements from the search, rather than include them. It is important to
formulate the objectives not too close to ensure that participants are confident enough
about the activities. The retaining space can be used for a search with surprises.
Action 4: Ask participants their opinion about to continue with this cooperative effort or not

Below is additional information – not part of exercise

Knowledge
As in the previous phase, this phase also requires accepted knowledge. It makes a difference if you
are attempting to reach a consensus with supporters or with gatekeepers. Gatekeepers are
important in the planning phase. They are actors who have to create space for the activities in the
subsequent development phase. These people include financers, partners and, in the case of
participating employees, managers. Financers place their own criteria on the initiative. Managers
have objectives which are used to assess their own performance. The initiators will have to translate
their ideas into the gatekeepers’ language in order for knowledge to be accepted as the starting
point.

Connection
In this phase, the connections within the network acquire an added dimension. In the inspiration
phase, the focus was on what connected the participants. In this phase, the participants should
define the precise focus, discard the elements outside the scope of the chosen focus, and clarify just
how much each participant is willing to invest. This phase is intended to give participants the
opportunity to become familiar with each other and with each individual’s ‘instructions for use’ before
things get out of control.
You will also frequently find yourself connecting with the gatekeepers in this phase. If an activity
requires external funding, a financer must be found. The financer will want to see a project plan and
will place demands on the project. If participants are employees, a manager must also grant approval.
They will want you to submit detailed project plans with concrete objectives, instruments, activities
and evaluation criteria. The art is to formulate the plans in such a way that the plan inspires
confidence while leaving space for a search. Furthermore, in terms of the Network Analysis, the

network must contain enough links so the necessary connections can be made.

Barriers
If the participants are unable to agree on clear objectives, activities and the task division, or take this
too lightly, intervention will be called for to address the manner in which the participants are
communicating. Some examples of barriers that may obstruct external connections are:
•
The initiative fails to meet the criteria or match the gatekeepers’ views.
•
The scale of the initiative is too small to be taken seriously.
•
There are missing links (see the Network Analysis) connecting the initiators and the gatekeepers.
•
The gatekeepers are too result- oriented and force the initiators into a strait jacket.
The planning phase works towards formulating a project plan with objectives, activities, task division
and other agreements that have to be made in order to get started. It is important that the free actor,
steering and guiding the situation by focusing on energy and connection, sees the project plan in the
proper perspective. This package of agreements is intended to be used as a regulatory agent to
control exchanges between the participants and also to ensure that all of the parties have faith in the
fact that their joint efforts will result in a worthwhile investment. Trust is essential. When the project
plan has been drawn up and agreed, the initiators have become a development group.
4. The development phase
The development phase starts with agreements about the objective and the task division. In many
cases, the participants may still have to follow the development path for a while before being able to
bring the objective and the task division into focus. In some situations, the development path being
followed may turn out to be a dead end. In this case the network will be forced to reconsider its plans
all over again. In this phase, the network takes the initial idea a stage further by developing it into a
technique or a procedure. If necessary, the group can call upon the assistance and competence of
experts or start experimenting.
5. The realisation phase
The development phase makes the transition to the realisation phase when the priority shifts from the
search process onto realising the solution. This transitional line is sometimes blurred. There are,
however, important differences in the activities to be implemented, the composition of the broad
network and the way knowledge is utilised and applied. The realisation phase starts when the network
knows what they want and how to achieve this, as well as actually wanting to implement this practice.
This will not only influence and change one’s own production method and organisation, the
consequences also impact on others. The cooperation of other parties in the chain may be required,
legislation and regulations may need to be amended, or complaints from other interested parties
dealt with too.

As discussed in the development phase, it helps if contacts with people in the network’s surroundings
were already in place at an early stage. These people are characterised by their enthusiasm and open
behavior and form the informal network. The actors needed in the realisation phase are usually
organisations that are part of the formal network, people with a management or representative
function. For the networks, these were mainly parties in the (production) chain, civil society

organisations, such as animal protection and consumer organisations, nature conservation
organisations, and policymakers at different levels.

The process of transformation from the informal character of the inspiration phase to the formal
character of the planning phase appears to be repeating itself. But this time, the emphasis is not on
space for a search, but on implementing a changed practice.

6. The dissemination phase
The dissemination phase starts when the new practice or technique has become familiar in the
environment and is being replicated. The realization phase does not necessarily have to be completed.
If others witness the progress that has been made in the development phase, this can spark a knockon effect and also set others into motion. If others see that renewed concepts work, you can expect a
following. We call a modernization an ‘innovation’ when it has become a widely accepted practice in
the environment. Whether the network will actively support the dissemination of the new practice is
another matter. This depends on whether it is in the network’s interest. Dissemination can work
against the interest of the network participants by causing them to lose their competitive advantage,
for example. In these cases, other people must fulfil the dissemination role.

7. The embedding phase
The embedding phase starts when the actors agree about structural changes to their mutual
relationships, prompted by innovation. Changing practices acquire a new structural character (Box 4).
Institutionalization takes place because positions between the parties alter, certain contacts become
more or less frequent, funding or organizational structures change. When a structural change occurs
in the contacts between the entrepreneurs, researchers, teachers and advisors (the knowledge
infrastructure), we can speak of an altered knowledge arrangement.

Some participants see the end product as a goal, others merely see it as a means to an end.

From 11 to 500 dairy farmers

Box 4

The ‘Caring Dairy’ of 11 dairy farmers, in close collaboration with Unilever and a dairy
collector, sets out to produce high-quality milk for the production of ice cream to be
sold in supermarkets under the brand name of Ben&Jerry’s. They register their
experiences in a type of logbook: the ‘Cow Coach’. With the Ben&Jerry’s plan that
they administer under license from the American parent company, exceptional care
for the environment, contact with consumers and providing work for the mentally
disabled are also included. After the dairy collector withdraws, the network proceeds
further with a larger dairy cooperative. They want to up-scale the plan to 500 dairy
farms. The network participants receive a leading role within the Cow Coach and
their network facilitator is hired by the dairy cooperative as the project leader. In this
case, the network first makes a step in the embedding phase in order to make the
dissemination phase possible.

