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1. Introduction 

RIS3CAT 2030 is Catalonia’s Smart Specialisation Strategy, approved by the 

Government with the aim of fostering environmentally sustainable, digitally advanced 

and socially just development. This strategy is based on the recognition that the 

region’s major challenges — the climate crisis, social inequalities, rural depopulation, 

pressure on health and care systems, the transformation of the production model, and 

technological changes — cannot be tackled with conventional approaches or isolated 

interventions. Systemic transformations are needed, addressing the structural causes 

of the problems and building on knowledge and collaboration among diverse actors. 

In this context, RIS3CAT 2030 commits to Shared Agendas as a tool to address deep-

rooted territorial challenges and drive these transformations. Shared Agendas are 

collective, open and evolving processes, based on a specific shared challenge and an 

explicit willingness to tackle it through co-responsibility, a future-oriented vision and 

transformative action. They are based on the creation of a shared narrative, actions 

with transformative potential and continuous learning, with the aim of launching 

alternatives that influence dominant systems. 

This document is a practical guide aimed at facilitation teams that support the 

development of Shared Agendas and the transformative innovation initiatives they 

drive. It is based on the facilitation model developed and tested by the RIS3CAT team 

of the Government of Catalonia since 2023, across more than 20 innovation camps 

involving over 1,000 people and more than 600 organizations.  It brings together 

accumulated experience in transformative innovation policy, through collaboration with 

the INGENIO research centre and the Transformative Innovation Policy Consortium 

(TIPC); in systems thinking and system mapping, drawing on joint work with the OECD 

and ReImagined Futures; and in the reorientation of smart specialization strategies 

towards transformative innovation, through cooperation with the Joint Research Centre 

of the European Commission. It also incorporates insights from previous work in 

Catalonia published in the RIS3CAT Monitoring collection.1  The proposed 

methodology is inspired by international experiences and approaches, particularly the 

work of the Collective Impact Forum, Adam Kahane, David Peter Stroh, Otto Scharmer, 

and Ingrid Burkett.  

The proposed facilitation model is designed to support the five phases of building a 

Shared Agenda. These are not linear, but adapt to the reality of each moment: 

 
1 This document is an evolution of previous documents published in the RIS3CAT Monitoring 
collection: Articulating Shared Agendas for Sustainability and Social Change (2020), 
Transformative Innovation Labs and Shared Agendas (2022) and Guidelines for Designing 
Shared Agendas (2022). 

https://record.bibliotecadigital.gencat.cat/bitstream/handle/20.500.14345/1146/ris3cat-2030-estrategia-en.pdf?sequence=9&isAllowed=y
https://economia.gencat.cat/ca/ambits-actuacio/ris3cat/2030/agendes-compartides/mapes-sistema/
https://record.bibliotecadigital.gencat.cat/bitstream/handle/20.500.14345/1148/identificacio-reptes-ris3cat-2030.pdf?sequence=4
https://record.bibliotecadigital.gencat.cat/handle/20.500.14345/1109
https://gencat-my.sharepoint.com/personal/t_fernandez_gencat_cat/Documents/collectiveimpactforum.org
https://record.bibliotecadigital.gencat.cat/bitstream/handle/20.500.14345/1117/08-monitoratge-ris3cat-agendes-compartides-en.pdf?sequence=6&isAllowed=y
https://record.bibliotecadigital.gencat.cat/bitstream/handle/20.500.14345/1131/18-laboratoris-innovacio-transformativa_en.pdf?sequence=10&isAllowed=y
https://record.bibliotecadigital.gencat.cat/bitstream/handle/20.500.14345/1134/20-guia-agendes-compartides-ris3cat-2030-en.pdf?sequence=6&isAllowed=y
https://record.bibliotecadigital.gencat.cat/bitstream/handle/20.500.14345/1134/20-guia-agendes-compartides-ris3cat-2030-en.pdf?sequence=6&isAllowed=y
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1. Building a shared, inspiring and mobilising future vision. 

2. Collective analysis of the current situation and identification of obstacles and 

opportunities to move forward. 

3. Developing an adaptive theory of change, oriented towards learning and 

transformative results. 

4. Defining collaborative actions with transformative potential. 

5. Designing a governance model that provides legitimacy, coherence and continuity 

to the initiatives promoted by the Shared Agenda. 

The facilitation model is based on a fundamental premise: transforming systems means 

transforming relationships. This is why facilitation is not just a technical methodology 

but a strategic function. The task of facilitation teams is to create the conditions for new 

frameworks of trust, cooperation and new possibilities for economic, social and 

environmental development to emerge in the territory. It is about creating safe spaces 

where actors can share diverse perspectives, question business as usual and co-

create alternatives that enable progress towards the desired future. 

The facilitation model does not aim to find an optimal solution (vertical collaboration) 

nor to simply add up individual actions (horizontal collaboration), but to promote radical 

collaboration that balances a shared direction with the autonomy of actors, oriented 

toward action. This approach recognises the structural tensions (polarities) that arise in 

any change process and proposes mechanisms to manage them constructively. This 

makes Shared Agendas not closed documents but living processes that evolve 

according to evidence, context and results. The action-oriented focus enables actors to 

achieve tangible results within a relatively short timeframe (a few months), which 

strengthens their willingness to collaborate, legitimizes the shared agenda, attracts new 

stakeholders, and increases funding opportunities. 

Section 2 presents the characteristics of the facilitation model. Sections 3 to 7 then 

provide a set of principles, tools and lessons to support the five phases of building 

Shared Agendas. Finally, Section 8 contains the conclusions.
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2. Facilitation model 

The construction of Shared Agendas starts from the willingness of a group of diverse 

actors to collaborate in transforming a reality that is not as desired. These actors are 

aware that they cannot face complex challenges alone and that a different way of 

collaborating is needed: a radical collaboration, based on trust, shared responsibility, 

and the determination to generate deep changes in the system. However, this 

collaboration is not free from tensions. In any transformation process, polarities appear: 

dilemmas where two seemingly opposing options are actually interdependent and 

equally necessary. Learning to recognise and manage these polarities is just as 

important as building alliances. This section therefore explores two key dimensions of 

facilitation: radical collaboration, as the relational foundation of the process, and the 

management of polarities, as a tool to navigate complexity and enable progress toward 

the desired future. 

2.1. Radical collaboration 

The facilitation model of the Shared Agendas is based on a willingness to engage in 

radical collaboration, which is characterised by five elements (inspired by Tamm and 

Luyet2): 

• Collaborative intent: commitment to work with others and to establish relationships 

based on mutual interest. 

• Openness: creating a safe environment where concerns can be raised, problems 

resolved, and difficult issues addressed. 

• Self-responsibility: each person takes responsibility for their own decisions and 

their consequences, both intended and unintended. It is about consciously seeking 

solutions, recognising oneself as part of both the problem and the solution. 

• Self-awareness and awareness of others: the ability to reflect, self-critique and 

know oneself (values, intentions, motivations, fears, feelings) is key to making 

effective decisions and building strong relationships. It is equally fundamental to 

understand the concerns, intentions, and motivations of others, as well as their 

cultural and situational context. 

• Managing expectations and conflicts: conflicts are inherent in transformation 

processes. One must be willing to manage and resolve them through solutions that 

strengthen relationships and foster an environment of cooperation and trust. 

 
2 TAMM, J. W.; LUYET, R. J. Radical Collaboration: Five essential skills to overcome 

defensiveness and build successful relationships. Harper Collins Publishers, 2019.  
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Even with the willingness to collaborate, there are often obstacles stemming from the 

diversity of interests and agendas. For this reason, one of the main challenges for 

facilitation teams is to remove these barriers and build trust. According to Adam 

Kahane,3 there are two predominant models of collaboration: vertical and horizontal, 

and actors often tend towards one model or the other: 

• Vertical collaboration is based on hierarchy and the pursuit of an optimal common 

solution. It can lead to rigidity and tensions. 

• Horizontal collaboration respects the diversity of visions and allows each actor to 

decide how to get involved. It can lead to fragmentation and lack of coordination. 

Radical collaboration, which seeks a balance between these two models, requires: 

• A shared direction while maintaining the autonomy of the actors. 

• A governance model based on agreements and commitments (equitable 

hierarchy). 

• Trusting relationships among the actors who want to collaborate and a shared 

vision of the problem and the desired future. 

This combination makes it possible to overcome the limitations of the vertical and 

horizontal models (rigidity, domination, fragmentation and paralysis) and to enhance 

their strengths (coordination, cohesion, autonomy and diversity) (see Table 1). 

Table 1. Comparative table of the radical collaboration model in relation to the 

vertical and horizontal models 

 Vertical Horitzontal Radical 

Focus Maximising value for 
the whole (the best 
solution) 

Maximising value 
for each actor 

Balancing the values of 
the other two models 

Strategy Hierarchy (trust in 
authority and 
expertise) 

Autonomy (each 
actor decides how 
to engage) 

Overcoming structural 
barriers that prevent 
radical collaboration 

Governance 
Hierarchical 
leadership 

Equality among 
actors 

Agreements and 
commitments among 
actors (equitable 
hierarchy) 

 
3 KAHANE, A. Facilitating breakthrough.  Berret-Koehler Publishers. Ink, 2021.  
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 Vertical Horitzontal Radical 

Strengths Coordination and 
cohesion 

Autonomy and 
diversity 

Balance of the strengths 
of both models 

Limitations Rigidity and 
domination 

Fragmentation and 
paralysis 

Minimising the limitations 
of the other two models 

Source: Own elaboration based on A. Kahane (2021) 

2.2. Managing polarities 

Facilitation is not aimed at seeking consensus (as in the vertical model), nor at simply 

adding up individual actions (as in the horizontal model). The objective is to explore 

new possibilities that create value for the different actors and help unlock the current 

situation. The facilitation team must create the conditions for actors to identify, accept, 

and debate their visions, expectations, interests, and conflicts. This makes it possible 

to overcome system inertia and open the door to new opportunities and collaborative 

solutions that previously seemed unimaginable. 

In this context, it is essential for facilitation to be able to manage the tension between 

seeking consensus and respecting the autonomy of the actors. This tension is not a 

problem to solve but a dynamic to manage continuously. And it is precisely at this point 

that one of the most significant challenges of transformation processes emerges: the 

management of polarities. 

Polarities are situations where two seemingly opposing options are, in reality, 

interdependent and necessary. It is not about choosing one and discarding the other, 

but about recognising that both bring value and must be managed in a balanced way. 

These tensions are inherent to transformation processes and, if not made explicit, can 

lead to blockages and conflicts. The key is to identify the benefits and risks associated 

with each pole and to establish mechanisms to maximise the former and minimise the 

latter. This requires an open attitude, listening skills, and a willingness to build solutions 

that integrate diverse perspectives. 

Managing polarities does not seek a middle ground, but the dynamic balance that best 

fits the objectives and context of each moment. This skill is particularly relevant in 

complex environments like those of the Shared Agendas, where optimal decisions are 

not evident and the ability to adapt and learn collectively is key to moving forward. 
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Table 2. Examples of polarities to manage in Shared Agenda  

Polarity Description 

Planning – Adaptation 

Planning provides structure, clarity, and predictability. 
Adaptation allows response to uncertainty, changes, and 
emerging learning. Shared Agendas must combine both 
to be effective and resilient. 

Short term (immediate 
results) – Long term 
(systemic 
transformations) 

The short term addresses urgencies and generates 
visible results. The long term addresses the structural 
causes of problems. Actions need to balance tangible 
results with systemic transformation processes. 

Transformative potential 
(impactful alternatives) – 
Feasibility 
(implementable 
solutions) 

Alternatives with transformative potential may initially 
seem unfeasible. Feasible solutions may be insufficient to 
generate real change. Facilitation must seek actions that 
combine both dimensions. 

Diversity (inclusion of 
multiple perspectives) – 
Operability 

Diversity enriches the process and legitimises decisions 
but can complicate the concretion of actions. Complexity 
must be managed without losing the ability to act. 

Specialisation (expert 
knowledge) – 
Interdisciplinarity 
(connecting knowledge 
domains) 

Specialisation deepens technical solutions. 
Interdisciplinarity enables tackling complex problems. 
Agendas must connect experts with diverse actors. 

Participation 
(involvement of 
concerned actors) – 
Representativeness 
(presence of key 
stakeholders) 

Active participation generates commitment. 
Representativeness ensures legitimacy. Motivated actors 
must be combined with strategic stakeholders. 

Source: Own elaboration 

As explained in the following sections, facilitation strategies combine working with small 

groups (core group) and with larger, more diverse groups (innovation camps). In both 

cases, it is necessary to find the balance between vertical and horizontal collaboration 

models, enhancing their strengths and minimising their limitations. 

https://economia.gencat.cat/ca/ambits-actuacio/ris3cat/2030/agendes-compartides/camps-innovacio/


 

 

RIS3CAT 2030 10 

3. Building the shared future vision 

Once the problematic situation to be addressed has been recognised, the first step in 

building a Shared Agenda is to define a shared future vision and secure the 

commitment of the actors to dedicate efforts and resources to move in that direction.4 

The vision must describe a desired aspirational state, and it should serve to: 

• Generate a shared narrative. 

• Provide legitimacy, acceptability, and accountability to the actions decided upon. 

Therefore, the objective of the shared future vision is not to define objectives, 

indicators, or specific actions, but to align the expectations of the different actors so 

that they direct their efforts in the same direction and commit to it. The vision must be: 

• Ambitious and inspiring: it should motivate actors to work together to build the 

future they desire for their territory. 

• Rooted in reality: it should be based on the experiences, values, and knowledge of 

local actors. 

• Inclusive: it should be broad enough to incorporate actors with diverse 

perspectives. 

The vision should be complemented by identifying the changes it requires in the 

behaviour of actors and organisations, and in the institutional, social, economic, and 

cultural environment. These changes are defined as challenges that the agenda’s 

actions will need to address. 

It is recommended to: 

• Initially build the vision with the agenda’s core group. 

• Later review and validate it with the territory’s actors. 

• In some cases, before working on the future vision, it may be useful to deepen the 

collective understanding of the problematic situation (see Section 4). 

 
4 A problematic situation is understood as a reality that presents a set of complex problems and 
challenges. 
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4. Collective analysis of the current situation 

Once the shared future vision has been defined, the next step is to understand the 

reality or system that is to be transformed. This involves identifying the forces and 

elements (people, structures, regulations, values, etc.) that shape the structure and 

functioning of the current system. 

This analysis process is key because it determines the nature and orientation of the 

actions that will be defined later. The facilitation team must ensure that the 

understanding of the problem reflects the diversity of perspectives among actors, 

without forcing consensus. The main tools we use are: 

• Problem wheel 

• Pentagon of system dimensions 

• System map 

• Polarity map 

• Value chain 

The use of these tools is adapted to each context and can be combined according to 

the needs of the process. The goal is not to reach consensus, but to build a shared and 

coherent understanding of the current situation, which serves as a foundation for 

collective action. Two themes that often arise at this stage are: 

• The need to give more visibility and support to existing initiatives with 

transformative impact. 

• The limitations of institutional structures to incorporate innovation and adopt 

alternative practices. 

The templates of the tools used by the RIS3CAT team of the Government of Catalonia 

are available online.  

4.1. Problem wheel5 

One of the first activities proposed to actors who want to launch a Shared Agenda or a 

transformative innovation initiative is to jointly analyse the problematic situation. Often 

the analysis begins with the problem wheel, a visual tool that helps to identify and 

share different perspectives on the problem, its causes, and consequences. The 

problem wheel serves to: 

 
5 The template has been developed based on  BURKETT, I, Problem Framing Canvas Handbook: 
Making sense of problems for better responses, Griffith University, 2023. 

https://miro.com/app/board/uXjVKWQ6iWU=/?share_link_id=166846605095
https://research-repository.griffith.edu.au/items/a08acdc0-809f-4b65-8afe-43b24ee9334b
https://research-repository.griffith.edu.au/items/a08acdc0-809f-4b65-8afe-43b24ee9334b
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• Visualise the diversity of views on the problem. 

• Identify structural causes and effects. 

• Detect possible opportunities for transformation. 

• Foster empathy and mutual understanding among actors. 

It is divided into four quadrants, with questions that guide collective reflection: 

• Initial formulation of the problem (what are the problems?; why are they 

problems?) 

• Causes (what gives rise to this problematic situation?) 

• Consequences (who benefits from the current situation?; who is harmed?) 

• Opportunities (how could we reframe the problem so that it becomes an 

opportunity or a solution?) 

This tool is a good initial exercise to break the ice and start building trust among actors: 

it helps them recognise the diversity of viewpoints as an asset, not an obstacle, while 

allowing them to visualise the complexity of the problem and the need for collaboration. 

 Image 1. Problem wheel 

 
Source: photograph taken during the innovation camp, based on Burkett, I. 

When using the problem wheel, it is important to bear in mind that the analysis of the 

problem is not neutral: it depends on who participates and on their experiences. The 
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results of the exercise are very different when this analysis is linked to the shared 

future vision.6 

A complementary exercise to the wheel is to ask participants to identify which 

dynamics or behaviours they would like to see more often (and should be encouraged) 

and which they would like to see less often (and should be transformed or abandoned). 

4.2. System dimensions pentagon 

Before working with the pentagon tool, it is important that actors clearly understand the 

conceptual framework of transformative innovation and the multi-level perspective that 

underpin RIS3CAT 2030 and the Shared Agendas. 

According to this approach, complex challenges cannot be addressed solely through 

science, technology, or public policy. It is necessary to transform the socio-technical 

systems that provide basic services (food, health, mobility, energy, education, etc.), 

and this implies changing dominant practices. To transform systems, three interrelated 

levels must be taken into account: 

1. Global trends, which put pressure on the dominant system and open up 

opportunities (for example, climate change, artificial intelligence, or population 

ageing). 

2. The dominant system (business as usual), made up of stable structures, norms, 

and accepted practices. When it fails to adapt to its environment, it becomes 

dysfunctional and vulnerable. 

3. Experimentation spaces (niches), which promote alternative practices that can 

contribute to the transformation of the dominant system. 

The interaction between these levels is the driver of systemic transformation. While it 

cannot be controlled, it can be influenced. 

 

 
6 This frame has been developed by researchers from the Transformative Innovation Policy 
Consortium (TIPC).  

https://tipconsortium.net/
https://tipconsortium.net/
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Image 2. The multi-level perspective of transformative innovation policy 

 
Source: Own elaboration, based on Schot and Geels7 

In the innovation camps of RIS3CAT 2030, the pentagon tool is used as a central 

instrument to facilitate a collective systemic analysis of the shared challenge. This tool 

allows actors to identify, in a structured way, the obstacles (inhibitors) and opportunities 

(enablers) that condition the system’s evolution towards the shared future vision. 

The pentagon distinguishes the five key dimensions of socio-technical systems, 

according to the transformative innovation policy approach: 

1. Policies and governance: rules, policies, roles, and decision-making mechanisms. 

2. Markets: economic dynamics, business models, incentives, and barriers. 

3. Investment and financing: availability of and access to financial resources to drive 

change. 

4. Science, technology, and infrastructures: technical, scientific, practical, and cultural 

knowledge, as well as its circulation and applicability. 

5. Society and culture: values, beliefs, imaginaries, and social practices that shape 

actors’ behaviour. 

 
7  GEELS, F. V. i SCHOT, J. (2007). Typology of socio-technical transitions pathways. Research 

Policy, Elsevier, núm. 36 (2007).  

 

https://doi.org/10.1016/j.respol.2007.01.003
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During the innovation camp workshops, participants work in groups to identify, within 

each dimension, which elements hinder or enable transformation. This analysis is 

carried out participatively, using visual templates that facilitate collective reflection and 

the construction of a shared narrative about the system. 

Image 3. Results of the pentagon tool exercise 

 

Source: photographs taken during the innovation camp 

Usually, two pentagons are used: one for obstacles or inhibitors and one for enablers 

or opportunities. Once identified, they can be classified into four categories to facilitate 

prioritisation and action: 

• Elements that can be influenced with current resources and capacities. 

• Elements that require the involvement of other actors or modifications to existing 

structures. 

• Elements that cannot be transformed directly but can be influenced through 

collective pressure, political advocacy, or influence strategies. 

• Relevant elements that currently remain out of reach, which must be monitored 

and tracked. 

This classification helps to focus efforts, identify strategic alliances, and avoid 

frustration. 
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Image 4. Results of the prioritisation of obstacles and enablers

 

Source: photograph taken during an innovation camp 

It is common for actors to attribute obstacles to third parties, especially institutions, 

regulations, or other agents perceived as responsible for the blockage. This tendency 

can limit the capacity for collective action and reinforce a fragmented view of the 

system. In these cases, the facilitation team must promote critical and constructive 

reflection on one’s own responsibility, helping actors to identify which internal 

decisions, practices, or inertia may be contributing to maintaining the current situation. 

This perspective does not seek to assign blame, but rather to identify opportunities to 

act from within the system, recognising that change often begins with what is 

immediately within reach. Fostering this attitude of self-responsibility and shared 

responsibility is key to activating the transformation processes promoted by the Shared 

Agendas. 

 4.3. System maps 

System maps are a fundamental tool for understanding how a complex system works 

and for building a shared narrative among the actors involved. These maps make it 

possible to visually represent the interconnections between the different elements that 

make up a system — social, economic, cultural, institutional, and technological factors 

— and to understand how they interact to produce the observed outcomes. It is not 

only about identifying isolated components, but about capturing the dynamics, 

feedback loops, and cause–effect relationships that explain why the current system 

behaves as it does. 

System maps: 

• Visualise the interdependencies between actors, structures, norms, values, and 

practices. 

• Identify enablers and inhibitors of change, showing where resistance is 

concentrated and where opportunities may emerge. 
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• Foster a collective understanding of the system, integrating multiple perspectives 

and knowledge. 

• Serve as a basis for the theory of change, helping to identify the most strategic 

intervention levers and to orient actions toward transformative outcomes. 

These maps are not neutral or closed tools. Their value lies in the collective 

construction process, which allows actors to share knowledge, pool their experiences, 

and build a shared systemic perspective. The map thus becomes a tool for dialogue, 

learning, and strategic alignment for the Shared Agendas.8 

If the challenge to be addressed is already covered in one of the RIS3CAT 2030 

system maps, that map can be used as a starting point. If no specific map exists, 

actors can build a new one, adapted to their context and specific challenge. This 

process can be particularly useful for revealing new connections, identifying knowledge 

gaps, or questioning dominant assumptions. A notable example is the Shared Agenda 

of Manresa and Bages, which developed a systems map on chronicity and dependency 

in Bages. This map helped actors identify effective levers for change, visualise 

structural tensions in the care system, and guide actions toward deeper, more 

sustainable transformation. 

Image 5. RIS3CAT 2030 system maps 

 
Source photographs taken in two innovation camps 

 4.4. Polarity map 

Often, actors who share the future vision they want to achieve have very different ways 

of approaching the goal — not better or worse, simply different and possibly 

complementary and not mutually exclusive. Working on polarities makes it possible to 

manage conflicts, because it brings them to the surface and helps foster understanding 

of the need to include others’ perspectives in the search for solutions. It also facilitates 

the generation of new agreements without having to give up the diversity of 

 
8 The document Systems maps of the RIS3CAT 2030 explains how these maps are created and 
used in Shared Agendas.  

https://economia.gencat.cat/ca/ambits-actuacio/ris3cat/2030/agendes-compartides/mapes-sistema/
https://economia.gencat.cat/ca/ambits-actuacio/ris3cat/2030/agendes-compartides/mapes-sistema/
https://reimagined-futures.kumu.io/systems-map-on-chronicity-and-dependency-in-bages
https://reimagined-futures.kumu.io/systems-map-on-chronicity-and-dependency-in-bages
https://record.bibliotecadigital.gencat.cat/bitstream/handle/20.500.14345/2255/en_mapes-sistema-ris3cat2030.pdf?sequence=6&isAllowed=y
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perspectives and approaches and opens up new possibilities for designing more 

effective actions. Therefore, this tool is useful for actors to recognise each other and to 

reduce the pressure to reach agreements before being able to move forward. 

The polarity map (see Image 6) makes it possible to work with both poles of a polarity 

(the options shown on the left and right of the map). The upper part of the map focuses 

on the value of focusing on one pole or the other and on the actions that can be taken 

to maximise that value. The lower part focuses on the unintended consequences of 

focusing too much on one pole or the other and on the warning signs to avoid (or 

minimise) those unintended consequences. 

In addition, the map identifies actions that maximise the benefits of each pole and 

minimise the unintended consequences of focusing on only one of them. Finally, it also 

includes indicators or signals that help anticipate when the balance is drifting away 

from the optimal point or when unintended consequences are emerging (warning 

signs). 

One challenge that has been addressed using the polarity map is the governance of 

water management in the counties of Girona. Some actors prioritised solutions to 

optimise water management and ensure its availability for economic activities and 

human consumption, while others saw the need to highlight the ecosystem services of 

water and therefore prioritised other solutions. The exercise with the polarity map 

allowed the actors to recognise that both visions are necessary and complementary, 

and that addressing the water management problem in the territory requires everyone 

to contribute (see Image 7). 
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Image 6. Polarity map 

Source: own elaboration, based on Clear Impact Consulting Group.9 

 Image 7. Results of the polarity map exercise at an innovation camp

 

Source: photograph taken in an innovation camp. 

 
9 CLEAR IMPACT CONSULTING GROUP. The power of polarity thinking, 2021.  

https://clear-impact.medium.com/the-power-of-polarity-thinking-594644b0f8d6
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4.5. Value chain 

Transformative innovation initiatives and Shared Agendas often arise from the 

willingness of a group of actors to collaborate in addressing a common issue. When 

these actors come from very different sectors and their initiatives are not connected to 

each other, it can be useful to build a value chain diagram. This tool allows: 

• Visualising all the actions related to the initiative. 

• Identifying disconnected or poorly articulated links. 

• Detecting opportunities for collaboration among actors working in complementary 

areas. 

• Building a shared narrative about how collective value can be generated. 

The value chain tool was used in an innovation camp for an initiative to promote food 

sovereignty and reduce food waste. This initiative is based on a shared future vision for 

the territory: “An agro-food system in the county of Gironès that is sovereign, circular, 

just and sustainable, fostering the integration of people at risk of social exclusion, and 

paying special attention to food waste, situations of food vulnerability, and the health of 

people and the planet.” 

The diagram developed in this innovation camp included the links of agricultural 

production; collection and management of food waste; logistics and storage; food 

preparation and menus for collective dining halls; and distribution and consumption 

(see Image 8). Although there were actors working at each of these stages, their 

actions were not interconnected. The work with the value chain made it possible to 

visualise the whole, identify synergies, and detect gaps that needed to be addressed to 

move towards the shared vision. 

The value chain exercise helps actors to: 

• Recognise the interdependence between their actions. 

• Build strategic alliances to strengthen the coherence and impact of the initiative. 

• Orient actions towards an ecosystem logic, where each link contributes to 

transforming the system. 
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Image 8. Results of the value chain exercise at an innovation camp 

 

Source: photograph taken in an innovation camp. 
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5. Theory of change and monitoring system 

5.1. Introduction 

The theory of change is not a closed document, but a dynamic framework that evolves 

throughout the process of building the Shared Agenda: 

• The theory of change helps actors to visualise how the desired transformations 

can take place and to orient actions in that direction. 

• Once the actions are defined, the theory of change serves as the basis for the 

monitoring system. 

• Over time, it is adapted as new actors join, learning takes place, and the context 

changes. 

• Throughout the entire process, the theory of change acts as the guiding thread of 

the Shared Agenda narrative. 

The main goal of Shared Agendas is not to deliver specific solutions, but to foster 

alternative practices that pave new development pathways toward a greener, more 

just, and more resilient system. In line with the transformative innovation policy 

approach, the theories of change underpinning the Shared Agendas aim for three types 

of transformative outcomes. (based on Ghosh et al.)10: 

• Strengthening and connecting alternative practices: Creating and consolidating 

innovation niches that offer real alternatives to the dominant system. 

• Expansion of alternative practices: Diffusion and adoption of practices by more 

actors and territories. 

• Opening of the dominant system: Integration of alternative practices into the 

structures, norms and values of the established system. 

Not all agendas immediately contribute to all three transformative outcomes, but all 

should aspire to do so in order to transform systems. This aspiration guides strategic 

decisions and helps identify the actions with the greatest transformative potential. 

 
10 GHOSH, B.; KIVIMAA, P.; RAMIREZ; M., SCHOT; J.; TORRENS, J. Transformative Outcomes: 

Assessing and reorienting experimentation with transformative innovation policy Transformative 
outcomes. Transformative Innovation Policy Consortium (TIPC), 2021.  

https://www.tipconsortium.net/publication/transformative-outcomes-assessing-and-reorienting-experimentation-with-transformative-innovation-policy
https://www.tipconsortium.net/publication/transformative-outcomes-assessing-and-reorienting-experimentation-with-transformative-innovation-policy
https://www.tipconsortium.net/publication/transformative-outcomes-assessing-and-reorienting-experimentation-with-transformative-innovation-policy
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5.2. The transformative outcomes11 

1. Strengthening and connecting alternative practices (building and strengthening 

niches) 

Shared Agendas often start from initiatives that already promote practices that are 

alternative to the dominant system. These practices can be technological, social, 

cultural or organisational, and they have the potential to generate new development 

trajectories. For these practices to grow and have an impact, it is necessary to: 

• Strengthen the networks of actors driving them, fostering collaboration and mutual 

trust. 

• Promote collective learning, especially learning that challenges dominant mental 

models and assumptions (values, beliefs, routines). 

• Generate evidence and narratives that legitimise the alternatives and strengthen 

their credibility with other system actors. 

This outcome is particularly relevant in the early stages of a Shared Agenda, when 

alternative practices are still fragile or little known. 

2. Expansion of alternative practices 

For alternative practices to have a systemic impact, it is not enough to consolidate 

them in a specific setting. They must expand and be adopted by more actors and in 

more territories. This expansion can take different forms: 

• Local adoption by other actors in the territory who were not initially involved. 

• Territorial transfer, through the circulation of ideas, people, technologies or 

methodologies to other contexts. 

• Institutionalisation, that is, the integration of alternative practices into the norms, 

policies, structures and values of the system. 

Expansion is not automatic: it requires deliberate strategies, alliances, resources, and 

often institutional support. It also implies adapting practices to new contexts without 

losing their transformative potential. 

3. Opening of the dominant system to integrate alternative practices 

The third transformative outcome refers to the capacity of the dominant system to 

integrate alternative practices. This entails a profound transformation of the structures, 

 
11 The description of transformative outcomes is an adaptation of the transformative outcomes 
developed by the Transformative Innovation Policy Consortium (TIPC). 
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norms and values that shape the current functioning of the system. Shared Agendas 

can contribute to this outcome by: 

• Creating more participatory governance models, which incorporate diverse actors 

and promote collective action. 

• Generating narratives and evidence that challenge the status quo and open up 

space for new ways of doing. 

• Building alliances with key system actors (administrations, companies, investors, 

research centres, etc.) to facilitate the integration of alternatives. 

This outcome is the most demanding, but also the one with the greatest transformative 

potential. It requires time, perseverance, and a clear strategy to influence the dominant 

structures. 

5.3. Theory of change 

The theory of change is the tool that articulates the narrative of the Shared Agenda and 

serves as the basis for the monitoring system. It integrates all the elements developed 

in the previous phases: the shared future vision, the analysis of the current system, the 

identified obstacles and opportunities, and the transformative outcomes to be achieved. 

The transformations driven by the Shared Agendas are emergent, iterative, and 

uncertain processes. They cannot be planned in a linear way or predicted with 

precision. Therefore, the theory of change must be adaptive, allowing actors to learn, 

adjust, and evolve as the process advances. 

Unlike conventional theories of change, which are based on predefined objectives and 

outcomes, the theory of change of the Shared Agendas requires an attitude of curiosity 

and openness. It is about collectively building a hypothesis of change that can be 

revised and reformulated based on learning and changes in the context. 

This theory of change must acknowledge the complexity of the system and the 

interdependence among actors, and it must allow actors to visualise how actions can 

help to unblock dynamics and trigger transformations. It is organised into four 

interrelated levels: 

1. Shared future vision: Defines the horizon towards which the actors want to move. It 

is an aspirational vision, collectively built, that guides all actions of the agenda. 

2. Necessary changes in people, organisations, and environment: These are the 

concrete, observable changes that need to occur to make the vision a reality. They 

include, for example, changes in behaviours, preferences, or values; new business 

models, policies, or incentives; or transformations in the physical, social, and 

institutional environment. In agendas that have a reference system map, this map 

can help identify these changes (see Section 4.3). 
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3. Obstacles and opportunities: These are the forces that need to be deactivated 

(inhibitors) or activated (enablers) to achieve the desired changes. They are 

worked on using the dimensions of the system (governance, markets, finance, 

knowledge, culture) and can be identified through tools such as the pentagon or 

the system map (see Sections 4.2 and 4.3). 

4. Collaborative actions: These are the proposed actions to address obstacles and 

leverage opportunities. Priority is given to those that: are linked to several 

challenges across different system dimensions; require the collaboration of 

multiple actors; and contribute to transformative outcomes (see Section 5.2). 

The theory of change is first developed with the agenda’s core group, using a 

collaborative template (for example, on Miro). This template (see Image 9) serves as a 

support for collective reflection and to structure discussions on what the actors want to 

achieve and how. During this process, it is important that the actors have a shared 

understanding of the problematic situation and the future vision; jointly identify the key 

obstacles and opportunities; and define the necessary changes and priority actions. 

The theory of change must incorporate actions from various actors and consider 

elements that lie outside the direct scope of the agenda but may influence the 

transformation process. In parallel with its development, the core group prepares the 

content of the RIS3CAT transformative innovation initiative form. This form is a 

requirement for accessing funding from the Knowledge Regions call and must be 

validated by the RIS3CAT 2030 team of the Government of Catalonia. 

 

 

https://record.bibliotecadigital.gencat.cat/bitstream/handle/20.500.14345/1147/iniciatives-innovacio-transformativa-RIS3CAT2030-en.pdf?sequence=10&isAllowed=y
https://recercaiuniversitats.gencat.cat/ca/03_ambits_dactuacio/transferencia-coneixement/regions-coneixement/crida-regions-coneixement/
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Image 9. Theory of change template

 
Source: Own elaboration based on resources from the  TIP Resource Lab 

5.4. Monitoring system 

The monitoring system of the Shared Agendas adopts a formative evaluation 

approach, meaning it does not merely measure results but prioritises collective 

learning.12  The goal is to help the actors involved better understand the changes 

taking place and to make informed decisions to increase the impact of their actions. 

This approach is especially relevant in systemic transformation contexts, where 

changes are complex, non-linear, and often hard to predict. 

The transformations promoted by the Shared Agendas result from the interaction of 

multiple forces and actors. For this reason, the monitoring system: 

• Does not focus on individual interventions. 

• Takes into account the context and the interactions between actions. 

 
12  MOLAS-GALLART, J.; BONI, S.; GIACHI, S.; SCHOT, J. A formative approach to the evaluation of 
Transformative Innovation Policies. Research Evaluation, 2021. 

https://tipresourcelab.net/
https://academic.oup.com/rev/article/30/4/431/6342449?login=false
https://academic.oup.com/rev/article/30/4/431/6342449?login=false
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• Also considers external factors that can influence results, even if they lie beyond 

the direct scope of the agenda. 

This systemic perspective makes it possible to better capture side effects, synergies, 

and tensions that may emerge during the process. 

Shared Agendas use two types of indicators, each with a distinct function and logic 

within the monitoring system. On one hand, there are indicators of direct results of the 

actions (outputs). These indicators: 

• Are specific, observable, and measurable, both quantitatively and qualitatively. 

• Are closely linked to the actions promoted by the agenda. 

• Make it possible to assess whether the actions are effectively contributing to 

activating opportunities and deactivating obstacles identified during the analysis of 

the current situation. 

On the other hand, there are indicators of change in people, organisations, and 

environments, which: 

• Reflect the changes the agenda aspires to promote, but which cannot be directly 

attributed to a specific action. 

• Are also observable and specific, but often difficult to measure directly. 

To track these more indirect or systemic changes, two additional types of indicators are 

used: 

• Proxy indicators, which measure phenomena indirectly when they are difficult to 

observe directly. 

• Sentinel indicators, which signal emerging trends or early changes within the 

system. 

Sentinel indicators are particularly relevant in transformation contexts because they 

allow the detection of initial movements that may foreshadow profound medium- or 

long-term changes. For example, in an agenda aimed at transitioning a rural territory 

towards a circular bioeconomy, a sentinel indicator could be the proportion of waste 

that is valorised through its incorporation into new value chains. This indicator not only 

reflects an operational change but also points to a transformative trend in the territory’s 

production and consumption system. 

5.5. Learnings 

The monitoring system of the Shared Agendas must not only enable the tracking of 

actions but also capture the learning generated throughout the process. This learning is 
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essential for adapting strategies, improving actions, and progressing towards systemic 

transformations. The learning can be first-order or second-order. 

First-order learning 

This is the kind of learning that improves the operational effectiveness of actions 

without questioning the underlying assumptions of the system. It helps to adjust 

processes, methodologies, and tools to make them more efficient or effective. 

Examples of first-order learning include: 

• Reorganising the operation of a public service to improve accessibility. 

• Making coordination more agile among entities involved in an initiative. 

• Incorporating a new technology tool to facilitate an existing process. 

• Improving communication among actors to reduce misunderstandings or 

duplications. 

These learnings are important because they optimise actions, but they do not tackle 

the root of the problem nor have a systemic impact. 

Second-order learning 

This refers to learning that involves questioning and transforming the assumptions, 

values, structures, and relationships that sustain the current system. These learnings 

are key to driving systemic and lasting change. Examples of second-order learning 

include: 

• Shifting from thinking of a “user” to thinking of a “co-responsible” party in a service. 

• Redefining the goal of providing care to building caring communities. 

• Changing the public policy model: from deciding at the centre to co-creating from 

the territory. 

• Recognising that innovation is not only technological but also social, cultural, and 

institutional. 

These learnings require deep reflection, spaces for dialogue and trust, and often 

emerge from tensions, mistakes, or unexpected results. For these learnings to happen 

and consolidate, the monitoring system must: 

• Make visible the changes taking place, even if they are only incipient. 

• Generate spaces for collective reflection to interpret results and adjust strategies. 

• Integrate the diversity of perspectives of the actors involved. 

• Document and share both internal and external learnings. 
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6. Definition of actions 

Once the shared future vision has been agreed and the current situation analysed, the 

actors find themselves in a new framework of understanding and possibility. This 

framework allows them to experiment with new ways of doing (practices, processes, 

roles), new forms of organisation and participation, new ways of using technology, and 

new values, attitudes, and imaginaries of the future. 

Shared Agendas do not seek consensus understood as uniformity, but rather the 

generation of diverse alliances to tackle challenges from multiple perspectives and 

capacities. This means promoting actions that, while diverse, are aligned with the 

shared vision and the theory of change. 

Therefore, actions are not conceived as isolated projects, but as parts of an ecosystem 

that shares a common direction; is made up of diverse actors collaborating from their 

own autonomy; and evolves adaptively according to context and learning. These 

actions may include: 

• Creation of new roles, spaces, or practices. 

• Consolidation and expansion of existing alternatives. 

• Substitution or elimination of obsolete elements that hinder change. 

• Generation of new knowledge and evidence. 

• Development of new individual and collective capacities. 

• Formation of networks and alliances with other actors and territories. 

The first actions are developed in innovation camps, based on the identified inhibitors 

and enablers. The actors define and prioritise actions according to: 

• Implementation capacity. 

• Technical, political, and economic feasibility. 

• Potential impact on system transformation. 

• Required effort. 

Tools such as feasibility/impact or effort/impact matrices are used to facilitate collective 

decision-making (see Image 10). Actions that address challenges across different 

system dimensions and require the collaboration of multiple actors are prioritised. 
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Image 10. Results of the action prioritisation

 

Source: Photograph taken in an innovation camp. 

Actions are implemented through autonomous working groups, made up of territory 

actors who show interest and commitment to the agenda’s objectives. These groups 

are organised around specific challenges or opportunities and operate with a high 

degree of autonomy, but within a shared framework. 

The technical office (see Section 7) plays a coordinating and supporting role, ensuring 

that the actions developed by each group are aligned with the theory of change and the 

shared future vision. It also facilitates connections between groups, promotes 

synergies, and ensures the overall coherence of the process. 

It is essential that discussions within the working groups focus on what needs to be 

done collectively to move towards the shared objectives, rather than on who should 

assume each task. This orientation helps maintain flexibility and adaptability throughout 

the process — key aspects in complex and changing environments. 

In many cases, the proposals emerging from the innovation camps need to be 

validated and refined within the participating organisations. Therefore, actors often 

need to bring the ideas developed back to their respective institutional or organisational 

spaces to assess their feasibility and possible level of involvement. 
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For actions to have real and sustained impact, the following elements must be taken 

into account: 

• Sustainability and equity: Assess who captures the value generated and who 

bears the costs, in the short, medium, and long term. 

• Monitoring and learning: Accompany actions with evaluation processes and 

evidence generation. 

• Involvement of research: Involve researchers to analyse results, generate 

knowledge, and strengthen the legitimacy of alternatives. 

• Territorial and global perspective: Connect local challenges with global transitions 

to increase transferability and impact. 

• Inter-territorial collaboration: Participate in networks and interregional projects to 

share learning and accelerate systemic change.13  

 

 

 
13 This is the focus of the governance project Dialogue4Innovation of the Interreg Euro MED 
Programme. See the document  Guide for the design and implementation of the Innovative 
Sustainable Economy (ISE) Mission Transformative Innovation Policy Labs (TIPLabs). 

https://record.bibliotecadigital.gencat.cat/bitstream/handle/20.500.14345/2246/ise-mission-tiplabs%20guide.pdf?sequence=1&isAllowed=y
https://record.bibliotecadigital.gencat.cat/bitstream/handle/20.500.14345/2246/ise-mission-tiplabs%20guide.pdf?sequence=1&isAllowed=y
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7. Governance design 

Governance is a central element in the development of a Shared Agenda. It not only 

structures the process but also ensures its coherence, legitimacy, and adaptability. Its 

design must respond to the collaborative and transformative nature of the agendas, 

avoiding both the rigidity of a hierarchical model and the dispersion of a purely 

horizontal model. 

The proposed methodology advocates for a dynamic, flexible, and participatory 

governance that evolves with the pace of the process and adapts to the needs of the 

territory. This governance is built around three main components: the steering 

committee, the technical office, and the working groups. Its configuration is neither 

predetermined nor static; it is activated once the actors have already progressed in 

building the shared vision, understanding the system, defining the theory of change, 

and initiating actions. 

7.1. Roles of the different actors 

For a Shared Agenda to be effective, legitimate, and transformative, it requires the 

participation of diverse actors who assume complementary roles. Beyond institutional 

representation, it is essential to identify people who bring: 

• Intention: actors with motivation, commitment, and the ability to drive change. 

They often have formal authority or social recognition and can mobilise support 

and resources. 

• Experience: people who have lived the problem first-hand, who know the territory 

and its dynamics. Their involvement ensures that the actions respond to real 

needs. 

• Design and methodology: facilitators capable of coordinating, connecting, and 

documenting the process. They bring methodological rigour, promote inclusion, 

and safeguard overall coherence. 

• Capacity: actors with resources (financial, technical, human), expert knowledge, 

or access to decision-making spaces. They make the implementation of actions 

possible. 

These four voices must be present throughout all phases of the agenda, as they 

connect strategic direction with the operational reality of the territory. While experience 

and capacity provide context and realism, intention and design bring strategic direction 

and creativity to proposals and actions. 
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7.2. The core group or steering committee 

The steering committee is the collective leadership space of the agenda. In the early 

phases, it often coincides with the core group, formed by people committed to the 

challenge and capable of activating the process. This group must be supported by an 

entity in the territory that can provide the minimum infrastructure to sustain governance. 

As the agenda progresses, the steering committee must expand and structure itself to 

represent the diversity of actors involved. Its functions include: 

• Defining the strategic direction of the agenda. 

• Encouraging the involvement of key actors. 

• Ensuring coherence between the shared vision, the theory of change, and the 

actions. 

• Promoting the legitimacy and sustainability of the process. 

The committee must operate with principles of equity, transparency, and shared 

responsibility, avoiding concentrations of power and fostering collective decision-

making. 

7.3. Technical office 

The technical office is the team that facilitates the development of the agenda. It can be 

led by a reference entity in the territory and must be perceived as neutral and 

facilitative. Its main functions are: 

• Process facilitation: promote collaboration among actors, facilitate and animate 

working spaces, and reinforce commitment to the shared vision. 

• Monitoring and learning: design and manage the monitoring system based on the 

theory of change, collect data, analyse results, and adapt strategies. 

• Coordination: connect working groups, foster synergies, and ensure the overall 

coherence of the agenda. 

• Advocacy: influence political and institutional agendas, build alliances, and open 

spaces for emerging alternatives. 

• Funding: identify resources, prepare proposals, and facilitate access to funding for 

actions. 

• Communication: disseminate progress, generate legitimacy, and attract new actors 

to the process. 

The technical office must work closely with the steering committee and the coordinators 

of the working groups, maintaining an open, adaptive, and action-oriented attitude. 
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7.4. Working groups 

The working groups are made up of actors who drive specific actions linked to the 

theory of change. Each group is organised around an identified challenge or 

opportunity and may include diverse entities from the territory. The coordinators of the 

working groups are responsible for: 

• Ensuring alignment of actions with the shared vision and the theory of change. 

• Promoting active participation and shared responsibility among group members. 

• Coordinating with the technical office and the steering committee to ensure overall 

coherence. 

The groups must operate autonomously but within a shared framework. Their diversity 

is a strength, as long as they remain connected to the common objectives of the 

agenda. 
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8. Conclusions  

Within the framework of RIS3CAT 2030, the facilitation of Shared Agenda processes is 

recognised as a strategic element for driving the systemic transformations the region 

needs. This document highlights that transformative innovation cannot be reduced to 

the execution of conventional projects or public policies. It requires the creation of 

spaces for radical collaboration among diverse actors, based on trust, shared learning, 

and a collective vision of the future. 

The main messages of the document are as follows: 

• Facilitation is key to unlocking systemic transformations. 

Transformative innovation cannot be planned or managed like traditional policy. It 

requires radical collaboration and facilitation processes oriented towards managing 

complexity, tensions, and polarities. This means recognising that there is no single 

truth or solution, but multiple visions, interests, and narratives that must coexist 

within a space of shared experimentation. 

• Facilitation must create the conditions for change and collaboration. 

It is not about steering the process towards a predefined outcome, but about 

supporting the collective construction of a shared future vision and a 

contextualised theory of change that is flexible, living, and open to learning. The 

role of facilitation is to help actors understand the system in depth, question 

dominant practices, identify levers for change, and explore viable alternatives. This 

involves creating spaces of trust, fostering dialogue among diverse perspectives, 

and activating the collective capacity to imagine and initiate new transformation 

pathways. 

• Shared Agendas are evolving processes, not fixed plans. 

The transformative impact comes not only from specific actions but from the 

process of joint construction: the quality of deliberation, the management of 

tensions, and the capacity for institutional learning. The value of the agendas does 

not lie in their ability to generate consensus, but in their ability to create new 

relationships, narratives, and forms of collective action. 

• The collaboration model must be a hybrid between hierarchy and 

horizontality. 

It is necessary to overcome both the rigidity of the vertical model and the 

dispersion of the horizontal model. Radical collaboration requires balancing 

coordination and autonomy, recognising diversity while moving towards common 

goals through explicit commitments and participatory governance systems. 

• Facilitation must incorporate systems thinking tools and practices. 

The use of tools such as the problem wheel, the pentagon, polarity maps, and 

theories of change makes it possible to visualise patterns, identify structural 
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barriers and levers for change, and build shared transformation narratives. These 

tools must serve collective action and learning. 

• The monitoring system must be a learning tool, not just an evaluation tool. 

The monitoring of the agendas must make it possible to identify changes in people, 

organisations, and environments, but also strengthen reflection, correction, and 

reorientation processes. This means conceiving monitoring as a collaborative and 

learning-oriented process, not as an external control mechanism. 

• Agendas must contribute to creating, developing, expanding, and 

institutionalising alternatives. 

Experimentation alone is not enough. Emerging practices must connect, be 

validated, and influence the dominant system. This requires building alliances, 

generating evidence, and opening institutional spaces so that alternative solutions 

can thrive and consolidate. 

This document calls for action grounded in commitment, shared responsibility, and the 

conviction that only through transformative collaboration can we tackle the complex 

challenges of our time. Shared Agendas are not a recipe but a living tool, rooted in the 

territories, to build a greener, more resilient, and more just future. 
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