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1. Introduction - Why this handbook?

“Inclusive business”, “shared value”, “impact innovation” - there is no shortage of
buzzwords to capture the paradigm shift in the relation between business and
development objectives that has taken place over the last two decades. While
this relation has been perceived as antagonistic at best and the Corporate Social
Responsibility (CSR)-debates of the 1990ies and early 2000s rather focused on
mitigating the worst side-effects of business activities, the private sector is now
seen as a key player in achieving development objectives such as the Sustainable
Development Goals (SDGs).

The new paradigm - Integrating the poor in markets
At the core of the new paradigm is the idea that the innovative spirit of
entrepreneurs, the dynamic and scalability of market-driven solutions are
part of the answer to (and not part of the problem of) sustainable development
challenges. For integrating the poor in (global) supply chains, three main levers
exist: (1) they can be integrated as work force - which directs the focus to skills
development issues and the modernisation of Technical and Vocational Training
(TVET) systems, (2) they can be integrated in (global) supply chains through
inclusive business models that either address them as customers by providing
products and services for underserved needs or (3) as entrepreneurs (startups),
suppliers and distributors.

Integration
as work force
Skils
development
Processing

Trade

Integration
as customers

(Global) supply chains
Input

Production

Marketing
Business
models

Necessary innovations
- Enabled through partnerships

Building partnership skills
- The capacity development challenge

Yet, this requires changes in established
stakeholder relationships, strategies, in
regulatory frameworks, business models,
business linkages and services - in short,
significant, sometimes even “disruptive”
innovation efforts. Technology is one important
driver of this change process, others are
stakeholder expectations towards the private
sector to further explore synergies between
commercial and social value. For development
cooperation agencies such as Deutsche
Gesellschaft für Internationale Zusammenarbeit
(GIZ), Non-Governmental Organisations
(NGOs) and government agencies, promoting
and supporting these efforts has become an
important task. The best way to do this, it turned
out, is to facilitate and engage in partnerships
with businesses. Meanwhile, there is a plethora
of literature, best-practice examples and
support programmes available that deals with
the issue. So the obvious questions is - why do
we need this handbook?

A “classic” training with inputs, group work,
role plays for switching the perspectives is not
enough to capacitate and empower partnership
brokers in donor and government agencies to
embark on the process. It needs exposure and
practical experiences to develop the necessary
confidence.
And ideas developed in workshops are often not
sufficiently rooted in potential private partners’
needs - which results in a lack of dynamic and
ownership. An alternative is to involve the
potential partners right from the start to cocreate solutions in a joint workshop.

Partnerships are never easy
- Especially in the “pioneering stage”
Promoting cross-sector cooperation between
companies, training service providers, NGOs,
governmental and donor agencies is not an
easy task. Among other things, it requires future
partners to become aware of their assumptions,
understand each other’s organisational culture
and business model, develop joint ideas as well
as trust in the process. Partnerships - and this
is a claim of this handbook - are actually a bit
like startups in the “pioneering stage”, often
fragile, based on personal relationships and
improvisation, exhausting and exhilarating.
And all too often we are talking about “scalingstrategies” while the foundations have not yet
been laid.

Concept of the “Building Partnerships
across Cectors Training”
Therefore, the request by the Innovation and
Investment for Inclusive Sustainable Economic
Development (ISED) project constituted an
interesting challenge. ISED was explicitly looking
for a very practical skills development measure
for staff and government partners and expected
getting concrete results out of the exercise
(“more than a training”). Building on a concept
development workshop with Christian Koch
in Jakarta and previous experiences of Impact
Hub Berlin in GIZ projects, such as the Lab of
Tomorrow (LoT, please refer to chap. 2.5), a
Design Thinking-inspired process was proposed
that involves potential partner companies
systematically. Thanks to the efforts of ISED
(Dian Vitriani and Ruly Marianti), four companies
were identified which were ready to embark
with us on this endeavour. Impact Hub Jakarta
was selected as implementation partner because
it offers an open, neutral space that promotes
creativity and out-of-the-box thinking, local
facilitators and the opportunity to replicate the
training in an efficient manner.

Integration as entrepreneurs,
suppliers, distributors ...

Figure 1: Integrating The Poor In (Global) Supply Chains. Source: Koch & IHB (2019).
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Our pilot case:
Training for ISED at Impact Hub Jakarta

This handbook provides an overview of the
training designed and delivered for ISED by
Christian Koch, Impact Hub Berlin and Impact
Hub Jakarta. The theoretical background
presented on the topic of building partnerships
with the private sector is nurtured with practical
examples and lessons learned during the
ISED pilot in October 2018. Our hope is that
it encourages and simplifies replication, in
Indonesia and elsewhere.
The handbook starts by introducing Inclusive
Business models and industry partnerships in
TVET as fields of cooperation between ISED
and the private sector (chapter 2). Subsequently,
chapter 3 provides an overview of some key
concepts influencing the design of the training
on new ways of building partnerships across
sectors. Based on this conceptual background,
chapter 4 gives a step-by-step guidance for
replicating the training, reflecting on the
lessons learned during the pilot in October 2018
and providing information on the necessary
tools. Concluding, overarching lessons learned
are summarised (chapter 5), detailed sector
information, a model director’s script and
selected templates are provided in the annex.

The “Innovation and Investment for Inclusive
Sustainable Economic Development” (ISED)
project implemented by Deutsche Gesellschaft
für Internationale Zusammenarbeit (GIZ) GmbH
operating in Indonesia aims at strengthening
the capacities of private sector stakeholders in
the food and beverage industry (F&B) and the
tourism sector to create inclusive employment.
ISED works at both national as well as regional
level, tourism interventions focus on Lombok
Island in Nusa Tenggara Barat. All measures
are developed in dialogue and implemented in
cooperation with companies and/or chambers
and associations.
ISED addresses the supply side of the labour
market promoting innovations in TVET systems
and the demand side through promoting
inclusive business models as well as overarching
policy and matching mechanisms. Partnerships
are key to enhance the demand orientation and
quality of TVET offers and lower costs for the
development of new training measures (e.g.
addressing digitalisation challenges). At the
same time, partnerships are often instrumental
in developing the technical, service or process
innovations that make IB models feasible. For
both ISED staff as well as government partners,
this strong focus on partnerships constitutes a
shift in the methodology, as predecessor projects
had been more focused on cooperation with
government agencies and direct implementation.

ISED
as a partnership
broker

HMW-Question for the training

Objectives of the pilot training
The training was conceptualised to strengthen
all stakeholders involved under the umbrella
of ISED - the project team members, related
Indonesian Ministries in their role as
“partnership brokers”, to create a common
understanding on how to work with companies
and to produce concrete, tangible outcomes in
terms of project ideas. The training builds on
existing ISED initiatives in the framework of the
Tourism Sector Focus Group and the Inclusive
Business Partnerships in agricultural value
chains ISED is already promoting in Lombok.
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2. Fields of cooperation with the private sector

ISED is a good example of a current inclusive
employment programme, combining
interventions on the supply side (TVET) as well
as the demand side (inclusive business models) of
the labour market. Both sides provide important
fields of cooperation with the private sector,
nevertheless, for the purpose of this training, we
had to narrow our focus:
Chapter 2.1

Inclusive Business is an open term and the
discussion around it is complex; which
understanding should we apply and what are key
aspects participants need to understand during the
training?

Chapter 2.2

Similarly, which focus should we select when
discussing the broad field of industry partnerships
in TVET in Indonesia which has been evolving
since the 1990s? Here, we were able to build on a
recent ISED study.

2.1 Inclusive Business
– Our understanding
The term “Inclusive Business” has been
increasingly used in the last couple of years1
to capture a very diverse range of activities
of private companies that have one common
denominator: They benefit the poor or
disadvantaged groups because they are either
addressed as customers of goods and services
(demand side) or involved on the supply side as
entrepreneurs, distributors, employees etc. in the
respective value chains. Hence, Inclusive Business
models are an important lever for promoting
sustainable economic development, because they
integrate the poor in situations where markets or
public authorities fail.

GIZ Best Practice Example
Indonesia (2016-2018)

1 The Donor Committee for Enterprise Development
(DCED) identifies three very plausible reasons for the popularity of the concept (2016): (1) research papers highlighting business opportunities at the “Base of the Pyramid
(BoP)”, (2) international businesses targeting low-income
markets for various reasons and (3) an increasing interest of
donor agencies to cooperate with the private sector.

Inclusive Business Partnership: Panorama
Group focuses on Tourism and Hospitality
and is a leading Indonesian tour organizer.
Together with a predecessor project of ISED,
Panorama developed community-based tourism
destinations in Lombok. In selected villages,
local capacities for hosting domestic and foreign
tourists were fostered through a customized
training programme conducted by company
professionals, e.g. in excellence and hospitality,
tourism product development and tour guiding.
Panorama then included the destinations in its
international marketing campaigns to increase
demand, thereby promoting local employment
and business opportunities.

Inclusive business models
address the poor on ...

... the demand side

... the supply side

... as customers of
goods and services

... as entrepreneurs,
suppliers, distributors,
employees

Figure 2: How Inclusive Business Models Integrate The Poor. Source: Koch (2019).

Inclusive Business - A definition
Part of the complexity of the field stems from
the potential variety of actors. In principle,
Inclusive Business models can be applied by large
corporations, small community-based initiatives,
social enterprises or even NGOs alike. Looking
at ISED’s approach and our training purpose,
a more narrow and straighforward definition
is helpful, as it is provided by the the Donor
Committee for Enterprise Development
(DCED, 2016)2 :

Inclusive Business
Privately owned companies with business
models or activities that pursue commercial
viability and that have (or are likely to have)
significant economic and/or social benefits for
poor people in their value chains.

Adequate public support levels for
Inclusive Business models
The definition hints at a problem the term
“Inclusiveness” poses. In fact, nearly any business
activity in a developing country could be
potentially beneficial, whether this is through
tax payments, employment or technology
transfer. “Yet, inclusive business is generally
considered to ‘go further’ and beyond ‘business
as usual’” (DCED, 2016). At the same time, it is
hardly possible to find any solid criteria how this
additionality could be assessed in practice.
We decided for a pragmatic stance by regarding
the issue mainly from the perspective of our
training participants, ISED and Indonesian
Government staff members. Their objective is to
broker and promote IB partnerships, therefore
the relation between economic and/or social
benefits for the target group (social value),
commercial value3 and an adequate level of
support by government and donor agencies is
what matters.

1 DCED (2016): How to create an enabling environment for inclusive business? Learning from experience and debates in private sector development.
Business Environment Working Group.
2 Originally developed by Ashley, Caroline (2009): Harnessing core business for development impact. Overseas Development Institute (ODI) Background Note.
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Social value

Though – by definition – all IB models strive
for commercial viability, there are significant
differences in potential profit margins. E.g.,
mobile phone services for poor people generate
very tangible benefits for the target group, at
the same time, it is a huge market with a high
readiness to pay. Hence, there is mostly no
need for public support (beyond setting the
regulatory framework etc.). On the other hand,
an innovation in an agricultural value chain
benefitting a large number of farmers might have
a significantly lower profit margin with higher
risks attached which could justify public support
or donor interventions, as depicted in Figure 3.

It is this relation, which donor agency staff
and government officials need to consider and
reflect when deciding whether to engage in a
partnership at all and, later, when looking at
the joint business model and contributions the
individual partners should make. Usually, it
will be impossible to find “hard” criteria here,
it rather requires a careful evaluation in the
team. Technically speaking, in most cases the
project will then take the form of a Development
Partnership with the Private Sector (DPPs) in
implementation. Here, additional rules and
requirements for DPPs in German Development
Cooperation apply (below).

I. High social /
limited commercial
value

II. High social /
high commercial value

Inclusive Business Models
justifying public support

IV. Not viable

III. Regular market

Commercial value

Figure 3: IB Models And Adequate Public Support Levels In Partnerships.
Source: Koch (2019) based on Ashley (2009).
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I. High social benefits / limited commercial
value (and/or significant commercial risks)
Public support justified but mid-term viability
of the underlying business model needs to be
carefully assessed

II. High social benefits AND commercial value
Realisation highly desirable, but limited public
support required (e.g. only in-kind, no financial
contributions)

IV. Not viable

III. Commercial focus, regular market model
Support not recommendable (market distortion)

Criteria for Development Partnerships
with the Private Sector (DPP) in German
Development Cooperation
Development partnerships with the private
sector “are short to medium-term projects
undertaken jointly by private businesses
and either donor agencies (type 1) or public
partners in developing countries (type 2). These
partnerships are entered into because there is an
overlap between a (business) interest of a private
company on the one hand, and a developmentpolicy or public interest on the other, and
because neither partner would be able to achieve
their objective on their own or not to the desired
extent”.4
BMZ has defined overarching criteria that
need to be complied with in DPPs, namely:
compatibility (with development objectives and
strategies), complementarity (between public
and private contributions), subsidiarity (could
not be implemented without the public support),
competitive neutrality (doesn’t distort the
market, complies with subsidy regulation) and
a contribution made by the company involved
(usually aiming at least for 50%).

4 BMZ (2013): Forms of development cooperation involving the private sector. Strategy paper 5|2011.
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2.2 Industry partnerships in TVET – Status quo in Indonesia

Cooperations between industry stakeholders
and the TVET system (government actors, public
and private schools and service providers) are
key to enhance the demand orientation of the
latter. In Indonesia, the link and match concept,
which emphasises alignment between TVET
institutions, labour market dynamics and
industry, has been a topic of debate since the
1990s. A recent ISED study analysed efforts in this
regard and contains a detailed list of best-practice
initiatives.5
The study distinguishes between two main forms
of how this cooperation can be established: (1)
Through industry associations or professional
associations, in the Indonesian context especially
the Indonesian Chamber of Commerce and
Industry (KADIN) and the Indonesian Employers
Association (APINDO), or (2) directly with
individual companies.
Institutional approaches generally have
the advantage that through associations,
collaborative activities can be better organised,
more firms involved and competencies and
needs of the sector better represented. However,
associations often do not have the capacity
to mobilise their members to participate.
Approaches addressing companies can
directly simplify the process of establishing
a cooperation, but may not be effective in
transforming partnerships into a
large-scale movement. In the absence of
an agreed strategy between industry, TVET
institutions and the government (central/local),
individual cooperation initiatives will continue
to play an important role.

Existing examples of industry cooperation
with the TVET system in Indonesia
(ISED 2018)
y

Industry internship: The most common
form of cooperation is an industry internship
(Prakerin), which aims to introduce students
to various aspects of the industry that will
ease their transition from school to work

y

Curriculum synchronisation: Systematic
and regularly conducted activity to
accommodate current competencies needed
by industry in the TVET curriculum, such as
new technology and procedures

y

Industry class: Learning system adjusted
to competency needs or workforce
qualifications required by the particular
industry. Such classes are usually conducted
based on cooperation between TVET
institutions and companies, although TVET
institutions may also work with particular
industry sectors and associations

y

Guest teachers from industry: Industry
practitioners are regularly invited to teach
in TVET institutions which is encouraged
by the government for SMKs as well as
polytechnics

y

Teacher internships: Aims at updating
competencies of teachers or instructors,
who also need direct experience in industry.
It can also strengthen cooperation of TVET
institutions with industry on student
internships

y

5 ISED (2018): Quo Vadis Industry Alignment Of Technical and Vocational

GIZ Best Practice Example
Indonesia (2016-2018)
TVET partnership: For Indonesian TVET
Institutes, it is vital to integrate digital solutions
in TVET delivery and to prepare the workforce
with the right skill ICT skills sets and competence
standards. Therefore, a predecessor project of
ISED, Intel Indonesia and the Responsible and
Inclusive Business Hub (RIBH) developed the
SMK6 Inclusive Innovation Challenge 2016.
It was supported by the Ministry of Education
and Culture as well as by the Ministry of Industry
of the Republic of Indonesia and ran from May
to November 2016. The challenge comprised
a four-step process with a mixture between
online and offline training components in basic
programming skills, Internet of Things (IoT)
applications and the like. The students were
challenged to develop innovations that address
social problems of local communities and the
best ideas were presented in an award ceremony.
In total, 1.423 students from 179 SMKs registered
to participate in the competition.

6 The Sekolah Menengah Kejuruan (SMKs) are public vocational schools; students can choose
between 47 programmes which take three years to complete.

Other forms of cooperation with potential:
Student certification, recruitment and
placement, teaching factories, and joint
research

Education and Training.

For the training, all listed forms of cooperation as
well as industry initiatives are options.
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3.1 Making partnerships work

Chapter 3.1

Partnerships are at the core of the training - but
what makes them work? Which lessons learned
can be incorporated in the training, what are
essential cooperation strategies?
An important question for management How can we reconcile ISED’s agreed mid-term
strategic orientation (laid out in its impact
matrix, broken down into the operational
plan) with the openness and uncertainty
partnerships bring about? What strategic
approach is adequate here?

Chapter 3.1

In the preparation of the training, we discussed
and researched some conceptual questions
that needed to be solved in order to come up
with a coherent learning architecture for the
participants and integrate the training into
ISED’s overall strategy. These are:

Chapter 3.1

3. Conceptual background

2.1 Inclusive Business
– our understanding

Context

Last but not least, building on Impact Hub
Berlin’s experiences – How can we adapt the
generic Design Thinking process to the specific
reality of ISED? Which tools should be used?

IB models and innovative TVET solutions can be
and are implemented by companies individually.
Partnerships are not a prerequisite. Nevertheless,
partnerships are often instrumental in
developing the technical, service or process
innovations that make IB models feasible and
TVET solutions affordable for the individual
company. Partnerships and alliances are
perceived as one of the major factors for the
sustainability of IB models, too7. Here, projects
such as ISED can play an important role by
bringing stakeholders together, providing
technical inputs, liaising with government
agencies and supporting the access to target
groups.

“They have their own priority”
“Different interest”

Partnerships are understood in this
handbook as cooperation projects
between actors in the public and private
sectors and civil society in which the
participating organisations cooperate
transparently on a basis of equality to achieve
a common goal in sustainable development.
For this purpose, the partners contribute their
complementary competences and resources
and agree to share the risks and benefits of the
joint project.

How to

2.2 Partnerships in TVET

3.3 A Design Thinking
-inspired process

“Benefit-oriented”
“Capitalist concept”
“Money-oriented”

“Pragmatic”
“Efficient and effective”

“Understanding private
sector language”
“Different priorities”
“Different language”

3.2 Two operating systems
in strategic thinking

3.1. Making
partnerships work

What are the specific challenges
when cooperating with
the private sector?

Chap.4
The ive-step process
to facilitating
partnerships

Yet, partnerships are never easy. People from
different organisational cultures with their
respective “languages” come together and
need to put prejudices they might have apart
(“Government is always slow and bureaucratic”,
“Private sector only interested in profits”, etc).
If it involves competitors in the business sector,
competition and cooperation orientation
need to be balanced. To produce the hopedfor innovations, individuals must be ready to
question hard-won beliefs and ways of thinking.

“Building trust”
“Commitment”

“Resources”
“Time”

Figure 5: Results Of Mentimeter Question To
ISED Staff Members: Challenges When
Cooperating With Private Sector.
Source: Koch & IHB (2019).

Figure 4: Conceptual Background Of The Handbook. Source: Koch & IHB (2019).

7 See e.g. GIZ (2014): Inclusive business models. Options for support through PSD programmes. Page 14 ff.
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Partnerships are startups
Startups are an interesting learning field for us:
Somebody has an idea and convinces others that
the idea is something the world needs. Slowly,
the founding team elaborates ideas into plans,
convinces supporters and stakeholders and
- hopefully - financiers. They improvise a lot,
fail, learn from their mistakes and adapt their
solutions. In the process, they get to know each
other much better, build trust and develop their
own modes of communicating and organising.
In the beginning, this form of working together
is very personal, informal, spontaneous, nonhierarchical and intimate. This creative vibe
is one reason why this form of working is so
popular amongst younger job-seekers. When
new employees join the startup at a later
stage, they can already observe these existing
communications and behavioural patterns,
which are the roots of an organisational culture “This is how things are being done here”.
In a way, many partnerships resemble startups:
Actors come together based on an idea, do
not know each other (well), relationships,
communication modes and trust still need to
be developed. Everything needs to be developed
from scratch: Joint decision making practices,
structures and processes. If one the partners
just imposes these based on organisations of
origin, this can create ownership problems later
on and reduce the innovation potential of the
partnership.

5 things we can learn from startups
to make partnerships work:
Improvisation is a virtue,
not something we need to avoid
Failing is part of the process
- “Failing forward”
A flexible working environment
creates the right atmosphere for
thinking “outside the box”
Non-hierarchical behaviour fosters
innovation and creativity

Partnerships
are startups

Opportunities to build up personal
relationships are essential
Get active - Learning by doing
creates ownership and a feeling
of togetherness

The issue of trust and transparency
in partnerships

Success factors for cooperation
strategies:

Especially at the beginning of a partnership,
there is a high level of uncertainty – Will the
counterpart be cooperative? Do they provide the
correct information? Can we rely on them when
problems arise? In most handbooks, trust and
transparency are therefore cited as important
success factors. Yet, while trust is an important
value we can agree on, it will rather result of
successful interactions. Whether the other was
transparent, can only be assessed later on when
more information is available. That is not exactly
helpful in the startup phase. So how to go on
about it, which cooperation strategy should be
selected?

y

Avoidance of unnecessary conflict as long as
the other player does

y

Provocability if the other player defects
(e.g. a retaliation on the next move which is
slightly less than the original provocation to
avoid escalation)

y

Forgiveness after responding to a
provocation

y

Clarity of behaviour, so that the other player
can adapt to your pattern of action

In his influential book “The Evolution of
Cooperation”, Robert Axelrod analyses various
cooperation strategies under the conditions of
the famous “Prisoner’s Dilemma”. His starting
question is: “Under what conditions will
cooperation emerge in a world full of egoists
without central authority?” Even though we
do assume that we are dealing with more open,
interested and motivated actors, it is quite
helpful to consider his findings.
Axelrod designed a contest: He challenged game
theorists to submit their favourite strategies
in dealing with the Prisoner’s Dilemma to a
computer tournament. And to his own surprise,
the winner of this tournament was the simplest
of all strategies: Tit for Tat, submitted by Anatol
Rapoport. Tit for Tat cooperates on the first
move, and then does whatever the other player
did on the previous move (see characteristics of
Tit for Tat, Figure 6). Axelrod was able to deduct
four factors that make a cooperation strategy
successful and that seem to apply to a wide range
of social settings, from International Relations to
cooperation in organisations and, of course, also
to partnerships.

never cheats first

sees cheating
and cheats too

Forgives earlier cheating

Figure 6: Characteristics Of Tit For Tat Cooperation Strategy.
Source: Koch & IHB (2019) based on Axelrod (1984).

Background: Prisoner’s Dilemma
In the Prisoner’s Dilemma, there are two
players, and each has two choices:
Cooperate or defect. Each has to make the
choice without knowing what the other
one will do. No matter what the other one
does, defection yields a higher payoff than
cooperation. The dilemma arises because if
both defect, they are worse off than if they
had cooperated.
13
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3.2 Two operating systems in strategic thinking:
Cause-effect logic and effectuation

Partnerships need change agents
Cooperation often starts with individuals who are
curious, interested and convinced about the joint
idea. Yet, when they return to their organisation
of origin, they often find out that the innovation
is not greeted with enthusiasm, but they rather
have to lobby hard for support and defend
themselves for any commitment they made. This
is especially true for bigger organisations that
have to balance a lot of different interests and
navigate internal (administrative) processes.
For the innovator, this can be quite frustrating
and, in turn, hamper the partnership. That is
why it is important to be aware that in early
partnership discussions, one is not necessarily
dealing with “the” company, but usually just
one representative who comes from a specific
department. This representative is needed as
a “change agent” in the partner organisation.
He/she can be strengthened in his/her role
by consciously reflecting the organisational
situation and developing coping strategies
together. This helps dealing with the unavoidable
tensions that go along with this role.

How to support change agents:
Expectation management:
Prepare change agents for the transfer
and communication challenge when
returning to the organisation of origin
Project steering: Advise change agents
to create an internal project group with
a senior lead that oversees the
partnership

8 Axelrod, Robert (1984): The Evolution of Cooperation. P. 3.

Transparency: Agree on regular pro
gress reporting and thereby ensure
transparency for all parties involved,
avoiding information disparities
Safe space: Create meetings regularly to
jointly reflect on possible barriers or
challenges and how to deal with them

Projects like ISED are planned using strategic
instruments such as results models or matrixes,
underpinned by results indicators that make the
achievement of mid-term objectives measurable
(see example in Figure 7). This approach is based
on a causal if...then logic (if A, B, C happens
then the Objective will materialize). It is widely
used and has a lot of benefits because it offers
accountability for the public funds that are being
utilised. It allows the funding ministries, in that
case the German Federal Ministry for Economic
Cooperation and Development (BMZ) and the
Indonesian Ministry of National Development
Planning (Bappenas), to set priorities and topics
as well as a certain level of steering and control
with regard to what is being done in the project
without micromanaging on a day-to-day base.
Nevertheless, when these mid-term objectives
are further broken down into annual operational
plans, teams often realise that while it is quite
easy to define activities for some work packages e.g. for products and services with a track record
in the field - others remain very vague and hard
to grasp. The reason for the latter is usually
that the knowledge and level of information
about the field or topic in question is low and
uncertainty is high - e.g. at the beginning of a
cooperative approach when partners are not yet
identified and potential topics of collaboration
are unclear. Our first impulse is often to deal
with this uncertainty by intensifying planning
efforts, which does not work and therefore rather
reinforces feelings of disorientation.

Partnerships
need
change agents

In dealing with these “white spots” in the
framework of our strategic plans, it is more
helpful to acknowledge that we are entering
uncharted territory – and for these situations, our
default strategy operating system does not work.
We need to turn to the real experts in dealing
with uncertainty – entrepreneurs! Research
results by Saras D. Sarasvathy have meanwhile
entered the mainstream under the heading
“Effectuation”, in the German-speaking world
popularized by Michael Faschingbauer with his
hands-on, practical book.

Impacts

Objective

Outcomes

Outputs

Output A

Output C

Output B

Operational Plan
Output A
(e.g. known product
or service)

Acitivity 1
Activity 2
...

Output B

???

(e.g. early stage
cooperation approach)

Figure 7: Typical Results Model and Deducted Operational
Plan Applying a Causal Logic. Source: Koch (2019).
9 Faschingbauer, M. (2010): Effectuation.
Wie erfolgreiche Unternehmer denken, entscheiden und handeln.
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Sarasvathy showed that in situations of
uncertainty where predictions about the future
are hardly possible (because this requires
information about past events), entrepreneurs
focus on their own resources, own knowhow, established partnerships and rather
follow flexible objectives. The approach they
take evolves as a co-creative process in small,
experiential steps which are always taken under
a “bearable loss” perspective (e.g. if we take this
step - could we live with it when it goes wrong?).
This requires objectives to be flexible to a certain
degree. Some more details are portrayed in the
figure below (Figure 8).

Strategic approached
with dominant
causal logic
Field of application/
drivers

Strategy & Management
consultancy
Universities

Effectuation provides a very helpful alternative
strategic framework when approaching
partnerships. Especially at the beginning, not
too much time should be spent on mid-term
planning as the level of knowledge is actually
not sufficient and uncertainty is very high.
Instead, the focus should be on quick, concrete
joint activities which allow the partners to get to
know each other “in action” and produce (small)
results – or to fail fast, if necessary. When the
partnership proceeds, products and feasible steps
as well as the forms of working together become
more accustomed, and planning through causal
logic can kick in to enhance the efficiency in
implementation as depicted in Figure 9.

Effectuation

Entrepreneurs
Entrepreneurship
research

Development
cooperation
Condition for
effectiveness

Fixed objectives

Negotiable objectives

Predictable future

Future uncertain

Stable environment

Environment designable

Figure 8: Two Paradigms In
Strategy Development.
Source: Koch (2019) based on
Faschingbauer (2010).

The challenge for the responsible project leader
and managers is to allow enough flexibility for
such an explorative approach, but at the same
time keep this within the guardrails of the midterm strategy agreed with the contracting parties.
To achieve this, a methodology that offers a
structured process for experimentation and
innovation is very helpful – Design Thinking.
As Michael Faschingbauer put it10: You could
picture effectuation like the operating system –
Design Thinking would then be an app that runs
excellently on it.

Setting the right frame:
Tasks for managers
Objective orientation

uncertainty

time

causal logic

effectuation

Figure 9: Effectuation And Causal Logic In
A Project Lifecycle. Source: Faschingbauer (2010).

y

Implement regular feedback circles to
provide guidance - and overlook whether
the partnership process stays within the
“guardrails” of the objective system (results
matrix)

y

Determine when a decision should be made
to enter a concrete partnership - and then
take a clear “stop-or-go” decision

y

Set the right incentives and create the right
environment for your team - encourage
experimentation, sanction limited risks and
frame mistakes as learning opportunities

Means arientation
y

Future returns <->
adequate risks

Bearable loss

“Doubtful image of
coincidence”
(Faschingbauer)

Circumstances and
coincidences are
productive

Focus on “the right”
partners

Agreements and
partnerships with those
willing and able

Plan, plan, plan ... act!

“Muddling through”
is necessary,
early prototypes!

Core principles

Process
perspective

knowledge

y

Do not expect your team to anticipate
the results at the beginning of an open
partnership process / Do not force them to
plan the unplannable
Foster concrete, small steps that encourage
team members to experiment and to get a
better understanding of the field, possible
partners and project ideas

10 Personal Encounter with C. Koch at Metaforum 2017.
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3.3 How to put effectuation into action:
A Design Thinking-inspired process
“Design Thinking is a human-centred
approach to innovation that draws
from the designer’s toolkit to
integrate the needs of people, the
possibilities of technology, and the
requirements for business success.”
– Tim Brown, president and CEO

The training on new ways of building
partnerships across sectors is embedded in
a Design Thinking process. In multiple GIZ
projects, such as GIZ’s Lab of Tomorrow, it has
been validated as a successful tool to change
mindsets, leverage new skills, develop innovative
products and build strong partnerships.

As a methodology, Design Thinking favours
experimentation over elaborate planning,
customer feedback over intuition, and iterative
design over traditional “big design up front”
development. Its concepts - such as “humancentred design” and “pivoting” - have quickly
taken root in the startup world, and businesses
are embracing Design Thinking, because it helps
them be more innovative, better differentiate
their brands, identify market need and demand,
and bring their products and services to market
faster. Nonprofits are also beginning to use
Design Thinking to develop better solutions to
social problems. Like a social enterprise, Design
Thinking crosses the traditional boundaries
between public, for-profit, and non-profit
sectors.

It’s User-Centered.

It’s Experimental.

Design Thinking is centered on innovating
through the eyes of the end user or stakeholder
and as such encourages in-the-field research
that builds empathy for people, which results
in deeper insights about their unmet needs.
This focus helps avoid the common problem of
enthusiastic “outsiders” promoting inappropriate
solutions and ensures that solutions are rooted
in the needs and desires of the community.
This is especially relevant when building new
partnerships and inclusive business models that
add value for local actors.

Design Thinking gives the participant permission
to fail and to learn from their mistakes, because
it encourages an iterative development loop of
coming up with new ideas, getting feedback on
them, and then iterating the prototype. Expecting
perfection makes it hard to take risks and it limits
the possibilities to create more radical change.
Design Thinking is all about experimenting and
learning by doing. Building new partnerships
requires internal validation loops with superiors
as well as external validation loops with potential
partners to co-create a partnership that works for
all.

It’s Collaborative.
It’s Optimistic.
Several great minds are always stronger when
solving a challenge than just one. Design
Thinking benefits greatly from the views of
multiple perspectives, and others’ creativity
bolstering your own. By providing a structured
process where key actors from different sectors
(social enterprise, corporate, political, and notfor-profit) and roles (engineer, marketing,
CEO, end user, etc.) collaborate towards a
common challenge, it enables crucial input
from all relevant stakeholders in programme
development and execution.

Design Thinking, like many startup
methodologies, is underpinned by the
fundamental belief that we can all create change
– no matter how big a problem, how little time, or
how small a budget. No matter what constraints
exist around you, designing is an enjoyable and
powerful process.

Case Study: GIZ’s Lab of Tomorrow
GIZ’s Lab of Tomorrow sources innovation
challenges in developing countries and matches
the right organisations, experts and experienced
local partners to develop new business solutions
and partnerships in a three-day Design Thinking
workshop. The goal is to facilitate partnerships
between European companies and companies in
the respective developing country. Prior to the
workshop, extensive research is conducted in the
field to talk to potential users and stakeholders
affected by the challenge. After the workshop,
the Lab of Tomorrow provides funding and a
support package to committed partnerships
to test and implement user-centered, scalable
and sustainable business solutions in the local
context.

19

The Lab of Tomorrow is unique in a way that
it enables human-centered design and private
sector partnership building when looking
at development challenges. The programme
design is very open and flexible with regards to
challenges, the overall process and outcomes.
Design Thinking supports the participants in
entering a creative and open process without
predetermined results. The Lab of Tomorrow
rather provides a safe space for different
stakeholders to connect, co-create, and, finally,
enter partnerships based on concrete business
opportunities developed during the workshop.

It’s Well-Structured.

More information on past challenges and
partnerships can be found at
https://www.lab-of-tomorrow.com/node/1.

Using an iterative approach de-risks products
by testing both their relevance and long-term
feasibility prior to committing substantial
investment.

However, Design Thinking is not
a replacement for creativity.

Design Thinking comes with a lot of useful
tools. Often drawing inspiration from the
creative processes, it helps to visually structure
insights and highlight gaps using carefully
designed templates. Examples that could be used
when designing new partnerships include the
Stakeholder Map (which is also well known to
GIZ), Personas and Idea Napkins.

It is rather a process, which provides
a robust structure for creativity. It is
not a substitute or a guarantee for
successful ideas, which mostly rely
on the more complex relationship
between the quality of participants
in the room, access to relevant
information, and the challenge they
are responding to.

It’s De-Risking.

The training mitigated this by
tailoring the content to the specific
needs of ISED, inviting a handselected interdisciplinary group
of potential partners, providing
a actionable method guide, and
enabling a local Impact Hub to
facilitate the process.
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4. The five-step process to facilitating partnerships

4.1 Background
To enable ISED, or other teams in donor and
government agencies, in exploring their new
role as a facilitator of sustainable partnerships in
the private sector, we suggest a five-step process
rooted in the Design Thinking methodology.

Often, concrete sub-challenges to the overall
challenge are formulated, based on which as
many ideas as possible are generated (Develop
phase - diamond opens). From these ideas, the
most relevant and sustainable idea is filtered,
tested, prototyped, and finally, implemented
(Deliver phase - diamond closes).

Double Diamond - Divergent and
convergent thinking

For the training, our focus was on capacitating
participants in the key skills that are required to
master each phase - supported by the selected
tools shown in Figure 11 below.
The process starts by encouraging participants
to reflect upon own assumptions about the
industry and challenge addressed in the
Download phase. Subsequently, the Discover
phase enables participants to shift perspective
by viewing the industry through the eyes of the
stakeholders. The main goal here is to challenge
one’s own assumptions and to understand
the real stakeholder needs in depth, which are
formulated and digested in the Define phase.
By shifting perspective, participants are enabled
to create solutions based on core challenges
the industry faces, leading to the co-creation of
sustainable partnerships with shared value and
long-term commitment during the Develop and
Deliver phase.

Five steps to facilitating partnerships
In all creative processes, there are phases of
gathering data and creating ideas (‘divergent
thinking’) followed by phases of refining and
narrowing down to the valuable data or best
idea (‘convergent thinking’), which is often
represented by a diamond shape as depicted in
Figure 10. In Design Thinking, this happens at
least twice: After downloading own assumptions
or gathering information on the user through
desktop and field research (Download and
Discover phase - diamond opens), design thinkers
make sense of these findings by clustering and
filtering them (Define phase - diamond closes).

The five-step process presented in the following
is a human-centered approach to facilitating
and building sustainable partnerships based on
the diamond-shaped Design Thinking logic as
depicted above. While each phase builds upon the
previous one, the process is iterative, meaning
that each phase can be revisited to redesign the
product or service developed at any point in time.

Skills

3.Deine

4.Develop

5. Deliver

Framing the
challenge

Conduct
Interviews

Synthesize
insights

Generate new
solutions

Make solutions
actionable/
viable

Identifying
own
assumptions

Build empathy

Reframe the
challenge

Prototype new
solutions

Understand
the stakeholder

Test & Iterate to
gain relevant
feedback

Common
internal
understanding

Identify key
pain points/
needs

Enable an
entrepreneurial
mindset
Create shared
value

ve

rg
e

e
rg

e
rg

e
nv
Co

e
nv
Co

Figure 10: Double Diamond Of Design
Thinking. Source: IHB (2019)
based on Design Council.11

2. Discover

1. Download

Di

rg
e
Di
ve

Tools

Download/
Discover

Deine

Develop

Deliver

Assumption
Mapping
Stakeholder
Mapping

Interview Guide

Persona

How might we

Quotes

Prototyping

Point of View

Feedback Grid

Goal Deinition

Business Model
Canvas
Implementation
Plan
Monitoring

Figure 11: The 5-Step Process To Building Sustainable Partnerships. Source: IHB (2019).
11 Design Council: The Design Process: What is the Double Diamond? https://www.designcouncil.org.uk/news-opinion/design-process-what-double-diamond (04.02.2019).
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4.2 From the five-step process to the workshop agenda
- Preparation phase

Key learnings during preparation
Start early in identifying and getting in touch with the
companies to establish trust to engage in the process

Looking at this basic structure, we entered
into discussions with the ISED team in August
2018 - well ahead of the training, which was
scheduled for October. That gave us sufficient
preparation time which was clearly needed!
Identifying companies to engage in such an open
process was not an easy task and required some
dedicated work of ISED senior advisors. And
logistics caused us headaches - we had to make
sure that company locations could be visited
within reasonable travel times and that company
representatives could join the workshop for
feedback sessions (Jakarta traffic…).
Considering the factors above, we decided on a
3,5-days training, starting with the Download
phase on Tuesday afternoon - allowing company
representatives to travel shortly after lunch when
traffic is low - and finishing before the Friday
prayer. An overview of the agenda can be found
in Figure 12.

DAY 1

23

DAY 2

In selecting the participants, we had the
strong support of Bappenas Directorate of
Industry, Tourism and Creative Economy
to coordinate with the various ministries
involved in ISED implementation. At the end,
we had 29 participants including eleven ISED
staff members; representatives of Bappenas;
the Ministry of Tourism; the Ministry of
Cooperatives and SMEs; the Ministry of Villages,
Disadvantaged Regions and Transmigration; the
Ministry of Industry; the Ministry of Agriculture;
the Ministry of Maritime Affairs and Fisheries;
the Ministry of Manpower and Transmigration;
the Regional Body of Planning and Development
(Bappeda) of the Nusa Tenggara Barat (NTB)
Province; and TVET Institutions (e.g. Tourism
Polytechnic, or Poltekpar).

DAY 3

DAY 4

Participant selection is key. Take your time and be
thorough to make sure that participants’ functions,
competences and interests match training objectives
and contents
Sector know-how: The workshop requires
participants to deep dive into the sector context, in
this case tourism and food and beverages, detailed
overviews have to be prepared well ahead of the
workshop
Backstopping of the whole preparation process by
Impact Hub Berlin was very beneficial, including
agenda design, creating necessary material and
templates, facilitation of meetings, preparation and
briefing on dos and don’ts, as well as handover to the
workshop moderator
Facilitator preparation and briefing: Impact Hub
Berlin, the lead moderator and an Impact Hub Jakarta
team representative met in Germany beforehand for a
handover and briefing which helped a lot in clarifying
open questions. In addition, online preparatory
meetings were held

Start: 14:00

Start: 08:00

Start: 09:00

Start: 09:00

#DOWNLOAD

#DISCOVER

#DEVELOP

#DELIVER

Despite the smooth handover, it would have been
helpful to have Impact Hub Berlin present during the
workshop, e.g. in a train-the-trainer
format

Partnership Forms
> Understanding
partnership
opportunities
within ISED

Research Safari
> Interview companies

Ideation
> Find new ideas

Business Models
> Make it work
sustainably

Start early - allow at least three months
preparation time!

#DEFINE

Prototyping
> Develop your idea

Download &
Understand
> Identify
Assumptions
> Stakeholder
Mapping

Synthesis of the
Research
> Identify insights and
create problem
statement

Testing & Iteration
> Get feedback from
the AV and the
company stakeholders
to adapt the prototype

End: 18:00

End: 17:00

End: 18:00

End: 12:00

Figure 12: From The 5 Step-Process
To a 3,5-Days Workshop Agenda.
Source: IHB (2019).
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Workshop implementation

In the following, the workshop preparation and
each of the five steps in the workshop will be
described in more depth.
The goal of this chapter is to:
y

Understand the objectives and mindset of
each of the five phases and how they build
upon each other

y

Show how the phases are translated into the
workshop design

y

Provide a more detailed overview of the
methods, tools and templates utilized during
each phase

4.3 Overview of phases and tools applied
4.3.1 Download – Identifying internal assumptions

The workshop started with some warm-up
exercises to allow participants to get to know
each other and introductory remarks by the
Director of Industry, Tourism and Creative
Economy at Bappenas and the Principal
Advisor and Coordinator of ISED. Then ISED
senior project managers introduced industry
stakeholder mapping and sector overview
presentations on the tourism and food and
beverage industry in Indonesia based on
ISED’s previous work and research, including
ministry strategies (see Annex 1 & 2). This
allowed participants to grasp the context for the
partnership development, fostered a common
understanding of internal goals and indicators as
well as an overview of the most important trends.
In the middle section, conceptual background
(Inclusive Business, forms of partnerships) was
provided by the lead moderator and participants
were introduced to the Design Thinking
methodology through a movie. The day ended
with a reflection on own assumptions about the
sector and partner companies which were used as
a bases for developing interview question guides.

Theoretical background
Empathy is crucial to a human-centered design
process such as Design Thinking, and empathy
allows design thinkers to set aside their own
assumptions about the world in order to gain
insight into users and their needs. This mindset
ensures that products, services and partnerships
are created with a user-focus and are thus
sustainable.
To do so, reflecting upon own assumptions
related to the challenge one is trying to solve is
crucial in order to set aside stereotypical images
or ideas. Reflection can mean conducting an
industry and stakeholder analysis, mapping
assumptions and own goals, and having guided
discussions to become aware of the others’
assumptions.

The Download phase is also the critical starting
point of the five step learning journey. It allows
participants to have a common and transparent
understanding of their own perspective. This
perspective is then translated into concrete
assumptions which are validated within the
market to gain a better understanding of what
the private sector actually needs later in the
process. Thereby, participants might realize that
some assumptions may not align with what the
target group actually needs, while others do.

The three core goals of the Download phase are:
y

Understanding the outline of the sector,
mapping stakeholders and their needs

y

Identifying participants’ own assumptions

y

Common understanding of the challenge

Introductory remarks

25

Warm up and sector overview
presentations

12 Link: https://www.youtube.com/watch?v=M66ZU2PCIcM&t=5s
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Overview of tools applied
Key learnings during the Download phase

Table 1 outlines which tools were applied during
the Download phase. Templates used during the
workshop can be found in Annex 2.

Endorsement and formal opening speeches by management are
helpful to put the participants into the right mindset - If leadership
encourages openness and demonstrates this attitude, it gets easier
for participants to engage in the process
“Homework” is essential (e.g. preparing sector presentations and
stakeholder mapping) to bring everybody on board quickly Otherwise, the orientation and alignment of levels of
understanding of participants takes too long

Tools

Description

Context

Template

STEEP-analysis

The STEEP analysis
enables participants to
take a structured look
at the environment for
potential partnerships
in the sector by going
through the major social,
technological, economic,
ecological, political and
legal inluencing factors.

This tool can be used
to structure and focus
sector presentations in
the Download phase.
It is contained in older
versions of Capacity
WORKS, the cooperation
management model of
GIZ.

STEEP Analysis
(GIZ Capacity WORKS)

Stakeholder
Mapping Canvas

The Stakeholder Map
enables participants to map
all relevant stakeholders
within a sector and deine
their goals, challenges and
needs, as well as visualise
what relationships the
players have.

This tool can be used
before, during and after
research; it’s standard
for GIZ projects and
therefore easily
understood.

Stakeholder
Map_Advanced

Assumption
Mapping

The Stakeholder Map
enables participants to map
all relevant stakeholders
within a sector and deine
their goals, challenges and
needs, as well as visualise
what relationships the
players have.

This tool can be used
before, during and after
research; it’s standard
for GIZ projects and
therefore easily
understood.

Stakeholder
Map_Advanced

The “IDEO shopping cart” movie (shows the re-designing process
of a traditional shopping cart) was a good add-on to introduce the
Design Thinking methodology and process
Assumption mapping can encounter some hesitation to share own
views that might be perceived as critical, depending on the cultural context. Our recommendation is to start with a more playful approach next time (e.g. a role play)

In total, the four hour session planned to download assumptions
was too short to prepare the participants thoroughly,
we recommend a full day.

Table 1: Overview Of Tools Applied During The Download Phase.

Group work presentation during
Download phase
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4.3.2 Discover – Meet potential partners
Theoretical background
After reflecting upon own assumptions, the first
stage of the Design Thinking process is to gain
an empathic understanding of the problem one
is trying to solve by looking more closely at the
users. To do so, field and desktop research are
conducted to find out more about the users, or
people connected to the challenge. This involves
consulting experts to explore the area of concern
through observing, engaging and empathizing
with people, to understand their experiences
and motivations, as well as immersing into the
physical environment to have a deeper personal
understanding of the issues involved. The goal is
to uncover the feelings, habits, needs and wishes
of the user. Previous assumptions can either be
confirmed, questioned or new surprising insights
connected to the challenge can be revealed.
The Discover phase gives participants the unique
opportunity to visit potential stakeholders onsite and interview them. They are encouraged
to immerse themselves into the world of their
stakeholders - here: the companies - to gain a
better understanding of their needs, challenges
and context. This experience is essential to
validate their own assumptions and understand
the perspective of the stakeholder.

The three core goals of the Discover phase are:
y
y
y

Nutrifood, founded in Semarang, is a nutrition
and food company distributing their product line
across more than 30 countries globally. Apart
from production and sales, Nutrifood contributes
to academic research on nutrition through their
Nutrifood Research Center. The company’s mission
is to collaborate with various stakeholders, including
communities, in spreading the practice of a healthy
lifestyle, implementing an eco-friendly business
practice, empowering youth as future leaders and
encouraging collaboration through their co-working
space Nutrifood Inspiring Center.

Javara, founded in 2008, works with artisans and
smallholder farmers across Indonesia to bring
community-based, organic products to broader
markets. Javara operates across agricultural value
chains from production to distribution with the
goal of strengthening the suppliers’ production
capacities, marketing their products nationally and
internationally, securing premium prices for the
farmers and processors, and improving workplace
safety. To date, Javara holds a portfolio of over 250
organic products that are certified under the EU, US,
NOP and JAS standards and is currently exporting to
22 countries in 4 continents.

Visiting the premises offers ample opportunity
for observations (e.g. How do people dress and
behave? What does the architecture tell us about
the company? How do people communicate?
Which terms do they use, which values do they
cite and refer to? etc.). Through the interview
and the face-to-face experience the participants
could validate their assumptions, gain relevant
insights and build greater empathy. The outcome
was a better understanding of the companies
business models, organisational culture,
challenges and needs, their visions and goals.
This is essential to build strong partnerships
and design sustainable solutions that suit the
demands / needs of both parties involved.

Indofood, founded in 1990, provides holistic and
sustainable food solutions along the value chain
by operating in all stages of food manufacturing,
from the production of raw materials and their
processing to consumer products in the market,
to distribution across Indonesia. Apart from
producing and selling Consumer Branded Products,
Indofood’s Agribusiness Group invests in research
and development, as well as seed breeding, oil palm
cultivation and milling, cultivation of sugarcane,
rubber and other crops, and operates the largest
integrated flour miller in Indonesia.

Conducting stakeholder interviews
Building empathy with the user
Identifying key pain points and needs of the
user

Workshop implementation
A key element of the training was the in-thefield research safari which gave participants
the opportunity to visit hand-picked potential
partners and conduct live interviews.
The safari had scheduled visits to four companies,
Javara, Indofood, Nutrifood and Martha Tilaar,
who were interviewed by the participants.
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The Martha Tilaar Group, founded in 1970, is an
Indonesian beauty company striving to become a
global leader in providing natural beauty products
and services to women whilst empowering women
locally through training, employment opportunities
and education programmes. Martha Tilaar works
together with educational institutions and the
government to build schools and training centers
educating women on natural beauty research,
development and modern technology opportunities
as well as environmentally friendly sourcing
practices.

Company visits
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The company visits are a key component of the
training concept and need to be well prepared
and facilitated by coaches to create a safe
space for honest exchange. A group of up to
eight people (partially representing ministries)
showing up at the premises and asking curious
questions - that is quite an intervention and can
create irritation with employees. If this is not
handled well, the risk is high that “marketing
messages” will prevail in communication which
makes the subsequent steps challenging.
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Overview of tools applied
Table 2 outlines which tools were applied during
the Download phase. Templates used during the
workshop can be found in Annex 2.

Key learnings during the Discover phase
Tools

Description

Context

Template

Interview
Question Guide

Research preparation is
key when conducting
stakeholder interviews.
The goal is to deine open
questions that trigger
storytelling and emotions
which is crucial to better
understand the stakeholders
and their context.

This tool is used when
preparing research.

Interview Guide

Observation
Notes

The Observation Guide is
a template that enables
participants to document
their interviews from
the perspective of the
stakeholder. They focus on
who they met, inspiring and
surprising quotes, and their
key insights.

The tool is applied
during and after an
interview to directly
capture the insights. It
is then used again in the
Deine phase where all
information from the
research is gathered.

Interview Notes

Success factors we identified for this step are:
Clear contact persons on both sides: Make sure that the company
contact person has been briefed internally on previous discussions
(sometimes the people who were involved in developing a first idea
for a partnership and those then handling the operational details
are not the same)
Sufficient pre-contact between responsible facilitator and
company representative before the visit (ideally, a personal
encounter, minimum phone calls) to thoroughly explain the
background of the exercise
Research purpose reminder: Participants tend to get enthusiastic
and follow their personal interest, it is helpful to remind them of
their research purpose - to validate assumptions and gather user
insights. Preparing questions and having the interview guides is
helpful in this regard, even though the range of topics covered in
the talks was much broader than anticipated
Two hours on site (including meetings) is sufficient for a first
encounter, it also does not put too much pressure on the
companies in the preparatory stage
The safari is important as a team-building intervention for the
working group, especially if participants don’t know each other
well yet. It can be used explicitly for this by facilitators (e.g. small
personal introduction games)
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Table 2: Overview Of Tools Applied During The Discover Phase.

32

HANDBOOK BUILDING PARTNERSHIPS ACROSS SECTORS

HANDBOOK BUILDING PARTNERSHIPS ACROSS SECTORS

4.3.3 Define – Turn data into insights

Key learnings during the Define phase

Theoretical background

Workshop implementation

During the Define phase, the information created
and gathered during the Discover phase is
analyzed and clustered. Research synthesis helps
to process, digest, analyse and understand the
outcomes of the interviews conducted during
the safari. The goal is to reflect upon notes and
impressions (non-verbal communication, gut
feelings) and to interpret them to demystify the
target group, their needs, challenges and goals.
This phase is especially important to create a
common understanding and a concrete problem
statement.

After returning from the safari, the first step
of the Define phase consisted of an individual
reflection (using post-its) on key insights
using the Point of View (PoV) terminology and
structure:

To make the challenge more concrete, Personas
are developed, which mirror users and
stakeholders. For each Persona, which can be
real persons met e.g. during the research safari,
challenges, needs and insights are clustered and
subsequently turned into new sub-challenge
questions. Thereby, it is important to reframe the
problem in a human-centered manner using the
insights gained during the research.

The three core goals of the Define phase are:
y
y
y

Synthesise insights gained during the safari
Reframe the challenge statement
Understand the stakeholders

The terminology of the Point of View (PoV) analysis is new in
this context and can create some misunderstandings, especially
in combination with English-Bahasa translation. Because of this,
participants tend to include personal interpretations into the
statements. It would have been helpful to have more concrete
examples readily available that connect to the work reality of
the participants (we used “general” Design Thinking product
development examples which were not ideal).

We met ...

The combination of individual reflection as a first step and sharing
and clustering of insights on pinboards in a second step works well
and is helpful to keep up a diversified image and channel the
exchange of participants.

We were surprised to realise that …
(-> need)
It would be game changing, if …
(-> wishes, insights)

On the one hand, the Personas create a burst of energy and set
free the creativity of the participants. Especially quotes are helpful
to bring the Persona to life. On the other hand, participants in this
context are used to a specific way of working when addressing
challenges with tools that rather support abstraction (e.g.
through results models), which makes it hard to stay within a user
perspective. One possible consequence is that the Personas remain
points of reference for the participants, but are not at the core of
the ideation session (as it is foreseen in Design Thinking). Strong
facilitation through experienced coaches is needed here.

In a second step, participants shared and
clustered these findings on pinboards. Based
on the PoV, a generalised Persona was created
including key quotes, challenges, needs and
insights.
Using the Personas and their challenges and
needs, the core problem statement formulated
in the beginning was reformulated or narrowed
down into sub-challenges to ensure that the
challenges were user-centered. Outcome of the
Define phase were concrete Company Personas
and their challenges, wishes and needs clustered
in a structured manner.

Define phase
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The peer pitch is very helpful to gather first feedback and to keep
people focused.

Presentation of the Personas
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Overview of tools applied
Table 3 outlines which tools were applied during
the Define phase. Templates used during the
workshop can be found in Annex 2.

Tools

Description

Context

Template

Personas

Personas are ictional
characters, which the
participants create based
upon their research
indings. They serve as a
representation of different
stakeholder groups that
have been identiied
during the Research Safari.
The participants visualise
the needs, experiences,
behaviours, network and
goals of a Persona. It helps
participants step out of their
own view; and recognize
that different stakeholders
have different needs and
expectations.

This tool is used during
the Deine phase to visualise key indings. The
Persona is a great reference point for the Deine
and Develop phase.
Personas are not ixed in
stone, they evolve with
the insights the team
gains throughout the
process.

Persona

Point of View
(PoV)

The Point of View (PoV)
nails your research in
one actionable problem
statement which will allow
participants to ideate in
a highly goal-oriented
manner. There are two ways
to structure it as seen in the
template.

This tool is used at the
end of analysing the
research to narrows
down the core problem.

Point of View

How might we
(HMW) question

How might we (HMW)
questions are short
questions that evolve from
the POV. It is important that
participants deine HMW
questions that are broad
enough that there are a
wide range of solutions but
narrow enough for solutions
become concrete.

This tool is used as soon
as the POV is clear. It
kicks-off the ideation
process.

-

Group work define phase

Table 3: Overview Of Tools Applied During The Define Phase.
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4.3.4 Develop – Co-create with potential partners
Theoretical background

Workshop implementation

During the Develop phase, designers are ready to
start generating, prototyping and finally testing
ideas to solve the core problem addressed based
on a deep understanding of the users and their
needs.

We started the ideation phase with silent
brainstorming, which already generated quite
some solution approaches. In a second round,
participants were encouraged to build on the
first existing ideas. Another method used was
celebrity brainstorming like “What would
Jack Ma / Elon Musk do?”. In a next step, the
solutions were clustered according to similar
approaches. Every participant got three stickers
to democratically vote on the most interesting
ideas.

With this solid background, the team can start
to “think outside the box” to identify new
solutions to the problem statement. In Design
Thinking, the process of coming up with ideas
is called Ideation and there are many different
brainstorming techniques that can be used.
Once one or more solutions are picked, they are
prototyped, which means producing a number of
inexpensive, scaled down versions of the product
or specific features found within the product.
This might be a mock-up, storyline or simple
sketch.
Prototypes may be shared and tested within the
team itself, in other departments, or on a small
group of people or stakeholder outside the design
team. This is an experimental phase, and the aim
is to identify the best possible solution for each
of the problems identified during the first three
stages.
The solutions are implemented within the
prototypes and, one-by-one, they are investigated
and either accepted, improved and re-examined,
or rejected on the basis of the users’ experiences.
The process of refining the solution is called
Iteration. By the end of this stage, the design team
will have a better idea of the constraints inherent
to the product, the problems that are present, and
have a better/more informed perspective of how
real users would behave, think, and feel when
interacting with the end product. The goal is to
have a refined product or service designed for
and tested by the user.

The ideas voted on were elaborated using Idea
Napkins: Visual presentation for the Persona,
short description and value added for Persona.
The Idea Napkin was used to present the idea
to ISED management to receive first internal
feedback.
The idea was iterated based on the feedback.
Participants were then encouraged to prototype
their idea by either creating a storyline, idea
boards or building a physical mock-up (e.g. using
Lego).

Key learnings during the Develop phase
Ideation / brainstorming works very well, the participants are
eager to share their ideas and produce a lot of good leads.
Again, clustering needs strong facilitation to avoid that strong
perspectives become too dominant.
The ISED management feedback round provides valuable
feedback on viability of the idea from GIZ perspective, which
leads the teams on the right track in terms of implementation
(“guardrails”).
Company feedback round is a key value to the workshop, because
it provides a reality check for the teams and ideas from a company
perspective. Unfortunately, one company was not able to join
which hindered the process for one of the teams. The feedback by
the company representative tends to be rather cautious, facilitators
need to make sure that the participants also react to implicit
feedback such as body language.
As a peer pitch, the market place is a good and interactive
way to share results between the teams.

Subsequently, the prototypes were pitched to the
company representatives from the research safari
to receive company feedback. Comments were
gathered using the Feedback Grid and digested to
start a second iteration round on the prototypes.
At the end of the day, the teams pitched their
final prototypes in a market place setting.
Group work develop phase

The three core goals of the Develop phase are:
y
y
y
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Generate new solutions
Prototype new solutions
Test and refine new solutions
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Overview of tools applied
Feedback Grid

The Feedback Grid is a
template to help groups
document feedback of
their prototype. It also
helps when unpacking the
feedback and prioritizing
what has to be developed
further.

This tool is used during
testing and iteration.

Feedback Grid

Elevator Pitch

An Elevator Pitch is a
short (very condensed)
presentation / description of
the solution that the group
has designed. It explains
the problem, user, need,
and solution in a way that
any listener can understand
it in a short period of time.
Thereby, the participants
are pushed to make their
solution as crisp and
focused as possible.

This tool can be used
when the solution has to
be presented briely. It
is also a good tool after
testing and iteration to
outline the core of the
solution.

Elevator Pitch

Table 4 outlines which tools were applied during
the Develop phase. Templates used during the
workshop can be found in Annex 3.

Tools

Description

Context

Template

Brainstorming
Techniques

Brainstorming Techniques
are creative tools that help
ideas to be generated in a
group. There are different
methods that enable groups
to effectively come up
with ideas such as silent
brainstorming (everyone
has three minutes to silently
brainstorm and then share
in the group), celebrity
brainstorming (What would
a famous person do?), and
Reverse Thinking (What
would make the situation
worse?).

This tool is used when a
team has to develop new
ideas (ideation). It needs
a clear problem statement and a concrete
HMW question.

Tip: One idea per
post-it

Voting

Voting is used to help
a team select the best
idea from all the ideas
that have been clustered.
Each participants has
3-5 votes. Voting can be
done according to speciic
categories: most radical,
most user-centered, most
actionable.

This tool is used as soon
as the ideas have been
clustered. Voting can
also be used throughout
the entire process to
help speed up decisionmaking and cut lengthy
discussions.

–
Tip: Use sticky dots
to vote.

Idea Napkin

The Idea Napkin is a
structured process to
develop and visualize
an idea. It gives the
participants the opportunity
to sketch their idea to make
it more real. Additionally the
speciic questions help the
make the idea as concrete as
possible.

This tool is used when a
team decides to work on
an idea. If applicable, the
Idea Napkin used during
Prototyping can be illed
out again to reine the
idea.

Idea Napkin

Table 4: Overview Of Tools Applied During The Develop Phase.

Working on the Idea Napkins
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4.3.5 Deliver – Implement new partnerships

Concluding, the participants created a roadmap
for implementation and were encouraged to
think about how they can monitor the progress
and impact.

Theoretical background
The co-creation process of step 1-4 has a major
advantage: It already fosters commitment,
ownership and trust in all parties, which
is essential when co-building sustainable
partnerships. The last phase of the five-step
process focuses on creating a sustainable and
inclusive business model for the product or
service developed.
First ideas on business modeling may have
already come up during ideation, but are now
made concrete. Here, it is generally useful to use
well-known tools such as the Business Model
Canvas because they are easily understood
by third parties who might get involved in
implementation (additional partners, financiers,
etc.). Now, the question of sharing costs and
benefits, of activities and contribution becomes
concrete. In this phase, the considerations on
public contributions presented in chapter 2.1 and
the cooperation strategies in chapter 3.1 become
relevant. Once the outline of a business model
is formulated, a plan for implementation and
monitoring is required, for example in form of a
Roadmap indicating milestones as well as roles
and responsibilities of each party.

The three core goals of the Deliver phase are:
y
y
y

Make solutions actionable / viable
Enable an entrepreneurial mindset
Create a roadmap to foster commitment

Workshop implementation
For various reasons, we decided against the use
of the Business Model Canvas and for a more
straightforward economic business modelling
exercise (see box). Partially, groups used Excel
tables to calculate potential costs and revenues,
one group analysed value addition in a selected
value chain.
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Business economic models
- Costs types in Inclusive Business and
TVET partnerships
We decided against the Business Model Canvas
in the last stage of the workshop, because it
would have forced participants to repeat several
stages that were already covered. This would have
distracted attention from the key component
that was still missing, an economic analysis and
a reflection on sensible partner contributions.
Instead, the facilitator team encouraged
participants:
1. To distinguish which cost types they are
looking at in their project concept and to
differentiate 3 categories:
a. One-time development / set-up / pilot
activities and related costs
b. Steady investments required e.g.
in Human Resource Development
(HRD) measures / skills development or
coordination (e.g. sector groups)
c. Continuous business transactions with
costs and returns (e.g. selling of goods or
services)
2. To then pick a focus and analyse those
potential costs (and revenues) in depth, using
Excel-tables
3. To discuss in the team who should conduct
which activities and cover which costs (-> for
public contributions, see chapter 2.1)
4. For Inclusive Business models that result
from interventions in existing value chains, it is
important to develop an understanding of value
addition at the respective steps first in order to
come to a realistic base for negotiations about
contributions

Key learnings during the Deliver phase
The cost-return perspective is extremely valuable to ground ideas
and solutions discussed by participants. It is therefore important
to introduce an economic business modelling exercise early in
the process. Yet, partnerships seldom have straight-forward,
easily calculable economic models - major costs often arise in the
development phase, public contributions need to be negotiated
and assessed against potential target group benefits etc (see box on
the previous side).
Therefore, the topic can only partially be approached with
standard tools, facilitators have to tailor this step to the specific
project idea (A new service? An intervention in a value chain?).
A first and important step is to break the overall project down into
phases, cost types, activities to get a more detailed understanding
of the structure.
For interventions in value chains / IB models, this often
means a necessary research step to gather the data. A helpful
methodological framework is provided by ValueLinks, the
sustainable value chain development methodology of GIZ (mainly
modules 2 and 3)
Cost calculation for TVET solutions is more straightforward but
requires quite some transparency of participating companies
about planned/average HRD expenditures and the like which is
challenging in a competitive setting.
Agreeing on contributions in partnerships - in kind, financial
- is a negotiation process and needs to be based on a sufficient
understanding of underlying cost-structures; cooperation
strategies for such situations were discussed in chapter 3.1
It is key to end the training with a roadmap that pins down
agreements on next steps which are also shared with the potential
partners. Otherwise, the dynamics of the development process are
often lost when everyday activities kick in again
Ideally, a simple results model is already developed at that
stage that can be the point of reference for results indicators and
monitoring activities. This was beyond the scope of this workshop,
but is e.g. described well in GIZ’s Steering and Monitoring
Instrument for Partnerships with the Private Sector (SMP), see tool
overview
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Results model,
indicators &
monitoring

Overview of tools applied
Table 5 outlines which tools were applied during
the Deliver phase.

Tools

Description

Context

Template

Business Model
Canvas

The Business Model
Canvas is the probably
most widely-used tool for
startup management and
has become the standard for
startup presentations and
workshops.

The Business Model
Canvas makes sense
if the joint business
model is also presented
to third parties
(investors, stakeholders,
additional partners).
We recommend to
use new versions
like the Sustainable
Business Canvas that
already integrate this
perspective.

Can be found online,
e.g. at Borderstep
Institute.

For Inclusive Business
models, it is often
necessary to understand
cost structures in a
value chain in detail to
assess beneits for the
poor through a planned
innovation as well as
the economic viability.
The GIZ ValueLinks
methodology offers such
an approach.

Can be found online:
http://valuelinks.org/
manual/
(module 2)

Value chain
economic analysis

Roadmap

Step-by-step guide to
detailed calculation of
total value added, the
composition of value
added along the value
chain and the assessment
of parameters of chain
competitiveness and
eficiency.

Roadmaps are - often visual
/ creative - strategic plans
that contain the broad
outline, major steps and
milestones of a project.
They can be the point of
departure for more detailed
planning tools like a plan of
operation.

Roadmaps are very
suitable for workshops
and to agree on major
milestones with partners
without getting lost in
the details which are
better elaborated in
small teams.

The results model makes
explicit the key results
hypotheses underlying the
strategy for change that the
participating actors wish to
jointly implement. It is the
base for formulating
appropriate indicators
which are obtained by
systematically seeking
answers to the following
question: ‘What will be
different if we succeed
here?’ By regularly collecting
information on
these parameters it is
possible to measure
whether the cooperation
system is developing in the
right direction (monitoring).

Roadmaps are very
suitable for workshops
and to agree on major
milestones with partners
without getting lost in
the details which are
better elaborated in
small teams.

No general template
recommended, adapt to
speciic need; for Operational Plan use GIZ’s
Capacity WORKS standard tools

No general template
recommended, adapt to
speciic need; for Operational Plan use GIZ’s
Capacity WORKS standard tools

Company feedback round

Table 5: Overview Of Tools Applied During The Deliver Phase.

43

44

HANDBOOK BUILDING PARTNERSHIPS ACROSS SECTORS

HANDBOOK BUILDING PARTNERSHIPS ACROSS SECTORS

5. Conclusion and recommendations for replication

The training was a pilot in the Indonesian
context, e.g. looking at the methodology
(encouragement of experimentation and failure,
etc.), the strong involvement of potential private
sector partners in the process and Impact Hub
Jakarta as a location with Impact Hub Berlin as
conceptual partner. So, applying Design Thinking
terminology, it constitutes a prototype that has
been successfully tested, but of course can be
further improved (iteration). In the concluding
chapter, we would like to present some ideas in
this regard and overarching recommendations
based on three perspectives:

Evaluation - What the participants said

y

Participant feedback directly after
the workshop

y

What happened after the training a status update by ISED

y

Our discussions and reflections in
the facilitation team (including ISED
representatives), also comparing the training
to other more established formats like the

Two main drawbacks which most participants
addressed were language and time constraints.
Despite providing on-site translators and
translated materials, they would have preferred
to have the training completely in Bahasa
Indonesia to remove language barriers and
instances of “being lost in translation”, leaving
more time for them to work. This also affected
time management. Partially, the participants “felt
rushed” to complete each step of the process,
particularly for activities that involved the use
of visual aids and in developing their economic
business models during the last day.

Participants generally mentioned the realistic
and direct involvement of private companies
(potential partners) and the interactive methods
used as highlights of the training. They greatly
appreciated the opportunity to interact and
engage in discussions with representatives of the
private sector and found it motivating to know
that the products of their activities were more
than a mere simulation, but actually “real” leads.
The intensive facilitation helped dealing with the
novelty of the approach and tools.

Participants generally enjoyed the realistic,
interactive design - but it is more demanding,
too, and therefore language barriers play
a more significant role. Where sufficient
capable local facilitators are available, invest
into translation and conduct the training
completely in local language
(rather translating into English then
for international participants).
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Three months later Status of the partnerships
The partnerships have developed quite
differently after the workshop:
With one company, the progress is very positive.
ISED and the company are currently preparing a
broad capacity development programme which
will be implemented on Lombok. Potentially, the
project will be enlarged to a strategic partnership
with three other companies.
Another organisation has participated in sector
qualification measures supported by ISED
and is planning to implement the internal
knowledge sharing and qualification process
first conceptualized during the training which
could lead to multiplication processes inside
the company involving 5.000 direct and indirect
employees. With the other two companies, ISED
is still in contact and discussing further ideas, as
the original ideas have not proven viable. These
were also the companies with least previous
engagement with GIZ, so not surprisingly,
finding common ground and developing a
mutual understanding took more time. ISED is
planning to follow up and is still optimistic that
cooperation will materialise at least with one of
them.

Expect a maximum 50% direct realisation
rate - Select companies accordingly and
rather pick more leads if this can be handled
in the preparation process.

Learnings and recommendations of
the facilitation team
In our discussions in the facilitation team and
with ISED management, several overarching
topics came up repeatedly.

Be strict with participant selection Those selected should have a realistic role
in the follow-up process. Make it very clear
that certificates can only be obtained for
continuous presence.

Mixed groups are beneficial: Participants
observed that having e.g. a regional, technically
very knowledgeable expert in the group was
very beneficial as it forced them to explain (and
become aware) of the specific (Indonesian)
context - at the same time, they were provided
with “fresh” insights.

This is the credo of Design Thinking - but
it always shows in practice, too: Mixed
groups with various fields of expertise and
perspectives can add a lot of value to the
process.

Company feedback is key: It has been stressed
repeatedly - but the immediate feedback of the
companies is a key feature of the training concept
and actually exemplifies the specifics of the
approach. Therefore, it can be quite a challenge
for the learning process if this step is missing, as
it happened in one group. We tried to deal with
it in a creative way and the group sent a movie
to the representative via Whatsapp, but still, the
individual encounter is hard to compensate.

Due to this importance of the step, it is
necessary to discuss fallback options with
companies beforehand - Who could be a
replacement when the responsible contact
person is unavailable?

Participant selection and dropout rate:
Especially public sector partners find it
sometimes hard to accept that they cannot send
larger groups to the training because these also
have an incentive character and it is a usual
practise to come and go during trainings. But for
these type of process-oriented trainings, every
participant matters and needs to contribute
constructively to help the group proceed.
Dropouts, continual coming and going hurts
group dynamics and learning.
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Selecting a focus: It is probably fair to say that
complexity in development cooperation projects
is usually high (numerous actors, approaches,
technical terms etc.) - in partnerships, this
is further enhanced because even more
perspectives are added. Not surprisingly, the
overall concept that emerges in a first steps is
often very comprehensive, broad and therefore
also generalised. Human-centered design
processes function the better the more concrete
the problem can be formulated that is to be
addressed.

It is hard to address very broad and complex
challenges with a Design-Thinking process in
a training context. One way of dealing with
this is to split the overall challenge into subchallenges after the ideation stage which
are allocated to different teams to make the
outcomes more concrete.

Clear instructions and strict timing are key:
This is probably always a good idea - but even
more so when introducing a novel approach
where each step builds on the previous.

HANDBOOK BUILDING PARTNERSHIPS ACROSS SECTORS

Stay with the group: In the beginning, we often
rotated between groups in the facilitation team
and helped each other out with advice. We
learned that jumping between teams is difficult,
because it forces participants to re-explain and
disturbs their group process.

Energiser!

Therefore, the assigned facilitator should be
the only direct contact point for the groups - If
questions need to be clarified, that needs to happen
within the facilitation team.

Get active Change
perspective!

Breaking the process down into very detailed,
clearly communicated steps, using simple,
but precise instructions eased the process
immensely. From day three onwards, we
produced the steps on a presentation and kept
them visible during the group phases, with
timing instructions that were visualised by
screening a digital countdown for each session.
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Annex 1

Sector Overview - Food and Beverage Industry
in Indonesia
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Annex 2

Sector Overview - Tourism Sector in Indonesia
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Annex 3
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Director’s Script Day 2 & 3

Director’s Script Day 1 & 2
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Annex 4

Design Thinking Methodology Templates
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