Citation for published version

Tavella, Elena and Papadopoulos, Thanos (2016) Applying OR to problem situations within
community organisations: a case in a Danish non-profit, member-driven food cooperative. Euror
Journal of Operational Research, 258 (2). pp. 726-742. ISSN 0377-2217.

DOI
https://doi.org/10.1016/j.ejor.2016.08.065

Link to record in KAR
http://kar.kent.ac.uk/57170/

Document Version

Author's Accepted Manuscript

KAR et

Kent Academic Repository



Accepted Manuscript

Applying OR to problem situations within community organisations: a
case in a Danish non-probt, member-driven food cooperative

Elena Tavella, Thanos Papadopoulos

Pll:
DOI:
Reference:

To appear in:

Received date:

Revised date:

Accepted date:

S0377-2217(16)30704-4
10.1016/j.ejor.2016.08.065
EOR 13951

European Journal of Operational Research

9 September 2015
24 August 2016
26 August 2016

3 Vaturna 239, lssue 3, 16 Docomber 2014
L 3

ELSEVIER

UROPEAN ..OURNAL OF
PERATIONAL ~ESEARCH

ScienceDirect

swww.elsevier.com [loeate/ejor

Please cite this article as: Elena Tavella, Thanos Papadopoulos, Applying OR to problem situa-
tions within community organisations: a case in a Danish non-probt, member-driven food cooperative,
European Journal of Operational Research (2016), doi: 10.1016/j.ejor.2016.08.065

This is a PDF ble of an unedited manuscript that has been accepted for publication. As a service
to our customers we are providing this early version of the manuscript. The manuscript will undergo
copyediting, typesetting, and review of the resulting proof before it is published in its bnal form. Please
note that during the production process errors may be discovered which could affect the content, and
all legal disclaimers that apply to the journal pertain.



http://dx.doi.org/10.1016/j.ejor.2016.08.065
http://dx.doi.org/10.1016/j.ejor.2016.08.065

ACCEPTED MANUSCRIPT

Highlights
X lllustrates how Community OR is used in Alternative Food Networks)(AFN
X Shows the use of Viable System Model in AFNs

x Demonstrates how Community OR enhances coordination within AFNs &

x Demonstrates how Community OR enhances cohesion within AFNs \

o3



Applying OR to problem situations within community organisaibns: a case in a Danish non-

profit, member-driven food cooperative

Author names and Affiliations:

x Dr Elena Tavella -Corresponding author:

Department of Food and Resource Economics, Universitypeinhagen, Rolighedsvej 25, 1958
Frederiksberg C, Denmark. Enge@ifro.ku.dk
Phone: +4535333709

x Prof Thanos Papadopoulos

Kent Business School, University of Kent, Sail and Colulhe Historic Dockyard, Chatham,
Kent ME4 4TE, United Kingdom
Email:A.Papadopoulos@kent.ac.uk




Abstract

This paper focuses on how the use of Community OR (G@#Rjfically Systems Thinking (ST) and
the Viable System Model (VSM) can help in addressing congplexcartain problem situations
within community organisations, in particular Alternative Nebdorks (AFNSs). Literate has
highlighted the importance and benefits of AFNs, but alsocdimplexity and uncertainty
underpinning the majority of AFN related problem situatiohdirttiadecision making‘and strategic
planning and threaten the long-term sustainability of. AleN&ddress this issue, werdiscuss the use of
ST via a VSM intervention witrarmember-driven food cooperative in Copenhagen, Denmark, and
the changes in decision making and the organisatioctairstnf the cooperatives We illustrate the
application of the VSM and in particular the methodologyganisational self-transformation within
IROFDOLVW JUHHQ BRP® X QRW B U RDLOYaEHP QsDesHeRHa#democratic and
participative decision making, and changes in the orgaalisitigiure that foster coordination and
cohesion. Thamplications for COR and Soft OR, limitations and future cesdmections are also
provided

Keywords:Problem structuring, Community ORternative Food Networkdecision makingiable
System Model

1. Introduction

In recent years, food producers, researchers, pokeysraad consumers have recognised the need
for protecting and enhancing environmental and humlh (fespinosa et al., 2008; USDA, 2012;
EC, 2013; Howard-Grenville etwal.,, 2014). Neverthelesgylabalisation, industrialisation and
intensification of food production and distribution have camenmental degradation, resource
depletion, health scaresfand consumer anxiety conceoungafety (llbery and Kneafsey, 2000;
Murdoch et al., 2000; King, 2008). To address and eltbese issues, researchers have emphasised
the potential of Alternative Food Networks (AFNs), wailelcommunity organisations that comprise
IRU LOQVWDQFH | box BcHdines, fBdal ddbpevatives and community-supportedtuagr
(llbery.and*Kneafsey, 2000; Marsden et al., 2000; Hinrich§a2@)2003; King, 2008; Milestad et al.,
2010; Tregear, 2011).

Alternative Food Networks suggest a counter movemetab@iged, industrialised, and resource
intensive food systems, and play a central role in cragitogreentally and economically sustainable
communities, as well as healthy societies. Specificallyprafidse facde-face contact between

producers and consumers, ecology, food quality, andaduigtai(Marsden et al., 2000; Ilbery and

Maye, 2006). Food production and distribution occur mamlgkthsmall-scale enterprises (e.g. farms



and shops) and local initiatives (e.g. community events ikeds)mhat supply ecological food,
provide recreation opportunities, and enhance localpabistalevelopment by retaining returns
within and employing members of local commuifiassden et al., 2000; Sage, 2003).

Despite the proclaimed social, economic and ecological lwén&filés (Tregear, 2011), actors face
complex and uncertain problem situations created by tleecommections between
human/organisational (e.g. difficulties in collaborating actdngaonsensus) and technical issues,
such as high operating, distribution and transportatsté @mottila et al., 2005;,Stolze et al., 2007;
Kledal and Meldgaard, 2008; Milestad et al., 2010). AFNcasuss classified into: (§dmmunity
partnershigsuethey concern the initiation of relationships betweersasttine food network (e.qg.
difficulties in the right choice of network partners and §jrskilled jpartners) (llbery et al. 2004;
Cuéllar-Padilla and Calle-Collado, 2011; Freidberg and GoldsteinBladd and Kledal, 2012;
Spilkova and Perlin, 2013); @®mmunication within the conmssuagiiey relate to insufficient
information sharing and social interaction between acéksufsris et al., 2007; Kottila and Ronni,
2008; Cuéllar-Padilla and Calle-Collado, 201 ¥or(chunity collaboratsuesack of commitment,
trust and agreement d R DFWRUV:- GLIIHUHQW LQWHUHYVWYD NRYIOW LDA
al., 2007; Kottila and Ronni, 2008; Cuéllar-Padilla‘an€ @i, 2011; Spilkova and Perlin, 2013);
and (d) firoduction and ecoriesuiedigh praductiony distribution and transportation costsr(Bgt

al., 2001; Vakoufaris et al., 2007; Freidberg and GoRxtéinTregear, 2011; Blanc and Kledal, 2012;
Damon and Nicola, 2013).

Ad-hoc, direct and personal communication to resolve these isswt always sufficient. Actors
often have divergent and/Sometimes even conflicting gieespeoncerning the problem situation
they face, and pursue_different interests and goaleq@amtdy, they may not reach shared decisions
and achieve mutual agreement concerning managemersepr@cetiila et al., 2005; Stolze et al.,
2007; Kledal and-Meldgaard, 2008). These problem situagidrampar democratic and participative
decision making, thereby affecting coordination and cohl@&mre et al., 2007; Kledal and
Meldgaard, 2008; Milestad et al., 2010). Hence thdyeatgnt the long-term sustainability of AFNs
(Feagan.and Henderson, 2009; Charles, 2011).

To resolve these issues, literature has suggested tifepasticipatory, interactive and facilitated
approaches during interventions with AFN actors (e.gdémaet al., 2000; Kledal and Meldgaard,
2008; Cuéllar-Padilla and Calle-Collado, 2011). Apartefroexceptions (e.g. Cuéllar-Padilla and
Calle-Collado, 2011; Tavella and Hjortsg, 2012), there adl lawnitlence of how participatory,

interactive and facilitated approaches help AFN actorssadtiymplex and uncertain problem

situations during interventioria particular, there is yet research to be conductdwwnthese



approaches may support democratic and participative deumkimg, and changes in the
organisational structure that may enable coordinatiocohasion within community organisations
(Midgley and Ochoa-Arias, 1999; 2004; Blanc and KledalCR8/EPand et al., 201%p address
these gaps, this paper (i) qualitatively analyses aregtse sdgcerning an action research (Huxham
and Vangen, 2003; Eden and Huxham, 2006) interventionanitember-driven food cooperative in
Copenhagen, Denmark; and (ii) discusses the changesiom demisng and the .organisational
structure of the cooperative as a result of thevémtéon, and how these changes.led to the
enhancement of coordination and cohesion within the atigpeilhe interventioniwas supported by
Community Operational Research (COR) (Parry and Mihgeds, Jackson, 2004; Midgley and
Ochoa-Arias, 2004), in particular Systems Thinking (SEki@td, 1981; 1990; Jackson, 2002) and
the Viable System Model (VSM) (Beer, 1979; 198});Q@8Mmtervention was inspired by the VSM
methodology developed by Espinosa and Walker (2011 w20di8)s based on VSM theory and the
theory of organisational viability. This methodology isl tisefahance sustainable development of
complex organisations through the use of complexity ena@atgto address governance problems

and design viable organisations.

This paper contributes to the literature on the ugO& within fORFDOLVW JUHHQ FRPF
(Midgley and Ochoa-Arigk999;2004) D Q6. TQORQSURILW PDQDJHPHQW: -RKQ
Privett, 2012) by providing an example of hew ST andStMesupported actors in addressing their
problem situation, and fostering changes in decision mattitigeaorganisational structure of the
cooperative. Thus this paper responds to the call byyvadglé®choa-Arias (1999; 2004) to directly
work with local, green community and voluntary organisatitnghe aim of enhancing their
coordination (e.g. through planning, formulating visiomasdesired future and financial management)

and cohesian

The rest of the-paper is organised as follows. In fhesexwtion we introduce COR and link AFN
issues to the ‘basic tenets of ST. Then we introdud&SMeand the VSM intervention approach
developed by Espinosa and Walker (2011; 2013). Aftesidgs¢the methodology we present our
intervention and findings. The paper concludes with a discossior contributiongo the COR
literature and the implications for COR and Soft OR prdeti@ations, and suggestions for future
research.

2. Community Operational Research and alternative food networks

Community Operational Research (COR) was established tmrhelpnity organisations resolve

their complex and uncertain problem situations. Such atigasisare organised in a participatory
ZD\ UHSUHVHQW SHRSOH: -V LQWR@Ha WproviiglsetieyRFuktie®nOre, F R P



they are typically non-profit, non-hierarchical, and réultiyme or part-time volunteers with some

paid workers. Time and money are lacking, thus members affomdoto pay consultants to help

them address their problem situations (Parry and Mingdrs,Jd&&on, 2004; Midgley and Ochoa-
Arias, 2000 7TKH PDLQ FKDUDFWHULVWLF RI WKHAMH FRHPIMQEBICNVE H V
and Ochoa-Arias (1999, p. 26DV WKH "EHOLHI LQ WKH QRUPDWHYHWXUWL |
individual (although some de-emphasise the individual more #ra), atiocus on sacial virtues or
duties rather than individual rights (although not alwalge £xclusion of rights)and, for most, an
emphasis on the power of participative decB@GnNLQJ WR UHJHQHUDWH FRPPXQLYV

There are various forms of communitarianism (described inyMiddI©choa-Arias, 1999; 2004), in
WKLV SDSHU ZH IRFXV RQ TORFDQVVM UWR XSG SHRPPWEQY. MMD B R
through planning, formulating visions for a desired fahddinancial management) and cohesion of
local communitie€ommunities are held together by implicit, seCially shameidgseand driven by

a commonly accepted notion of the social good. Communitisiaeterized by participation in the
generation of shared values upon which democratic anghgarticdecision making can be based
thereby enhancing cohesion (Midgley & Ochoa_ Arias; R004) case AFNs aim at enhancing local

sustainable development and environmentalprotection tiineurgdctivities

The support of COR is achiewdd the use‘of.participatory, interactive and facilitatedaabys to
enhance model-supported group conversations in a eifksmat. These approaches draw on ST
(Jackson, 2004), whithv FRQFHUQHG ZLWK "UDWLRQD&KIHFWBDQKBQWLR

$FFRUGLQJ WR./$UJ\ULV LV SW R inkbQMRBhUQINY tdysteri of H
UHODWLRQVKLS/ " WR"FRPH EHWZHHQ ERUIH FOVANRIQRES\SeitdM&R env  J L
unknown situation as an external agent and leavirg extdlof the project; collaborating with the
same organisationn multiple projects; and/or using method@ndienethods in the own workplace
(Mingers and Brocklesby, 1997). The aim of interveriingaserate valid information and help the
system of concern alleviate and make progress witlolbtenpsituations it faces (Checkland, 1985;
Jackson, 2002):

Table lllustrates the characteristics of problem situstidd-rNs from a ST perspective and maps
these situations to the issue types identified in thduictiom The use ofST can assist AFNs in
addressingomplexity and unce(taigayding e.g. consumer demand and timely delivery of organic food
products)WK DW F D Xaueh &3 féhibery of the cooperatives, food producerstahdtois?
possible incomplete understanding of the problem situatiich issues constitute the problem
situation, and how to deal with it (Rosenhead and Minget3, 26Ns, being human systems,

comprise both tangible (e.g. people) emangiblelements or entities, including for instance



information, values, ideas actors possess and goals tddikevtuattain (Buckle Henning and Chen,
2012. Goals may or may not be known to the person tisaegses them; some are endorsed by a
system and some are not; and some may co-exist harmoniousiyagthetyCheckland, 1999).

Complexity and uncertainty arise within real-world probleaticsis that comprise a multitude of
interconnected elements dedyisactess; product, monetary and information flonss/aost types
and communication) and the relationships between them.érbennections between,elements and
issues are reinforced moyltiple actors with divergent or even conflictiegaelispetie/gsoblematic
situation, ang@ursuing different interests ddalcgeals and Keys, 1984). Thesewrelationships giwe rise t
emergent proptréiesnly exist in relation to the complete whole compbdgsdissembled part§f W K H
ZKROH LV PRUH WKDQ %W Hre\defiRedRa@bdelwalile Sonseguences (e.g. lack in
information sharing) that constitute the unique identipamicular.,preblem situations (Checkland,
2012).Emergent properties are crucial features that ndszl donsidered and grasped in order to
understand, structure, and tackle complex and uncexdaienprsituations. Grasping emergent
SURSHUWLHY UHTXLUHV DJHQWNVNQWRQDG REWDI "K\R OR § W LW KDL
between elements and issues, and considers the diespetipves of multiple actoPsactically,
actors engage in participatory, interactive and fabtititateersations in order to get insight into and
resolve the problem situations they face.by visualisirentslemmsues, and their relationships in
graphical representations and/or models. Representatibmsodals are useful to identify crucial
elements and issues constitutingsa certain problem sitdapict, relationships and emergent
properties; and engage in reflections ‘and analysis icgntieenproblem situation. Reflection and
analysis enable actors to better understand the probilgtorsitstructure and make sense of it, and
determine options for resolution and progress usuallyngesulthe formulation of an action plan
(Checkland, 1981, 2012; Jackson, 2002; 2003; PR)d,Ir2@dder to understand the relationship
between COR and ST, we acknowledge them as two ddterenunities that work better keeping
their separate identities and through their interactidnkiegreach other (Midgley & Ochoa Arias,

2004)

Table L:The characteristics of AFN problem situations frora ST perspective

Systems Thinking Problem Situations in AFNs AFN issue fjpe -
Inter-connectedness of Connections between, e.g. food producers (a), (b), (c)
elements and issues distributors; environmental, agricultural and mana

elements; product, monetary and information flows
Connections between technical (e.g. high distrib
costs) and human/organisational issues (e.g. a |
communication amongst actors)

Emergent properties The relationships between actors constitute, e.c (a), (b), (c)
emergent property of information and product flow
of a lack in information sharing



Uncertainty S8QFHUWDLQW\ UHJDUGLQJ H ! (a),(b),(c), (d)
timely delivery of, e.g. organic food products

Intangibles The importance of, e.g. beliefs and values in de' (a), (b), (¢)
making and strategic planning

Multiple actors with A lack in collaboration is, e.g. seen as a result kf (a), (b), (c)
divergent perceptions of the in information availability, and/or a lack in informat
problem situation they face sharing amongst actors

Multiple actors with differer Actors, e.g. emphasise environmental, human hee (a), (b), (c)
goals and interests, beliefs financial matters; individual or community aspects
and values

Within this paper we explore how ST and in particular iewW3$M can suppert ‘democratic and
participative decision making (Espinosa et al., 2004) agdschathe organisational structure that
may enhance AFN coordination and cohesion (inspired bylBé@y,1981; 1985; Espinosa and
Walker, 2013Drawing on COR and VSM considerations of’coordination aedicof and our
intervention, we consider coordination and cohesion to dseda@gendent. Coordination involves
organisational planning, formulating visions and financialemamagMidgley & Ochoa Arias,1999;
2004) as well as the management of material, information arathfiflaws (Stadtler, 2005) within an
organisation and between the organisation and‘its_envitoB®eer (1979) has suggested that the
components of a viable organisation constantly inteihcteach other, and the organisation
constantly interacts with its environment.s@li@eractions need to consider the law of requisite
variety, which entails that handling.environmental varigttebnally generating an equal degree of
requisiteariety supports organisations in achieving coordindtiten internal and environmental
varieties interact in constant» balance, cohésiba maintenance of autonomy and identity of the

organisation as a whdles enhanced (Espinosa et al., 2007; 2008).

2.1 The Viable System Model

Some participatory,. interactive and facilitated approaekesm USOR are systemic (Jackson, 2002;
Midgley et'al.,, 2013 7KH\ KHOS VWDNHKROGHUV ’H gsknelQds HindeXakexX D O
"ELJIHU SLFWXUHnYyQ@d QWHWLIKWFRQ WKH LVVXH DQG SRWLIH
DSSURDFKHYVY DUH SDUWLFXODBHFWAYHN R 1" WRUBWLRFLS B Q WWK H
HPHUJHQFH RI QHZ IUDPLQJY VWUDWHRL48MAPQG DFWLRQVU (
Stafford Beer (1979; 1981; 1985) developed the VSNKE abebry of viability in complex
organisations, or the theory for managing organisafidd&@ SOH[LW\ “7KH 9&bgkbeHUV D
to describe recurrent patterns of interaction, and #ye dviferent roles and groups deal with
FRPSOH[LW\ LQ DQ RUJDQLVDWLRQDXO R WdH\SWpendhviriges @& V D



determinants of viability and its use provides supporttabligsng viable and sustainable

organisations.

The VSM meta-languageaisefulto (i) diagnose weaknesses and problems aitbnganisation and

(i) (re)design the structure asforganisatioto makeit viable, and suggest improvements that will
enhance organisational performance and the tabitignage complexity, thereby enhancing the long-
term sustainability of the organisation. A viable oryamisacapable of constantly dealing with and
adaptingo a changing environmeatthe same time maintaining autonomy andideélrgityaintain

a separatexstence buto-evolve with its environment an organisation and its contparezdo be
autonomousAt the same time, different components neesbntinuouslysinteract'with each other,
and with its neighbouring organisations (and other systeanslynamic balance. This interaction
originatesin the recursiveature of viable organisatbisystems (and, other systems) (BEEf9;
Espinosatal.,2008;Espinosa and Walker, 2011). Accortdirgeer«(1979) all viable organisations are
based orthe same structural laws that determacersiven@gsch implies that all viable systems
contain, and are contairied? replicablthe same type) of autonomous, adaptable, seftaggahd
self-organising systems. Therefore, the performane®jlitta and sustainability ah organisation
depend on the performance, variability and sustainabitgycomponents. The recursive natire

the VSM allows recursivmeaning replicablenapping of complex organisations, which involves the
exploration of interactions between viable systems anentrieonmentt different recursive levels.
Recurve mapping enables actdesidentify different viable systems and address specificatssues
different levels of recursion through the same langandg®eols (Beer, 197981 ;Espinoseet al.,
20072008;Espinosa and Walker, 2011).

A viable organisation {or system) consists of five dynateimsyhat recursively operate across the
organisation and carry out'specific functions. Thstsmsyare linked with each other and constantly
monitor and balancewinformation flowing between each (ettréical linksn the VSM) and the
environment- (herizontal links the VSM) (Figuré) (Beer, 1979; 1981; Espinesal., 2008). The
systems include (Beer, 19/®81;Schwaninger, 2001; Espinosa and WaB&f,;Espinoseet al.,
2015)

System 1 (S1): autonom@oanake local decisioos most issues) Operational Units (primary activitiesyegaebenting a
VSM at the lower levedf recursion; responsilfier carrying out the operations necessaimnplement the organisational
purpose. Each Operational Unit interacts with its owiroement (e.g. through exchaonfigoods), whicks embeddeéh a
larger environment;

System 2 (S2): mechanisms that deal with critical Bsussnbthe Operational Units; responsible for damgailtations

and ensuring coordinatiohactivities through communication;



System 3 (S3): optimises interactions and fostersy dyetergen the Operational Units floy,example, allocating financial
and human resources that are necessary for runeratjasn exchangef accountability fror81

System3* (S3*): a particular cask S3 responsibldor investigating and validating complementary informatieimglo
between Systems 1-3 and about the happanthgoperational level (e.g. audidingonitoring activitigs

System 4 (S4): responsibtdongterm plannindpy scanning the environment dodkingfor opportunities rad threats;
System 5 (S5): overall context resporisittéosure, identity, policy and ethos; monitors the relapigrbetweef3andS4

The VSM has been appligder aliavithin environmental management (Espinosa and Wall&r, 200
to re-organise and solve complex problem situations within atvegei(Walker, 199&govillages
(Espinosa and Walker, 2013) and local food netwaaksllel and Papadopoul@914) andto
strategy implementation (Espinetal.,2015)

In what followswe discuss the VSM principles for sustainability and olmd&inéSM intervention
process. Both are usedfurther support our discussion of the V&b&n approach for alleviating
partnership, communication and collaboration issues, iaghdgmocratic and participative decision
making, and changing organisational structures that may pemrditeation and cohesion of AFNSs.

Figure 1: The Viable System Model(Espinosa et al., 2008)

22 The-VSMprinciples of viability for developiegrastasatidns and communities

The five VSM systems constantly monitor and balance inforffatimg between each other and the
environment. The balance between internal and extésnalation flows determines cohesion at all
levels within a viable systdvlanagement (the metasystem including S2-5) ensuresncoltgsio
protects the identity of the Operational Units, enablesssary resources to be distributed amongst
the Units, and tames environmental change. At the issanedhesion limits the autonomy of the

Operational Units, meaning that if the actions of ama@meal Unit threaten the survival of the

10



organisation, by exceeding its intentions, managemehsepeita autonomy. In other words,
management only intervenes when organisational cohdsieatened. Cohesion and autonomy are
the basis for viability, and they must be balanced {B&®6r, Espinosa et al., 2006). The balance
between cohesion and autonomy renders the VSM and tiygqsiof viability (Table 2) particularly
relevant for sustainable development through partiei@ad democratic decision making and the
design of self-governance mechanisms (Espinosa et al., [@008aksd Walker, 2011).

Table 2: The VSM principles for sustainability by Esiposa et al. (2008)

Autonomy and cohesio The VSM promotes local autonomy of the elements of amsatgan that‘coupled wit
each other interact in a whole in order to suppodniz@ional functionality ar
effectiveness. Autonomy and cohesion are important icottext of sustainabilit
becDXVH "WKH FRKHVLRQ RI VWUXUNBPOQOD@DWER® S
through conscious interaction and purposeful convessatieates sustainability (p. €
643).

The role of higher Within the VSM management does not interffrflU RXIK GHFUHH EX

management support to ensure cohesion and synergy amongsigtirésational operations (by ¢
allocating financial and human resourcesy,and ensatittgetbperational units opere
within a defined policy). Management reacts to the néedle operations and on
deploys authority if an operational unit does not act withjppolicy framework.

Structural coupling witl Implementing a VSM within an organisation also means mgriiterirelationships wit

the environment the external environment with the aim at strengthenirapilitg of the organisation t
constantly adapt to,outside change in correlation toahthange, thus enhancing
viability.

Variables and metric Monitoring the relationships between organisation anidorenent includes th

for sustainability identification and measurement of the essential varfatplesititative (e.g. econorr
DVSHFWV DQG TXDOLWDWL¥BQHEB XWVHR VR ZRI(
between .the organisation and its social and legal embodimenlture. The
measurement of these variables considers both theafimend the social viability of .
organisation and aims at monitoring self-regulation of emhealledsystems.

Participation .andre 7KH 960 LV EDVHG RQ DFWRUV WIRQW DOF D$HIY\M DR/
engagement engaging autonomous individuals, and attributing decisiomg mpawer to the actor
who carry out specific activities.

2.3 The VSM intervention

The VSM was in the 80ties and early 90ties recoghiaddretionalist-hard ST approach (Jackson
and Keys, 1984; Jackson, 1993), however at thamamé@roughout the years and up to now, the
VSM has continuously been developed from constructivisse@rl order cybernetic perspectives
(Espejo, 1990; Harnden, 1990; Jackson, 2003; Esiradsa2008). The intervention reported and

11



analysed within this paper was inspired by the VSM methddologyanisational self-transformation
recently devel@gl as a soft OR approach by Espinosa and Walker (2031 E8pinosa et al., 2015).
Similar to other soft OR scholars (e.g. Rosenhead agerd/ir001; Franco and Montibeller, 2010),
Espinosa and Walker (2011; 2013) use and build the Viharts within participatory, interactive
and facilitated group conversations in a workshop-format.

A VSM intervention aims at improving the long-term viabilityuestainability of a system of concern,

for instance, an organisation or community, by enablonganstantly deal with complex situations

and adapt to environmental change. The facilitator ceishan conversation. between workshop
participants to identify and understand critical issues, gedstssiguctural, technological and self-
regulatory change within the system. For this putheséSM is usedras a diagnostic and/or design

tool in a participative learning process, during which ithepaats critically observe their current
organisation and performance. The participants retleimkotanisation by using VSM distinctions
(VSM diagnosis), jointly reflecting, discussing and building ‘aaituelorganisation as a viable
system. Agreement on how to act and implement the VSatticgresults from active participation

in the diagnosis and design process (Espinosa and, Walker FR@&thermore, this type of VSM
intervention aimg by using the VSM as a meta-language, a hermeneoitiéahttmitiating and

guiding a process of self-organisation and_self<traatitox within groups (e.g. communities and
organisations). The facilitator provides learning tools,gesardiagnostic and initial design
conversations, and formulates suggestions for improvement to srgggort stakeholders in steering
theirowrandindependpricess of organisation and transformation (Espind3&alker2011;2013).
Specifically, Espinosa and.Walkery(2013) have carriemtl@tops within an Irish eco-community in

order  WR VXSSRUW WKH PHPEHUV:- OHDLQLII DBRRMWGWXM 198 £
NQRZOHGJH/DQG VNLOOV LQ GHFLGLQUU DERXWD WP RE 5P HQ'
methodology helps actors generate organisational arrarsgdraeare required for enhancing their

possibilities for long-term organisational viability and sustigifjgbpinosa et al., 2015).

3. Methodology

Wepresent a case vignette (Finch, 1987; HughesT 4998, 2006) that outlines how VSM principles
can be applied in problem situations related to AFNs. Casitegidrave been used in the fields of
soft OR and problem structuring (e.g. Franco, 20EZ-Eaktiblanco et al., 2016) to illustrate the role
of models during problem solving collaborations. The selettiba vignette was on the basis of

providing appropriate illustrations of the role of the VSManiating problem situations, supporting

12



democratic and participative decision making, and changesongahisational structure that may

create conditions that favour the enhancement of coordinmadiontaesion within AFNS.

The first author facilitated a one-day VSM workshop wathion-profit, member-driven and
volunteering based food cooperative in Copenhagen, Dewcallet KBHFF, as part of a larger
action research (Huxham and Vangen, 2003; Eden andmH20G6) intervention (carried out
between June 2012 and February 2013). Tavella anlbdeapos (2015) draw op“data collected
within the same food cooperative, however this papeerewlifin terms of aim, analytical approach,
findings, and contributions. The previous paper explomgdfduiitators X ViH “{ V F thar&agéV - W R
workshops and achieve workshop outcomes, and pdeaendenework that linked script-supported
behaviors to different types of outcomes. The curegr@r gomprises‘additional data to include the
development of the cooperative months after the VSM heprlendto identify its influence on
changes related to the organisational structure. dkshep ‘and post-workshop stage, hence,
constitute the main units of analysis. Data were cotlectegh (i) audio recordings of the workshop
(i) informal conversations with the workshop participsnducted after the workshop and as
changes in the organisational structure were formate written notes were kept); and (iii) online
documentation and videos describing the new organisatiartates, as well as the project plan of the
changes. The accumulated data was transcribed,acadadalysed following the tenets of inductive
research (Eisenhardt, 1989; Strauss_and “Corbin, 1898palyse (i), we split the workshop
transcription in excerpts depending.on their focus oniggtid types ((a), (b), and (c) as described in
the introduction)We coded each excerpt by turn of speech refarrihng VSM principles (including
sustainability principles as described in Table 2). Teeafglyand (iii), we coded notes and
documentation into themes that'referred to the AFN iasdelsow they were addressed with the use
of VSM principles,/and kept notes referring to the changthe organisational structure when
watching the video®/e continuously moved back and forth between data, AENyipss, and VSM
principles to further confirm whether the VSM principlesAdN issue types could Hgacked
within the’empirical data, thus building our analysis.

4. Case vignette: the use of the VSM in KBHFF

KBHFF aims at creating an alternative food community byyvsegklying local, organic vegetables
and fruit to its members at affordable prices, disseminaiimg#ge on ecology and sustainable food
production, distribution and consumption, and participatingaiely collaborating in maintaining
and developing an inclusive and transparent community airganis exchange the members are

required to work three hours a month within the cooperdor instance, ordering and packaging
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vegetables and fruit, organising meetings and eventspdatithg the website. The cooperative
comprises: 10 local shops, in which every Wednesday melidnethewvegetable and fruit bags they
have ordered beforehand; four operational groupsistitae purchasing, the communication, the
economics and the events group; and 8 support grbapss,tthe facilitation, the handcraft, the
graphics, the hygiene, the development, the web, titee hags, and the fish demand group (the
support groups are not part of the KBHFF strucasrsuch, but activated when needed). Members
who are active within the shops, the operational angipog groups may also joinithe coeordination
group, which ensures that KBHFF moves in the right directionforegekBHFFE, follews a particular
organisational structure (see Ejgin which members organise their activities eithezrbgdlves, or

they collaboratively self-organise in sub-groups.

Figure 2: The organisational structure of KBHFF before the M intervention (own illustration
based on KBHFF original documents representing the organisanal structure) (black and white in
print)

Coordination group

Purchasing Communication Economics
group group group

Events group

-~ V'S

Local Local Local Local Local Local Local Local Local
shop shop shop shop shop shop shop shop shop

Notes: KBHFF" has, designed an organisational structure bkt $0 enable members to get an overview of the
opportunities for velunteering three hours a monthiniitte organisation by representing its structuhede tevels (the
illustration of, three levels aims at providing clarity andieweof the structure to members). These levels comprise
GLIN'HUHQW .%+)) "GHSDUWPHQWVH WR ZRIWAK PRH P E H titerdedQd@HEhbps. @@ W R
third level) can opt to volunteer in the shop (e.g. skllihgind vegetables), in one (or more) operationgdy(the
second level) and/or the coordination group (the first)l&@he coordination group ensures that KBHFF moves in the
right direction anit is composed of members that are active within thegetational groups. The different operational
groups are in charge of e.g. purchasing fruit andiegeb be sold in the local shops; enhancing communicatiogsa

the local shops and with external stakeholders; calculdtjetsband organising events for KBHFF members.

Despite its current success, the members of KBHFF @dain about its future. The members do
not share a common strategic focus and long-term plazaising uncertainty concerning the future
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survival and development of KBHFF. Moreover, the fasinsion of KBHFF (i.e. development of
shops and member uptake and leave) hampers organisatispatency, limits the access to internal
information and communication between members, and causegitamiegarding their
responsibilities. In theory decision making (prior to intemg is participatory and consensual.
However, in practice, communication is still lacking ambegspérational groups and between the
operational groups and the local shops, hampering andj dlowin decision making at different
organisational levels. Some of these issues were knthenfitst author through~access to a non-
confidential project work written by students at theelsity of Copenhagen;vand were further
brought to the foreground through her informal discussidtihs KBHFF members before the
intervention (see the timeline in Appendix 1). Hence,sbechter interest in problem solving in
community organisations, she asked KBHFF for the opjgroircollaboratively carry out an action
research intervention. KBHFF agreed. Some members dcifitatibn group? responsible for
facilitating meetings and workshops within KBHRere aware of Systemic approaches, and thought

that those could help them tackle their issues.

4.1 The VSM workshop

Following formal conversations (two meetings) betweefirdgh@uthor (the facilitator) and the
representatives of the communication (responsible fordiraorg internal and external
communication) and facilitation groups, and a meeting withajbaty of the different operational
and support groupeepresentatives, KBHFF agreed on organising a ow&dayorkshop (from ca.
9.30 am to 5 pm). The facilitator met three times with members oflitaidagroup who helped set
up the workshop (e.g.<finding a venue, arranginchreéets, sending out invitations to participants,
and scheduling workshop activities).

Inspired by Espinosaand Walker (2011; 2013) the V&shopmwas based on the methodology for
organisational self-transformation and had two aimy; tiostarry out a VSM diagnosis in order to
support the members in re-thinking the organisation bfFKBand identifying critical issues and
opportunities to tackle them. The facilitator and tliggfaen group believed that the VSM principles
for sustainability, as well as the VSM mechanisms t@mtbeitexternal environment could help
KBHFF enhance its strategic focus and long-term pla@sogndyWR VXSSRUW SDUWLFLES
about the VSM in order to improve their knowledge and iskiisggesting and deciding about

improvements to KBHFself-organise, and initiate processes of self-transformation
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The workshop involved 8 participants representing tleeedif local shops, as well as the main

operational groupd the communication, events, and economy groups, anabtdenation group.

The workshop was conducted in Danish to allow for wideippation of KBHFF members in the

workshop. The workshop comprised the following steps:

(i)

(ii)

(iii)

(iv)

v)

(vi)

the facilitator introduced the VSM (with a power-paiesgmtation) outlining VSM principles (e.g. referririgeto
definitions of the 5 systems and the VSM principlesi$tainability) and practical examples, and preskatamgenda

for the day

the group, after reading and discussing the identégneta of KBHFF, reformulated, sharpened and shdrtiéne
Rewriting the identity statement helped clarify and agitbe alentity of KBHFF, whichywould guide the following
workshop activities and inform the VSM

the participants identified the System 1s of KBHFFsthatessary for implementing,the identity statement, ingluding
purchasing (vegetables and fruit); (ii) selling vegetabidruit; (iii) dissemination (of e:g. knowledge &uitand
organic farming); and (iv) creating opportunities fog begether (e.g. socializing and having a goodRime}d). The
facilitator also asked the participants System 1s qui@ssipined by Espinosasand Walker, 2011; 2013)

the participants drew and presented carto@®VHG XSRQ &KHFENODQ @Gig. 3a any¥ 3b) kdpkeséhntirigW X U H \
problem situations affecting the performance of KBHFRecifBpand clearly defined problems were then in agreement
with the group written down by the facilitator on alfpt (in a list format; Appendix 2). Note that EspiandaNalker
(2013) suggest drawing cartoons before identifyindetitéy of the system in focus and System 1s. In @umweas
changed the sequence of these activities, afteltat@rswith the facilitation group, in order to matehahticipated
preferences and working style of the participants

the group built the meta-systemic diagram,(comprising$gsteand their functions) (Fig. 4b) by posing,tiediem

and answering meta-questions involving criteria fongd@dath complexity at each level (inspired by Espinosa and
Walker, 2011; 2013)

the group summed up the VSiexamined the agreed-upon actions, discussed ad agreext steps towards the
implementation of the VSMdn the'form of an action plan

At the end of the workshopsthe group achieved tloeving outcomes: a rewritten identity statement,

two cartoons representing, the ‘problem situation (Fend8&8b represent one cartoon), a list with
critical issues (Appendl)a VSM (Fig. 4a) and meta-systemic diagram (Fig. 4bglaart8ipand an

action plan with priority activities, responsibilities and first deadlines.
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ACCEPTED MANUSCRIPT

Figure 3a: A cartoon showing the problem situation within KBHFFiflack and white in print, online in

color)

A

Figure 3b: Detail of the cartoon in Figure 3a ( d white in print, onfie in color)
N

17



Environment

4

ACCEPTED MANUSCRIPT

$5: responsiblefor
closure, identity, policy
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within 81
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Figure 4a: The VSM at the end of the workshop (black and white inipt, online in color)
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external environment -
looksfor threatsand
opportunitiesinthe
external environment

S2:dealswithcritical
issueshetweenthe
Operaticnal Units;
respensiblefor damping
oscillstions and ensuring
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S1a: ‘Purchase’ with
purchasinggroup askey
contact group

S1h: ‘Selling vegetables
with coerdination group
as keycontact group

S1c: ‘Dissemination’ with
dissemination
group askeycontact
group

S1d: ‘Creating
opportunitiesfor being
together with events
group askey contact
group

$1: Operational unitsthat carry out the primary activities
within KBHFF and are responsible for achieving the identity
statement






4.2 Analysis of interaction excerpts from the workshop

In this sub-section we analyse excerpts from thectierthat took place during the workshop in
order to identify how, during the workshop, the VSM helpéttipants structure and address
KBHFF issues. To organise our analysis, we classltt-F issues following the three issue types
identified in the AFN literature (see introduction)! @RPP XQLW\ ShUYUVWVRRBXKRLEDPWL|
ZLWKLQ WKH anRE)PPRAPK\Q LW\ F REpOdh Brig D\thée figsy we,illustrate the
contribution of the VSM workshop by providing excerpts frormahscript. The selected excerpts are
of particular value because they provide a good illuswhttbe role of the " WSM approach in
addressing issues during the workshop. Each excerp$ teperthe participants used the VSM
models on the flipcharts and VSM principles to identify measuaeviate the issues of concern,
culminating in the achievement of workshop outcomes fiorthef a contribution to model content
and/or action plan. In addition, we point out how the slmg.conversation is linked to aspects of

coordination and cohesion from a COR and VSM perspective,

(a) Community Partnership

A critical issue identified while drawing cartoons ‘represt@ipgoblem situation within KBHFF
concerns the weak relationships between new andstmgerembers (the actors of KBHFF), which
affects partnership in carrying out{operational andgerarat activities within the operational and
support groups. In the following excerpt Participahts, (P and 3 state the issue of how to get new
members to sign up for KBHFF (turns 1 and 2), howppostithem in identifying which operational
and/or support group(s).they may join (turn 3), andtbonotivate existing members to jointly carry
out operational and management activities within KBHFF. Thegapnssue is taken further by P1,
who points out that,the main cause lies in the wea&nsgtgis between new and existing members,
and the unawareness of the latter regarding KBHFF framewarky.(tu

1 P1 Yeah, further on there is the question, how we fakew membergissue identifiec
drawing cartoons))

P2 Yes, the uptake of new members and motivating the old ones
P3 Make then{(new membdirg])their place
>« @
4 P1 Well, the problem is, that yénew membéd)RLQ D QHZ RUJDQLVD

know how you should behave, and you cannot askevhahould do, because there
not any of the otheKgexisting membweis))know that
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In order to address this issue P1 and P2 suggest, dnawhegMsM principles of participation and
re-engagement at all organisational levels, that introdostetings to new members should be
mandatory and attended by each member after signingkipHBF (turns 5 and 6) (according to

Beer, interaction between organisational componentetisaders the law of requisite variety, in this
case KBHFF members, fosters coordinatiopROORZLQJ WKLV VXJIJHVWLRYQ DQG
TPDQGDWRU\ LQWURGXFWRU\ PHHWLQUR XKV WB KILRHPEHWY -RD
DFURVV .%+)): DUH DGGHG WR 60WWLRAB LVVNKWSREHLE B H QI RIS HI
ensuring coordination of activities through communicatiotheoimeta-systemi¢ diagram (on a
flipchart, Fig. 4b) by the facilitator (contribution to rhodatent). Those additions informed the
suggestion of introducing a contact person and coordioatiew members, in the shops group as

part of the new organisational structure of KBHFE. cimtact person.and coordinator is responsible

for managing information flows between actual members,whosere interested in becoming
KBHFF members and the different components of KBHFF r@ocpto Beer interactioA which
considers the law of requisite varigtyithin an organisation=and between the organisation and its
environment, in this case potential KBHFF members, eshaonordination, and balance between

internal and external information flows fosters cohesion).

5 P1 >« @ ((Pe@¥pembers should meet up for a member meeting the firg(ihen the
sign up for KBHFRY that it is somehow ensured, that they get aduation to what
this herg((KBHFF))LY D OO [DOEfeiXiMg to th@VSM principle of participati
engagementat alllevels))

6 P2 >«@.LQ VRPH GHSDUWPHQWV W KHU B HU A HIREM U
longrun thH\ FRXOG EHFRP H ((Pelie@iyDoNtR WSM>pri@ciple of par
andreengagement at all levels))

7 P1 It ‘could be nice to get some peoffexisting memberisy) would like to deal wit
memberLQWURGXFWLRQ D(Féfdrriviyto. tet\JSM>pri@iple of particip
reengagement at all levels))

Notes: P Participant. The use of an ellipsis in bradkdtdl¢uend.a statement indicates that utteramaes!

participants have been edited out.

(b) Communication within the community

A major issue (identified while drawing cartoons on flipcharts) discusggthedworkshop concerns
the lacking communication between the operational grecmsorfics, purchasing, events and
communication groups). In the following excerpt the parttsipention, by referring to the VSM on

the flipchart, poor communication between KBHFF memberghanpurchasing group (turn 1),
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between the shops and purchasing groups (turns B and the purchasing and coordination groups
(turn 5), as well as the issue of communicating adequately bewes=filgn 2).

1 P4 >«@ WKHUH LV QR FRQQHFWLRQ VR URKH 5RKBMHHRHI
membersgnnot communicate with thd(the purchasing group)) ((issue identifiec
cartoons on the flipcharts; the mentionedpgreeptedrin the VSM on the flipchar
which the participants orient; Fig< €))

2 P1 >«@ DOO LQ DOO WR FRPPXQLFDWHD/GHIX BDARR C
LV D ELJ SUREOHP >«@
>« @

3 P3 >«@ WKHUH LV D SUREOHP ZLWK |IWHKGEPE REBRIH

communication from the shops group to the purchasing (freferring to the’VSM o
flipchart, Fig. 4a and VSM principle of participetiogegiednent at all levels))

>«@

4 F Is it the missing communication between the shops grduihe&ipurchasing grouf
((referring to the VSM on the flipcha}); Fig. 4a

5 P1 Yes, and the purchasing group and the coordinatign(¢n@ferring to the VSM on the

flipchart; Fig.)%a

In order to address the communication issue P1 suppofidoggests (turns 6 to 8), drawing on
the VSM principle of participation aredengagement at all organisational levels, to organist parall
meetings (at the same time and place) within the fourokgg gf KBHFF, followed by a joined
dinner and meeting (according to Beerjinteraction betrgaamsational components that considers
the law of requisite variety, insthis,case the keysgmulkBHFF, fosters coordination). This
suggestion is then added to,System<2 (as meetings witkintréddegooups in Fig. 4b) of the meta-
systemic diagram (on a flipchart) by the facilitator, geatim planned to take place 4 to 6 times per
year, and the first time is scheduled about one monththaftarorkshop (contribution to model
content and action plan).*The issue of lacking communicatween the operational groups was
taken further in the ‘discussions concerning the formutstittre new organisational structure of
KBHFF, thereby leading to the addition of a distribution gemphasis of the autonomy of the
operational groups (according to Beer maintenancbatdreed organisational autonomy enhances

cohesion)yand the regular organisation of coordination meetingst dingoogerational groups.
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6 P1 >«@ WKH FHQWUDO JURXSV HW@ >kI@WIK\WM\ WIRK O
there were 4 parallel meetings, and had a one rson sédterwards or something li
WKLY ZKHUH ZH FRXOG thnkQtdidd BeQéally\gbod N we <@
P H H W((refer@ng to the VSM principle of participatiogageinent at all levels))

7 P2 This is interesting. So if you think that there isr@m®ting of the communication grot
meeting of the purchasing group, meeting of the logjsiigs, all together from 5 t
6:30 pm, and then there is dinner and then aftentlseds is a meeting ohe
coordination grouf(referring to the VSM principle of participatiogesyeinent at.all.le

8 P1 >«@ VHYHUDO PHHWLQJV DW WKH R/IDyReE g Dk VI
principle of participatiore@andagement at all levels))

Notes: P Participant; F - Facilitator. The use of an ellipsigiia.grapkfetlowing a statement indicatesi¢tbeat
one or more participants have been edited out.

(c) Community collaboration

When modelling System 3 (which optimises interactions angl $gstrgy between the Operational
8QLWYV RI WKH 960 WKH SDUSDWMMISCHO WHPEBUWH WKR DVWXHoR
do not actively work the required three hours per.mtmithk, affecting the collaboration amongst
members. In the excerpt below the participants discumsuniites to deal with passive members. P4
VXJIJHVWYV LQWURGXFLQJ D YWHDPZKWAKXEW XX HUH\WQ AHPE HY Y
responsible for carrying out specific operational andgemaeat activities (turn 1) (according to
Midgley & Ochoa Arias (1999; 20pkanning enhances coordinationy-RLQLQJ WHDPV: LV
participants as a means to identify which members wativétyacollaborate (turn 2), who KBHFF

wants to involve as an active member (turn 3), andlgemndro is KBHFF member (turn 4), thus
enhancing participation, _engagement and empowermentogjaaitational levels. Subsequently,
TWHDPV:- LV DGGHG W Rsydtemi/ didgram RoQ aWvlipcHarPas YuBrd plans: teams and
team-link in Fig. 4b) by the facilitator as a mechanigmhaace collaboration, optimise interactions

and foster synergy within KBHFF (contribution to modeketd) (according to Beer, internal
interactions~that.consider the law of requisite vapr fcoordination). The idea to introduce and
coordinate a team structure informed the suggestion of introdociriga person and coordinator in

the shops group as part of the new organisatianzusér of KBHFF (according to Beer interacion

which considers the law of requisite vafetithin an organisation and between the organisation and

its environment, in this case potential KBHFF membersnesscoordination, and balance between

internal and external information flows fosters cohesion).
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1 P4 >«@ WKHUH LV D PDWFKLQJ RVMKHH\S KB WHD \@ RR)®I\ocH
shop of KBHFRENd say now we change to the team structure aed@e(fmember:
VKRXOG MRLQ D WHDP >«@

>« @

2 P1 ([IDFWO\ >«@ \HV VR WKH SUR EZKRP UHNDWDRO YZHD®) V
DQG ZKR ((@fReHiNgQo e VSM principle of partegragagement and autonor
levels))

3 P3 Yes, and it is namely just more generally seen almuwtemvould like to have, ¢

memberg(referring to the VSM principle of partegrajamement and autonomy at a
4 P1 Yes, or as a minimum we discover (@imembens)p havé(referring to the /SM/princ
participatiaieengagement and autonomy at all levels))
Notes: P Participant. The use of an ellipsis in bradkétdl¢wend.a statement indicates that utteramass!
participants have been edited out.

4.3 The post-workshop stage

Following the workshop the facilitator produced a shaottréighlighting the achieved workshop
outcomes. The report was accessible to KBHFF membensif@imal communications between the
facilitator and workshop participants revealed the pasitpact (that is, better understanding of VSM
components and their benefits for sustainable orgarabdeeelopment; better understanding of the
problem situation and opportunities for addressing it in V&M; tekcitement about agreement on

the action plan and commitment to the next meetings)3hewbrkshop had on KBHFF, since
members had agreed to formulate‘an action plan. An ematihdroepresentative of the facilitation

group illustrates excitement (translation from DaniBhanks a lot for your help in introducing us to the
VSM and for helping us on‘the way towards tlsatieal sgaotupand another KBHFF member

ZKR SDUWLFLSDWHG LQ WdaHd edbDakbRt thi dpidlReBioa &hR teH/SM geoup, there
some exciting things’happening with [KBHFF

About one month after.the workshop another meetingorgasised including those members who

did not attend the VSM workshop and further conversaggasding the implementation of the
action plan were initiated. A VSM group, comprising twshap participants, three other members

of KBHEFE (not present in the workshop), and thdititor, was established. This group was tasked
with steering the action plan and help whenever ismwegocthe surface. The VSM group initiated a
discussion on further opportunities for identifying, desgriamd re-organising the functions of the
operational and support groups of KBHFF in order tmdagverlapping within different groups.
Hence, the members of KBHFF would gain a more in-depg#érstanding of the responsibilities of

the different groups, and this would have an effeabspgrtive members, that is, they would be able

to orient themselves better in joining a particular aathlsugroup (according to Beer interaction
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Notes: KBHFF has designed an organisational structure bk $0 enable members to get an overview of the
opportunities for volunteering three hours a montriniitie organisation by representing its structuriéenedt levels
(the illustration of levels aims at providing clarity andi@weof the structure to members). These levels comprise
GLITHUHQW .%+)) "GHSDUWPHQWVuUWR ZKURK (PHPEHUW FOQRE B MBS WR GL
to volunteer in the shop (e.qg. selling fruit and vegetabl@s® (or more) operational groups, and/or the Bédlrgroups

DQG WKHLU PHHWLQJY DUH DFFHWVWDLEOGHHWR IO KHREHBPEHUZ KFRH HW1LXQO D

The first level has overriding responsibility and takesdeaisions. It consists of member meetiribe overall instance
of KBHFF, and the Board, which is elected at the gesudyal assembly.

The second level includes Fraperational groups of KBHFF, which are responsible feradif operational tasks.

The third level comprises the local shops that distribitterfduwegetables each week.

4.4 The new organisational structure of KBHFF

As a result of the VSM workshop and discussions on imptem#rma action plan, continuous
improvements in the organisational structure of KBHFE sugigested that'allow for enhancement of
coordination and cohesion (see Fig. 2 for the organikatianture-befare the intervention and Fig. 5
for the organisational structure after the intervgniitve organisational structure of KBHFF includes
the following new components:

0] a distribution group: added to the main operational grotlpe purchasing, communication, economics and events
groups 2 each being responsible for different, operational” astivithese groups are also in charge of coordinating
activities between the different components of thaisafjanal structure;

(i) the autonomy of the operational groups and-lecal sihepsperational groups are autonomous in deciding on and
carrying out their operational activities. Howeveratipeal groups are required to comply with the basaipbes of
KBHFF (that are: sale of seasonal, organically angl foodlliced fruit and vegetables; support fair and tlade;
environmentally friendly distribution; disseminate knaevédutyit food and organic farming; an economically Sbistaina
and independent organisationy’a transparent andotthgterganisation; an accessible organisation for repan a
locally collaborating community runs the organisatiomhe@edonomic framework, which they get assigned aathe y
general assemb(yoeordinationsbetween groups is mandatory only if a gneumgls to implement initiatives that affect
the operation_rangesof the other groups (accordirBeer balance between autonomy and management enhances
cohesion);

(iii) the coordination meetings amongst the operational gevepg other month, after having held individual meetiegs, t
five groups gather in a joint coordination meeting.cbbedination meeting does not represent an independent
separate,group as such, but an opportunity for meafltfferent operational groups to discuss their \getkp know
each other better and coordinate operational dedisainsoncern more than one group (according to Beenah
interaction that considers the law of requisite vaostigrs coordination). Similar to the operational groepledal
shops are also autonomous in deciding how to orgaeisedtivities and meetings (according to Beer a Halance
autonomy enhances cohesion);

(iv) the contact persons and introduction coordinatoesiéh shop: the contact persons facilitate communiocativeen
members who visit the shops, for instance, if thoseneavddeas or suggestions concerning the developiment o
KBHFF, want to know more about its activities or fameissue related to the groups and the other conparfien
KBHFF. The introduction coordinator introduces new mesrioeKBHFF (according to Beer internal interaction tha
considers the law of requisite variety fosters cododinahd balance between internal and external intorrflatvs

enhances cohesion);
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(v) the Board: has overriding responsibility for economitegatviability, strategic development and long-term glannin
(according to Midgley & Ochoa Arias (1999; 2004) iihananagement, planning and formulating a shared vision
enhance coordination). It is elected at the yearly mevaigngs (the final instance of KBHFF in which everydzody
participate) and holds open meetings every third maabrdiag to Midgley & Ochoa Arias (1999) participation
enhances cohesion);

(vi) all meetings across KBHFF are accessible to all memigegying everybody the opportunity to contributedesithn
making (according to Midgley & Ochoa Ad889 participative decision making enhances cohesion)

Currently, KBHFF is implementing and continuously improvingahe organisational structure
within the operational groups and local shdps implementation and improvements include for
instance: facilitating the first coordination meetings antbagsperational groups; establishing the
new distribution group; updating the website of KBHFF #n&at online platiorms used by members
for communication purposes with latest information abeuwsttacCture;“arranging workshops in the
shops groups in order to help disseminate the struntuirdeatify local contact persons; buil@ing
joint online calendar with meetings and eyvants implementing introductory meetings for new
members in which they learn how to navigate withifnthstnetre. An email conversation between
the first author and the representative of the facilitgtoup revealed several challenges related to the
implementation of the new organisational structure:tusgks concerning finance, logistics and
hygiene are to be addressed; KBHFF is based on volwiieesise employed elsewhere and hence
cannot be fully dedicated to the implementation of the tnestuse; the implementation process
seems to be low on the Board.meetiagenda, which prioritises the aforementioned urgent tasks
KBHFF has high member turnover, and subsequently membbesge of specific implementation
tasks leave KBHFF. In autumn 2014 KBHFF identified tled f@ employing part-time staff
members at the level©f project-manager/coordinator to d@igirtate the operational groups, and
ensure continuity and.mplementation of operations and the newatigyeistructure.

The representative of'the facilitation group wrote imaih @ranslation from Danish); W VKR XOG Et
that reality*does.not correspond with the plan getniEmrena@mbers and so much change of membe
KBHFF, that it has been difidttUPBOHPHQW WKH LGHD RI DRERQWRX IV SWHY
of implementation requires coordination and comichitasiaiiffioulivto find time as volunteerl Currently,
see one of the big challenges in KBHFF how seeneapeapigl@art-time to be responsible andtéow to coc
the different central operational groups. And thaif camstengacontinuity and the implementation of th
ZRUNLQJ SURFHVVHVpu
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Since January 2015 KBHFF has employed an accountamhamdber coordinator who are in charge
of improving the operations and internal organisationinigiementation of the new organisational

structure is still in progress.

5. Discussion
5.1 Theoretical contribution

This paper contributes to the literature that appliesV®M to cooperatives and community
organisations following a COR perspective (Walker, BES8ihpsa and Walker,2011; 2013). It
illustrates how the VSM through the methodology forisegemal self-transformation (Espinosa and
Walker, 2011; 2013) and the principles of requisite ,vatemgsion and viability (Beer, 1979; 1981;
Espinosa et al., 2008 applied to AFNsto tackle issues related ®FRPPXQLW\ SDUWQ
TFRPPXQLFDWLRQ ZLWKLQ WKH FRPPXQ;LaNdble de@dératicFaRd P X Q
participative decision making and changes in the orgadisatictizre that can create conditions that
favour the enhancement of coordination and cohesion-@)alilbe excerpts above and the post-
workshop stage indicate that KBHFF members,.made suggestbn®ok action to foster
organisational coordination and cohesion. Implementing intbodugeetings for new members,
introducing contact persons and coordinaters-in the ghayss (for actual and potential members),
organising coordination meetings amongst the operatiamas,gganphasising the autonomy of the
operational groups, planning shiftsin a team structargifying and suggesting changes in the
organisational structure (duringvthespost-workshop)stagd emphasising the role of the Board
(planning and management) were means to fostering damrdamal cohesion. Coordination and
cohesion were, thus, enhanced through internal @nda¢xtteraction, balance of information flows,
autonomy, planning, formulating shared visions, financialemamagand participatory decision
making (Beer,1979;%:1981; Midgley and Ochoa Arias, A®9p;f@mocratic decision makirig
enabled by-the'VSM and according to Espinosa et al.i20@4Bs the following: allowing a balanced
participation from internal and external stakeholder vémabjing members to have access to
importantinformation and knowledge required for effectiveiatecnaking; enabling all members
have an open mandate to talk and express their opiniahescision making; allowing each
organisational level to decide on issues that could angnbhged at that level; enabling members to
design the agenda by collaboratively addressing their reajraisgyroviding the mandate to act and
decide according to agreements. These aspects arecetimaough the establishment of the new

organisational structure for KBHFF.
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This paper shows how the VSM can support the COR whlfEanlis IJUHHQ FRPPX@IdWDULL
the accepted notion of the social good through paitcip@idgley and Ochoa Arias, 2004). In
particular the paper highlights the benefits of usingShe(Table 4) when dealing with AFN issues.

It extends previous works (e.g. Espinosa and Walkér,Z1.3) in that it inkeVKH TZKDW:- DQ(
TKRZ- LOOXVW WR Wihkih@ thefdby\tikeowtiCad d&finitions of the VSM to ibe@eid
illustrations from the KBHFF vignette. The VSM (i) identifiésal issues that affect’organisational
YLDELOLW\ DQG SHUIRUPDQFH ¥®WIMH KRRV KA#))~8 DFNQ QW OFQRF
amongst the operational groups, poor insight into econonddions, and difficulties in introducing

and activating new members within the organisational agtfitiprovides’structural, technological

and self-regulatory change, in our case, the suggésiind continuous improvements to the new
organisational structure, which was formulated indeperidentixternal facilitation within the post-
workshop stage; and (iii) assists in re-designing and otioigstall more viable and sustainable
RUJDQLVDWLRQDO VWUXFWXUH VPFHW RJ € Q KED\ QLFHWRIURIDXFLL\DIW
the case of KBHFF the local shops, e.g., can autosiyymake local decisions), coordination (e.g.
participation at all levels ensures continuous and balaacadiont, and the local shops are allowed

to coordinate interactions with their environment)‘andsioohée.g. the management ensures that

KBHFF moves in the right direction and the necessary resourceyiiog cait operations).

Our study adds to the literature on organisationalasefarmation through the VSM methodology

and its potential to foster learning“environments in wiakéhslders improve their knowledge and

skills in suggesting and deciding/about improvements to rgagirsation (Espinosa and Walker,
2013) Similar to the Irish ece-community studied by Espinosa dkel \(2@13) KBHFF members

were able, within the post.workshop stage (see timefippandix 1), to self-organise processes for
organisational development and adaptation to the ex@akmainment. This process led to the
establishment of.new groups (e.g. the VSM and strgotuges) that designed a new organisational
structure, and all@gl KBHFF members to take control of their decision makingdeaide on
continuous organisational improveradntthis vein, the KBHFF case provides an additional example
WReLOOXVWUDWH "WKH OLQNV EHMOFHIHH @ RVIVDQ QMO R YN |
self-organisation and self-transformation encouragesi@ohand autonomy, thereby enhancin
organisational viability and sustainability (Espinosa aker,V28i13, p. 128; Espinosa and Walker,
2011). Trs paper further clarifies the conceptualisation of ouscaméhe organisational self-
transformation methodology by proposing the typdsRPPRGHO FRQWH Q WMFrdn€@@ndq D FW L
Montibeller, 2010) 7KH fPRGHO FRQWHQW: - GHSLFBEXV. % H QR BB R
SDUWLFLSDQWY LQ DQDO\VLQJ DQWKGEUPZEW I RAR @PODXV LIRFPAO
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action and first deadlines, thus helps implement the mode# fbpcthmart) in practice. Both types (i)
FRQWULEXWH WR WKH SDUWLF LS DSQMRE O WM L\QLWH DD/ GHAR—LQ/ W\DK
commitment to action (Table, 4and (i) are the visible and tangible outcomes of partigipato

facilitated and model-supported workshops (Franco and Mon@2@dl®r,
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Table 3: Mapping AFN issues to VSM principles, workshop outconseand KBHFF structural changes, and KBHFF outcomes

AFN issue type VSM principles Workshop outcomes and changes in KBHFF structure KBHFF outcomes

T&RPPXQLFDWLRQ Handling environmental variety x The Board focuses on strategic development and longkiemning

F R P P X @brivrunity by internally generating an equ by balancing internal and external communication agidieimy

SDUWQHRGRRREQLW degree of requisite variety; aspects of economic and legal viability (balance betigeeal and

FROODERUDWLRQ- Structural coupling with the external information flows fosters cohesion; " planninterdc
environment coordination)

x Actors identify collaboration opp@rtunities with oth&N# in
Scandinavia. They aim at identifying new products on tket 1
through improving collaboration withythe logistics groupn(ta
between internal and external information flows fostéesion;
interaction between’the organisation and its envirorfosats

coordination). o i g
emocratic an

&RPPXQLFDWLR Structural laws that determine i i L .
1 Q Q x Operational groups and shops are given the freedor participative decision

FRPPXQLW\- fT&RP recursiveness; viable systems autonomously coordinate their activities, make local neasio making

FROODERUDWLRQ - contain, and are contained in act with their environment within a defined framework tkiee .
autonomous, adaptable, self- principles of KBHFF and the budget assigned) (autorsteyst O oo 0" &
regulatory and self-organising cohesion; interaction between the organisation andiitsnerent coordination
systems fosters coordination).

T&RPPXQ wiinwWe RQ Autonomy and cohesion x Operational groups and shops are given the freedol

FRPPXQLW\.- f&RP autonomously coordinate their activities, make local necsio

FROODERUDWLRQ- act with their environment within a defined framework tkiee

principles of KBHFF and the budget assigned) (autorusterst
cohesion; interaction between the organisation andiitsnerent
fosters coordination)

x  Decision making power is attributed to specific membersamty
out specific activities, such as within the operatjpoaps and
shops. All decisions are made at the lowest possibisatigaal
level, where options and consequences can bedtiagedva
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X

T&RPPXQLFDWLRQ Role of higher management X
FRPPXQLWuityT&RP
FROODERUDWLRQ:-

T&RPPXQLFDWLRQ Participation and re-engageme x
FRPPXQLW\- f&RP
SDUWQHUVKLS: 1§
FROODERUDWLRQ-

Regular coordination meetings amongst the operationad gret
introduced, and the coordination group is replacedh(was
responsible for coordinating the operational groupssiamgss),
assisting thereby in the decentralisation of KBHFerr(ait

interaction fosters coordination).

Board and member meetings take place at specifictiemgsHjed
month and annually) to ensure that the, strategic iedgeeind
identity of KBHFF are met (planning and formulating dhas®ns
foster coordination). The highest ‘level of KBHFFat which
everybody can be involvédioes notinterfere‘through decree,
reacts to the needs of the operational groups apd éhg. by
assigning budgets), and only intervenes and limitautogiomy if
the operational groups andsshops act outside thedl&famework
(autonomy andymanagement enhance cohesion). In caséicf
between members and/or specific issues, extraordinaingsiaee
arranged

All KBHFF members can attend meetings at all organiskti@is
andycontribute to decision making, thereby fosteramptanuous
and balanced interaction across KBHFF (internal imeréasters
coordination; participative decision making fostersieohes

Contact persons and introduction coordinators faci
communication between members concerning the organisalti
development of KBHFF and introduce new members (inte
interaction enhances coordination; balance betweemaliraad

external information flows fosters cohesion).
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5.2Implications for Community OR and Soft OR practice

Our study supports the view of Espinosa and Walker) (26@3Espinosa et al. (2015), which
considers the VSM as a patrticipatory and emancipatorydof@gofor self-transformation, and
provides an additional illustration of the use of the VSMC@#&aand soft OR approach that could
support the strategic development of cooperatives amdurity organisations;also extends their
studies by offering ghappingof particular AFN issues to VSM principles and outcomele @)ab
This mapping provides tHeO HWHrRIQMU RP XV L QJ W koldgyp ia praeticdytkeRi€ dealing
with particular AFN issues and achieving particular outtmmegh collective and'structured debates
amongst stakeholders (Espinosa et al., 2015). Heblee 3 Taay be useful to COR and soft OR
practitioners who aim at structuring and addressing similaypEsief-cooperatives/communities,
and AFN issues that are related to partnership, communieationollaboratioWe (i) providea
further understanding of how VSM analyses could bensaimith rich picture (Checkland and
Scholes, 1990) inspired cartoons (Espinosa and Walkerjn20ider to better understand the
problematic situation at hand, and (ii) add to the concegitraliéahe VSM as a soft OR apprgach
which structuresS D UW L FL S D Q,WoéteraNtQeR Ze@rHiGg),) Bind produces tangible outcomes
(Franco and Montibeller, 2010). Therefore, we coetiitft) soft OR practice (see Ormerod, 2013;
Espinosa and Walk&Q13 Henao and Franco, 2016) by providing a further understandiegvaiys

in which COR and the VSM can support cooperatives/commaunitesystemic way; and (i) COR
practice by responding to the call by Midgley and Ochod1888&s 2004) to directly work with local,
green community and voluntary organisations aiming at eghéweaincoordination (e.g. through
planning, formulating visions for,a desired future and &ihananagement) and cohesion (e.g.
through autonomy and_management, participative decisimg,naad balance between internal and

external information.flows)
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Table 4: The use of the Viable System Model to solve ptelms and enhance management processes within Alternativeod Networks

What (for details see Walker, 1991 and Espinosa and Walker, 2C

Why/Benefits (Britton and McCallion, 1989; Espejo and
Harnden, 1989; Jackson, 1989; Holmberg, 1989; Checklardl ar
Scholes, 1990; Espinosa et al., 2008)

lllustration (KBHFF workshop)

Draw the elements of the VSM on a flipchart: the emvewnt as ar

The VSM is applicable to organisations that consisttichNer(e.g. ¢

amoeboid shape, the Meta-system as a diamond ancethéo@ms food supply chain comprising farmetsfood processors? food See Figures 1, 4a and 4b

an ellipse. Add arrows to indicate the interactionE¢egunication
and production flows) between the three elements

Participants (in e.g. groups of 4-5) draw cartoomsnshthe problem
situation affecting the performance of the organisatibnwrite down
critical issues on a flipchart

Formulate an identity statement for the organisation afreonc

Define the Operational Units (System 1 in the VSM) thatocarthe
primary activities within the organisation and are résiorier
achieving the identity statement

distributors) and horizontally (e.g. an associatiorowap gf farmers,
food producers or distributors) interdependent ,pgpécally found
within AFNs.

In practice, the VSM can be used in two ways: fonisaganal
(re)design in order to construct a more viable oronganisationa
structure; and for diagnosis in order to identifgalrissues that affe
organisational viability and performance (e.g. “managener
coordination of AFNs), and to facilitate the operatfogoal-seeking
and adaptive organisations

Cartoons are useful for identifying relationships andectns
between the elements of the problem situation; expressing
judgements and feelings through symbols. Drawing caewabies
actors to step back from the problem situation of,ooreel adopt &
holistic view to better understand it and’identificalritssues the
affect management activities

Formulating a shared identity statement helps actorsyidiueti
identity and purpose of ‘their “organisation, so to iecrteesr
motivation to act for solving problems and enhance mamig
processes

The Operational Units :are autonomous (in carrying ouatiopel
activities and making internal decisions) and constibte system
on their own. The Operational Units are allowed tomgfise anc
internally make degision, e.g. concerning managenwiitsaand the
use of resources, thus promoting the performanttee @perationa
Units (e.g«concerning the production and distributidooof within
AFNs)
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See Figures 3a and 3b

Critical issue$ examples: lacking overview of financial situation;ga
overview of frameworks and responsibilities; missing cocatmn
among operational groups; weak communication to new members

The existing identity statement of KBHFF was re-formulate
agreement with the workshop participants and madélewariline to all
members of KBHFF for feedback

The KBHFF Operational Units: selling vegetables andrfrtie(shops)
dissemination (e.g. of knowledge about organic foodfaamihg);
creating opportunities for being together (e.g. mersbeiedizing anc
having a good time during joint activities and meals)puacdasing
(organic fruit and vegetables from local farmers). Testional
Units, identified during the workshop within KBHFF implyea
organisation of the AFN (e.g. the implementation of theaGgeal
8QLWYV TRESPWWRQLWLHYV IRU EHLQJaWw®R
EH H[SDQGHG DQG EH SULRUIHWHWDGE O
DQG TSXUFKDVLQJ-



Identify ways to tackle critical issues (System 2 8#Mg System :
ensures issue resolution and stability within System 1

Identify ways of optimising the interactions betwee®peeational
Units (System 3 in the VSM). System 3 ensures synergy st&hinlS

Identify ways of monitoring the external environmente(Bystn the
VSM). System 4 looks for threats and opportunities iexteenal
environment

Identify the overall organisational context and id€8iigtem 5 in th
VSM). System 5 represents the ultimate authority

Critical issues are dealt with as close as possibl@smnthehere they
occur, and the source of control is spread outghrtive system
There is direct feedback between the OperationalduitSystem Z
which facilitates coordination between the Operationats.
Coordination is essential, e.g. in order to resolve astiesfficiently
manage AFNs

System 3 suggests and makes decisions concerningathenmeat of
the Operational Units, but issues directives_ onlyceftstltation with
the Operational Units

The organisation does not only have the opportunigapt to the
external environment, but also to proactively changeatsthat are
more suitable for the organisation. System 4 ‘suppodsy#resation
in functioning and surviving in its\environment

Higher management is freed to'concentrate on meta-sySgsteens
2- IXQFWLRQV DQG FDUUN RXWQEBRXQW®
as judge when imbalanceSwithin the organisation occur

The VSM implies decentralisation of control, which pron
organisational efficiency, and considers human conaEceptipns
and goals essential for re-solvingiissues within and maiddsng

Within a viable organisation all decisions are made atwiet
possible organisational level. Decisions are made whens apid
consequences canybest be evaluated. Actors ardowe#dnabout
organisational processes and structures at all levels pramotes
effective decision.making, e.g. concerning managernvéig¢sact

The VSM, canibe used to facilitate conversations abouant
interactions (that are essential within AFNs) and thageraent of
complexity within organisations

System 22 examples: actors agree on establishing weekly Kefeditve:
WKH HERQRPVL WR WKH VKRSV JURXR YL
the financial situation; organising regular meetings #moyperationa
groups” to shed, light on frameworks and roles, and vien
communication;_ using internal resources to formulate aechifiate &
communication strategy; organise mandatory introductetmgsefor
new members and identify their interests and motivatiarslen to
enhance communication to new members

System 3 - examples: actors agree on establishing teannscharge o
setting up guard plans in the shops; expand the gueumtsto include
resource provision functions to local activities

System 4 examples: actors agree on carrying out workshbpsthet
AFNs in Scandinavia in order to identify collaboratiorrappties;
improving collaboration with the logistics group in orditetatify new
products available on the market

System 5: actors agree on maintaining the existing nnesifgeiseral
assembly, coordination group and debate meétingwder to manag
the AFN according to mutually agreed principles
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6. Conclusion, limitations, and suggestions for future research

This paper illustrated how COR through ST and the VSM can assisttinglilegtauctured problem
situations, specifically issues related to partnership, mication, and collaboration, and in
facilitating coordination and cohesion of AFNSs, therebyodimgp their long-term sustainability.
Driven by our findings that are based on an empirical igas¢tev from a VSM intervention in
Copenhagen, Denmark, we proposed the use of the \éSpbaerful and robust tooldto model and
diagnose the aforementioned issues and, through parti@pdtidemocratic deeision making and

changes in the organisational structure, facilitate the erdratrafernordination<«and.cohesion.

This research has the following limitations. Firstly, thelldatated is taken from a single VSM
intervention, which limits the generalisability of the intevmeoutcomes. However, we identified that
WKH 960 SULQFLSOHY PHHW WKH DFWRRQG/H K KDLIQUFH RH QA/R\R UR
cohesion within AFNSs, thus justifying our argumenthiea¥$M is-a suitable tool for AFN practice.

We recognise that the illustration of more VSM interveniiorifferent AFNs would have
strengthened our conclusions. Secondly, since the implemehth@arew organisational structure is
currently taking place, our results do not allow. furtfedysés of the changes in structure/decision

making to the organisational viability.

Notwithstanding these limitations, there iS*considerabtdigloter further research. Firstly, we call
for further applications of ST approaches including thewiBivi AFNs. Scholars could investigate
the potential of ST in presence .ofwfor instance, afifferetwork configurations, varying power to
operational and strategic decision making, and diffelsmtnship patterns (i.e. vertical and/or
horizontal) between actors: Secondly, it may be froigikaimine how ST can be used to facilitate the
design of AFNs (e.g. the choice of actors and locatiaaildfes), for instance, the use of the VSM to
design AFNs based’on long-term sustainability principles. Finallld ibevof interest for researchers
to study cases_of coordination and cohesion as diffetentneutypes (intended versus unintended),
and how the process develops from their initial to a fit@l e intend to provide food for thought
to scholars and practitioners in order to understand thetages of using COR through ST and in

particular.the'VSM for organisational self-transformation wkhgs.A
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Appendix 1: The timeline of the pre-workshop, workshop ahpost-workshop stages and major

events(adapted from Tavella and Papadopoulos, 2015)

Date

Activity per stage

Outcomes

June 2012

25 June 2012

July-August 2012

30 August 2012

September-October 201z

27 November 2012

9 January 2013

4 February 2013

23 February 2013

24-28February,2013

08 April 2013

April-May2013

Pre-workshop stageConversations about a possible V
workshop within KBHFF, e-mail communications betw
the facilitator and the representative of the comntionic

group

First meeting: the facilitator and the representatithee ¢
communication group explore the idea of carrying ¢
VSM workshop

The representative of the communication group pre
the idea of a VSM workshop to the representativeec
facilitation group

Second meeting: the facilitator and the representatine
facilitation group explore the idea of carrying out ay
workshop

The representative of the facilitation group discusse
idea of a VSM workshop with the coordination“groug
mail communications between the'“facilitator and
representative of the facilitation group

First meeting with the facilitation.group to organise
VSM workshop

Second meeting with, the facilitation group to organis
VSM workshop

Third meeting with the facilitation group to organise
VSM workshop

VSM workshop stage

Post-workshop stage: informal talks and e-me
communications with workshop participants and faciliti
group; writing a report

First meeting with members who did not attend the "
workshop and conversations regarding the implemen
of the action plan

E-mail communication with workshop participants
other KBHFF members for discussing the establistofe
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Agreement on first meeting

Identification of strongrinterestiin and ne
for a VSM workshop; decision to furtr
explore the idea‘withithe representativ
the facilitationsgroup

Agreementon a meeting between
facilitator and ‘the representative of
facilitation group

Agreement on informing the coordinati
group‘about a possible VSM workshop

Intervention agreement and date for
workshop set

First version of the workshop ager
including sequenced activities

Adapted version of the workshop agend

Adapted version of the workshop agend

Final version of the workshop agenda

Workshop outcomes: re-formulation

identity statement; two cartoo
representing the problem situatic
identification of critical issues and confl
of interest; VSM and meta-systel
diagram; and agreement on an action
with priority activities, responsibilities, ¢
first deadlines

Workshop report

,GHQWLILFDWLRQ
perception of workshop

RI €

KBHFF members informed about VS
workshop and outcomes

VSM group



02 June 2013

27 June 2013

26 October 2013

October 2013

October 2013-April 2014

26 April 2014

January 2015

the VSM group to be tasked with implementing the a
plan

First meeting with the VSM group

Second meeting with the VSM group

Extraordinary general assembly to discuss the pr
situation within KBHFF and identify potential solutions
ensuring the viability of KBHFF

Establishment of structure group

Discussion amongst different groups concerningthe
organisational structure

General assembly

Employment of accountant and member coordinator

First idea (written down on a flipchart)
how to re-organise operational and supj
groups

Refined idea (written down on a flipche
of how to re-organise operational &
support groups; agreement on discus
potential changes in¢ operational ¢
support groups (€.g» merging &
eliminating groups,.as well as establis
new groups) withieoordination group

Solutions for improvement suggested
discussed

Organisational problems identified &
suggestions for new  organisatic
structure formulated

Final suggestion for new organisatic
structure

Agreement on implementing  ne
organisational structure

Appendix 2: List of critical issues within KBHFF (as iegntified and formulated during the

VSM workshop by drawing and.discussing cartoons)

- Lacking connection'to the purchasing group: lacking feedtaiskranording from the
purchasing group
- Disseminatiopand‘dissemination material could be organised more amutdreiadvé.

external dissemination)

- Who has which information?

- Lacking communication between coordination-, shops-, and pgrgnasps

- olLacking overview of frameworks and responsibilities

- Lacking dissemination concerning the autonomy within the organisat

- Decoupling between producers (of fruit and vegetables) and members

- Lack of transparency

- Barriers hampering new members moving through the different levelt$-éT; Kigak

communication to new members

- Lacking economic/financial overview
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