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1 — ALCK Process
1.1 — Rationale & Approach

Despite the complex and interconnected nature of the Sustainable 

Development Goals, most of the current global development 

initiatives addressing complex issues (air pollution and climate 

emergency, future of work) are still designed as projects to 

address specific issues linearly. The way in which linear projects 

are currently managed, funded and evaluated limit organizations’ 

possibilities of being able to invest more resources in better 

understanding community perceptions, prototyping new 

interconnected solutions, making mistakes and being able to adapt 

work plans in real time if alternative solutions are generated during 

the implementation process.

 Social Innovation Platforms, alternatively, seek to interconnect 

organizations and actions around shared objectives, methodologies 

and evaluation systems, in order to bring about systemic impact. 

Although a platform approach requires increased effort in the 

design phase and new tools for building a collective vision, it 

will ultimately contribute to align disconnected initiatives and to 

enhance their impact, cohesion and visibility.
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ALCK offers a collaborative support system for country offices to 

co-design, implement and evaluate Social Innovation Platforms 

for systemic transformation with UNDP. With this approach, we 

seek to break with the traditional division between analysis and 

action, incorporating a permanent listening system that generates 

real-time information on the perceptions of the territory and how 

it responds to the development of ongoing initiatives. 

We work from a deep immersion and listening process in each 

community (including citizens and everyday people, public sector, 

private sector, academia, civil society organizations and every 

relevant actor in each context at the same level and in the same 

spaces), in its values and behaviors as the only way to achieve 

better and more effective solutions, designing collaboratively, 

relying on the intelligence of each territory and acting in a global 

and sustained manner.
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1 — ALCK Process — 1.1 Rationale & Approach
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1 — ALCK Process — 1.2 Social Innovation Platforms

1.2 — Social Innovation Platforms UNDP

Social Innovation Platforms incorporate the following core 

interconnected components that will allow UNDP to develop new 

capabilities to transition from traditional and linear innovation 

logics to a complex.

Some of these elements are sequential and will be repeated, 

getting deeper and deeper, in three iterations within a longer 

period.

Others are sustained in time because this new way of 

working and understanding UNDP’s role requires new ways 

of understanding how to communicate and evaluate these 

processes. 

Deep Listening and Sense Making — Armenia, Stepanavan
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1 — ALCK Process — 1.2 Social Innovation Platforms

Iterative elements: 
Map, Listen, Co-create, Experiment

1. MAPPING 

How can we understand better and interconnect the key 
agents and the ongoing key initiatives in Stepanavan? What are 

its key agents (public administration, companies, small business 

owners, teachers, religious leaders, media, first sector producers, 

youth, women, foundations, academic institutions…)? And the 

ongoing projects at five different levels? But most importantly, 

how do all of them interact with each other? What can we learn 

from these leverage points and weakest connections?

Deep Listening and Sense Making — Armenia, Stepanavan
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1 — ALCK Process — 1.2 Social Innovation Platforms — Iterative elements

2. LISTENING AND SENSE MAKING 

How do we understand deeply the social and economic 
dynamics and perceptions operating within a system? How 
do we create and systematize collective intelligence spaces? 
What kind of information do we make sense of? A deeper 

understanding of the social, economic and environmental 

dynamics that are conditioning the evolution of these complex 

challenges is necessary during the entire process (not just at the 

beginning and at the end) and it has to go beyond traditional 

community participation and consultation mechanisms.

Deep Listening and Sense Making — Armenia, Stepanavan
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1 — ALCK Process — 1.2 Social Innovation Platforms — Iterative elements

Deep Listening and Sense Making — Armenia, Stepanavan

A more profound understanding of local dynamics requires a 

deep community listening strategy. This process includes a set 

of qualitative tools that, when complemented with quantitative 

data, can unravel a community’s narratives and reveal in-depth 

needs, challenges and opportunities.

ANALYSIS 

Analyzing and crossing existing projects and pilot ideas with 
the real perceptions helps us identifying gaps for co-creating 
new prototypes.

Analysis

Visible Narrative

Hidden Narrative

Metanarrative

Profiles

Portfolio of 
Initiatives

Ideas

Visible 
Narrative 

Hidden
Narrative 

*Meta
Narrative 

“Something has to be 
done, we can't go on 
like this”. 

“I can't stop using the car 
for work and family.... Big 
companies should be the 
first ones!” 

“It's terrible what's 
coming to the next gene-
rations.” 

8:00 Full committed to climate 
change...

15:00 ... but not at all cost. 

21:00 Anyway, I won't get caught.

Different levels of narratives
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1 — ALCK Process — 1.2 Social Innovation Platforms — Iterative elements

3. PORTFOLIO CO-CREATION 

How do we co-create new solutions for the specific 
perceptions (even contradictory ones) with a portfolio logic 
(interconnected, multilevel initiatives)? New co-creation 

and prototyping capabilities in 5 interconnected levels. Public 

institutions are complementing their efforts on redesigning 

existing services with similar prototyping initiatives in (i) 

community innovation, (ii) entrepreneurship support, (iii) large 

scale public-private partnerships, (iv) public service redesign and 

(v) new regulation.

Deep Listening and Sense Making — Armenia, Stepanavan

Community Initiatives 

Small and mid Scale Initiatives 

Large Scale Initiatives 

Services

Regulations

1

2

3 5

6

4

11

12

13

10

8

9

7

17

15

16

14

18 19
20

2221

23

24

25

26

27

28

29

30

31

32

1

2

3

4

5

6

Beef Cattle Farm in Lammai

Re-Branding of Ban Rae Co�ee

Co�ee Farm in Bannangsata

Curry paste group in Thadan

Food Security Strategy for 10 sub-districts in the Deep South

New Geberation of Social Entrepreneurs 

Charm Foodtival

Mushroom Farm at Bukit Chuga School

Chaba Beef Farm

One Pat Farm

Barahom Bazaar Community Enterprise

A research on malnutrition in childhood

Luukrieng is working in two tambon to train returned workers 
from Malaysia

Docuseries on Food Chain in the Deep South

Food Market Research with Baramizi Lab

Youth Co-Lab

Southern Border Local Cuisine – Local Wisdom and Beliefs, 
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assist the general public and migrant workers a�ected by the 
pandemic

Integration Plan to Mitigate problem in the Deep South for 
improving labor skills in the region

Thailand Professional Qualification Institute

Matching job opportunities–skill enhancement for returned 
labor

Ban Rom Market–Community food and creative pilot market in 
Ban Rom community

Yala Municipality contribute their budget to activities relating 
to food hygiene and market hygiene

Redesign of Morning Market (Future Plan)

New Halal Certification Agency

Network of prototypes

7

8

9

10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25

26

27

28

29

30

31

32

U
N

D
P 

In
iti

at
iv

es
Re

gi
on

al
 In

iti
at

iv
es

U
N

D
P 

In
iti

at
iv

es
Re

gi
on

al
 In

iti
at

iv
es

U
N

D
P 

In
it

.
Re

gi
on

al
 In

it
.

Re
gi

on
al

 In
it

.
Re

gi
on

al
 In

it
.

Southern Thailand: 
Portfolio of Initiatives

Budu Sauce



12

4. PORTFOLIO PROTOTYPING  

(Experimental learning) FOR EVENTUAL (5) SCALE (effectual 

learning).

Isolated project-based approaches can hardly operate at the 

scale and multi-dimensional level required by wicked problems 

that ask for systemic change. Therefore, and as highlighted by 

the current strategy document, projects need to be integrated 

and conceptualized as an interconnected portfolio. As in co-

creation and prototyping practices, this novel portfolio approach 

also requires new capabilities to design, manage and evaluate 

the interconnected and integrated set of projects with a holistic 

vision.

1 — ALCK Process — 1.2 Social Innovation Platforms — Iterative elements

Deep Listening and Sense Making — Armenia, Stepanavan

Initial prototypes selected to test in a pilot market in Southern Thailand
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6

Cultural exchange programs - kitchen 
dialogues, gastroclubs, chef exchange events

Audiovisual pier on fermentation

Catalogue of local budus or chilies

Digitalize traceability for food marketing 
and links to the market

Farm to school initiative - Pilot in a school 
near the market

Public-private degree: techniques, cuisine, 
basic handling – Pilot with returned 
migrants from Malaysia

Physical redesign of the food market –
Pilot in Yala City

Streamlining food certifications online –
Pilot with certification for food vendors

Participatory redesign of public
waste management – Pilot in the province

Budu Sauce D.O. 

Basic food stall regulation

Initial Experiments 
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4. PORTFOLIO PROTOTYPING  

1 — ALCK Process — 1.2 Social Innovation Platforms — Iterative elements

Deep Listening and Sense Making — Armenia, Stepanavan

EXISTING  PROJECTS 
(now interconnected)

INSPIRING PILOTS 
(that have worked in similar / 

neighbour cities)

PROTOTYPES 
responding to perceptions at 5 

levels of intervention at the 
same time (if we don’t include 
this, we might end up with a 

funnel logic that does not allow 
innovation to happen)

PEOPLE CENTERED 
PORTFOLIO 

that guarantees a real 
systemic approach
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1 — ALCK Process — 1.2 Social Innovation Platforms  — Cross Cutting Elements

Deep Listening and Sense Making — Armenia, Stepanavan

Cross Cutting elements: 

6. DEVELOPMENTAL COMMUNICATION

How do we communicate in this new way of working? 
Communication in multi-stakeholder, multi-layered and 

multi-project platforms also needs to be different. For further 

reference, see specific article here (p. 14, table 2). 

7. NEW GOVERNANCE MODELS
 
How do we manage social innovation platforms? What kinds 
of roles and responsibilities do they require? What types 

of spaces? ALCK´s Social Innovation Platforms demand new 

management and governance approaches that move away from 

command and control methods and that are built on convening 

power and soft leadership. They require integrating performance, 

evaluation and communication, with a complexity-aware 

approach to monitoring, evaluation, and, particularly, to learning 

and adaptation. 

8. DEVELOPMENTAL EVALUATION
 
In these new management approaches, evaluation methods 

such as developmental evaluation tools permit real-time 

decision-making to match strategy to changes in the system. 

Measurement mechanisms and metrics are re-tailored as 

targets evolve, and are designed to identify system dynamics, 

interdependencies and emerging connections, recognizing 

the complexity of the system and the particularities of the 

context. Initial governance approach. Governance proposal and 

governance work plan for four Cos under the IRH – UNDP.
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1 — ALCK Process — 1.2 Social Innovation Platforms — Cross Cutting Elements

9. TRANSFORMATIONAL CAPITAL
 
What financial tools and mechanisms does this approach 
require? Innovating at the systemic level in governance and 

policy requires tapping new sources of financing as well as 

aligning such resources to a different way of operating.

10. SDG INTEGRATION 

SDGs as a cross-cutting element. 
How do we apply the SDG criteria in the whole process as an 
ultimate output? The Basque Model of Sustainable Human 

Development. 
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2 — CEF II: Framing Phase
2.1 — Listening to Stepanavan
 

Traditional surveys and statistics provide us with very useful and 

valuable information, but it is insufficient to understand the social 

and cultural dynamics that are conditioning the impact of these 

interventions).  Observing behaviors and digging into the stories 

and narratives in which the perception of a region is expressed 

is key to getting to the bottom of the real concerns and needs of 

citizens and initiatives. That is why the interviews have to focus on 

the stories people tell about their daily lives. 

For example, 

“What is your daily life in Stepanavan like?”

“What are the main challenges right now?“

“How does this affect your daily life?” 

“How do you overcome this?”

“What are the main opportunities?”
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Stepanavan
 

    Information sources

Individual narratives.  In this first iteration of the deep listening 

process we have engaged and gathered diverse narratives from 113 
people in Stepanavan, maintaining gender, age and educational 

background balance, as well as related topic areas.

For more info, access the matrix > Page 1, Engaged people

2 — CEF II: Framing Phase — 2.1 Listening to Sptepanavan
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Stepanavan
 

    Information sources

This process has included municipality representatives, local 
teachers, health professionals, students, NGO members, SME 
owners (bakery, beauty salon), construction workers, food 
producers, hotel owners, students, socially vulnerable people 
and residents in diverse areas of the city, including Ashotaberd, 
among others. 

Secondary sources. Reports, observation notes, pictures, 

netnography, analysis of objects, spaces, places, activities and 

feelings. 

For more info, access the matrix > Page 1.3, Secondary sources

2 — CEF II: Framing Phase — 2.1 Listening to Sptepanavan
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2 — CEF II: Framing Phase
2.2 — Analysis
 

We have coded each interview (for privacy reasons), transcribed 
and translated around 477 (440 + secondary relevant sources) and 
relevant quotes from this listening process and applied a series of 

parameters of analysis.

For more info, access the matrix > Page 1.2, Primary sources
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Stepanavan
 

1/ Overarching topics and subtopics emerged around the narratives 

and perceptions from people in Stepanavan: (1) demographics 
(depopulation, migration, mobility, unemployment, inequality); 

(2) economy (businesses and SMEs, agriculture, industry and 

production, tourism); (3) public services (administration, leisure, 

housing, health, transportation); (4) culture and identity (values, 

mindset, people)

2/ We have tagged all of them just for making the document easier 

to navigate. Even if we have analyzed the narratives, this database 

of references is still richer and allows us to access better, deeper 

information. 

3/ We have applied different analysis parameters in order to 

identify patterns:

2 — CEF II: Framing Phase — 2.2 Analysis
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Stepanavan
 

4/ We have identified if these quotes are referring to a challenge 
or an opportunity, a barrier or an enabler, with a system to identify 

priorities based on impact and urgency. 

For more info, access the matrix > Page 2.2, Barriers and Enablers

2 — CEF II: Framing Phase — 2.2 Analysis

For more info, access the matrix > Page 2.1, Challenges and Oportunitites
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Stepanavan
 
5/ We have made an analysis of narratives based on different 

levels of depth. We have identified up to 11 patterns of behavior 
and thinking. We have followed the initially presented iceberg 
logic: what people tell publicly, the hidden discourse and the 

metanarrative conditioning of the actions taking place.

For more info, access the matrix > Page 2, Narrative Analysis

2 — CEF II: Framing Phase — 2.2 Analysis

Please consider that these are PERCEPTIONS (not necessarily true, sometimes easily 

debunkable and sometimes contradictory between each other, but they are operating and 

ultimately conditioning the success / failure of all our initiatives)
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Stepanavan
 

 We have brought these patterns of metanarratives together 

with the identified challenges, opportunities and relevant info to               

7 PERSONAS.

For more info, access the matrix > Page 3, Personas-Patterns

2 — CEF II: Framing Phase — 2.2 Analysis
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2 — CEF II: Framing Phase
2.3 — Mapping
 

 Apart from the key stakeholders, we’ve mapped out the existing 

projects that are perceived as relevant at 5 different levels: 
Community relations, Small and mid-scale businesses, Large 
scale initiatives, Existing public services, and Existing regulation.

This could give us hints on initiatives that are working and 

addressing existing narratives. Furthermore, analyzing the first 

narrative patterns identified around needs and opportunities 

from the first set of interviews it will be possible to identify the 

connections between them, but also the gaps and what is missing 

for a first attempt of co-creation.  

1

Community actions

2

Small and mid scale initiatives

3

Large scale initiatives

4

New public services

5

New regulation mechanisms

Culture Change

1

Iteration 1

Iteration 2

Iteration 3

Deeper 

Hig
he

r

1. Once we have identified these patterns, we can initially compare the 

existing initiatives in the area and the operating narratives and see if 

the actions they want to take are responding to them.

2. We can also base the new actions on addressing at least one of the 

narratives operating.
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3 — Initial Findings
 

Knowing in more depth the profiles of the people and the type 

of narrative that each one projects, we can establish a series 

of common elements and differences between the different 
perceptions that are operating in Stepanavan. This analysis helps 

us to identify the surface narratives, the hidden narratives and the 

meta-narrative that prevents or facilitates major structural changes 

towards systemic transformation.

 Patterns
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3 — Initial Findings
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3 — Initial Findings
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3 — Initial Findings
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3 — Initial Findings
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3 — Initial Findings
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3 — Initial Findings

 Personas
Segmentation of patterns for contrast and collective intelligence. 

1. These personas are patterns of narratives that are repeated or 

operating. 

2. The personas/profiles are based on the narrative analysis. They are 

not merely based on demographic data or quantitative analysis: they 

represent unified perception, behavioral and thinking patterns.

3. These personas represent the diversity of age, social background 

and occupation as a persona set, but the narratives on corn farmers 

do not solely represent 40-year-old men from Stepanavan, but also 

younger ones, even women. Actually, many of them share perceived 

opportunities and challenges.
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3 — Initial Findings
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3 — Initial Findings
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3 — Initial Findings
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3 — Initial Findings

 Collective Interpretation
In the case of Stepanavan, we have managed to conduct 

3 collective intelligence sessions in 2021 that have helped in 

validating the analysis and engaging more people in the process.

Among all participants, the narratives, challenges and opportunities 

identified in the listening processes are reinterpreted through 

personas, highlighting similarities and discrepancies, as well as 

possible solutions. 

Collective
Sensemaking
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3 — Initial Findings

(Municipality, Stepa-
navan Territorial Pe-
dagogical-Psycholo-
gical Support Center, 
local school, kinder-
gartens)

Local NGOs, local 
business (Accom-
modation and food, 
beauty salon, solar 
energy company)

(Stepanavan Agricultu-
ral college, Branch of 
Emergency Situations 
Academy, Armat en-
gineering laboratories 
students, SKY youth 
club, STEPZ Volunteer 
Club).

Some stakeholders participating:

Youth
Representatives

State 
Institutions

Local NGOs
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3 — Initial Findings

 Key Reinforced Ideas
In this first iteration, people mostly talked about the more public 

narratives, as expected. Through the collective interpretation 

sessions, most patterns have been confirmed. 

1

2

Domestic Turism

Infrastructure

This is the main contrast considering that until now the pandemic 
has affected the work of large hotels and cafe-bars in the city, but 
it seems that when it comes to domestic tourism, it has had its 
improvement. It would be interesting to explore even more this part 
and see how tourism in general could improve.

In line with tourism, the importance of infrastructure, especially 
roads infrastructure, was also part of the discussion and how if not 
improved accordingly with tourism may affects its development. 

“In my opinion, COVID has had very little impact on 
domestic tourism. It can be said that it has increased 
more”

“Regarding tourism, I must say that infrastructure is 
very important, especially roads. It is true that a lot 
of work has been done in recent years, those roads 
in Dendropark, Lori fortress city were built. It is 
necessary that all the historical and cultural objects, 
big guest houses, hotels lead to asphalt, that the 
guests come, come in an expensive car and the car is 
damaged, broken, left, and they do not want to go to 
Stepanavan for the second time”
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3 Visibility

The participants confirmed that there should be more information 
about Stepanavan available on the Internet, so tourist can consult 
it and plan their visit. It seems that this topic was part of the 
discussion at a seminar with the municipality in order to update the 
municipality’s website or to create a separate information platform 
that would be an added value to tourism.

In all the sessions, as well as in the listening process, it has 
become clear that Stepanavan is for passive relaxation and lacks 
infrastructure, which is the main barrier to becoming a more active 
town that can offer different types of tourism. 

“If we put aside the Lori rescue team, the other guest 
houses, they are just places to spend the night, nothing 
more. People come to passive rest. We can’t offer them 
anything else and in order to do so, first we must have 
infrastructure.”

4 Employment

Regarding employment, few participants mentioned that there 
should be a training for different types of businesses (that the 
city is missing) and on how to start a business. It seems that the 
employment agency organizes this kind of trainings, but not all the 
citizens are aware of those opportunities. 

The potential employment opportunities that the reopening of the 
old factories and mine would generate were also validated with 
concerns that the mine could affect tourism development. Opinions 
are divided. Some of the participants stated that the mine is already 
open but not operational and that the pollution produced for the time 
being will not increase, something that needs to be confirmed.
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Salaries in Stepanavan are very low and skilled people prefer 

to go to Yerevan. On the other hand, low salaries also influence 

high unemployment and people’s preference to live on social 

benefits rather than work. Hence the negative perceptions of 

persona (patterns of narratives that are repeated or operating) 

from Ashotaberd district in the contrast sessions. Some of the 

participants consider that people depending on social benefits are 

not putting enough effort in finding a job. 

Regarding employment, few participants mentioned that there 

should be training for different types of businesses (that the city 

is missing) and on how to start a business. It seems that the 

employment agency organizes this kind of training, but not all the 

citizens are aware of those opportunities. 

The potential employment opportunities that the reopening of 

the old factories and mine would generate were also validated with 

concerns that the mine could affect tourism development. Opinions 

are divided. Some of the participants stated that the mine is already 

open but not operational and that the pollution produced for the 

time being will not increase, something that needs to be confirmed.

Lack of educational opportunities, lack of entertainment 

facilities, active youth, and alternative job opportunities remain 

as principal challenges and opportunities when it comes to youth 

development in the city. Youth representatives stated that there 

is a need for more vocational schools in Stepanavan and clear 

decentralization of education. Another challenge that has emerged 

from the sessions is the lack of internships for students and recent 

graduates and how this makes it even more difficult to enter the 

labor market. 

a

b

c

d

3 — Initial Findings

 Additional considerations on perceptions



43Deep Listening and Sense Making — Armenia, Stepanavan

4.1. Deeper listening on the different co-creation areas that will be 
defined in CEF III

The following report will highlight suggested co-creation areas, that 

will be validated and adapted in successive co-creation sessions. In 

the same way we’ve zoomed in the listening on the moved talent as 

a starter for CEF 2, we could make the same exercise in the other 

co-creation areas, while maintaining an overall focus. 

4.2. Deeper mapping on the different co-creation areas

Interconnection and specific mapping on different co-creation 

focuses (other agencies, companies and agents, even outside of the 

city, might be relevant for the new cocreation areas).

 

4.3. New sources of listening information

Beyond observation and interviews, listening sources and support 

can be expanded, beyond interviewing people. The proposed 

approach complements (and does not replace) the already existing 

participation and listening channels with a greater level of 

depth, allowing us to obtain real-time information on the diverse 

(sometimes contradictory) narratives of the municipality, and link 

them directly to processes of creation of new initiatives at different 

levels of intervention, reinforcing the existing ones.

4.4. Coming back to already engaged people to see the evolution 
and allow us to create new KPIs for developmental evaluation 

4 — Suggested Next Steps for Listening CEF III
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4.5. Connection with co-creation

Connecting all these patterns with action is what makes the 

process innovative. 

This will help inform co-creation sessions design and 
implementation for a people centered portfolio during CEF3. 
SIPs foster co-creation processes at different levels of action: 

community initiatives, startups and social entrepreneurship, 

large scale public-private partnerships, redesign of the current 

public services offered by the local authorities (innovative 

services that were not previously provided) and new regulation 

associated to the new challenges (climate emergency, COVID, 

digitalization). 

Sessions should focus on generating ideas around the 

challenges and challenges of the opportunities identified and 

prioritized in listening and organized according to the relevant 

axes of the project. The main outputs would be a portfolio 
visualization for the prototyping phase at 5 interconnected 
levels: (i) community innovation, (ii) entrepreneurship support, 

(iii) large scale public-private partnerships, (iv) public service 

redesign and (v) new regulation, as well as a design path and 

budget to implement them in Stepanavan.
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Annex: About Stepanavan

Stepanavan is one of the promising small green cities in the north 

of Armenia, situated in Lori province. The city was established 

as early as 2nd century B.C and thus, has marks from different 

civilizations that passed through it. The city was part of Armenian 

kingdoms, Imperial Russia, Soviet Armenia and finally the 

independent Republic of Armenia. It is named after soviet time 

Armenian revolutionary leader Stepan Shahumyan. Currently, 

Stepanavan city is part of the enlarged community of Stepanavan 

that also includes two adjacent villages; Ughtasar and Katnaghbyur.

Population: 12.4k inhabitants 

Territory: 1666 ha at 1375 height

Distance from regional center Vanadzor: 24 km

Distance from RA capital, Yerevan: 139km

Stepanavan airport is 15km far from the city. The airport is small, 

so no inter-state flights are conducted through the airport.

Climate: Mild, no extreme heat or cold is observed in Stepanavan. 

In summer the temperature is around 18 Celsius on average and in 

winter around -4—5. Mild climate, damp climate is convenient for 

the plants, so Stepanavan is surrounded with lots of green.

Ethnic composition: Armenians-98%. Russians, Greeks, Ezidi, 

Asori, other- 2%

Gender: Men-54%; Women-46% 

Age:     • 0-17-16%

• 8-62-70%

• 63 above-14%
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