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ALCK Process
01. 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.
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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. 

ALC offers a collaborative support system for country offices to 

co-design, implement and evaluate Social Innovation Platforms 

for systemic transformation with UNDP and the Ministry 

of Villages. 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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ALCK Process — 01. Rationale & Approach

01.1  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 year 

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. 

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 Gorontalo and West Java? 

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?
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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. 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.
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“Hay que hacer algo no 
podemos seguir así.” 

“No puedo dejar de usar 
el coche para el trabajo y 
la familia... ¡Que empie-
cen por las empresas 
grandes!” 

“Es terrible lo que les 
viene a las siguientes 
generaciones.” 

8:00 A tope con el cambio climático...

15:00 ... pero no a toda costa. 

21:00 De todas formas, no me va a pillar.
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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. 

Initiatives in Gilgit Baltistan’s food system.
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Local energy snack bars  
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Home cooking facilities
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Karakoram D.O.
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Dining experience cabin network 
XX.000 $

Inception of local products in the 
Slow Food Movement 
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Network of prototypes

Scaling up initiatives
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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. 

ALCK Process — 01. Rationale & Approach — Social Innovation Platforms
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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? 

ALC´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. 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. 

ALCK Process — 01. Rationale & Approach — Social Innovation Platforms
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8. 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.

9. DIGITALIZATION

How do we digitalize all the above-mentioned elements? The 

limitations to travel and physical interaction are accelerating the 

need for new digital tools that can support the implementation 

of this intervention. The digital strategy will focus on two 

main objectives: (1) Bringing the systems mapping, listening, 

collective interpretation, developmental evaluation and 

communication into a digital space that complements the work 

on the ground; (2) Adding a digital focus into the portfolio and 

intelligence emerging from the listening and sensemaking steps. 

Digitalization of platforms and report on one digital listening 

experiment in Thailand. 

10. SUSTAINABLE HUMAN DEVELOPMENT 

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. 



10Deep Listening and Sense Making — Indonesia, Gorontalo

02. What have we done so far?
 

2.1 Listening and Sense Making

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 Gorontalo like?”

“What are the main challenges right now?“

“How does this affect your daily life?”

“What are for you the main opportunities?”
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Gorontalo
 

   During the lockdown, the SIP has been able to gather insights 

from more than 100 people working and living in Gorontalo. We 

have tried to maintain gender, age and educational background 

balance, as well as related topic areas.

For more info, access the matrix > Interviewees page

02 — What have we done so far? — Listening and Sense Making
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Gorontalo
 

   We have coded each interview (for privacy reasons), transcribed 

and translated 192 references and relevant quotes from this 

listening process and applied a series of parameters of analysis.

 

1/ Overarching topics and subtopics emerged: economy 

(agriculture, services and production – food, tourism, fishery, 

community level goods trade, tourism, small and mid-scale 

businesses and gender as a cross-cutting emerging thing in this 

area); infrastructures and industry (services, development programs, 

projects); and social dynamics and demographics (education, 

mobility, migration).

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:

02 — What have we done so far? — Listening and Sense Making
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Gorontalo
 

4/ We have identified if these quotes are referring to a challenge or 

an opportunity, a barrier or an enabler.

For more info, access the matrix > Interviewees page

02 — What have we done so far? — Listening and Sense Making
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Gorontalo
 

   We have analyzed the patterns of narratives. We have identified 

up to 8 patterns of behavior and thinking. We have followed the 

initially presented iceberg logic: what people tell publicly, the 

hidden discourse and the metanarrative conditioning the actions 

taking place. 

For more info, access the matrix > Interviewees page

 

02 — What have we done so far? — Listening and Sense Making
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Gorontalo
 

1/ Additionally, we have specifically analyzed the challenges and 

opportunities, as well as the barriers and enablers for development.

For more info, access the matrix > Interviewees page

For more info, access the matrix > Interviewees page

02 — What have we done so far? — Listening and Sense Making

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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Gorontalo
 

   We have brought these patterns of metanarratives together 

with the identified challenges, opportunities and relevant info to 8 

PERSONAS. 

For more info, access the matrix > Interviewees page

 

02 — What have we done so far? — Listening and Sense Making

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 Ponelo Village, but also 

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

opportunities and challenges.
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02 — What have we done so far? — Listening and Sense Making

Gorontalo
 

   Agriculture, fisheries and tourism are the main concerns / 

opportunities perceived, especially regarding small and mid-scale 

entrepreneurship.  

   Main operating metanarratives identified right now (to be 

contrasted) are the following:

Some people perceive that…

· Covid-19 crisis only reinforces previously existing structural 

problems

· Public sector acts as a mere donor but does not get really involved

· Development programs do not consider people’s capacity and 

background knowledge

· There is no necessary investment because education is not a 

priority

· Government bureaucracy is the real barrier for touristic 

development

· There is value in food as a driver for development

· Lack of infrastructures is blocking the economy

· Traditional way of life is not sustainable anymore
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02 — What have we done so far? 

2.2 Mapping

We’re going to eventually create a portfolio that addresses the 

above-mentioned 5 levels, but we can also start creating value by 
mapping the EXISTING indicatives at these 5 levels. 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

Multi-layered portfolio that (1) works on
5 different layers for systemic change;
(2) directly addresses the different
levels of complexity of the K factor (3)
interconnects all actions with each 
other.

K
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3 4

5

*K=Cultural Factor

Shared narratives (the K 
factor) align the direction 
of transformation waves.

Systemic
Transformation
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02 — What have we done so far? — Mapping

Gorontalo

   Stakeholders. So far, we have identified more than 70 key 

stakeholders in Gorontalo area. We have selected them in terms of 

relevance and tried to maintain a proper balance between public 

sector agents at different levels, private companies, institutions, 

development agencies, NGOs, academia and civil society 

organizations. 

We have also kept the balance between different relevant topics 

(agriculture, environment, fisheries, social issues, tourism, finance, 

small businesses, big businesses, government).

For more info, access the matrix > Interviewees page
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02 — What have we done so far? — Mapping

Gorontalo

   Initiatives. So far, we have identified more than 85 key initiatives 

in the Gorontalo area, at five different levels: community relations, 

small and mid-scale businesses, large scale initiatives, existing 

public services, and existing regulation. 

For more info, access the matrix > Interviewees page

1. Now that 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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03. Initial Conclusions

Overall the feeling is positive. Even if the ethnographic process 

has identified many challenges and barriers, a general feeling that 

change is possible is perceived (narrative analysis, lines 28-31). This 

is a solid basis to implement actions at different levels. 

There’s a general highly positive perception on raw materials, 

landscapes, environment and land. People value Gorontalo and 

its culture / heritage. This is clear in the way people perceive 

that they’re not really listened to, especially when it comes to 

development agencies. 

The actions on food systems and agriculture are usually not 

addressing the perceptions of the interviewees (need for clean 

water, crops, seeds). Those regarding food and product innovation 

should definitely be reinforced. 

Actions on fishery need to be taken. Regulation seems to be a 

barrier, and a conflict between traditional and modern fishery is a 

concern for many. Festivals and small businesses are covered in this 

area, but fishermen would benefit from solid large-scale actions 

(public - private collaboration), access to materials, training, etc.

Public large-scale actions are too focused on infrastructures, 

especially those related to tourism. Perception analysis indicates 

a demand for clean water, food industry development, new 

collaborations and inclusivity. Internet connection (specially in 

regards to education) and clean water facilities and systems seem 

to be the main concerns. 

Existing services also seem to be more focused on tourism than 

other areas. This could be better addressed and tailored to people’s 

needs. 
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03. Initial Conclusions

Most of the community actions are focused on festivals, but 

there seems to be a sense of disempowerment among the listened 

people. This could be another line of action, especially if we 

consider the perception that education is somehow left behind as 

it’s not a priority.

Many actions regarding tourism and agriculture/fishery are 

disconnected between each other and could benefit from a 

connection that gives them a solid portfolio approach form. 

Bureaucracy is also generally perceived as something that 

could be experimented with (experimentation in policy, making 

procedures quicker)

The persona (pattern of perception) who thinks that Covid-19 

has only reinforced previously existing (access to water, crops, 

seeds) has no community actions addressing its concerns. However, 

it has many small-scale businesses that cover its needs. There 

are a couple of large-scale initiates (the ones regarding water). In 

terms of services and regulation, there is a demand for actions on 

fish farming and marketing, getting seeds for producers and equal 

access to infrastructures. 

People who think that public sector should be more involved 

with communities (perception is that is acts as a donor) see their 

narrative reinforced in the lack of community relations actions that 

are public-driven. Large investments in only infrastructures that 

are not necessarily connected to the perceptions also reinforce this 

narrative. 
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03. Initial Conclusions

The investment in infrastructures could be better communicated. 

Many people seem to think that the lack of infrastructures blocks 

the economy, besides the investment efforts in this matter. The kind 

of infrastructures that people are demanding should probably

Food system (agriculture, fishery, distribution and transportation, 

industry, services, restaurants, tourism sector) seems to be the 

element that gathers this heritage and cultural concern, innovation 

and most of the addressed challenges, with a proper co-creation 

strategy for new solutions. 

It is also clearly seen as an opportunity (we have created a 

special page in the matrix with all the mentions about local fishing 

techniques, recipes and products). 
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04. Suggested Next Steps

From this first iteration (and all its traveling, gathering and 

communicating limitations, which have clearly affected the 

process), these should be the next steps (taken IN PARALLEL)   

from a SIP approach point off view: 

4.1. Contrast and collective sensemaking

A collective interpretation of the information generated by the 

systems mapping and the deep listening process. UNDP, public 

institutions, corporates and civil society organizations take part in 

the sense making process.

Among all participants, the narratives, challenges and opportunities 

identified in the listening processes are reinterpreted, mostly 

through personas, highlighting similarities and discrepancies, as 

well as possible solutions. Guiding questions may be:

What do you think?
Do you agree?
What are we missing?
Who else should we talk to? 

What are the goals of the collective sensemaking session?

Extract insights, induce learning and create more meaning 
from experience.

Adding new focuses and, if necessary, reworking these 
findings through new interviews or new approaches

Strengthening the network of participants

Validate our analysis and make participants feel part of the 
process
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04. Suggested Next Steps

Suggested Steps:

Conducting sensemaking sessions. Conducting a minimum 
of 2 collective interpretation sessions applying UNDP´s 
protocol. The ultimate goal is to share with key stakeholders and 
community representatives the challenges and opportunities that 
have been identified and to gather ideas about what is missing.

If possible, adding a digital layer to this step (i.e. Sensemaker 
tool for contrasting the personas before we take action, here’s the 
demo version that ALC offers to the platform) in order to multiply 
the outreach of this process and the results are validated by a 
greater amount of people. 

Collection of conclusions from the contrasting session and 
second contrast with the participants.

4.2. Deeper listening and mapping on a focused, “quick win” entry 
point 

4.3. Deeper mapping. 

Interconnection and visualization on different focuses (systems 

mapping on selected entry point) before starting the cocreation 

sessions. Here we check the identified leverage points to foster and 

the weaknesses. 
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04. Suggested Next Steps

4.4. Cocreation sessions design and implementation for a quick 
win portfolio on the suggested entry point. 

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.

Selection and prioritization of the opportunities identified in the 

area 

Design of the co-creation sessions (participants, themes, 

dynamics of generating ideas, times and spaces, materials, formats, 

places, etc.) and identification of participants

Carrying out thematic co-creation sessions (they will be focused 

on the generation of ideas around the challenges identified in the 

listening).

Collection and writing of conclusions and ideas arising from the 

co-creation processes.

Contrast with the participants.

Menu of ideas and initiatives arising from the different co-

creation sessions.

Prioritization of those ideas.
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04. Suggested Next Steps

Output. 

Portfolio visualization for the prototyping phase 

at 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.
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