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BACKGROUND 

A. Which type of organisation are you (tick all that apply)?  

• An Intermediary: an advisory, capacity building organisation or research organisation 
supporting capital providers, impact delivery organisations and other stakeholders 
and/or enhancing knowledge in the impact economy. 
 

B. Please briefly summarise your mission.  

 

C. Which of the use cases does your practice(s) apply to? Please tick all that apply! 

• Social innovation in public services / with public authorities 

• Place based funding 

• Transforming value chains and industries 
 

D. Which system practice field(s) does your practice apply to? Please select the most 
relevant (max three). 

• Systems diagnostics 

• Management, learning & adaptation 
 

E. Please give us a brief background 1) what motivated you to act and who initiated the 
practice(s), inside or outside your organisation, and (if applicable) 2) describe the event 
that triggered your engagement.  

Stone Soup has been interested in systems impact for some time and has aimed to develop 
strong knowledge and competence in this field. In the summer of 2020, we were approached 
by the Fundación Daniel and Nina Carasso (FDNC) to help them evaluate the systems change 
that they had achieved in Spain through their Sustainable Food programme. One of the 
flagship projects in this Sustainable Food programme was the ‘Programa SAT’ (Sistemas 
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Alimentarios Territorializados) which aims to create systems change at a local, place-based 
level through the creation of public-private-NGO partnerships to define and implement public 
policies that promote local sustainable food systems. The FDNC has funded SAT projects in 
a significant number of municipalities in Spain through three calls for funding since 2016. The 
foundation believed that there had been significant impact achieved through funding of these 
programmes, but this had not been systematised or evaluated in a rigorous way. Navigating 
the SAT programme requires to consider the intricate nature of the interconnections between 
sectors, actors and sustainable dimensions within the food system. FDNC felt that the more 
‘traditional’ theory of change and programme/project impact evaluation approaches did not 
sufficiently encapsulate the systems change dimension. We jointly created a project which 
started in September 2020 to map the SAT programme (Systems diagnosis) and through this 
develop an impact measurement and management system to answer the important questions 
of how much and what type of systems change was occurring as a result of the SAT 
programme (Managing, learning and adaptation). 

 

THE PRACTICE(S)  

F. Briefly analyse the situation before you introduced the practice. What contributed to 
maintaining the status quo and producing (undesirable) results, e.g. resources (or lack of 
resources), rules (informal and formal), roles (relevant actors from the public, private and 
social sector, their legitimacy or effectiveness) and/or the kind and quality of relationships 
(informal and formal cooperation, power dynamics, information flows).1   

Stone Soup consulted during the first phase of the project with FDNC to understand more 
about the SAT Programme and how systems change had been achieved in the past, what the 
key barriers were to achieving it as well as how the systems change had been monitored and 
evaluated. The key conclusions of this preliminary diagnosis in terms of what is maintaining 
the status quo if we overlay them onto the 5R framework are that: 

• (Rules, Relationships, Roles) Political advocacy is ineffective and/or insufficient, 
especially in situations where the government is tripartite and it is more difficult to 
reach an agreement and also due to changes in government which can affect policy 
direction. In addition, administrative staff in local, region and national government are 
often overloaded with work and cannot prioritise sustainable food projects as much as 
they would like to. In addition: 

o Small municipalities do not have the resources to promote agroecology and 
the agroecology ecosystem. 

o Government departments work in silos and sustainable food issues requirea 
cross-cutting approach. 

o It is difficult to mobilise action in the right direction because of the hierarchical 
levels of public administration. 

o Agroecology is perceived as something attached to a left wing ideology. This 
makes it difficult to interest right-wing parties or causes processes to be slowed 
down when there is a change of political colour in the city council. 

• (Rules) Negative externalities are not integrated into the purchase price of food 
products making regular rather than local, agroecological food products unfairly 
cheaper. 

• (Roles, Relationships) It is difficult to obtain agreement between divergent 
interests of the system: 

 
1 See more details on using the  5R framework (Results, Ressources, Rules, Roles, Relationships) for systems analysis for 

example here  Ashoka Online Guide on System Change, part 3 ‘ based on USAIDs Programm Cycle.  

https://www.ashoka.org/en/story/animated-guide-changing-systems
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o Urban-rural partnerships are important for local, sustainable food systems but 
are not developed enough in Spain. 

o The mainstream food sector is not working with local and more sustainable 
food structures. 

o Traditional small local producers are unwilling and/or unable to change their 
ways to become more financially sustainable. 

o There are few small agroecologic producers to match the current increasing 
demand from consumers. Yet, the demand is still small-scale which makesit  
difficult for agroecologic producers to scale up to medium or larger size 
agricultural holdings. 

o Within local sustainable food systems, there are often divergent interests 
between actors (in particular between civil society/civic actors and political 
actors). 

 
In the second phase of the project, we built on this analysis and jointly undertook a 
systemsmapping process (outlined in more detail in the ppt presentation Appendix 1) using 
the Omidyar methodology2. We were also influenced by the approach for measuring systems 
change of FSG as well as other practitioners3. The participative process we engaged with 
specifically identified the short-term and long-term objectives for enabling the transition 
towards sustainable food systems in Spain, the key barriers and enablers within the local 
territorial food system in Spain and the cause/effect relationship between them. We broke 
down this cause/effect relationship into three levels: mental, relational and structural based on 
the important work of Peter Senge, Mark Kramer and John Kania.4 It is hard to summarise here 
the intricate interrelationships between the different factors that we identified, however the 
graphic below illustrates the key themes that we identified. An example of the systems 
mapping we developed for one of the themes is on pg. 8 of Appendix 1 and the summary of 
the key determining factors for the system on pg. 14 of Appendix 1. 

Figure 1: Key themes identified for Programa SAT system evaluation 

 

Through this mapping which we tested with an important group of external stakeholders, we 
were able to identify key levers for change. We developed a list of systems indicators to help 
FDNC better understand how far local, sustainable food systems were changing/evolving in 
Spain and identified the deep structure of this system and key levers. 
The summary of key levers and indicators can be seen in the graphic below. Through over 20 
qualitative interviews and a literature review we built up a picture of how change has been 
occurring and why over the last 5 years in local sustainable food systems in Spain thanks to 
the SAT programme. We also reviewed what data can/should be collected going forward. We 
are still finalising our impact evaluation covering the previous 5 years as well as 
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recommendations for the future impact management system which should be complete in 
October 2021. 

Figure 2: Levers of system intervention and metrics for the SAT Programme in Spain 

 

 

G. Please describe the actual results you sought to achieve with your practice, the 
parameters you sought to influence most; roles, relationships, rules, and resources and 
how?  

The practice seeks to achieve: 

• A greater internal strategic clarity within the foundation about how systems change can 
be achieved in the SAT programme (in particular what the key levers for systems 
change are) and what the foundation’s contribution has been and can be in the future 
within the system. Ultimately this will influence the parameters of roles and resources 
within the 5R framework, as it will determine where FDNC’s resources should be 
directed. 

• An impact monitoring framework which can be used internally and externally to 
measure systems change within local, sustainable food systems – this can be a 
resource for SAT programmes, but also for the wider community engaged in 
sustainable food systemps not only in Spain but also internationally. 

• The impact evaluation will help sustainable food systems across Spain understand 
what system change has been achieved in the last five years – this will potentially help 
those on the ground to build credibility for their work particularly with public 
bodies/administrations and to communicate their impact better to other external 
stakeholders (relationships). 

 
Whilst the first result has already been achieved, the second and third are not yet achieved 
because the results have not been published or disseminated yet. 
 

H. Please describe the intended results you sought to achieve with your practice and the 
parameters you sought to influence most – if considerably different from the actual 
results described above.  

Contained in the response to (H) 
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I. Please specifically explain the role other actors and collaboration played in this practice 
(if not the main practice itself) and insert a figure that illustrates the main stakeholders and 
partnerships that play a role in the practice you are presenting here.  

 
FDNC and the Programa SAT specifically works with many different types of stakeholders and 
is constantly engaging in collaboration in order to foster and develop systems change. In the 
actual systems diagnosis as well as development of the evaluation system, Stone Soup 
consulted with a range of different players from these stakeholder groups. 
 

YOUR INSIGHTS 

J. What went well and why? What were the challenges you faced and how did you overcome 
them? What would you do differently today and why? 
 

The co-participative systems mapping process went very well, as it generated very meaningful 
insights for FDNC above and beyond the development of an impact management system 
which was the original project remit. In addition, the level of engagement of FDNC and external 
stakeholders was tremendous and therefore the quality of analysis and the richness of 
conversation very high. 
 
A key challenge was managing the complexity of the system – in some respects although we 
were mapping ‘local sustinable food systems’ these are a microcosm of the larger food system 
in Spain so we found ourselves dealing with a much bigger system than we initially imagined. 
Breaking the system down into meaningful parts or themes was key for us to manage this 
complexity rather than trying to map the whole system all at once. Due to the complexity, a 
related challenge was that it took us longer than we expected to map the system, and at certain 
point the internal and external team became a bit exhausted by the huge amount of work (and 
head space) required for the mapping. Next time, we would perhaps prepare the client and 
ourselves better for the enormous challenge of systems mapping and have more realistic 
timelines. 
 
Once the systems mapping was in place, everything else flowed more easily including the 
development of a list of measurement indicators and the impact evaluation. A challenge on the 
impact evaluation front is simply data collection: systems tend to have many different 
stakeholders with diffuse and fragmented data and data sources. Our work should help to 
create more data related to systems change within SATs in Spain. 
 
Which three pieces of advice would you give to your peers? 

• Walking the tightrope between engaging in the messy, complexity of mapping systems 
change whilst maintaining an element of simplicity is difficult. Err on the side of 
simplicity in systems mapping, otherwise the complexity will overwhelm you. The 
systems mapping process itself requires flexibility as the time taken to map is quite 
difficult to estimate until you start trying. 

• Have a systems mapping team which includes people with diverse experiences, skills 
and perspectives is important and testing the systems map with those who have not 
participated in its development is also critical. 

• Systems maps can be offputting and difficult to digest for external parties – try to find 
ways (written, other) to communicate what you are finding and learning and don’t 
expect people can understand or want to understand the arrows and feedback loops. 
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FURTHER RESOURCES 

We enclose various confidential pieces of information: 
Appendix 1: Summary of systems mapping process (in English) 
Appendix 2: Fundación Daniel y Nina Carasso, ‘Los cuaderno SAT, Sistemas Alimentarios 
Territorializados’, January 2019 (in Spanish) 

 

CONTACTS  

Leonora Buckland, Principal Consultant, Stone Soup, Leonora.buckland@stone-soup.net  

mailto:Leonora.buckland@stone-soup.net

