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Purpose and Scope

The Green Incubator is a structured, activity-driven programme that enables VET
educators to guide learners through the entire process of developing a simulated
green venture, from identifying a local circular economy opportunity to presenting a
viable concept backed by basic evidence. Each module combines targeted input
sessions with practical learning, using ready-to-use templates to support activities

such as interviews, prototyping, testing, iteration and simple impact tracking.

VET educators/trainers: Deliver the modules, facilitate teamwork, ensure the
implementation is safe and inclusive, and support engagement with relevant

stakeholders and mentors.

VET learners (students): Work in teams to develop and test a simulated green

business idea, documenting evidence and presenting outputs in a final pitch.

Participants will develop a shared understanding of green entrepreneurship and value
creation in the circular economy, and learn to apply practical tools such as canvas
planning, rapid testing, iteration and basic KPIs. Throughout the modules, they will
produce tangible outputs, such as completed templates and concise metrics (e.g.
waste, energy and CO:z proxies), as well as a final pitch supported by a small evidence

pack that will make their claims traceable and credible.
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Introduction to Green Entrepreneurship & Innovation

This section enables VET learners to transform their commitment to sustainability into
practical, testable ventures. It introduces green entrepreneurship as creating value
beyond profit (economic, environmental and social), clarifies the difference between
innovation and invention with a focus on real users and viable delivery methods, and
demonstrates the importance of VET through green jobs, repair and refurbishment
skills, and local supply chains. It then provides guidance on identifying opportunities
via waste streams, school and community issues, and SDG alignment, while
embedding integrity through clear evidence, avoiding greenwashing claims, and

ensuring harm is minimised.

e Understand the concept of green entrepreneurship and how “value beyond

profit” integrates economic viability with environmental stewardship and social

equity.
o Explain the difference between invention and innovation.

e Recognise how circular principles (repair, refurbish, reuse, reverse logistics)

influence design choices, operations, and value creation.
o Describe the relevance of VET to the green transition.

o Interpret simple impact indicators (e.g., CO2, waste, energy) and articulate

what makes an environmental claim credible and free from greenwashing.
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Green entrepreneurship redefines the meaning of 'value' in a venture: founders pursue
economic viability alongside verifiable environmental and social outcomes, moving
beyond the traditional focus on profit alone. This approach is consistent with the triple
bottom line, which is a broader framework that considers economic performance,

environmental stewardship and social equity (Elkington, 1998).

In order to deliver value beyond profit, teams design their business model so that
sustainability is embedded in the creation, delivery and capture of value, rather than
being added on later (Osterwalder & Pigneur, 2010; Teece, 2010). In practice, this
involves life-cycle thinking, including consideration of the end of the product's life,
making partnership choices that reduce financial, material and environmental costs,
and using technology selectively to increase efficiency and transparency (Osterwalder
& Pigneur, 2010; Veleva & Bodkin, 2018).

Adopting circular loops is a core operational lever. Circular business models are
designed to be durable and easy to repair. They enable reuse and refurbishment and
plan for disassembly, materials recovery and reverse logistics. These strategies
increase resource efficiency, reduce waste and extend product lifespans. They can
also open up new revenue streams, such as repair services and remanufactured
components (Ludeke-Freund, 2010). Stakeholder co-creation strengthens these
models by aligning offerings with environmental expectations and building trust
(Freudenreich et al., 2020).

The entrepreneurial mindset still matters, encompassing opportunity recognition,
innovativeness and prudent risk-taking. In green entrepreneurship, however, these
capabilities target sustainability-driven niches, such as redesigning lifecycles, localising
supply chains and re-engineering processes to reduce resource use (Hoogendoorn et

al., 2015; Veleva & Bodkin, 2018). As visible role models, green entrepreneurs often

Green StartUppers Erasmus+ Project (2023-2-EL01-KA210-VET-000170679) 7
EE“‘"’“’“"
el o | SOCIAL Tpaanumm m
%z a o NEBULA S [ﬁ HE‘BGTOPCTBO

Funded by the European Union. Views and opinions expressed are however those of the author(s) only and do not
necessarily reflect those of the European Union or the State Scholarships Foundation (IKY). Neither the European Union nor
the granting authority can be held responsible for them.



7

StartUppers the European Union

Activity 4: The Green Incubator n Godunded by

normalise greener practices across the wider economy by acting as a pull factor,

complementing policy 'push’ (Schaper, 2010).

At a systems level, green entrepreneurship is often recognised as a catalyst for shifting
from linear to circular economies. New business models integrate reverse supply
chains, reduce waste and demonstrate viable alternatives that established companies
later adopt or expand through partnerships (Confente et al., 2020; Schaltegger &
Wagner, 2011). Entrepreneurs can leverage their unique strengths to generate value
in a circular economy by enhancing resource efficiency, reducing waste and
challenging traditional models, thereby persuading others to follow suit (York &
Venkataraman, 2010; Stubbs & Cocklin, 2008).

Digital tools can reinforce credibility and performance. The Internet of Things (IoT)
supports real-time resource monitoring and artificial intelligence (AI) helps to optimise
processes and reduce waste. Together, these technologies strengthen environmental
claims and open sustainability-oriented procurement channels (Geissdoerfer et al.,
2017). Reporting frameworks and concise metrics (e.g. carbon, water and materials)
enable stakeholders to understand progress and ensure that internal decisions align

with external expectations (Bocken et al., 2014).

For VET learners, 'value beyond profit' is made concrete through design prompts and

evidence:

Triple bottom line thinking. When selecting materials, suppliers and channels,
teams articulate the economic, environmental and social rationale behind their choices
and back them up with a small set of indicators (e.g. CO2, waste and energy) and a

simple measurement method (Elkington, 1998; Bocken et al., 2014).
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Circular loops by design. Teams address the question 'What happens after first
use?' by specifying repairability, take-back partners, and end-of-life pathways. They

also identify opportunities for service revenues or savings (Lldeke-Freund, 2010).

Business model coherence. The canvas reflects sustainability in the value
proposition and operations (life-cycle view and reverse logistics), while the cost/price
logic recognises the efficiency gains resulting from reduced inputs and waste
(Osterwalder & Pigneur, 2010; Veleva & Bodkin, 2018).

Ecosystem strategy. Where possible, teams seek small partnerships that validate
loops (e.g. a local repair shop or materials collector) and demonstrate the appeal of

joining to others (Schaper, 2010; Confente et al., 2020).

Thus, green entrepreneurship is not an addition to conventional planning; rather, it is
a business logic that combines entrepreneurial action with circular design and triple-
bottom-line accountability. Student teams can produce ventures that compete on
quality and reliability while delivering credible environmental and social benefit by
embedding these principles in their models and evidencing them with clear metrics
(Osterwalder & Pigneur, 2010; Elkington, 1998).

Invention is the creation of a novel idea or artefact, whereas innovation is the
implementation of this novelty in a model that creates, delivers and captures value for
real users. At the Green Incubator, we prioritise innovation because creating practical
value, like solving a problem at an acceptable cost with a credible impact, is what
transforms a concept from the laboratory to everyday use. Business model thinking
clarifies this distinction: teams must demonstrate how their solution will be produced,

maintained and sustained economically and environmentally (Teece, 2010).
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Across the initiative, encourage three complementary innovation types. Product
innovation changes what is offered, for example a repairable classroom device or
refillable packaging. Process innovation improves how products are made or delivered
(e.g. low-waste production steps, reverse logistics and traceable sourcing).
Service/business-model innovation redefines how value is captured (e.g. deposit-
return schemes, repair subscriptions or school-municipality partnerships). Circularity
often incorporates all three types (Ludeke-Freund, 2010; Freudenreich et al., 2019):
design for durability and disassembly (product); take-back and remanufacturing

(process); and a revenue model that rewards resource efficiency (service/model).

Finally, innovation must diffuse, crossing from early enthusiasts to mainstream users.
Sustainability ventures can accelerate this process by (1) translating impact into simple
user benefits such as savings, reliability and convenience, (2) reducing adoption
frictions by providing clear channels and credible partners, and (3) providing evidence
from pilots that their offer works in practice. Entrepreneurial activity can stimulate
market demand for greener options, which incumbent firms can then adopt or scale

up through collaboration (Schaltegger & Wagner, 2011).

Vocational education and training (VET) is where ideas meet tools and timetables. This
is precisely the area in which the green transition requires support. VET programmes
can translate sustainability goals into the job-ready skills, workflows and habits that
learners can apply in workshops, laboratories and work placements the following
week. Three areas illustrate this clearly: emerging green jobs, the repair and

refurbishment economy, and resilient local supply chains.
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Green employment is not just a new label for existing jobs; it transforms everyday
tasks. For example, electric mobility requires high-voltage safety and diagnostics.
Energy-efficient buildings depend on airtightness testing, heat pump installation and
commissioning smart controls. Meanwhile, food systems are shifting towards
resource-efficient production, traceable inputs and low-waste processing. For VET
learners, this translates into practical competencies such as using and calibrating
instruments, reading and producing digital logs, incorporating basic lifecycle thinking
into design and maintenance, and communicating environmental benefits to
customers. In practice, this takes the form of short modules that culminate in a
tangible output, such as a calibrated device, a tested component or a measured
savings report. This ensures that learners graduate with evidence of their capabilities,

not just a certificate.

A cornerstone of circular practice is keeping products in service for longer. Therefore,
repair and refurbishment are not side projects, but a productivity strategy that saves
materials, reduces users' costs, and creates local skilled jobs. VET workshops can
mirror real service settings, including intake and triage, diagnosis, parts planning, safe
disassembly, repair or replacement of components, reassembly and testing, and
documentation for warranty and quality purposes. Students learn to differentiate
between repairable and replaceable components, interpret error codes, design for
disassembly during the prototyping process, and manage a small stock of reclaimed
parts. Soft skills are important too, such as explaining options to clients, providing
honest cost/benefit estimates and issuing simple service records. When learners
repeatedly practise this cycle on appliances, bicycles, IT devices or school lab

equipment, they develop the muscle memory that employers require immediately.

Shorter, more transparent supply chains reduce transportation risk and improve
traceability, while keeping value in the region. VET programmes can facilitate this by

mapping the 'material journey' for a project. Where do the raw materials come from?

Green StartUppers Erasmus+ Project (2023-2-EL01-KA210-VET-000170679) 11
EE“""“"“
ol o [SOCIAL Tpaavumm 1
oA - ﬂf# NEBULA e J@[ﬁ HEBGTOPCTBO

Funded by the European Union. Views and opinions expressed are however those of the author(s) only and do not
necessarily reflect those of the European Union or the State Scholarships Foundation (IKY). Neither the European Union nor
the granting authority can be held responsible for them.



7

StartUppers

Activity 4: The Green Incubator n Godunded by

the European Union

Which local suppliers can replace imports? How are by-products collected and reused?
Learners can draft simple supplier scorecards based on factors such as lead time,
reliability and environmental practices, negotiate minimum-viable orders and plan
basic reverse logistics, such as the take-back of packaging or components. Even small
successes, such as switching to a local fabricator for a prototype bracket or contracting
a neighbourhood repair shop for excess work, teach students how to minimise their

exposure to disruption while strengthening community ties.

Spotting opportunities is the bridge between saying “we care about sustainability” and
having a testable idea. In the Green Incubator, teams seek opportunities to reduce
waste, improve user experience, and ensure that outcomes align with clear societal
goals. Three approaches facilitate this process: waste streams, pain points, and SDG
fit.

1) Waste streams: Turn leftovers into inputs. Start with what the campus throws away
or under-uses. Map the flows for one week, noting the material type, how much (weigh
or estimate the volume), how often and where it accumulates. Sort into four
categories: high volume, high cost, hazard/safety and visibility (things that people
notice and care about). Quick wins often occur where high volume meets high
visibility, such as food scraps in the canteen, single-use packaging at events, discarded
electronics or lab consumables, and seasonal yard waste. For each waste stream, note
down any possible 'loops': reducing at source, reusing/refilling, repairing/upgrading,
harvesting components, or recovering materials. Capture your findings in a one-page

brief including a photo, an estimate of the quantity and an initial idea for a circular

tactic.
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2) School/community pain points - Solve real frictions: Waste is not the only indicator;
recurring frustrations also signal demand. Shadow a cleaner, a lab technician or a
facilities manager for an hour. Ask students and nearby businesses short questions at
the point of use: What breaks? What takes too long? What's wasteful? What problems
have you solved with a workaround? Turn the most valuable insights into a problem
statement that includes a specific user, context and costly friction (e.g. time, money,
safety or reliability). Good problem statements avoid solution words and include
current alternatives, such as 'we throw it away', 'we buy a new one', or 'we wait'.
Prioritise pain points based on frequency, intensity, readiness to change and ease of
testing (could your team run a pilot on campus within two weeks?). The best early

projects make a visible difference with minimal permissions.

3) SDG fit: Anchor ideas to shared goals: Once you have identified a waste stream or
pain point, link it to one or two Sustainable Development Goals (SDG). Keep the

mapping concise:

- Cafeteria scraps - SDG 12: Responsible consumption
- Water leaks — SDG 6: Clean water

- Electronics repair -~ SDG 12/SDG 8: Responsible use and decent work.

For each SDG selected, write one simple indicator that can be tracked during a pilot
(e.g. kilograms of food diverted, litres of water saved or humber of devices restored).
SDG fit is not a label but a test plan that asks three key questions: what will improve,

by how much, and how will you measure it?
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Integrity is at the heart of the Green Incubator's operations. It ensures that teams are
honest about their impact, protects people and places, and fosters trust with
educators, peers, and partners. In practice, integrity means two things every day:
Claims must match evidence to avoid greenwashing. Ideas are only delivered if they

have been tested and are not likely to cause any avoidable risks or exclusions.
1) Avoiding greenwashing

Greenwashing happens when environmental claims are vague, exaggerated, or

unsupported. In a school incubator, even small projects must follow simple rules:

e Make specific claims. Say whatimproved, by how much, over what period, and
how you measured it. (*“We reduced canteen plastic by 18% in four weeks using

purchase logs.”)

e Prove it with primary data. Keep a lightweight evidence pack: baseline
photo/log, method note (how you counted), weekly snapshot, final chart. Store

it in a shared folder.

e Use fair comparisons. Compare like-for-like (per unit, per user, per week). If

you change the scope (e.g., from bottles to all packaging), restart the baseline.

I\

e Be precise with language. Avoid “eco-friendly,” “green,” or “net zero” unless
you define them. Prefer plain, measurable terms (“reused 42 devices,”

“recovered 12 kg of offcuts”).

e Separate reductions from offsets. Prioritise rea/ reductions (less material, less
energy) before any compensations. If you pilot an offset, label it clearly and

explain the limits.
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e Name boundaries. State what is not included (e.g., transport, embedded

emissions) so readers understand the claim’s scope.

o Invite scrutiny. Add a one-line “how to replicate” note so another team could

repeat your measurement. If it can’t be replicated, dial down the claim.
2) “Do-no-harm” basics

Innovation without guardrails can create new risks. Do-no-harm means spotting them

early and designing them out.

Physical safety. Use a brief Safety & Consent Checklist before tests: hazards,

PPE, supervision, and stop criteria. If in doubt, down-scope the prototype

(paper model, dry run).

e Data privacy. Collect the minimum data needed for learning; anonymise
feedback forms; store files in a restricted class folder; delete raw data after the

assessment window closes.

e Inclusion and access. Ensure solutions do not exclude users by cost, language,
disability, or timetable. Offer a low-cost path or an alternative format wherever

feasible.

e Environmental side-effects. Avoid harmful chemicals, single-use test materials,
or unnecessary printing. Plan end-of-life: disassembly, reuse, or proper

disposal.

e Fair sourcing. Prefer local, reliable suppliers with safe practices; document
reclaimed parts; label refurbished items clearly to avoid confusion or warranty

issues.
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e Honest trade-offs. If solving one problem increases another (e.g., heavier
packaging to enable reuse), disclose it and show how you will mitigate or

monitor it.
3) Building integrity into the workflow
Make integrity boring (in the best way) by turning it into small habits:

e Evidence first. Every activity has one required artefact (e.g., Test Card +

Learning Card, Impact KPI snapshot, photo grid). No artefact, no claim.

e Two-person rule. Before a public post or pitch, get a quick peer review: one

teammate checks claims; another checks safety/privacy steps were followed.

e Plain-English summary. Add a 3-sentence “user note” to every output: the

problem, what changed, and how you know it worked.
4) Common pitfalls and quick fixes

e Pitfall: “"We are sustainable because we used cardboard.” Fix: State the
measured reduction (mass/units) versus the previous packaging and how end-
of-life will be handled.

¢ Pitfall: "User feedback was positive.” Fix: Publish a mini count (*12/15 would

use again”) and one representative quote. Attach the blank feedback form.

o Pitfall: "Everyone can access it.” Fix: Show one concrete access feature (price

cap, multilingual label, step-free placement, larger font) and who tested it.
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Purpose

Identify concrete environmental pain points on campus or nearby, capture quick
evidence, and translate observations into clear Problem Statement Cards your teams

can act on.
Time & Teaming
Total: 40 minutes. Teams of 3—4 with roles:
e Observer (spots issues, leads route)
e Recorder (notes + completes the card)

e Photographer/Mapper (photos + location)

Timekeeper (keeps pace; calls “switch”)
Materials
e Phones/tablets (photos, timer, map)
e Marker + sticky notes (optional)
e Printed Problem Statement Cards (a template is provided)

e Optional: small scale/bag for estimating quantities (waste)
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Route Setup (2—-3 min)

Pick two hotspots (e.g., canteen entrance, bins area, workshops corridor, bike racks).

Agree a clockwise loop with a start/finish point.
Run Sheet (minute-by-minute)
1. Brief (3 min)

Explain the goal: find pain points with visible waste/inefficiency/safety or
maintenance issues. Show a blank Problem Statement Card so teams know
what to fill.

2. Walk & Capture (25 min total)

e Stop 1 (12 min): scan - discuss -~ document. Take 2-3 photos from different

angles; log what/where/when; estimate frequency/volume. Start a Card.

e Stop 2 (12 min): repeat. If time allows, add a quick user quote (ask

staff/student nearby in one line: “What's the biggest hassle here?”).
3. Card Finalisation (7 min, seated)
Each team completes 1-3 Problem Statement Cards (one per opportunity).
Prioritisation (2-minute triage per team)

After cards are filled, score each opportunity 1-3 on: Desirability (people care),

Feasibility (we can act with school resources), Viability (time/cost fit), Sustainability
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(likely impact on waste/energy/water). Total/12 — pick your Top-1 to carry into

validation.

Purpose
Link each identified problem to relevant SDGs and circular strategies, and surface key
stakeholders who can enable a pilot. The output becomes a clear “why this matters”

frame for planning.
Time & Teaming

Total: 25 minutes. Teams of 3-4 (same teams as Campus Eco-Walk).
Roles: Mapper (leads SDG selection), Analyst (circular strategy), Stakeholder Scout,
Recorder (fills the template).

Materials
o Printed SDG & Circular-Fit Map (1 per problem - a template is provided)
e SDG icons/summary sheet (numbers + titles)
e Pens/markers; timer; optional sticky dots for scoring
Run Sheet (minute-by-minute)
1. Set-up (2 min)

Pick one Problem Statement Card (your Top-1). Place the SDG & Circular-Fit

Map template next to it.
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2. Choose SDGs (8 min)

e Scan the SDG list and shortlist 1-2 max that directly match the problem’s
primary outcome (keep it tight).

e For each chosen SDG, write a one-line rationale (“How will solving this

problem move the needle?”).

o Draft one simple indicator you could measure in a 2—4-week pilot (e.g., kg

waste diverted, litres saved, devices repaired).
3. Select Circular Strategy (8 min)
Pick the main loop that fits your case, and one support loop (if needed):

Reduce (avoid the need), Reuse/Refill, Repair/Refurbish, Remanufacture,

Recycle/Recover, Design for Disassembly, Reverse Logistics.

For each, note how it applies (1-2 lines) and the expected eco-benefit (resource

saved, waste avoided, risk lowered).
4. Stakeholders & Enablers (5 min)

List 3-5 stakeholders who can unlock the pilot (e.g., facilities, canteen,
cleaners, IT, student council, local repair shop, municipal unit). Add a one-line

ask for each (permission, data, space, bins, transport).
5. Wrap (2 min)

Circle the single most important SDG and primary circular strategy. Add a first-

week action (what you will do next).
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Tips
e Be selective: more SDGs # better mapping; pick the one that truly moves.

o Make the indicator tiny and testable: something a student team can measure

weekly.

o Name dependencies early: if your loop needs containers, storage, or a pickup,

write it now.

e Think end-of-life: if you “reuse,” plan what happens after reuse (next loop or

safe disposal).
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Developing Your Green Business Idea

This section transforms a green idea into a clear, testable offer. It explains how to
craft a value proposition based on the user's 'job to be done' and the relevant pains
and gains, while ensuring the environmental benefits are specific and measurable. It
demonstrates how different stakeholders (users, buyers, regulators and the
community) define value in distinct ways, and explains why achieving alignment across
these groups is important. Finally, it frames impact intent with simple starter KPIs
(CO2, waste and energy), establishes a transparent baseline and clarifies the core
assumptions and risks relating to desirability, feasibility, viability and sustainability. It
also outlines a lightweight validation plan that relies on interviews and basic evidence

signals to reduce uncertainty.

o Explain a value proposition that links the job-to-be-done, top pains/gains, and

a concrete eco-benefit.

o Distinguish stakeholder perspectives (user, buyer, regulator, community) and

articulate what “value” means for each.
e Define impact intent using a small KPI set and a simple, like-for-like baseline.

e Describe a validation approach that prioritises real behaviours and traceable

evidence over opinions.
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A value proposition states, in plain language, who a solution is for and why it is better
than the status quo. In the context of green entrepreneurship, “better” spans three
dimensions at once: usefulness for the user, basic commercial logic for the buyer, and
demonstrable environmental benefit. A precise proposition becomes the anchor for

design choices, pricing, and later claims about impact.

Start from the user’s underlying job, not from features. A job describes the progress
someone is trying to make in a context, for instance, keep devices running during
exams; provide hydration at breaks without mess; move materials in the workshop
safely and cheaply. It focuses attention on outcomes (“exam laptops ready at 08:00
with minimal downtime”) and constraints (limited technician time, budget approval
cycles, storage limits). It also clarifies roles that often differ: the user who experiences
the problem, the buyer who approves spend, the beneficiary who gains indirectly
(students, cleaners, parents), and any rule-setter (school policies, safety
requirements). Framing the job well prevents teams from over-engineering features

that do not advance the user’s progress.

Once the job is clear, list the few pain points that make it hard (time loss, unreliability,
hidden costs, safety or hygiene issues) and the gains the user actually values (fewer
steps, predictable costs, higher uptime, better experience). Treat these not as a
wishlist but as tests for relevance: if a proposed feature does not reduce a top pain or
deliver a top gain, it likely does not belong. For instance, a refill station that shortens
queues and reduces spills speaks to time and hygiene; a repair service that triages
devices in 48 hours addresses downtime and unpredictability. Keeping pains/gains

short and specific preserves focus and makes later evidence straightforward to collect.

Green ventures add a third leg to the proposition: a specificc, measurable

environmental outcome that follows from normal use of the solution. This is not
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decorative, it is part of what makes the offer competitive. An effective eco-benefit
statement links an impact metric to the same job and context already described. It
names the metric (e.g., devices rescued from disposal, kilograms of packaging
avoided, litres of water saved), gives an order-of-magnitude expectation over a
defined period (per week, per term), and states, briefly, how it will be evidenced
(simple logs, meter readings, photographs, count-by-type). Clarity here builds
credibility and avoids vague “eco-friendly” language that users and partners

increasingly ignore.

In practice, a complete value proposition weaves these strands into one short claim.

Examples:

e IT repair context: “For the school IT lead who must keep exam laptops
available, our repair-first service restores devices within 48 hours and reduces
e-waste by roughly one-third per term, evidenced by intake/outtake logs and

parts recovery records.”

o Hydration/refill context: “For facilities staff responsible for clean, low-cost
hydration at breaks, our refill point and bottle-tag system cut queue time and
eliminate most single-use bottles over four weeks, documented by stock

movements and bin counts.”

These statements do two important things. First, they translate pains/gains into
concrete outcomes (availability, queue time, predictable cost). Second, they commit
to eco-benefit in the same breath as utility, so environmental performance is part of
the value, not an afterthought. Because the job and measures are explicit, different
stakeholders can read themselves into the claim: a buyer sees predictable service, a

teacher sees fewer disruptions, a caretaker sees less waste to handle.
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A few brief checks keep a proposition tight and believable. Name one primary
segment; if there are two (e.g., IT and facilities), write two versions rather than one
diluted message. Keep to one or two user outcomes and one environmental metric;
more signals confusion. State any boundaries that matter (e.g., transport impacts not
included) so comparisons remain fair. Finally, ensure the claim could be replicated by
another team using the same simple method; replicability is the everyday test of
credibility in a VET setting.

When written this way, the value proposition is more than a slogan. It becomes a
compact specification for design, operations, and impact: it defines success in the
user’s terms, ties improvements to pains and gains, and embeds a measurable eco-

benefit that the team can stand behind.

A green venture will only succeed if its value proposition aligns with the interests and
constraints of those who use it, pay for it, permit it and live with its consequences. At
Green Incubator, stakeholders are not an afterthought; they influence the scope,
evidence and timing from the outset. In most school and local community contexts,
four groups matter: users, buyers, regulators, and the wider community. Each
group perceives 'value' differently, and a credible plan acknowledges these differences

without compromising the core idea.

Users experience the job-to-be-done directly: students filling bottles, technicians
maintaining devices, cleaners managing waste points and workshop tutors supervising
equipment. They judge solutions based on immediacy and friction: do they reduce
steps, waiting time, mess, noise, risk or uncertainty? In practice, it is often the small

details, like placement, ergonomics, signhage, reset time and failure modes, that
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determine adoption more than grand claims. When defining user value, it should be
described in terms that users experience day to day, such as queue time, uptime,
reachability and cleanliness, rather than in abstract sustainability language. As users
can differ even within one setting, it is helpful to recognise primary and secondary
user roles (e.g. students as the primary users of a refill station and caretakers as the
secondary users responsible for servicing it). If these roles conflict, for example, if
students prioritise speed while caretakers prioritise tidiness, state the trade-off and

demonstrate how the design addresses both needs.

Buyers approve spending and are accountable for budgets, compliance and service
levels. In VET contexts, this role is often filled by a head teacher, facilities manager or
department lead, whereas in municipal settings it is usually a small procurement unit.
They look for predictable costs, straightforward procurement processes, minimal
operational burden and tangible results that can be reported on. A proposition framed
for buyers connects user benefits to budgetary logic, such as total cost of ownership,
service intervals, access to spare parts, and maintenance ownership. Environmental
metrics also belong here, but as part of the business rationale: reduced disposables
lower purchasing and waste-handling costs, and reliable repairs extend asset life and
defer capital expenditure. Buyers also care about reversibility: if the pilot scheme

underperforms, can it be paused without significant financial loss?

Regulators establish boundaries to ensure safety and fairness. In a
school/educational ecosystem, this includes internal rules relating to health and safety,
safeguarding, data protection and accessibility, as well as sometimes external codes
relating to waste handling, electrical standards and water hygiene. The value of
regulation lies in clarity and compliance without burden: a concise description of the
product or service, where it will be located, who will supervise it and how risks will be

controlled. For digital or data-related solutions, the regulator's remit extends to
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privacy, consent, retention periods and access to logs. For physical interventions, this
includes identifying hazards, providing personal protective equipment (PPE) where
relevant, and arranging for the end of life. Regulators should be treated as enablers:
when the constraints are understood early on, the design can accommodate them

without the need for last-minute redesign.

The community encompasses not only direct users, but also those who experience
the social, visual or environmental effects, such as parents, neighbours, nearby
businesses, local repair shops, waste collectors and civic groups. Community value is
legitimacy and mutual benefit. Even small changes can improve a school's relationship
with its surroundings, such as creating a quieter loading area, reducing litter after
events, or establishing a new channel for donating refurbished items. Community
perspectives can also reveal hidden costs or opportunities, such as a local fabricator
who can supply low-volume parts, a charity that welcomes reclaimed devices, or a
neighbourhood complaint about late-night noise that the new process could help to
solve. When articulating community value, keep it concrete and local: who benefits,

how often, and how will the result be communicated without overstating the impact?

Because these groups value different things, alignment depends on a few practical

choices:

o One proposition, four readings. The same statement should allow each
group to find what they need: users see less hassle; buyers see reliable costs;

regulators see safe boundaries; the community sees a net positive.

o Evidence that travels. Keep metrics legible across audiences: a weekly
count, a brief log, a before/after photo in the same frame. Avoid complex

indices that no one can audit.
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 Known trade-offs. If a design helps one group while inconveniencing another
(e.g., heavier containers improve reuse but strain cleaners), name it and offer

a mitigation (trolley, placement change, smaller batch sizes).

o Clear ownership. Specify who refills, who resets, who repairs, and where

responsibility ends. Ambiguity erodes trust faster than weak performance.

Impact intent specifies what will be improved, by how much, and how this
improvement will be demonstrated. In a school or VET setting, the most reliable
starting point is a small set of KPIs that are straightforward to observe and explain,
and remain consistent over time. CO2, waste and energy. These indicators translate a
green value proposition into numbers that can be read in the same way by users,

buyers and regulators, turning 'good idea' into 'demonstrable change'.

Start with the measures that the context naturally produces. Energy is measured using
meters and bills, while waste is measured using bins, bags and collections. Many
activities generate simple counts, such as the number of devices repaired or bottles
refilled. CO2 emissions can be estimated from these operational numbers using
standard conversion factors. However, at the outset, it is acceptable to track a direct
proxy, such as kWh, kilograms or units, and convert to CO2 emissions once the
measurement routine is stable. The aim is consistency: measuring the same thing the

same way over time.

A baseline is a reference point against which progress is measured. It should be recent
and representative, and short enough to establish quickly (for example, the previous

four weeks of school). There are two ways to make baselines credible:
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e For scope, specify what is included and excluded. If you are counting bottles at

two events, make this clear; do not imply a campus-wide performance.

e The unit of analysis should be expressed per meaningful unit, such as per week,
per class, per 100 students or per device serviced, so that the numbers remain

comparable when attendance or workload changes.
What each KPI looks like in practice:

o Energy (kWh): take a meter photo at the same time and on the same day each
week, or use line items from bills for the relevant rooms. If sub-metering is
unavailable, track the equipment most affected by the solution (e.g. heating

hours in a laboratory or the runtime of a device bank).

e Waste (kg or bags): weigh it if scales are available, otherwise use a consistent
volume proxy (bag size x count) and be conservative. Separate by type only if

you can maintain accuracy (e.g. bottles vs. mixed waste).

e CO2 (or proxy): when feasible, convert kWh or material weights to CO2ze using
a single published factor, keeping that factor unchanged during the pilot. If
conversion is impractical, state the upstream measure directly (kWh saved or

kg avoided) and note that it serves as a CO2 proxy.

Impact numbers do not need to be elaborate, but they must be traceable. Three habits
ensure quality: document the method in one sentence (‘Counted 120-L bags at
collection on Mondays, Wednesdays and Fridays'), store evidence (photos, scans or a
short log) and maintain like-for-like comparisons (same locations and times). When a
change in scope is necessary, such as a new room or a new bin layout, start a new

baseline rather than mixing series.
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Targets should fit the cadence of VET delivery and the scale of the intervention. For
example, a weekly or termly reduction could be expressed as a range (e.g. '10-15%
fewer bags from the canteen station'). Each target should be paired with a threshold
that triggers a response (e.g. 'below 5% indicates measurement or adoption issues').
Targets should guide choices regarding procurement, placement and communications

rather than acting as marketing claims.

Educational environments contain many moving parts. If two initiatives affect the
same area, make it clear what each one contributes (“this intervention likely explains
part of the observed drop because X and Y also changed”). When estimating 'avoided
impact', use cautious assumptions and state uncertainties. It is better to report a
smaller, clearly evidenced change than a larger, speculative one: integrity beats

precision.

A reduction in one metric can worsen another (e.g. heavier containers improve reuse,
but increase handling effort). Record the trade-off and, where possible, add a
lightweight companion metric (e.g. time taken to service a station or number of
breakages). Impact intent is balanced performance, not maximising a single number

at any cost.

Stakeholders respond to clarity and repetition. Use the same few elements each time:
the baseline period and scope, the current value, a simple visual aid (one small chart
or a pair of photos) and a brief interpretation (e.g. 'down 12% vs. baseline; likely due
to earlier closing plus new sorting signs'). Keep units visible and avoid composite

indices unless everyone understands how they are constructed.
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Every early-stage green venture is based on a small set of assumptions that, if
incorrect, create outsized risk. Grouping these assumptions into desirability, feasibility,

viability and sustainability makes them easier to identify and discuss with stakeholders.

Desirability concerns whether real users would prefer the proposed solution to their
current method. Typical assumptions include users experiencing the stated problem
frequently, the offer reducing hassle in the moments that matter (e.g. time, cleanliness
and reliability), and any required behaviour change (e.g. returning containers or
following a repair protocol) being acceptable. Risks arise when the solution competes

with powerful habits or when value is framed in terms that users do not recognise.

Feasibility asks whether the team can deliver reliably with the available resources
and constraints. Key assumptions cover access to space, tools, parts and data,
compliance with safety and privacy rules, and the ability of the team to operate the
process at the required quality and cadence. Risks can emerge from hidden
complexity, such as supply delays, maintenance burdens and unclear ownership, or
from underestimating the effort required to maintain the system once the initial

novelty has worn off.

Viability addresses the basic economics over a relevant period. Assumptions often
include predictable demand (or throughput), stable input costs, workable pricing or
internal cost justification, and manageable service intervals. Risks arise when savings
are counted twice, labour time is not priced realistically, or the offer depends on a

single, fragile subsidy or donor.

Sustainability testing establishes whether the environmental and social benefits are
genuine, substantial, and free of adverse effects. The core assumptions are that the

intervention reduces a meaningful impact driver (e.g. kWh, kg or discarded devices),
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that the measurement method is consistent, and that any trade-offs (e.g. heavier
packaging, extra transport or an added workload) are minimal or mitigated. Risks arise
from vague claims, shifting boundaries or improvements that merely relocate the

problem.

Across all four lenses, two principles keep exposure in check: clarity of scope (i.e.
what is included/excluded, over what period and for whom) and traceable evidence
(i.e. simple, repeatable methods). When assumptions are clearly stated and linked to
observable results, teams can quickly adjust, protecting their credibility while
converging on a solution that is wanted, operable, affordable, and environmentally

sound.

A validation plan explains how a team will determine the effectiveness of its idea for
real people in real conditions using light-touch methods that generate traceable
evidence. There are two key elements to this: interviews to clarify the problem and
context, and evidence signals to show whether the proposed solution delivers value

and at what cost.

Interviews are for understanding reality, not for sales pitches. Speak to people who
use, buy/approve or govern the service and keep questions anchored in recent
behaviour (‘Tell me about the last time this broke') rather than opinions ("Would you
use...?")). Good interviews reveal the job to be done, moments of peak friction, current
workarounds, constraints (e.g. time, budget, rules) and their definition of 'better'.
Avoid leading questions and hypotheticals, and ask for concrete examples, times,

quantities or photos where appropriate. Capture verbatim quotes and contextual
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details such as time, place and who was present. Secure consent when needed and
separate facts from interpretation in your notes. The goal is convergence: multiple

interviews pointing to the same issues, priorities and constraints.

Evidence signals translate hypotheses into small, observable indicators that can be
consistently measured against a simple baseline. Consider four lenses and select one

or two signals per lens, enough to inform decisions without creating bureaucracy:

Desirability: uptake/adoption (e.g. number of items brought for repair or
refills completed), repeat use, reduction in queue time, and explicit requests to

expand.

o Feasibility: the ability to run the process at the planned cadence;
defect/rework rates; stockouts of key parts; and the need for specialist

supervision.

o Viability: time spent on the task versus expectations, unit cost versus baseline,

avoiding replacements or disposables and predictable servicing intervals.

o Sustainability: reductions in material and energy use (kg and kWh), recovery

and return rates, durability in use and absence of negative side effects.

Weak: opinions and likes. Medium: stated intent plus a trace (e.g. sign-ups or
bookings). Strong: observed behaviour with numbers over a defined period (e.g. '12
devices restored in two weeks; average turnaround 46 hours'). Prioritise strong signals

wherever possible.

Make the plan explicit by defining the metric, the baseline period (recent and like-for-
like), the measurement method (in one sentence: who is counting what, when and
where the record is kept) and a decision threshold that will trigger a response (iterate,

scale or stop). Where practical, triangulate — pair a quantitative signal with one
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qualitative anchor (a pattern of quotes describing the same issue). Be transparent
about limitations: state what is out of scope and note confounding factors (e.g.

timetable changes), while avoiding composite indices that few can audit.

Finally, maintain integrity at all times. Collect only the data that is required, protect
privacy, record safety considerations and ensure that the process is replicable, so that
another team could reach the same conclusion using the same method. A clear
validation plan is less about 'proving' and more about reducing uncertainty quickly and

transparently in a way that stakeholders can trust.

Purpose
Distil a green venture into a single, shared page. Teams align on the user/job,
pains/gains, solution outline, channels, key metrics, costs/revenues, and explicit eco-

benefit, then surface the Top-3 assumptions that create the most risk.
Time & Teaming
Total: 45 minutes. Teams of 3—4.

Suggested roles: Facilitator (keeps pace), Scribe (fills the canvas), Evidence Lead

(adds baseline/metrics), Challenger (tests claims).
Materials

e Printed Green Lean Canvas (A3 if possible) or shared digital file (a template

is provided).
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o Pens/markers; timer; sticky dots (for voting)

Run Sheet (minute-by-minute)
1. Frame the task (3')

State the goal: one clear page that others can read in 2 minutes. Remind teams
that every claim must be observable in the school context (no vague eco

language).
2. Customer & Job-to-be-done (7')

Define primary segment and the job-to-be-done in one line each. Note

context/constraints (when, where, by whom).
3. Pains & Gains (5')

List top-3 pains and top-3 gains. Use everyday terms (queue time, uptime,

mess, cost).
4. Solution & Eco-Benefit (8’)

Sketch the minimum solution (what users touch) and write a one-sentence eco-
benefit statement with a metric, timeframe, and method (e.g., “reduce mixed

waste by ~15%/term via bag counts”).
5. Channels & Early Proof (5')

Where users encounter it (placement, comms, partner touchpoints). Add the

first evidence signal you'll use (e.g., refills counted, devices restored).

6. Key Metrics & Simple Baseline (5)
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Choose 1-2 user metrics (e.g., turnaround hours) and 1 environmental metric
(e.g., kg avoided). Note the baseline window and how it will be recorded (one

sentence).
Costs, Revenues/Justification (5')

Capture main cost drivers (time, parts, materials) and value logic (savings vs.
baseline, avoided purchases, small fees if relevant). Keep numbers rough but

traceable.
Top-3 Assumptions (7’)

Highlight three riskiest assumptions, ideally one per lens: Desirability,
Feasibility, Viability, Sustainability (pick the most critical three). Mark each with

a star on the canvas.

Integrity & practicality notes

Keep scope tight (where it runs, who touches it).
Use units people can verify (bags/week, kWh/term, devices/fortnight).

Write numbers you can actually collect with current tools.

Prefer one sentence per box; add detail later.
If a claim can’t be measured this term, rephrase it.

The canvas is a living page, so expect to edit it after first evidence comes in.
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Purpose
Make the venture readable to others by identifying who uses it, who pays/approves
it, who governs it, and who is affected around it. Clarify primary vs. secondary roles

and spot early adopters.
Time & Teaming

Total: 20 minutes. Teams of 3—4. Roles: Mapper (leads), Recorder (fills template),

Challenger (tests labels).

Materials
o Stakeholder Map template (1 per team - a template is provided).
e Pens/markers; timer

Run Sheet (minute-by-minute)
1. Setup (2)

Name the solution in one line. Define the setting (where it runs, who touches

it).
2. List & Sort (6")

Brainstorm stakeholders fast; label each as User, Buyer, Regulator,

Community/Partner. Mark Primary vs Secondary.
3. Early Adopters (4')

From the list, star 2-3 groups most likely to try first (access, motivation, low
risk).
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4. Interest & Influence (4')

Assign Interest and Influence (H/M/L). Place stakeholders on the map

accordingly.

5. One-line Need (4')

For the top 3-5 stakeholders, add a one-line need/concern (e.g., “predictable

” \ I\

cost,” “clean handover,” “safety sign-off”).

Tips

Use roles (“Facilities Manager”) not names. Keep terms plain. If unsure where to place

someone, pick a spot and move on.

Purpose

Surface the few uncertainties that matter most and agree the Top-3 assumptions to

test first.
Time & Teaming
Total: 15 minutes. Teams of 3—4. Roles: Moderator, Scribe, Challenger.
Materials
o Assumption Log template (1 per team - a template is provided).
e Pens/markers; timer
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Run Sheet (minute-by-minute)

Tips

Set the frame (1)
Remind: assumptions = things that must be true for success.
Rapid listing (5')

Each member names assumptions aloud; Scribe logs short, specific statements.
Tag each with one lens: Desirability, Feasibility, Viability, Sustainability.

Impact x Evidence score (4)

For every assumption, mark:

e Impact if wrong: High / Medium / Low

o Evidence today: Strong / Medium / Weak
Prioritise (3’)

Pick Top-3: highest impact + weakest evidence. Aim for diversity across lenses

if possible.
Clarify testable phrasing (2')

Rewrite each Top-3 as a crisp, observable claim (who/what/when).

Keep statements short and measurable. If two items tie, choose the one with clearer

consequences if wrong. Avoid debates, but capture, score, decide.
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Planning Your Green Business

Planning is the foundation of any successful business, and this is especially true for
green entrepreneurship. A green business aims to create a positive environmental
impact while remaining financially sustainable. Without a clear plan, even the most
innovative eco-friendly ideas can fail to materialize. Good planning allows
entrepreneurs to understand their goals, organize resources, and anticipate
challenges. For green ventures, it ensures that environmental objectives are balanced
with market demands and long-term viability. (OECD, 2021)

Unlike traditional enterprises, green businesses carry a dual responsibility: achieving
profit while contributing to environmental sustainability. This dual focus adds
complexity but also opens new opportunities. A detailed plan enables entrepreneurs
to assess how their business activities affect the environment and to identify ways to
minimize negative impacts while continuing to deliver value to customers. In this
sense, planning in green business is not just about financial success—it is about

aligning business goals with sustainability principles. (Deloitte, 2024)

Furthermore, green business planning helps build trust among investors, customers,
and partners. A well-structured plan demonstrates thoughtful preparation, strategic
vision, and a clear understanding of how the business contributes to solving
environmental challenges. Such clarity attracts eco-conscious investors, responsible
suppliers, and loyal customers who share the same sustainability values. (British
Business Bank, 2025)

Planning equips young entrepreneurs with essential life and business skills such as

goal setting, time management, budgeting, and strategic thinking. For students,
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especially those with limited experience, designing a green business provides a safe
space to experiment, make mistakes, and learn how to balance innovation with
responsibility. This process fosters a mindset ready to address global sustainability
challenges through practical, market-oriented solutions. (The Simple Startup, 2020)
(A Guide to Entrepreneurial Skills: Definition and Examples, 2025)

An important part of planning your green business is choosing a simple and sustainable
business model. This involves defining what your enterprise does and how it creates
value. You will explore different models—such as selling eco-products, offering repair
or refill services, or developing subscription-based systems—and determine which
structure best aligns with your sustainability objectives. The goal is to design a model
that is clear, affordable, and easy to manage, while maintaining a measurable positive
environmental impact. (10 green business models: Innovative ways to go green, 2021)

(What are sustainable business models?, 2025)

Once the business model is outlined, it is essential to plan your operations,
partnerships, and compliance. This includes identifying the key resources your
business will need, selecting local partners and suppliers who share your
environmental values, and understanding basic legal requirements related to safety,
waste management, or environmental standards. Well-organized operations
contribute to efficient resource use, community engagement, and transparency.
(Sustainability and Compliance: Staying Ahead of Regulation, brak daty) (Climate
Change and Sustainability / Sustainable Operations, brak daty)

Finally, developing a simple financial sketch is crucial for connecting sustainability with
economic reality. You will estimate costs, set fair and competitive prices, and calculate
when your business can start covering its expenses. By understanding basic unit
economics, you can assess the feasibility of your idea and ensure that your green

business remains both environmentally and financially sustainable.
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In summary, planning in green entrepreneurship provides the structure, direction, and
awareness needed to transform a simple idea into a venture that benefits both people
and the planet. It is not just a business requirement—it is a strategic tool for

sustainability and long-term success.

e Develop practical skills to design a simple and sustainable business model.
e Understand how business decisions affect people and the planet.
e Define the core activities, value, and operations of a green business.

e Identify essential partners and ensure basic legal and environmental

compliance.

e Create a basic financial plan that supports both economic and environmental

sustainability.

Choosing the right business model is one of the most important steps in planning a
green enterprise. A business model shows how your idea will create and deliver value
to customers while generating income. In green entrepreneurship, it also needs to
demonstrate how your activities contribute to sustainability — for example, by
reducing waste, saving energy, or encouraging reuse. The best model is simple,

practical, and easy to explain.

There are several common models used in green business. A typical example is the

product or service model, where you sell an eco-friendly product (such as reusable
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items or natural cosmetics) or provide a service (like waste collection or repair
workshops). Another illustrative example is the subscription model, which offers
regular deliveries or refills — for instance, monthly eco-cleaning kits or community
composting memberships. This model helps build long-term customer relationships
and reduces waste through planned, predictable use of resources. A further example
is the refill or repair model, which focuses on extending the life of existing products,

such as offering refilling stations, repair corners, or creative upcycling workshops.

Each model has its advantages. Product-based businesses are easier to start,
subscription models ensure stability, and repair/refill initiatives promote circular
economy principles. When planning your green business, think about which option
best fits your goals, skills, and resources — and how it can make a real difference for

the environment.

Step 1: Identify a Green Problem you want to solve

Every green business starts with a purpose. Before thinking about profit, it's essential
to focus on a real-world environmental problem that you care about. This could be
related to waste, energy, pollution, food systems, or transportation. Understanding
the issue deeply will help you come up with realistic, impactful solutions. This step
involves basic research, observation, and sometimes even interviewing people in your
community to understand their needs and behaviors. When the goal is clear, the rest

of the planning becomes more focused and meaningful. (BPLAN, 2025)
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Step 2: Think About a Sustainable Solution

Once the problem is defined, it's time to imagine your solution. Ask yourself: what
product, service, or system could help reduce or eliminate this problem? Is your idea
environmentally friendly, and does it offer real value to people? A sustainable solution
is one that can grow over time without harming the environment. It should also be
something that people would be willing to pay for. The best green ideas are simple,

accessible, and make eco-friendly behavior easier for everyone. (Neumann, 2022)
Step 3: Understand Your Target Audience

Even the most innovative idea can fail if it doesn’t match the needs of real people.
That's why it's important to define your target audience — the group of people who
will benefit from your solution. This includes learning about their habits, preferences,
and values. Are they teenagers, parents, cyclists, small business owners, or schools?
Understanding who your customers are helps shape your message, your pricing, and
your distribution. (Nexum AG, brak daty)

Step 4: Develop a Basic Business Model

A business model is a plan for how your idea will make money. It shows where the
money will come from and how the business will stay alive. In green businesses, the
model also needs to show how you will stay sustainable and eco-friendly over time.
Some green businesses earn money by selling products (e.g., reusable items), others
by providing services (e.g., solar panel installation), or even by offering education and
awareness. A popular and simple tool for this is the Business Model Canvas. (The CASE

project (Competencies for a sustainable socio-economic development), brak daty)
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Step 5: Think About Costs and Resources

You don't need a lot of money to start a green business, but you do need to
understand what you need. Think about materials, people, equipment, and time. Then
consider how much these things will cost. In green business planning, it's important
to also think about hidden costs — for example, whether your packaging is
biodegradable, or how much energy your production process uses. Being smart about

resources from the start will save you time and money later (Badea, 2022).

A business plan is like a map. It helps you know where you are, where you want to
go, and how you’re going to get there. For green entrepreneurs, a good plan also
explains how the business will protect the environment and use natural resources
wisely. Many young people have brilliant green ideas, but without a clear and simple
plan, those ideas may stay only in their minds. Writing a business plan doesn't have
to be complicated. It's just about organizing your idea so others — like teachers,

investors, or future customers — can understand and support it.

A green business plan usually starts with a short summary. This summary explains
what your business is, what problem it solves, and why it matters. For example, a
student who wants to start a service that collects and recycles used school supplies
might write: “EcoSwap is a youth-led initiative that collects gently used school supplies
and redistributes them to students in need, reducing waste and promoting reuse in
local schools.” This sentence tells us the idea, who it's for, and how it helps the planet
and people. This type of summary is called an "executive summary" — it always comes

first, even though it's usually written last.
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The next part of the plan explains the problem in more detail. For example, many
schools throw away pens, notebooks, and folders that could still be used. This creates
unnecessary waste and costs money. Then comes the solution: collecting, sorting, and
giving a second life to these supplies. The plan should describe how the business will
work in real life: where the supplies will come from, how they’ll be sorted, how they’ll

reach new users, and how this process will be organized sustainably.

After the solution, the plan should introduce the target audience. This means the
people or groups who will benefit from your green business. In the EcoSwap example,
the audience could include schools, teachers, low-income families, and environmental
clubs. The more clearly you describe them — their age, needs, behaviors — the easier

it will be to design messages and services that connect with them.

An important part of the plan is also the marketing strategy — how people will hear
about your business. For young green businesses, social media, posters, school
events, or word-of-mouth campaigns are simple and free tools. If you want people to
care, the message should be emotional, honest, and linked to their values. A green
business that tells a powerful story — for example, about reducing school waste or

helping kids in need — can inspire action.

The plan should also explain the operations — how everything will run. Who will do
what? Where will supplies be stored? How will the materials be cleaned or repackaged?
Are any partnerships with local businesses or schools needed? Writing down these

things shows you’re thinking practically, not just dreaming.

Lastly, your green business plan should include a basic financial plan. This part shows
how much money you need, where it might come from (like donations, crowdfunding,

or school grants), and what you'll spend it on. Even a very simple budget helps you
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stay realistic. You can use free templates from websites like Bplans.com or SCORE.org

to create basic cost plans.

Let’s now look at a real-life example: Releaf Paper — Turning Fallen Leaves into

Eco-Friendly Paper

Releaf Paper began as a school science project by Ukrainian student (now inventor)
Valentyn Frechka in his hometown in Western Ukraine. At just 16 years old, he started
experimenting with fallen leaves as a sustainable alternative to wood pulp. By
November 2017, he successfully produced the first small batch of leaf-based pulp—an

impressive achievement for a school project.

In 2020, while still a teenager, he launched Re-leaf Paper, collaborating with a local
cardboard factory in Zhytomyr. Using municipal leaf-waste, his team processed the
leaves into fiber and created eco-friendly paper bags and packaging without cutting
down any trees . By late 2020, they had produced their first solid paper products from

leaves collected in Zhytomyr and Kyiv.

Technologically, Releaf Paper’s process transforms about 2.3 tons of leaves into 1 ton
of cellulose, which is equivalent to the fiber from 17 trees—achieving significant
environmental savings. This innovative method uses no harmful chemicals (like
sulphates or chlorine), requires less water and energy, and results in paper that
biodegrades in as little as 45-55 days.

Releaf Paper quickly gained recognition: Frechka was named among Forbes Ukraine’s
“30 Under 30", received support from WWF and Google’s Fund for Startups, and their
startup won a € 2.5 million grant from the EU’s European Innovation Council—paving
the way for a pilot production line in France . In July 2024, Frechka was honored with
second place in the Young Inventors category of the European Inventor Award by the

European Patent Office. What started as a student’s backyard experiment is now a
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thriving green business—keeping trees standing while creating useful, biodegradable

paper from leaves. (Forbes Ukraine, 2021)

Operations describe how your green business will work in practice. This includes
everything from sourcing materials and producing goods to delivering your service and
managing waste. In sustainable entrepreneurship, operations should be designed to
minimize environmental impact and promote responsible resource use. For example,
using renewable energy, reducing packaging, or organizing a collection system for

used products can make a big difference.

Partnerships are another key part of your operations. Green businesses often
collaborate with local suppliers, community groups, or schools to reduce transport
costs and strengthen local economies. You might also use a maker space or shared
workshop to prototype or produce your products, reducing the need for expensive
equipment. Establishing take-back loops, where customers return used items for

repair, refill, or recycling, helps close the resource cycle and prevents waste.

In summary, effective operations and partnerships allow your business to be both
environmentally responsible and economically efficient. Working with others — rather
than alone — increases your impact and builds a stronger community network around

your idea.
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Even the best green business needs a way to reach its audience. The “go-to-market”
strategy explains how you will promote, sell, and deliver your product or service. For
young entrepreneurs, this usually means starting small — within your school or local

community — and learning from early experiences before expanding.

You can use a mix of simple communication channels such as social media, posters,
local fairs, or sustainability events. Sharing your story — why you care about the
environment and how your idea helps — is often more powerful than paid advertising.
Personal, honest storytelling builds emotional connection and encourages others to

join your cause.

It's also a good idea to run early pilots — short tests of your product or service with a
small group of users. Pilots help you see what works, what doesn’t, and how people
respond. This feedback will make your final version stronger and more realistic. A
thoughtful go-to-market plan helps turn an idea into a real, functioning green

business.

Financial planning ensures that your green business idea can survive beyond the first
few months. While sustainability is the main goal, every project also needs to be
financially stable. A basic financial plan helps you estimate key costs, decide on pricing,
and understand when your business might break even, meaning when income equals

expenses.

Start by identifying your main costs: materials, tools or equipment, marketing, and

potential transportation. Green entrepreneurs should also think about hidden costs,
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such as eco-friendly packaging or energy-efficient production methods. Once you
know your expenses, you can set a price that covers costs while staying fair and

accessible for customers.

Creating a simple breakeven sketch can help you visualize when your business will
start earning a profit. It doesn’t need to be perfect — the goal is to build financial
awareness. Understanding your basic economics helps ensure your idea is both

sustainable for the planet and viable for you as an entrepreneur.

Running a green business also means taking responsibility for safety, environmental
standards, and basic legal compliance. While student or small community projects
rarely face complex regulations, it’s still important to follow good practices from the
start.

Begin with a simple safety checklist: make sure your activities don’t harm people,
animals, or the environment. Check whether your materials are non-toxic, your tools
are safe to use, and your waste is properly sorted or recycled. If you work with food,
energy, or chemicals, learn about local safety rules or school policies that apply to

your project.

Environmental compliance means doing your best to minimize pollution and resource
use. Choose suppliers who share your sustainability values, and make sure your idea
supports rather than harms your community. Transparency and care build trust with
customers, teachers, and partners — proving that your green business is not only

creative, but also responsible.
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Suggested time: 30—-60’
Aim: to develop 1-2 Page Business Plan

This activity helps you create a concise and clear version of your green business plan.
The aim is not to produce a long report, but to summarize your core ideas on one or

two pages, using only the main headings

Task:

- Fill in the key elements of your business plan using the following structure:
- Executive Summary — What your idea is and why it matters.

- Problem and Solution — What environmental issue you're solving and how.
- Target Audience — Who will use or benefit from your idea.

- Business Model — How your idea will make money or create value.

- Operations & Partners — Who helps you and how it all works.

- Finance Basics — What your main costs and possible prices are.

- Impact — How your business helps people and the planet.
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Outcome:

A short, visual plan (maximum 3 pages or several slides) that clearly shows the

structure of your green business.
Skills developed: Planning, organization, strategic thinking, communication.
Template: 1-2-Page Business Plan

*A more detailed Business Plan template is provided.

1-2-Page Business Plan

Section Content / Questions to | Notes / Tips

Answer

& Concept business? What product or

service will you offer?

Business Name | What is the name of your | Keep it short and descriptive.

Value What problem are you solving? | Focus on sustainability and
Proposition How does your solution benefit | impact.
the environment and your
customers?
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Target

Customers

Who are your customers?

Where are they?

Identify primary audience and

their needs.

Business Model

How will you make money? Will

you sell products, offer

subscriptions, or  provide

services?

Choose a simple, clear model.

Operations & | What resources do you need? | Include local and eco-friendly
Partners Who are your partners or | partners.

suppliers?
Sustainability How will your business reduce | Think about recycling, reusing,
Plan environmental impact? energy saving.
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Pricing What are your costs? How will | Keep calculations simple.
Finances you price your
products/services? When do
you break even?
Marketing How will you reach customers? | Focus on low-cost, green
Sales marketing ideas.
Other,
relevant
Next Steps /| What are the first steps to start | Include  tasks,  deadlines,
Action Plan your business? responsibilities.
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Suggested time: 20’
Template: Partner/MoU Draft

Every green business benefits from collaboration. This activity helps you prepare a
short “pitch note” — a one-page summary you could send or present to a potential

partner, school, or local organization.
Task:

v Write a one-page value proposition that explains why someone should work
with you. Include:

Who you are — a short description of your project or team.

What you do — your product, service, or idea in one clear paragraph.

Why it matters — what environmental or social benefit it brings.

RS

What you propose — how the partner could collaborate (e.g., provide space,

materials, or publicity).

What they gain — how the partnership benefits them (e.g., community
impact, visibility, sustainability goals).

Outcome:
A clear, professional one-page document that shows your idea’s value and invites

others to join you.

Skills developed: Persuasive communication, teamwork, partnership building,

networking.

Template: Partner/MoU Draft
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A short description of your project or team.

Your product, service, or idea in one clear paragraph.

What environmental or social benefit it brings?

How the partner could collaborate (e.g., provide space, materials, or publicity)?

How the partnership benefits them (e.g., community impact, visibility, sustainability

goals)?
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Suggested time: 20’
Aim: to develop a Unit Economics Sheet

Understanding basic pricing is key to making your green business sustainable. This
exercise helps you estimate how much your product or service costs to produce and

how you can set a fair, realistic price.

Task:
v List the materials or resources needed to create one unit of your
product/service.
Estimate the unit cost (the total cost of making one item).
Create two simple pricing scenarios:

Scenario 1: Low-cost / accessible option for wider reach.

LS KL

Scenario 2: Premium / value-added option for higher income or special
customers.

v Compare which option better fits your goals and customers.

Example:

If your business makes reusable cotton bags:

Unit cost = €2 (fabric, thread, printing)

Scenario 1: Sell for €3 (small profit, accessible price)

Scenario 2: Sell for €5 (higher profit, includes eco-education flyer)

Outcome:

A simple financial overview showing how your business can cover its costs and grow
sustainably.
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Skills developed: Budgeting, financial literacy, decision-making, sustainable
economics.

Template: Unit Economics Sheet

Unit Economics Sheet

Section Description / Scenario 1: Low- Scenario 2:
Questions Cost / Premium /
Accessible Value-Added
Unit Name / Name the product
Description or service you are
analyzing.
Materials / List all materials,
Resources Needed ingredients, or

resources required

to create one unit.

Include quantities
and estimated

costs.
Labor / Production | Estimate the time
Time or labor needed to

produce one unit
and any associated
cost. Include both
direct and indirect
labor.
Total Unit Cost Sum of materials,
labor, and other
costs per unit.
Suggested Price Propose a fair
price for this
scenario. Scenario
1 focuses on
affordability;
Scenario 2 focuses
on premium value.
Profit per Unit Calculate the
difference between
suggested price
and total unit cost.
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Target Customers Who is this
scenario aimed at?

Wider audience,
price-sensitive
customers

Higher-income or
niche customers
seeking added
value

Notes / Insights Record
observations,
potential
adjustments, or
strategies for
pricing. Consider
environmental
benefits, customer
willingness to pay,

and market
context.
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Useful Resources (Links & Videos)

Green Entrepreneurship: A Pathway towards Sustainable Development:
https://www.youtube.com/watch?v=pEK6g8nytpM

Green Entrepreneurship Online Workshop Series: How to Start a Green Business:
https://www.youtube.com/watch?v=k91kIXCgzVA

The Green Businessplan Guide:
https://d3n8a8pro7vhmx.cloudfront.net/greenforall/pages/5054/attachments/origi
nal/1430257488/Green-Business-Plan-Guide.pdf?1430257488

SME sustainability tools: How they help your business grow:

https://www.green.earth/blog/sme-sustainability-tools-how-they-help-your-

business-grow?

3 Cost-Effective (& FREE) Ways to Become a Sustainable Business:
https://www.youtube.com/watch?app=desktop&t=10s&v=BWSpiQ0Q2n5U&utm
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Funding & Sustainability

Starting a green business is not just about having a great idea that helps the
environment. Even the best idea needs some money to get started. This is true for all
businesses, but especially for green startups. That's because eco-friendly materials,
renewable energy sources, and sustainable production methods often cost more in
the beginning. For example, biodegradable packaging can be more expensive than
plastic, and getting official eco-certifications takes both time and money. (OECD,

Panorama of Good Practices Towards Meaningful Citizen Participation, 2025)

However, green businesses also have long-term benefits. When they focus on energy
efficiency, reusing materials, or reducing waste, they often save money over time. A
good example is using solar energy. The solar panels may be costly at first, but after
a few years, the business saves money on electricity bills. Green businesses also
attract more customers who care about the environment, which helps them grow.
(Onifade, 2024)

This is where funding becomes important. Many young people have excellent ideas
for green projects, but without money, they can’t buy materials, design prototypes, or
reach customers. Small funds—even €200 or €500—can help launch a project. Funding
gives students the chance to test their idea in real life. It also teaches them how to
manage a budget, write a business plan, and convince others to believe in their

mission. (World Green Building Council , 2021)

At the same time, green entrepreneurs must think about sustainability in two different
ways. The first is environmental sustainability, which means protecting the planet and
using natural resources wisely. The second is business sustainability, which means the

company must survive and make enough money to continue operating. If a business
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cannot pay for its costs, it will not last long—even if its idea is good for nature. This is
why students must plan not only how to help the planet, but also how to earn enough

to keep their idea alive. (Spiliakos, 2018)

Green entrepreneurship is also about balance. The business must be good for the
environment and financially realistic. It's okay to start small—many successful eco-
companies began with one simple product or service. The important thing is to think
long-term: how will your green idea survive and grow in the next few years? How will

it continue making a positive impact and cover its costs?

In summary, funding and sustainability are the two “wings” that help a green business
fly. One gives it the fuel to start, and the other helps it stay in the air. Young
entrepreneurs who understand both will have a better chance of turning their ideas

into real, lasting change.

e Compare and evaluate basic funding options for green business ideas,

understanding their benefits and limitations.

o Identify different sources of startup capital, including personal savings,

competitions, and youth micro-grants.

e Prepare a simple pilot budget and cash-flow plan, showing costs, in-kind

support, and financial movements over time.

e Connect environmental or social impact metrics to funding requests to

demonstrate the value of their idea.
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One of the first questions every young entrepreneur asks is: Where can I get money
to start my idea? Luckily, even if you're a student with no job or big savings, there are

still many simple and realistic ways to find funding for a green startup.

The first and most common way is through personal savings or small support from
family and friends. This might mean using birthday money, small savings from part-
time jobs, or asking parents or older siblings for a small loan. Many green startups
begin this way, especially student-led projects where the costs are low at the
beginning. This is sometimes called "bootstrapping” — starting a business with limited

personal resources. (Kenton, 2024)

Another good option is to look for school-based or local competitions. Many high
schools, city councils, and youth organizations organize contests for business ideas.
These competitions often offer small grants, prizes, or mentoring. For example, the
JA Europe Company Programme lets students across Europe create and run real

businesses — and provides funding and coaching to the best teams. (Europe)

Students can also apply for youth microgrants — small amounts of money offered by
foundations, NGOs, or city programs. One example is the European Youth Foundation
which supports projects by young people that have social or environmental impact.
These grants often focus more on the idea and motivation than business experience,
which makes them great for beginners. (EUROPEAN YOUTH FOUNDATION, , 2023)

Another exciting option is crowdfunding. This means asking many people to support
your idea with small donations through platforms like GoFundMe or Kickstarter. It

works especially well for green projects because many people want to support eco-

friendly ideas. To succeed, you'll need to make a strong pitch, explain your goal clearly,
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and show how their support helps the environment. Crowdfunding also helps you test

if your idea is interesting to others.

As your idea grows, more formal options become available. Some green startups later
receive funding from banks, private investors, or green funds. The European Union
also supports eco-innovation through funding programs like EIC Accelerator or Life
Programme, although these are more suitable for advanced projects and older
entrepreneurs. Still, it's good to know they exist, so you can aim higher in the future.

(European Innovation Council, 2025)

Before asking for any kind of funding, it's important to be prepared. Even a small grant
or donation usually requires a short application or pitch. You should know:

- What your idea is?

- What problem it solves?

- How much money you need?

- What you will spend it on?

This means creating a basic business plan or budget. It doesn’t need to be perfect —
just clear, realistic, and honest. If you can explain your green idea in simple words

and show its impact, you already have a strong start.

In short, funding for green startups is possible even for students. You don't need to

be rich or experienced. What matters most is passion, purpose, and preparation.

Summary:

There are several realistic ways to get early-stage funding for your green project:

Micro-grants:
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Small amounts (e.g., €200—€1,000) from NGOs, youth programs, or city councils.
These are ideal for first pilots and usually focus on environmental or community benefit

rather than profit.
Sponsorships:

Local businesses or eco-friendly brands may donate materials, services, or small funds

in exchange for visibility (logo on flyers, mentions on social media, etc.).
School or municipal support:

Schools, youth councils, or local governments often have small innovation or

sustainability budgets. These can cover materials, workshops, or event participation.
Competitions:

Business idea contests offer not only funding but also mentoring and networking.

Examples include JA Europe programmes or local startup challenges.

Mapping these options helps you understand which sources fit your project’s size and

purpose — and how to combine them to reach your startup goal.

A pilot budget is a short, practical overview of what your first version of the idea will

cost. Start with a simple table showing three types of resources:
Cost lines — main expenses (e.g., materials, tools, packaging, printing, transport).

In-kind support — free or donated help (e.g., school space, volunteer work, donated

supplies).

Contingency — a small reserve (about 10%) for unexpected costs.
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Then sketch your cash-flow — when money goes out (buying materials) and when it
comes in (sales, grant payments). Keeping track of timing helps prevent running out

of cash before income arrives.

A clear pilot budget shows funders that your plan is realistic and that you can manage
money responsibly. It also helps you decide whether to adjust your prices, seek

donations, or reduce costs before scaling up.

Sustainability is an important idea in green business, but what does it really mean?
Simply put, it means creating something that can last. For a green business, this is
about making a positive impact on the environment and society, while also creating
real value for customers and the community. In this section, you will learn how to
connect your business’s impact to measurable results that show why your idea

matters.

1. Environmental sustainability — taking care of the planet
2. Social sustainability — helping people and communities

3. Financial sustainability — making enough money to survive

All three aspects need to work together. If your business helps the environment but
can't make enough money to continue, it won't last. On the other hand, if your
business is profitable but pollutes the air or creates waste, it's not truly green. (UN
global Compact, 2010)
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Let's say you want to produce biodegradable cutlery made from corn-starch or
bamboo. That sounds great! But if your product is too expensive to produce or ho one
wants to buy it, the business won't survive. To be truly sustainable, you need to check:
- Is the product really better for the environment?
- Are the materials responsibly sourced?

- Can you produce and sell it at a reasonable cost?

Green businesses must always be honest about their impact. This is important because
of something called greenwashing — when companies pretend to be eco-friendly to
look good, but don't actually help the environment. For example, selling a “green”
product wrapped in plastic packaging is misleading. Being honest builds trust with

customers and creates a good reputation. (Hayes, 2024)

So how can young entrepreneurs make sure their green business is financially

sustainable?

First, start small and simple. Test your idea with a small group of customers. Use
recycled or donated materials if possible. Work with local partners — for example, ask
a nearby eco-store or farmer to supply your product at a discount in exchange for
promotion. Instead of spending money on ads, use free social media platforms to build

a community around your idea.

Next, focus on keeping costs low. Track every euro you spend. Use free tools like
Google Sheets to plan your budget. Don't invest in expensive equipment right away —
look for low-cost alternatives. Many successful businesses started in kitchens, garages,

or school clubs.

One of the most powerful tools in a young entrepreneur’s toolbox is the SMART goal.
These are goals that are: Specific,Measurable, Achievable, Realistic, Time-bound.

(Centre Européen des Consommateurs France, 2024)
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Let's say your goal is: "Sell 50 reusable tote bags in 2 months to cover the cost of
materials and make a small profit.” This is much better than: "I want to make money
selling green stuff.” SMART goals help you stay focused and track your progress. (Bell
S.)

Finally, remember: the best marketing in green business is trust. If your product or
service is truly useful, eco-friendly, and affordable, customers will come back — and
tell others. This repeat business is key to long-term success. Building a sustainable

business takes time, but every small step matters.

In green business, your impact is part of your value. Funders and customers

increasingly look for measurable results, not just good intentions.

To make your “ask” stronger, link your project’s outcomes to clear metrics:
v How much CO? will you save?
v How much waste or plastic will you reduce?

v How many people will you involve or educate?

For example, "By selling 100 reusable bottles, we help avoid 2,000 single-use plastic
bottles.” This kind of data turns your idea into a persuasive value story. It shows that

your funding request isn't just about money — it's about measurable, positive change.

Sustainability should guide every part of your business model — from materials to

disposal. Create a short checklist for your project:
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v Materials: Are they recycled, natural, or locally sourced?

v Energy: Can production use renewable energy or reduce electricity use?

v Repairability: Can the product be fixed or reused instead of replaced?

Activity 4: The Green Incubator n Co-funded by

the European Union

v End-of-life: What happens when it's no longer usable — can it be composted,

recycled, or returned?

These questions help you design a circular system where waste becomes a resource.

Including a sustainability plan in your proposal proves you're thinking beyond short-

term results and truly care about long-term environmental impact.

Suggested time: 30—40’

Aim: to develop a Pilot Budget & Cash-flow Sheet

A green idea becomes real only when you understand its basic numbers. In this

activity, you'll create a simple pilot budget for the first three months of your project.

The goal is not perfection — it's clarity.

Start by listing your main costs:

v materials and supplies
v packaging or transport
v marketing (posters, flyers, or social media boosts)

v equipment rental or repair

Then, identify your expected revenues:
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v sales of products or services
v small grants or sponsorships

v donations or crowdfunding

Next, place these into your Pilot Budget & Cash-flow Sheet. Note when each cost or
income happens — for example, buying materials in week one, receiving micro-grant
funds in week four, or starting sales in week five. This creates a simple timeline of

money movement, helping you plan ahead and avoid surprises.

Tip: Always include a small “contingency” amount (around 10%) for unexpected costs,

such as delivery fees or material shortages.

Goal: See if your project can cover its costs and identify when you'll reach your break-

even point.

This exercise helps you think like an entrepreneur: every sustainable idea needs both

environmental and financial balance.

Template: Pilot Budget & Cash-flow Sheet

Pilot Budget & Cash-flow Sheet

[ Main Costs

List your main expenses for the first three months.

Materials and Supplies
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Packaging or Transport

Marketing (posters, flyers, social media, etc.)

Equipment Rental or Repair

Other / Contingency (10%)

Expected Revenues

List where your money will come from.

Sales of Products or Services
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Small Grants or Sponsorships

Donations or Crowdfunding
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3-Month Cash Flow Timeline

Indicate when each cost or income happens.

Week | Activity / Transaction | Cost (€) | Income (€) Notes

10-12

Reflection

Can your project cover its costs? When do you expect to reach break-even?

Green StartUppers Erasmus+ Project (2023-2-EL01-KA210-VET-000170679)

E EK Aypwiov

o Ay [SOUAL ri Tpaauumm u
%ek\]y_]g[”‘(\ S r Hosaropcteo

Funded by the European Union. Views and opinions expressed are however those of the author(s) only and do not
necessarily reflect those of the European Union or the State Scholarships Foundation (IKY). Neither the European Union nor

the granting authority can be held responsible for them.

73




7
Freen Wi . Co-funded by
Startuppors Activity 4: The Green Incubator n

the European Union

Suggested time: 20
Aim: to develop a Funding Options Matrix

Not all funding sources are equal. Some are quick but small; others are larger but
require more time or paperwork. In this activity, you'll analyze and compare potential

funding options using a simple scoring system.

First, brainstorm 4-6 possible funding sources for your green idea — for example:

school sustainability fund

youth micro-grant program

local eco-business sponsorship

crowdfunding campaign

regional or municipal green competition
Then, rate each option from 1 (low) to 5 (high) in four key categories:

- Size — how much money can you realistically get?

Speed — how quickly could the funds arrive?

Likelihood — how strong are your chances of success?

Requirements — how easy or difficult is the application process?

When you fill in your Funding Options Matrix, patterns will emerge. You'll see which

sources are quick wins, and which are long-term goals.

Tip: Choose one short-term option (like a competition or micro-grant) and one long-

term source (like a local sponsor) to balance your funding strategy.
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Goal: Build confidence in where to look for support and how to prioritize your time
and effort.

Template: Funding Options Matrix

Step 1: Brainstorm Possible Funding Sources

List 4-6 potential ways to fund your green idea.
Examples: school sustainability fund, youth micro-grant program, local eco-business
sponsorship, crowdfunding, municipal competition.

No. Funding Source Description / Notes

Step 2: Rate Each Option

Rate each source from 1 (low) to 5 (high) in the categories below.
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Funding Size Speed Likelihood | Requirements | Total

Source | (Amount) | (Timeto | (Chance of (Ease of Score
Receive) Success) Application)

(Tip: Total Score = sum of all four ratings)

Step 3: Analyze Your Matrix

Which funding sources are quick wins (high speed, small size)?

Which are long-term opportunities (larger, but slower or more complex)?
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What combination of sources fits your project best?

Suggested time: 15
Aim: to develop an Impact KPI Tracker

Impact is the “language” of green entrepreneurship. Funders, customers, and
communities all want to know: What difference will your idea make? This short

exercise helps you turn your good intentions into measurable impact statements.

Start by identifying the main outcome of your idea — reducing waste, saving energy,
planting trees, or raising awareness. Then turn it into a concrete claim that can be

measured.

Examples:

v “Our refill station will eliminate 500 plastic bottles in three months.”

v “We will compost 200 kg of organic school waste before the end of the

semester.”
v “Through workshops, 100 students will learn how to repair and reuse everyday

items.”

Each claim should include:
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- Action — what you will do (e.g. collect, replace, educate)
- Quantity — how much impact (number, amount, or percentage)

- Timeframe — when it will be achieved (e.g. 3 months, one semester)

Record your claims in the Impact KPI Tracker — this will become your first impact
dashboard, helping you track progress and share real results with funders, mentors,

or school partners.

Tip: Always connect your impact to your funding ask. For instance, “With €300, we

can collect 100 kg of school waste and teach 50 students about recycling.”

Goal: Learn to communicate measurable value — not just ideas, but real-world

change.
Template: Impact KPI Tracker

Impact KPI Tracker

Step 1: Define Your Main Outcome

What positive change will your idea create? (e.g. reduce waste, save energy, plant
trees, educate others)

Step 2: Turn It Into Measurable Impact Claims

Each claim should include:
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e Action — what you will do
¢ Quantity — how much impact (number, amount, or percentage)

¢ Timeframe — when it will be achieved

No. | Action (What | Quantity (How | Timeframe (By Example of
You Will Do) Much) When) Impact Claim

Step 3: Combine and Write Your Full Impact Statements

Use this structure:

“Our [action] will [result/impact] by [timeframe].”
Examples:

e “Our refill station will eliminate 500 plastic bottles in three months.”
o “We will compost 200 kg of organic school waste before the end of the

semester.”

Now write your own:
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Step 4: Link Impact to Funding (Optional)

How could funding help you achieve or increase your impact?

Example: “With €300, we can collect 100 kg of waste and teach 50 students about
recycling.”
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Useful Resources (Links & Videos)

1. Green Video Module 1Introduction to Green Entrepreneurship -

https://www.youtube.com/watch?v=FRYip uAa7c

2. Introduction to Sustainability. Part 1 -
https://www.youtube.com/watch?v=772aUH2V1Q8

3. Get the Green! Funding Your Sustainability Project -

https://www.youtube.com/watch?v=axvXdvHfvz8

4. How to Get Grants for Eco Entrepreneurship and Green Startups -

https://www?2.fundsforngos.org/articles-searching-grants-and-donors/how-

to-get-grants-for-eco-entrepreneurship-and-green-startups/

5. Environmental Education Mini Grant -

https://askhrgreen.org/grants/environmental-education-mini-grant/
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Prototyping & Development

This section demonstrates how to transform ideas into reliable evidence while

minimising waste. It explains a prototype strategy involving paper models to start

with, adding realism when needed with mock-ups and rehearsing end-to-end service

flow with walkthroughs. It then defines test design as a clear claim and a simple way

to measure it alongside explicit success thresholds. Feedback capture pairs

observation with short, consistent mini-interviews to translate behaviour into insight.

Iteration uses these signals to inform decisions about what to change, keep or stop,

while documentation (photos, notes and versions) preserves a transparent chain from

intent to impact.

e Explain when to use paper models, mock-ups, and service walkthroughs, and

what uncertainty each is best at reducing.

o Define a test by stating one claim, a like-for-like baseline, and success criteria

expressed as simple thresholds.

o Distinguish behavioural observation from opinion, and summarise insights using

a consistent five-question mini-interview.

e Decide what to change/keep/stop based on evidence, while maintaining

guardrails for safety, accessibility, and eco-benefit.

¢ Maintain credible documentation with dated photos, concise notes, and version

labels that make results traceable and replicable.
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A prototype is a tangible representation of an idea. Its purpose is not to impress, but
to remove uncertainty. Does the idea make sense to users? Can it be operated using
the available resources? Is the environmental benefit plausible in real conditions? A
good strategy selects the lowest level of detail required to answer today's question,
only adding complexity when necessary. Three forms are particularly useful in VET
contexts: paper models, mock-ups and service walkthroughs. Each reveals different

risks and invites different kinds of feedback.

A paper model reduces an idea to its basic elements of shape, layout, text and flow,
without committing to materials or technology. It is quick to create, can be easily
changed, and is honest about what is known versus guessed. For a refill station, for
example, the paper model could be printed panels showing labels, icons, instructions,
and arrows, which are placed on the wall where the unit would be installed. For a
repair intake, it could be a one-page ticket with fields for device type, fault, turnaround
time, and parts approval. The value of the paper stage lies in the fact that it forces
teams to decide on the minimum amount of information that users need to see and
the order in which they should see it, as well as the affordances (where hands go and
where eyes land). Most copy errors, confusing icons and placement mistakes are

discovered at negligible cost at this stage.

A mock-up provides form and interaction, but not full functionality. It provides
answers to questions about ergonomics, reach, durability, maintenance and visual
impact. Physical mock-ups may use materials such as cardboard, plywood, 3D-printed
elements, or reclaimed parts to simulate dimensions and stress points. Digital mock-
ups (e.g. a tablet screen for booking repairs or tracking refills) display screens without
a live backend. The aim is to verify fit and handling: is the lever comfortable to use,

can a cleaner service the unit without tools, is the screen legible in bright light, and
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will the labels withstand wet hands? Mock-ups also reveal lifecycle decisions early on,
such as fasteners versus adhesives and modular parts versus sealed units, which affect
repairability and end-of-life recovery. If environmental performance is part of the
pitch, the mock-ups should highlight the circular design choices (e.g. standard screws,

replaceable gaskets and disassembly points).

Many green solutions are services rather than standalone products, such as refill

programmes, repair-first policies and take-back loops. A service walkthrough

stages the entire journey from start to finish using props and roles. It clarifies handover
points, waiting times, record-keeping and failure modes. Even a simple loop such as
'student bottles — refill - wipe-down - bin audit -~ weekly summary' contains hidden
labour, permissions and data touchpoints. By narrating each step in order, the team
uncovers operational friction and fairness issues (e.g. added workload for cleaners)
before resources are allocated. It also reveals boundary conditions, such as opening
hours, supervision requirements and stock levels, that determine whether the idea can

be scaled up beyond a demo.

Select the lightest form that addresses the current risk.
e Understanding and messaging risk: paper model.
e Fit, handling and maintenance risk: mock-up.

o Workflow, handover and compliance risk: service walkthrough.
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Two discipline points improve outcomes. Firstly, keep assumptions visible on the
artefact itself (e.g. a paper label stating 'assumes 2-minute average refill'). Secondly,
incorporate evidence capture into the prototype using tick marks, short logs or photo
spots so that observations can be compared over time or across teams. This protects

integrity without adding bureaucracy.

Only increase realism when the previous layer has answered its question and raised a
new one that requires higher fidelity. Typical triggers include recurring user confusion
that cannot be resolved by copy (move to mock-up), unresolved handover failures
(stage a service walkthrough) and durability questions that cannot be answered by
paper (introduce materials and fasteners). Skipping layers tends to hide problems until
they become expensive to fix.

The choices made in prototyping signal the project’s values. Designs that are modular,
legible and easy to service embody circular principles. Prototypes that respect safety,
privacy, inclusion and honest claims build trust with stakeholders. By following the
sequence of paper, mock-up and service walkthrough, teams can quickly learn reliably,

reduce waste in development and lay a practical path from concept to robust pilot.

A good test provides evidence to answer a specific uncertainty that others can verify.
Tests are intentionally small: they address one question at a time, utilise existing
measurements, and conclude with a clear decision. The structure is held together by

three elements: what to learn, how to measure it, and what counts as success.

Start by stating the specific claim you wish to investigate in plain language and within
the context of the user. This claim should be observable and time-bound, for example,

'refill queues during the morning break drop noticeably' or 'more laptops return to
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service than last term'. Link this claim to the risk lens it addresses: desirability (people
use it), feasibility (we can run it at the planned cadence), viability (time and cost are
acceptable) or sustainability (waste and energy genuinely fall). Having one clear claim

prevents a test from drifting into a collection of unrelated observations.

Measurement translates the claim into a small set of signals that can be consistently
tracked against a baseline. Choose signals that the environment can supply with
minimal extra work, such as counts, simple timings, meter readings or standard logs.
Define the scope (i.e. places, times and user groups) and keep it stable throughout
the testing period so that the results remain comparable. A brief method statement
ensures the data is traceable, detailing what is counted, when, by whom and where
the record is stored. Where CO2 is relevant but difficult to estimate accurately,
prioritise direct proxies (kWh, kilograms or units) and state that they are serving as a
CO:2 stand-in for this test. Two quality habits are important: making like-for-like
comparisons (in the same locations and time slots) and providing small pieces of
evidence (such as photos taken from the same angle or before-and-after sheets) that
allow others to verify your interpretation without having to reconstruct the entire

process.

Success is not a feeling, but a threshold. Define a small number of criteria that match
the signals you selected and present them as a range that reflects normal variability.
Examples include: 'queue time at the refill point averages <3 minutes across five
school days', '270% of submitted devices return to service within 48 hours', and
'mixed-waste bags from the station decrease by 10-15% versus the four-week
baseline'. Pair each criterion with a decision rule so the team knows what to do next:
scale up, make iterative changes, or stop. Traffic light framing helps to keep this clear:

green (meets or exceeds the threshold; prepare to scale up), amber (nearly meets the
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threshold; adjust and retest), and red (well below the threshold; reconsider the design
or premise). Where trade-offs exist, identify them and include a guardrail criterion (for

example, 'cleaner servicing time must not increase by more than 10%").

A few principles ensure that tests are honest and useful. Attribution should be
cautious: if other changes occur during the testing period, acknowledge them and
frame the results as a contribution to the outcome rather than the sole cause. The
duration should be long enough to smooth out one-off events, yet short enough to
preserve momentum. A school week is often a practical unit of time. Pay attention to
sample size and variance: report both the average and the spread (e.g. mean and
simple range) so that outliers do not mislead. Fairness and safety are non-negotiable:
only collect the required data, avoid identifiable images unless consent is explicit and

record any risk controls in place.

Capturing feedback is most useful when it shows what people actually did and how
they describe that experience in their own words. This involves combining structured
observation with a brief, repeatable five-question interview. Together, these methods
provide a traceable picture of usability, perceived value and unintended effects,

without turning classroom pilots into research projects.

Observation focuses on behaviour, not opinions. Observe a complete interaction
from start to finish, noting concrete events such as where hands go first, where eyes
hesitate, how long key steps take, and where workarounds appear. Record the
contextual factors that influence behaviour, such as time of day, crowding, lighting,
noise and signage placement, as well as any dependencies, such as tools, staff

presence and stock levels. Counts are favoured over impressions: the number of
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attempts before success, the seconds spent on a step and the frequency of misreads
or back-tracks. Taking photos from a consistent angle, adding a simple timestamp and
using like-for-like locations makes comparisons fair over days or across teams. When
environmental benefits are part of the promise, observations should also capture the
small traces that correlate with impact, such as the type of empty bin, the refill counter
tick and the repaired item returned to use. This ensures that later claims are grounded

in visible evidence rather than inference.

The five-question mini-interview converts behaviour into meaning while the
memory is fresh. Keep the tone neutral and the language plain; the aim is clarity, not
persuasion. Ask immediately after the interaction and capture verbatim phrasing. A

durable set is:
e "“What were you trying to get done just now?” (job in their words)
e “What, if anything, slowed you down or felt confusing?” (pains)
e "What worked better than you expected?” (gains)
e “Compared with how you usually do this, what changed?” (relative value)

e "If we changed one thing next, what should it be, and why?” (prioritised

improvement)

These questions map cleanly onto the value proposition (job, pains, gains) and provide
a direct comparison to the status quo. They also surface the why behind observable
friction, whether it is layout, copy, timing, or policy. Keep prompts non-leading ("Tell
me about...”, *What happened when...”) and avoid yes/no formats. When a response
is vague, ask for the last concrete episode (*When did that happen today? Where were

you standing?”) to anchor the account.
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Quality and integrity stem from consistency and moderation. Ask all participants in
a given test window the same five questions, and only add “extra” questions if a safety
or fairness issue arises. Only collect the minimum necessary personal data; avoid
identifiable images unless consent is explicit and justified. If power dynamics might
inhibit candour (e.g. if a student is being interviewed by a teacher), provide an
alternative channel (such as an anonymous card or form) that mirrors the five
questions. To ensure accessibility, make sure that the interview can be understood

and answered in simple language, and in multiple languages where relevant.

Bias control matters at a small scale. Separate the roles of observer and interviewer
to reduce confirmation bias. Time-box the data collection process to prevent late-stage
fatigue from skewing the results towards the final participants. When summarising,
label each item by source (observation vs. interview) and prioritise patterns over
individual responses. A short hierarchy can help you weigh up the different signals:
observed behaviour with numbers is strong, consistent themes across interviews are
medium and isolated opinions are weak. Conflicts are normal, report both sides and

note the context that explains the difference (e.g. morning rush versus quiet period).

The synthesis should be brief and comparable over time. Pair a one-paragraph
summary with three elements: (1) a small table showing behavioural counts or
timings, (2) two representative verbatim quotes — one showing a problem and one
showing an advantage — and (3) a single implication linked to evidence for the next
iteration, such as 'Users missed the refill lever when approaching from the right;
reposition the label to eye level'. This approach keeps feedback actionable without

over-interpreting small samples.

When handled in this way, feedback capture becomes a reliable lens through which
to view reality. Observation shows what happened, the five questions explain why it

mattered, and the resulting synthesis provides teams with a defensible basis for design
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changes, stakeholder communication and eventual claims about user value and

environmental benefit.

Iteration is the discipline of translating evidence into design decisions with the
appropriate level of effort. This involves interpreting the results of tests and feedback,
deciding what to change, what to keep and what to stop, and implementing these
decisions in a way that can be followed by others. The goal is not novelty for its own
sake, but steady convergence towards a solution that users value, that teams can

operate and that budgets can support, with a credible environmental benefit.

Begin by anchoring decisions in the value proposition and impact intent that have
already been defined. If a proposed adjustment does not improve a top user outcome
(e.g. uptime, queue time or cleanliness), protect core business logic (e.g. predictable
servicing or access to parts) or strengthen the eco-benefit with traceable numbers, it
is a distraction. A brief review of the data (baseline, current values and any guardrail
metrics) should suffice to determine whether the observed changes are a result of the
intervention or background noise. Treat interpretations cautiously if other variables
shifted during the test window. Where confidence is low, prefer small, reversible

changes.

What to change addresses mismatches between intent and reality. Typical signs
include repeated errors in finding the right route, tasks taking longer than expected,
and servicing tasks that put a strain on staff. Changes should be proportionate and
testable. Options include clarifying copy, adjusting sequence or placement, switching

a component or fastener, reassigning a handover or altering a logging method. Avoid
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adding new features to compensate for a fundamentally unclear design; if users are
missing the core action, improve comprehension first. When the environmental claim
is central, prioritise adjustments that strengthen the connection between behaviour

and impact (e.g. clearer disassembly cues and a simpler return process).

What to keep recognises the effective elements and the constraints that enable
reliability. Preserving a successful element requires as much intention as changing a
weak one. Retain aspects that consistently reduce friction for users, routines that
facilitate predictable servicing, metrics that are legible to different stakeholders and
design choices that reflect circular principles (modularity, repairability and standard
parts). Stability protects learning across iterations here; if the measurement method
or placement keeps changing, comparisons degrade and progress becomes

guesswork.

What to stop is a guard against sunk-cost bias. If a feature requires effort but does
not improve a priority outcome, if a logging step produces data that is not used, or if
a workaround has effectively become the standard process while the original feature
remains unused, it should be removed or retired. 'Stopping' can also mean narrowing
the scope (fewer locations, fewer user groups, fewer variants) so that the team can
establish a robust, defensible pattern before expanding. In environmental terms,
stopping can eliminate hidden burdens (e.g. extra transport or excessive cleaning)

that cancel out gains made elsewhere.
Three practical ideas keep iteration honest and proportionate:

o Evidence before opinion. Summarise changes using the same small frame
each time: the observation or metric, the decision (change/keep/stop), and the

expected effect on user outcome and eco-metric.
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+ Smallest effective change. Prefer alterations that can be verified within the
same baseline window (wording, sequence, affordance) before moving to costly

rework.

e Guardrails. Maintain one or two “must-not-worsen” checks (e.g., servicing
time, accessibility), so improvements in one area do not quietly create harm

elsewhere.

Documentation should be brief and replicable. For continuity between sessions and
for stakeholder communication, a one-page iteration log that links each decision to
the underlying signal (quote, count or photo) is sufficient. Results should be shared in
plain language, explaining what changed, what stayed the same and what stopped,
and why, alongside a single next step. This level of transparency builds trust and

reduces the likelihood of re-litigating old issues.

Finally, pace matters. Iteration is most effective in short cycles that end with a
decision, rather than in long periods of undifferentiated experimentation. Set a clear
exit condition for the current stage, such as 'the message is consistently understood',
'handling fits within servicing limits' or 'waste reduction holds for one term', and move
forward when it is met. If not, adjust and repeat at the lowest possible level of detail
that can answer the remaining question. When done this way, iteration becomes a
quiet engine of quality, keeping the solution practical, the evidence credible and the

team focused on changes that matter.

Documentation (photos, notes and versions) serves as the memory of the project and

establishes credibility. Photos reveal changes by capturing before and after states,
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angles that demonstrate scale or positioning, and conditions (such as lighting and
crowding) that affect usage, enabling observers to evaluate results without being
present. Notes record information that numbers cannot, such as the context of an
event, a quote in the user's own words, a small workaround that explains a bottleneck
or a constraint that shaped a decision. They also distinguish between observation and

interpretation, helping to avoid hindsight bias.

Versioning brings these elements together by tracking how artefacts (templates,
signage, mock-ups and data sheets) evolved, the assumptions embodied by each
version and the reasons behind changes, creating a transparent chain from intent to
impact. When photos carry basic metadata (time and location), notes are dated and
attributed, and versions are labelled with clear identifiers, the result is traceable
evidence that can be audited, reused or replicated by others. This coherence reduces
rework, supports honest claims (prevents greenwashing by omission) and enables
diverse stakeholders (users, buyers, regulators and the community) to see the same

story: what existed, what changed and what those changes achieved.

Purpose
Check one hypothesis with real users, record what happened, and decide the next
step.

Time & Teaming

Total: 45 minutes. Teams of 3—4. Roles: Lead, Runner, Observer, Scribe.
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Materials
e Test Card and Learning Card (1 each — templates are provided)

e Prototype/prop(s), timer/phone, pen

Run Sheet (minute-by-minute)
1. Set the hypothesis (5)

Write one clear, observable claim on the Test Card and define success criteria

(a small numeric threshold or range).
2. Scope & method (5')

Note where the test happens, who the 2-3 users are, what you will measure,

and how evidence is captured (counts, timings, photo).
3. Run with 2-3 users (20’)

Each user completes the task once.
Observer records facts only (time, steps, errors, questions).

Scribe marks results against the success criteria.
4. Immediate synthesis (10')

On the Learning Card, write: what worked, what didn’t, surprises, and any

trade-offs noticed.

5. Decision & next step (5')
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Tick one box: Proceed / Adjust / Stop. Note the single change (if any) you will
make before the next test.

Tips
Keep language plain. Count what you can verify. If a metric is noisy, write the range.
One test, one decision.

Purpose
Capture five quick, comparable opinions and turn them into a one-line summary and

a single next step.
Time & Teaming

Total: 20 minutes. Teams of 2-3. Roles: Greeter (hands forms), Collector (checks

completeness), Summariser (logs results).
Materials
o Feedback Form x 5 (print or digital — a template is provided)
o Iteration Log (1 per team — a template is provided)
e Pens/clipboard or tablet; timer
Run Sheet (minute-by-minute)
1. Set up (2")

State the question focus (e.g., clarity, ease, usefulness). Keep forms identical.
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2. Collect 5 forms (10)

Approach five distinct users. One interaction each. No coaching. Ensure each

form has: timestamp, role (student/staff/other), and the five answers.
3. Quick tally (5%)

Count the top positive and top negative notes; note any repeated phrase. Pull

one representative quote for each.
4. Log summary (3')

On the Iteration Log, write: one-line headline, top gain, top pain, and the

single change you would make next.

Tips
Use plain language. Do not defend or explain; thank and move on. If a form is unclear,

circle the exact word that caused confusion.
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Pitching & Presentation

This module brings together the work of the learners’ teams into a short, punchy pitch
that can be delivered in a live event setting, supported by a simple demo and crisp,
defensible numbers. It is designed for VET teams who may not have perfect data yet.
The goal is not perfection; it is clarity, evidence, and integrity. Teams learn to tell a
strong story (hook — problem cost — unique green edge), build a deck that highlights
what matters (market, prototype, validation, impact KPIs, roadmap, ask), and handle
a five-minute Q&A confidently, including how to respond when something is not known
yet, using a clear plan to test. The module culminates in rehearsal activities that
prepare teams for the Green Incubator Pitching Event described in the project

proposal.

e Structure a clear pitch using: problem - solution — proof - impact - ask.

e Present a basic demo that is short, reliable, and backed up with a contingency
plan.
e Handle 5 minutes of Q&A using concise answers, evidence, and “don’t know

yet—here’s how we'll test” responses.
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Good pitching is solid storytelling.

This phase is where learners present their green business ideas and analyses from
earlier phases. Pitching in the Green Incubator is not a “sales performance”—it is
rather a short story, backed by evidence, that shows you can spot, propose, prove,

and explain. More specifically:

(1) spot a real problem
(2) propose a workable solution
(3) prove it with early evidence

(4) explain measurable environmental benefit

Start with the audience! (what do they need to believe?)

For a pitch to land, which means: to win over the listeners, your audience must believe
the four following things.
That:

> the problem is real and important!

(someone has that problem; it costs time/money/health; it happens often)
> your solution is credible!

(fits the context; is feasible with the available skills/resources)
> you have proof!

(prototype; test results; interviews)

> the impact is meaningful and honest!
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(measured in a simple way; evidence instead of vague “eco-friendly” claims)
For early-stage teams, the important thing is clarity and believability: use simple slides
that show what you do, why it matters, and what evidence you have so far
(Combinator, n.d.).

Use this “scaffolding” below

Problem: what is happening now and who suffers?

Solution: what you do differently (one sentence), and how it works

Proof: what you built/tested; what you learned; what changed because of
what you learned.

Impact: what environmental benefit you expect, how you’'ll measure it, and
why is your measurement credible

Ask: what you want to do next (pilot partner, mentoring, space/equipment
access, micro-grant, permission to test, introductions)
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(Scaffolding a Pitch. the Rooftop Garden example)
A pitch is like a rooftop garden: you raise the most colourful and attractive part of your
building high up for everyone to see, but you need the scaffolding below to raise it. In
the image below, imagine having to raise your rooftop garden five stories; you can't

have a story not supporting the next, else the structure collapses.

This pitch scaffolding follows the Green Incubator logic: teams start with opportunity
spotting, move to information-gathering and validation through prototyping, then they

present a concise pitch supported by metrics and outputs as their evidence.
A. Hook: (earn the first 10 seconds)

A hook is a sharp opening of your speech that makes people lean in—it “hooks”
them in by grabbing their attention. If you use an effective hook, you have your

audiences attention for at least 10 seconds.

HOOK OPTIONS

"It takes 5 minutes to buy it, and 500

startling contrast
years to break down.”

“What if every workshop lesson reduced
question that frames urgency waste and saved money—starting this

month?”

“Every day in our town, [X] throws away
human moment
[Y], while [Z] pays for [damage].”
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(usually local & specific example)
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HOOK DOs & DON'Ts

DOs DON'Ts
(checklist) (pitfalls)

Use one image or one sentence. v | Big global stats with no local link. | X

Name a place or a real setting
(school, canteen, local business, v Too many claims at once. X

municipal service).

“We are passionate about...”

Create tension: “what'’s happening _
v | (start with the problem, not your | X
now” vs “what should happen”. _
feelings).

B. Problem Cost (show the damage in numbers)

Pitch listeners—without necessarily thinking about it—decide quickly whether the
problem is worth their attention or not. And they do so by translating the problem into

cost: damages that can be calculated beforehand.

The prevent the pitch audiences losing interest, use a simple three-layer method to

calculate the damage before exposing your pitch to an audience. Calculate:

o User cost (time wasted, discomfort, effort, safety, reliability)
o Financial cost (euros/month, staff hours, replacement costs, disposal fees)

o Environmental cost (waste volume, energy use, water use, CO2 emmision)
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Example

"The canteen uses ~200 single-use cups/day (counted for 3 days, average
190-210). That's ~4,000/month. At €0.08 each, that's ~€320/month plus

waste handling. Our pilot aims to cut this by 60% in 8 weeks.”

PRO TIP! + example
If you can't price it, show us its frequency in numbers (quantity) and its

consequences in matters that are important (quality):

"It happens daily; it blocks work; it causes complaints;

it triggers creates the need for extra transport.”

C. Unique Green Edge (be specific; avoid greenwashing)

Your “green edge” is the part of your solution that simultaneously creates

environmental benefit and can be defended with evidence.

The EU has highlighted that many green claims are actually greenwashing, which is an
effort to exploit the virtues of green practices to bring moral merit to a brand, without
actually deserving it. Often, green claims are vague or unsupported, which is why EU
is working on rules to require robust, science-based, verifiable substantiation for

environmental claims (European Commission, n.d.).

So: treat “green” not as a label but a challengeable, testable claim. Follow this

protocol to make sure that your idea or project is ecologically oriented.
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i) Define your green edge (in one sentence)

Use this structure:

"Compared to [current practice], our solution reduces [impact type] by [number or

range] through [mechanism], measured by [method].”

GREEN EDGE OPTIONS

IMPACT TYPE MECHANISM

-Reuse/refill/repair loops
-Waste diverted (kg/week) o _
) ) -Substitution (lower-impact
-Materials saved (units )
_ material)
reused/refurbished)
-Efficiency (less energy/time)
-Energy saved (kWh/month) _
_ _ -Local sourcing (fewer
-CO2 emm. avoided (simple
) transport steps)
estimate)
_ -Longer product life
-Water saved (litres/month) B _
(durability, modular repair)

i) Impact credibility (keep it honest; define boundaries)

To make sure that you are being responsible in your environmental claims:
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BOUNDARY:

Define the boundary:

("school canteen only”, “pilot in one workshop”,

“one product line”)

BASELINE:

Compare against a baseline “before” state
(even a simple one-week measurement).

MEASUREMENT:

Prefer measured outcomes where possible
(counts, weights, kWh from meter).

ESTIMATES

If your measurement was an estimate,

then announce it and name your method.

(e.g. measuring CO2 emissions)

Examples of methods:
-A widely used foundation for greenhouse gas accounting is the GHG Protocol
Corporate Standard (WRI & WBCSD, 2004).
-For product/service impacts, life-cycle thinking is the norm; ISO’s LCA framework
describes how to define goal/scope, inventory, impact assessment, and
interpretation (ISO, 2006).
-In this programme, you do not need a full LCA—just demonstrate that you

understand boundaries, assumptions, and how you will verify.

iii) The “"Green Integrity” mini-checklist

Before you say a claim out loud, check if it's:
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o specific? (“reduces waste by 25%" instead of “eco-friendly”)

e comparable? (compared to what baseline?)

e measurable? (what will you count/measure?)

o verifiable? (can a judge or teacher check if accurate?)

¢ unintentionally harmful? (e.g., a “reusable” item that requires heavy

chemicals or cannot be repaired)

D. Build a memorable narrative! (simple storytelling tools)

Good storytelling is not important only fiction—because good storytelling means
meaning well-structured. One evidence-based framework for entrepreneurial
storytelling highlights the importance of aligning story context, content, and execution
to build credibility (Key & Duening, 2020).

So how do you use storytelling tools to make your pitch more efficient?
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-"A local repair
shop that...”

-“A student

commuter

n

who...

Today /

Tomorrow / Plan

Cost / Benefit /
Ask

After:
cleaner loop,
savings,
measurable

impact

STORYTELLING TOOLS!
“one
the “"why now”
customer” “rule of three” | “before/after” |
bridge
anchor
Describe one Listeners often ask: “If
clear user or this is so important,
customer- Three beats are why hasn't it been
remember: Before: (Team Sequoia, n.d.).
waste, delays,
-"A canteen ;
cost, frustration Answer with one of the
manager Problem /
_ following:
who...” Solution / Proof

-New rule/policy
(school waste rules;
procurement changes)
-New enabling
tech/material

-New behaviour shift
(refill culture, repair
trends)

-New local partner

available

“closing line”

Keep a final closing line that recaps the value of your project:
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"We turn [waste/problem] into [value],

cutting [impact] by [target], starting with [pilot].”

E. Blueprint for a tight pitch! (in 6 minutes)
Here is a timing plan that fits a short stage pitch and leaves room for Q&A.

0:00—0:20 — Hook + problem

(human + specific)
0:20—-1:20 — Problem cost

(numbers + who is affected)
1:20—-2:20 — Solution

(one sentence + how it works)
2:20—-3:20 — Proof

(prototype, tests, validation)
3:20—4:30 — Impact KPIs

(baseline - target - method)

4:30-5:20 — Roadmap

(next 812 weeks) + risks

5:20-6:00 — Ask // Closing line

Slides are not your script—they are your evidence board. In this module, the rule is:
10 slides max, one idea per slide, with the numbers that prove your thinking. A
common investor-style structure uses around 10 core sections (Team Sequoia, n.d.;
Y Combinator, n.d.).
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1. Slide principles

SLIDE PRINCIPLES

DOs DON'Ts
(checklist) (pitfalls)
One message per slide (headlineis | , | Paragraphs and dense tables. X

a full sentence).

Large text; minimal words. ~ | Unverifiable green claims (“zero X
impact”).

Real photos of prototype/tests. ~ | Too many charts without X
explanation.

Show sources for key numbers. ~ | Fancy animations that risk failure X

on the day of the pitching.

Use ranges and assumptions. ~ | Present your measurements as X
more precise than they are.

2. The “"Deck-in-10" method
Below is the practical slide-by-slide guide you can coach with.
—PRESENTATION PHASE—

Slide 1 — Title + One-liner
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e Team name + venture name

e One-liner: *“We help [customer] do [job] by [solution], reducing [impact].”

e Optional: one strong photo (problem or prototype)
Slide 2 — Problem (who, where, what happens)

e 1-2 bullets max

e A photo of the current situation

e Who is affected (specific segment)

Slide 3 — Problem cost (crisp numbers)

e 2-3 numbers that matter: €/month, hours/week, kg/week, complaints/month

e How you measured (1 short line)
Slide 4 — Solution (what you do)
¢ One sentence + 3-step “how it works”
e What makes it different (one differentiator)

Slide 5 — Market (keep it realistic)

In a school programme, “market” can mean: target users + where you will pilot +

who could adopt next.

I/A\\

e Target users: “school canteens”, “small workshops”, “local cafés”

e A simple market sizing approach (choose one):
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o Count local sites x likely adoption
o A realistic pilot-to-next-10-sites pathway
Slide 6 — Prototype / demo preview
e Photo/video still of prototype
e What it does today (current capability)
e What you learned from building it
—INTERVIEW PHASE—
Slide 7 — Validation (proof signals)
Pick one of the following:
e Test results (before/after)
o Pilot interest: email, meeting note, teacher/partner statement
o Prototype feedback summary (top 2 insights)

This is where judges decide you are not guessing.
Slide 8 — Impact KPIs (baseline — target - method)
Use a small table:

e KPI 1: Waste (kg/week)

e KPI 2: Energy (kWh/month)

o KPI 3: CO2e proxy (estimate)
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Include:
e Baseline (measured if possible)
e Target for pilot period
e Method (how you measure)

If you use COze, label it “estimate” and note your boundary and assumptions,
consistent with accepted standards thinking (WRI & WBCSD, 2004; 1SO, 2006).

Slide 9 — Roadmap (8—12 weeks)
3 milestones:
e Build / improve (what exactly)
o Pilot test (where, how many users)
¢ Decision point (success criteria + next step)

Add 1 risk + mitigation:

e “If users don’t adopt —» run a 1-week incentive test and measure repeat use.’

Slide 10 — Ask (and close)
Make the ask concrete:
o Pilot access: site, time window, permission
e Support: mentor hours, materials, small budget, introductions

o Decision ask: “Choose us for the Green Incubator award/pilot slot.”
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End with your closing line and provide contact details.

Q&A is not an exam. It is a chance to show you are honest, that you have done the
work, and that you know what you are talking about. A useful mindset in pitching—
tested in both research and practice—is that audiences respond better when you invite
them into the thinking process rather than trying to “win” them over with flashy claims
(Elsbach, 2003).

The 4-step Q&A method (repeatable under pressure)
e Listen fully (don't interrupt).

e Repeat and narrow the question: “So you are asking about...”
e Answer in one sentence first.

e Support with proof or a test plan—then stop.

3. Handling difficult questions

(without getting defensive)

“"How do you know
it really reduces Answer with boundaries + method: baseline,
emissions?” measurement plan, estimate label, and verification intent
(Greenwashing (European Commission, n.d.; WRI & WBCSD, 2004).
challenge)
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o -Explain your circular edge: reuse/repair, prevention, or
“"Isn’t this just
) system change.
recycling?” )
-Show what changes compared to current practice.
-Evidence: interview quotes, pilot commitments,
"Why will people behaviour test results.
adopt it?” -If missing: propose a behaviour test (incentive, default
option, convenience).
-Be honest
"Who are the _ _ _
i -Show your unique edge in one area (cost, convenience,
competitors?” _ -
impact, durability, etc.).
"What if your _
i Demonstrate you have a fallback plan (printed flow,
prototype fails on _ _
video, second unit).
the day?”

4. Common Q&A list (prepare answers in advance)

Each team should prepare

1-2 sentences for each:

Problem Solution Validation Impact Viability | Delivery
Who fecl -What What -What costs | -“What are
-Who feels
_ exactly do evidence do “What KPI money? next 3
it most?
you do? N will you steps?
w i you have? o -Who pays
Y MOWS ! _What is the _ measure 1irs and why? -What help
-What did and why?
hardest part o do you
users dislike?
technically? need?
Green StartUppers Erasmus+ Project (2023-2-EL01-KA210-VET-000170679) 114
| ke Lo .
=y I 3 |SOCAL aAuLAM U
e ARSI J@[ﬁ; HosaropcTeo

Funded by the European Union. Views and opinions expressed are however those of the author(s) only and do not
necessarily reflect those of the European Union or the State Scholarships Foundation (IKY). Neither the European Union nor
the granting authority can be held responsible for them.



7

Sreen Activity 4: The Green Incubator n Co-funded by
StartUppers the European Union
-What is your
baseline and
boundary?

Purpose

Build a clean 10-slide deck that communicates: problem — solution - proof — impact

- ask, using only the evidence you already have.

Time & Teaming

Total: 45 minutes. Teams of 3-5. Roles: Slide Lead (keeps structure), Evidence

Curator (finds numbers/photos), Editor (cuts words), Timekeeper.
Run sheet (minute by minute)

1. Set the spine (5"): write your one-line value + green edge; agree the single ask

(pilot/support).

2. Fill the outline (12"): using the Pitch Deck Outline template, write slide headlines

as full sentences.

3. Add proof (15"): insert 3—-5 evidence items (prototype photo, interview count, test

result, quote).
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4. Impact slide (8): write baseline —» target -~ method for 2-3 KPIs (avoid vague

claims).

5. Cut & polish (5°): delete anything non-essential; check font size and slide readability

from 2 metres.
Tips

One message per slide. Prefer photos + numbers over text. If a slide contains no

evidence, simplify it until it does.

Template: Pitch Deck Outline (file available separately)

Purpose

Turn the deck into a 5-6 minute spoken pitch with clear speaker handoffs and

controlled timing.
Time & Teaming

Total: 15 minutes. Teams of 3-5. Roles: Lead Speaker, Demo Operator (if needed),

Note-taker, Timekeeper.
Run sheet (minute by minute)

1. Assign speakers (2'): decide who covers which slides; keep transitions simple.
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2. Write talk track (8"): 1-2 sentences per slide using the Pitch Script Sheet template;
avoid reading paragraphs.

3. Add time cues (3"): mark where you must be at 1:20 / 3:20 / 5:20.

4. One fast read-through (2'): read aloud once and cut any line that sounds like an

essay.
Tips

Say the headline, then one proof point, then move on. If you are running long, cutting

out proof points should be the last resort.

Template: Pitch Script Sheet (file available separately)

Purpose

Rehearse pitching under pressure and improve clarity by answering judge questions

with evidence and next-step tests.
Time & Teaming

Total: 20 minutes. Two teams (A pitches, B judges). Roles (judges): Chair (keeps
time), Scorekeeper, Questioners (2-3). Roles (pitch team): Lead Answerer, Evidence

Support.
Run sheet (minute by minute)

1. Set up (2"): judges choose 5 questions (include 1 impact-measurement question).
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2. Pitch (6"): deliver the full pitch with slides.

3. Q&A (7°): answer using “one sentence — evidence — next test”.

4. Score (3'): judges complete the Judge Rubric & Scorecard template silently.

5. Feedback (2'): judges give one strength + one fix to implement before the next

run.
Tips

Don'’t defend; only clarify. If you don't know, say how you’ll test it. Keep one person
answering; others add evidence only when asked.

Template: Judge Rubric & Scorecard (file available separately)

Purpose
Make the demo short, reliable, and failure-proof (with a clear backup plan).
Time & Teaming

Total: 10 minutes. Teams of 3-5. Roles: Demo Operator, Narrator, Backup Holder,

Timekeeper.
Run sheet (minute by minute)

1. Define the demo goal (1"): what single behaviour/result must the audience see?
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2. Dry-run once (3’): run the demo end-to-end while timing it (target <90 seconds).

3. Identify failure points (3"): list what could break (power, login, parts, visibility).

4. Plan backups (3"): complete the Demo Plan template with screenshots/video/printed

flow as fallback.
Tips

Show one core action, not every feature. Never rely on unstable Wi-Fi, and always

rehearse the backup material.

Template: Demo Plan (file available separately)
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Incubation & Networking

The Pitching Event is a milestone, but not the finish line. Here, teams will keep their
momentum by “running” short, practical sprints, during which they will meet their
mentors with clear questions, and reaching out to one real external partner to try a
small pilot. This phase is where “a good idea with a deck” becomes “a venture in the

real world”: learning, but also staying realistic for an educational setting.

Keep it simple and evidence-led. Each sprint should produce proof: photos, links, short
numbers, or a signed/approved pilot agreement. The aim is not a perfect company, it
is a learning venture that can show progress, integrity, and the ability to collaborate.
By the end, teams should be ready to continue with stronger prototypes, clearer KPIs,

and at least one real-world relationship that can support next steps.

e Plan 2-3-week sprints with a clear goal, prioritised tasks, and a shared definition
of done.

e Run effective mentor meetings that lead to decisions, actions, and measurable
next steps.

e Start one real partnership (school/community/business) using a simple
partnership canvas and a basic MoU draft.

e Design and run quick growth experiments to test channels in the school or local

community.

Green StartUppers Erasmus+ Project (2023-2-EL01-KA210-VET-000170679) 120

a EK Aypwiov

&y B F 2 1SOCIAL Tpaavumm 1
v¥ i Fe ARSI J@[ﬂ; Hgsmopcmo
k-

Funded by the European Union. Views and opinions expressed are however those of the author(s) only and do not
necessarily reflect those of the European Union or the State Scholarships Foundation (IKY). Neither the European Union nor
the granting authority can be held responsible for them.




7

Sreen Activity 4: The Green Incubator n Co-funded by
_Starwpncrs_

the European Union

A “sprint” is a short, time-boxed period (usually 2-3 weeks) in which the team focuses

on a small set of outcomes. Sprints help VET teams avoid “project drift” by turning big

ambitions into doable steps, and by creating a rhythm of plan - do - review -

improve. Efficient approaches emphasize transparency, inspection, and adaptation;

sprints are ideal for student ventures where learning is the goal (Schwaber &
Sutherland, 2020).

1. Set a sprint goal that produces learning

A sprint goal should be a learning milestone. Strong sprint goals answer one of the

following questions:

e Do people want this?
e (Can we deliver it reliably?
e Can we create measurable impact?

e (Can we access a real test site?

If your goal can be achieved without talking to users, measuring anything, or showing

a prototype, it is probably nota sprint goal but a task list.

Here are some examples of strong sprint goals:
-"Validate willingness to try: 15 students test the product and 10 leave feedback.”
-"Reduce failure: prototype works 8/10 times and setup time is under 2 minutes.”

-"Partner secured.: get written permission for a 1-week pilot in the canteen.”
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2. Slice the goal into small tasks

Student teams often create tasks that are too big ("Build the app”, “Design the brand”,
“Measure impact”). In reality, tasks that are big can also be vague and unclear,
betraying uncertainty on the part of the team, and causing delays through

misdirection—rather than heightening efficiency, which is the mission of a spring goal.

Instead, slice work into small, doable tasks that generate evidence.

PRO TIP!
If a task cannot be completed in 60-90 minutes of focused work, it is probably
too large.
Slicing the Sprint Goal Task
(big but vague...) (doable and evidence-based!)

“Assemble version 1”
“Build the prototype” X | “Test 5 runs” v
“Fix top 2 issues”.

“Write 2 poster messages”
X | “Count QR scans daily” v
“Interview 3 scanners”

“Marketing”

“Find 5 candidate partners”
“Partnership” X | "Send 5 emails” v
“Book 1 meeting”
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3. "Almost finished...” vs. “"Done!”

A clear definition of “done!” is the antidote to “almost finished...”. It prevents endless
“tweaking” and makes progress visible. In Phase 7, “done!” should usually include

evidence: a photo, a link, a signed note, a data point, or a short written insight.

“Almost finished...” “Done!”

_ “Poster printed and placed in 3 locations”
“Poster designed”
“QR scan count recorded for 2 days.”

_ “Prototype runs 8/10 times”
“Prototype improved” _ _
“Top 3 failure causes listed”

“10 users interviewed”
“Talked to users” _ o N
"3 repeated pain points identified”

Mentors speed up learning by sharing pattern of knowledge they have acquired over
years of experience and practice: they know what tends to work, what tends to fail,
and which questions are worth testing next. Evidence suggests that mentoring brings
positive outcomes, in academic and workplace settings alike, but for mentoring to be
effective it is important for the teams to have clear expectations of their mentors (Eby
et al., 2008; Eby et al., 2013).

In the Green Incubator, mentoring should be practical (decision-oriented) instead of

theoretical (long advice lectures).
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Remember (#1): Choose the right mentor for your sprint!

A good mentor match is about a mix of relevance to your project, availability, and

trust. Different mentors fit different team needs.

MENTOR TYPE: TEAM NEEDS:

Technical prototype / materials / safety
Market customers / pricing / distribution
Impact measurement / green claims / circularity

Operations partners / logistics / delivery

If you can choose only one mentor among many, try to prioritise what your team
needs in order to pick the mentor that offers you access to what is essential to your

project.

Remember (#2): Use mentor time wisely!

Mentors are busy people, and their time—like the proverb goes—is money. Try to be
strategic in how you use the time they afford your team. Preparing your questions
before the meeting is important, because weak questions (“What do you think?” or
“What should we do next?”) invite vague answers; strong questions invite decisions

and tests:

“Which assumption is riskiest: demand, delivery, or impact? Why?”

“If we had only one week, what proof would you want to see?”

“What is the simplest pilot we could run with your organisation?”

"What  would make you say no to this idea?”
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Use the “one decision / two-three actions” rule: every mentor meeting must end with

at least one clear decision and two-to-three actions.

Mentors will often ask about numbers you do not have yet (cost, uptake, impact).
Avoid panicking and guessing wildly. Instead, use the Green Incubator response: “We
don’t know yet—but here’s how we're thinking of testing it during this sprint.” This

builds trust and turns uncertainty into a plan.

MENTOR MEETING RULES!
DOs DON'Ts

Bring evidence (numbers, photos, ) _ o
Bring only ideas and opinions.
quotes).

Ask for one decision and one
Ask for general feedback.
suggestion on a specific topic.

Write down decisions during the _
Rely on memory after the meeting.

meeting.
Be honest about unknowns and Pretend to know or inflate claims of
propose a test. impact.

Remember (#3): Multiple mentors might disagree!

Finally, you must remember that different mentors may disagree. That is normal.
When advice conflicts, do not choose based on intuition or a mentor’s charisma—
choose based on a test instead. Write down the two conflicting options and design a

n

small experiment to compare them. (For example: if one mentor says “sell to students
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and another says “sell to the school”, run two outreach tests and compare response

rates.)

A partnership is a practical collaboration that gives your team access to something
you cannot easily access alone: it could be a test site, specific materials, specialist
equipment, expert knowledge, or distribution access. In Phase 7 the target is not a
large contract, it is to secure one real partner and one small pilot that produces

evidence you can show, like photos, counts, or user feedback.

Well-run VET-business/community collaboration is usually structured rather than
informal. Partners need to understand what they contribute, what they gain, and how
the relationship will be managed (European Commission, 2017). Clear roles also align
with the European Framework for Quality and Effective Apprenticeships, which
stresses well-defined responsibilities between learning providers and employers/host

organisations (Council of the European Union, 2018).

In practice, this means you should be able to explain—in plain language—what you

will do, what the partner will do, and how you will keep the pilot safe.

Start with “first partners” that are easy to reach and safe to work with: a school
canteen, facilities manager, workshop technician, student council, municipality unit,

local NGO, a recycling/reuse centre, or a small local business.

Choose your partner using four quick questions:
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(1) Can they provide real access (space/users/materials) for a pilot?
(2) Can we contact them this week?
(3) Can we run the pilot safely with supervision and permissions?

(4) Will success create value for both sides?

If a partner scores high on access but low on speed, keep them on your “later” list

and move forward with a faster option.

Keep the partnership pathway small: first a short introduction call, then a micro-pilot
(1-2 weeks, one site, simple feedback), and only then a light MoU if needed. Your
MoU should fit on one page and focus on clarity: purpose, scope, roles, timeline,
simple success metrics, safety/safeguarding rules, and points of contact. Guidance on
MoUs generally recommends keeping them practical and specific so expectations are
aligned and misunderstandings reduced (Nonprofit Risk Management Center, n.d.). In
a VET setting, add explicit notes on supervision, where students can be, and what can

be photographed/shared.

The reason why partnerships matter in vocational learning is that they connect
projects to real organisations, which makes learning more relevant and can strengthen
pathways into work and further training (OECD, 2010). Phase 7 uses a small “pilot

partnership” version following that logic: low-risk collaboration with real constraints.

Use the following table to choose the partner with the best total of access + speed +

safety + value.

Access | Speed Safety Value
Partner Total
(1-3) | (1-3) (1-3) (1-3)
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Partner A

Partner B

Partner C

The final stage during the planning of your partnership pilot should be to draft an
MoU. The MoU (Memorandum of Understanding) is a clarity tool: it records what has
been agreed between two parties and reduces misunderstandings. Keep it at one page
during Phase 7. Nonprofit partnership guidance recommends focusing on purpose,
roles, timelines, and points of contact—and always remember that plain language

works best (Nonprofit Risk Management Center, n.d.).

e Purpose? 0 what you are trying together (1-2 sentences).

e Scope? [ what is included and what is not.

e Roles? [ what the team does vs. what the partner provides.

e Timeline? O start/end date and pilot checkpoints.

e Success metrics? 0 2—-3 simple KPIs (usage, waste reduced, satisfaction).
e Safeguarding & safety? [ supervision, access rules, risk checks.

e Data & publicity? 0 what can be photographed/shared; permissions.

e Contacts? [ one named person from each side.

Growth experiments are quick tests that answer: "How do we reach people and get

them to try this?” Use the Build-Measure-Learn loop: build the smallest test, measure
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what happens, learn, and decide (Ries, 2011). This reflects the Lean Startup logic of
turning assumptions into evidence through rapid cycles (Blank, 2013).
To keep experiments useful, write them as a single hypothesis with a single action

metric.

For example:
"If we place a poster with a QR code next to the canteen entrance, at least 20

people will scan it in two days because they are already waiting in line.”

Define the metric (e.g. QR scans), set a success threshold (=20). Then run the test
and record the result. If it passes, you double down (repeat or scale). If it fails, you

change one variable (message, location, or offer) and test again.

Choose action metrics over vanity metrics. Likes and views can be encouraging, but
they do not prove demand. Prefer measures that show commitment, like sign-ups,
trials, repeat use, meetings booked, or a partner agreeing to a pilot. If you do track
likes/views, treat them as weak signals and always connect them to an action (e.g.,

clicks to a sign-up).

In Phase 7, experiments should have one clear metric and end with a decision.

Options for low-cost growth experiments (for the school or community)

Poster + QR in a
_ _ Test message A vs message B for scan rate.
high-traffic spot

Lunch-time micro-demo | Run 2 demos; count trials and collect 5 short quotes
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Teacher ‘announcement o _
Read a 20-second script in two classes; track sign-ups

script’
Community partner Ask a local NGO/business to share one post; measure
‘shout-out’ referrals

Pop-up stall at a school | Test whether people understand the offer in 30

event seconds
Direct outreach Email 10 local organisations; measure replies and
mini-campaign meetings booked

Close every experiment with a three-line note:
-result (numbers) I

-insight (best explanation) [

-decision (keep/change/stop) [

PRO TIP!
Avoid testing too many things at once (you won't know what caused the

result).

PRO TIP #2!

...And remember: if an experiment *fails’, that is still progress! (You learned

something and you changed direction.)

Green StartUppers Erasmus+ Project (2023-2-EL01-KA210-VET-000170679) 130

a EK Aypwiov

&y B F 2 1SOCIAL Tpaavumm 1
v¥ i Fe ARSI J@[ﬂ; Hgsmopcmo
k-

Funded by the European Union. Views and opinions expressed are however those of the author(s) only and do not
necessarily reflect those of the European Union or the State Scholarships Foundation (IKY). Neither the European Union nor
the granting authority can be held responsible for them.




7

StartUppers

the European Union

Activity 4: The Green Incubator n Co-funded by

Create a 2-3-week sprint plan that turns the next steps into visible tasks with owners

and “done” criteria.
Time & Teaming

Total: 15 minutes. Teams of 3-5. Roles: Sprint Lead, Task Writers (2), Definition-of-

Done Checker, Timekeeper.

Run sheet (minute by minute)

1. Set the sprint goal (2"): write one outcome you can prove at the end of the sprint.
2. List tasks (4'): generate 8—12 tasks, then select 58 that directly support the goal.

3. Define done (6'): for each task, add owner + due date + definition of done (must

include evidence).

4. Start work (3"): create To-Do/Doing/Done and move one task into Doing using the

Sprint Board template.
Tips

Limit “Doing” to keep finishing. If a task can't be finished this sprint, slice it smaller

until it can.

Template: Sprint Board (file available separately)

Purpose
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Run a tight mentor meeting that ends with decisions, actions, and a follow-up plan.
Time & Teaming

Total: 20 minutes. Teams of 3-5 + 1 mentor. Roles: Facilitator (opens/closes),

Evidence Presenter, Note-taker, Timekeeper.
Run sheet (minute by minute)

1. Prepare (3'): choose one decision you want help with (A vs B) and 3 evidence

points.

2. Meet (12’): follow agenda: context (2’) — evidence (3’) -» main question (5’) -

decisions (2’).

3. Actions (3'): agree 2-3 actions with owners and dates; request one

introduction/resource.

4. Log & close (2'): complete the Mentor Meeting Log template and confirm when

you'll update the mentor.
Tips

Ask for decisions, not opinions. Bring numbers/photos. If something is unknown,

propose a test and timeline

Template: Mentor Meeting Log (available as a separate file)

Purpose
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Secure one real partner for a micro-pilot by clarifying value exchange and drafting a

simple MoU.
Time & Teaming

Total: 25 minutes. Teams of 3-5. Roles: Partner Researcher, Pilot Designer, MoU

Drafter, Timekeeper.
Run sheet (minute by minute)

1. Pick a partner (5'): choose one reachable contact with access to a test

site/users/materials.

2. Define the collaboration (10"): complete the Partnership Canvas template (what

they get / what you need).

3. Draft the micro-pilot (5"): set scope, dates, and 2-3 success metrics (usage,

feedback, impact proxy).

4. Write the MoU (5'): fill the MoU template (purpose, roles, safety/supervision,

data/photo permissions, contacts).
Tips

Ask for the smallest ‘yes’ (1-2 week pilot). Keep the MoU plain and one page. Confirm

supervision and permissions early.

Templates: Partnership Canvas + MoU Draft (available as separate files)
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Programme Reflection & Next Steps

This module closes the Green Incubator by turning an intense period of making and
testing into a clean set of learnings, evidence, and a realistic plan for what happens
next. In entrepreneurship (and in vocational learning), the last step is not “finish”; it is
“reflect - package — continue”. Structured reflection helps teams move through the
experience-reflection—planning loop that underpins experiential learning, so that they
can carry skills and improvements into a new sprint, placement, or community pilot
(Kolb & Kolb, 2005; Gibbs, 1988). At the same time, an evidence pack and short
impact snapshot make outcomes legible to teachers, school leadership, partners, and
future learners. Finally, a continuation plan translates momentum into ownership,
dates, and partners, so that results do not disappear when the timetable changes

(W.K. Kellogg Foundation, 2004; Wenger, 1998).

e Reflect on skills gained and results, and summarise the top lessons for the next

iteration.
e Compile a simple evidence pack that makes claims verifiable and shareable.
e Produce a short impact snapshot with clear boundaries and basic KPIs.

e Plan continuation inside the VET community (club/module/partners) with owners

and a timeline.
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A learning review is a short, evidence-led debrief that answers two complementary
questions: “What did we learn?" and “How will that change what we do next?” The
goal is not to either celebrate or criticise the team’s effort, but to convert experience
into improved practice. A simple structure keeps the review fair and comparable across
teams: (1) what we tried, (2) what happened, (3) what the evidence shows, and (4)
what we will do next (Gibbs, 1988). Because the Green Incubator is practice-oriented,
the review should be anchored in artefacts: prototype photos, test cards, feedback
forms, sprint snapshots, partnership emails, and pitch materials. This is what

separates reflection from opinion.

Use a "Start / Stop / Continue” lens as a fast filter, but ensure each item is backed by
one concrete example. For example, “Continue short on-site tests” becomes stronger
when paired with a learning card and a result (e.g., “3/5 users completed the task
without help after we changed the label”). When teams disagree, return to the
evidence first and ask: does this pattern repeat? If it happened once, label it as a

hypothesis to test again.

To make learning visible to external audiences, map the review to a small set of
competences. The EntreComp framework is a practical option for European VET
settings because it treats entrepreneurship as a competence area that can be learned
and evidenced, not only as business creation (Bacigalupo et al., 2016). Teams can
pick 3-5 competences they strengthened (e.g., spotting opportunities, mobilising
resources, learning through experience) and cite one proof point for each. This also
supports assessment: educators can evaluate progression without relying on charisma

or presentation style.

Finally, keep the review outcome-actionable. A useful discipline is to end with three

decisions: one process change (how we work), one product/service change (what we

Green StartUppers Erasmus+ Project (2023-2-EL01-KA210-VET-000170679) 135
EE“‘"’“’“"
ol o [SOCIAL Tpaavumm 1
oA - ﬂf# NEBULA e J@[ﬁ HEBGTOPCTBO

Funded by the European Union. Views and opinions expressed are however those of the author(s) only and do not
necessarily reflect those of the European Union or the State Scholarships Foundation (IKY). Neither the European Union nor
the granting authority can be held responsible for them.



7

StartUppers

Activity 4: The Green Incubator n Godunded by

the European Union

offer), and one evidence change (how we measure). In evaluation terms, this helps
teams separate (a) what participants felt, (b) what they learned, (c) what they
changed in behaviour, and (d) what results followed—an approach aligned with

common training evaluation practice (Kirkpatrick & Kirkpatrick, 2016).

An impact snapshot is a one-page summary of “what changed” that a reader can
understand in two minutes. It should be modest, specific, and traceable. The aim is
not to produce perfect impact accounting, but to report a like-for-like improvement

using the simplest reliable indicators available.

Start by selecting 2—-3 KPIs that connect directly to the venture’s intent (waste, energy,
CO:2 proxy, repairs completed, or uptake/usage). Define the unit and boundary: where
the pilot ran, for whom, and for what period. Then state the baseline and the end-of-
period measure, using the same method. If conversion factors are used (e.g., kWh to

CO2e), keep the factor fixed and record the source.

A helpful way to keep impact claims coherent is to sketch a lightweight logic model:
inputs — activities - outputs — outcomes. Even a rough logic model clarifies which
results are within the team’s control and which are assumptions about the wider
system (W.K. Kellogg Foundation, 2004). For example, “we ran a repair clinic”
(activity) produces “devices restored” (output), which may contribute to “reduced e-
waste” (outcome) if devices stay in use. The snapshot should report outputs

confidently and label outcomes as “likely” unless there is direct measurement.
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To keep the snapshot decision-useful, include one short interpretation line: what
probably drove the change and what uncertainty remains. This aligns with widely used
evaluation criteria that encourage clarity on relevance, effectiveness, and
sustainability, while recognising context and limits (OECD, 2019). In a school setting,
the most credible snapshot is often a small but well-evidenced change, supported by

one chart or a before/after photo pair, rather than a large claim with weak data.

When teams struggle to choose KPIs, use a “one for users, one for operations, one
for impact” rule. A user KPI might be turnaround time or repeat usage; an operations
KPI might be staff minutes per session; an impact KPI might be kg diverted or kWh
saved. This keeps the snapshot balanced and reduces the risk of shifting the burden
onto staff while claiming environmental gains. Where measurement is noisy (e.g.,
attendance varies), report ranges or per-capita figures and explain the context in one
sentence. If results are negative or flat, treat that as learning: a credible snapshot can

still show that the team tested responsibly and identified what must change next.

To make evidence reusable, apply three simple publishing habits: (1) include a short
“how we measured” note in each metric file; (2) attach the blank version of the
forms/templates you used; and (3) version your key documents (v1, v2) so readers
can see iteration. If you publish outside the school (website, social media), check that
you have consent for any images and that files do not contain names or personal
identifiers. For open sharing, consider adding a short usage note (e.g., “for classroom
use—adapt as needed”) and keeping assets in a single linkable folder so partners and

future cohorts can find them quickly.
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Evidence is what makes learning transferable. Dissemination is how that evidence
reaches others who can reuse it. In Phase 8, teams should build an “evidence pack”
that lets a third party verify the work without needing extra explanation. A good pack
is small, organised, and readable: a folder with named files (dates, versions) plus a

one-page index.

What to include should follow a simple rule: one artefact per claim. If a team claims
“users preferred option B,” include the feedback form tally or interview notes. If a
team claims “we reduced waste,” include the baseline and endline count with method.
If a team claims “we built a prototype,” include photos or a short demo clip and a test
card. The provided Evidence Checklist template is designed to keep this pack complete

and comparable across teams.

What not to include is equally important. Do not share personal data, identifiable
photos of minors, or partner information without permission. When using photos,
obtain consent and keep shots focused on the artefact rather than individuals. If in

doubt, anonymise (crop names, blur faces) and share aggregated results.

For dissemination, aim for two audiences: (1) local stakeholders who can adopt the
idea (school leadership, municipality, local businesses), and (2) peer
educators/learners who can reuse the method. Choose lightweight channels that fit
the context: a short showcase event, a school newsletter post, a one-page poster, a
short social media reel, or a project page on the school site. EU-funded projects often
have visibility and acknowledgement requirements (use of the EU emblem and funding
statement) and clear expectations for communication materials, so educators should
check and follow the relevant guidance (European Commission, n.d.; European

Commission, 2025).
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A practical dissemination output is a “2—-2-2 package”: two photos (prototype + in-
use), two numbers (one user metric + one impact metric), and two sentences (what
we built, what changed). This format is easy to share, reduces the risk of overclaiming,

and encourages others to replicate the measurement.

Continuity is the bridge from a simulation to sustained practice. It is also where
networking becomes real: teams decide who owns the next steps, what resources are
needed, and which partner relationship will carry the work forward. A continuation
plan should be written as if a new team will inherit it next term: it must be concrete

enough to survive staff changes and timetable shifts.

Start with a single continuation goal: what will still be true in eight weeks? Then choose
a delivery mode that matches the VET context. Common options include: a student
club that runs monthly repair/refill sessions; a short module embedded in an existing
subject; a work-placement-linked pilot with a local partner; or a micro-grant proposal
to fund materials for the next sprint. The plan should specify the minimum viable

continuation—not the ideal scenario.

Because continuity depends on people, treat it as a small community of practice: agree
a cadence (e.g., fortnightly check-in), a shared space for files, and a simple handover
ritual for new members. Communities of practice research emphasises that sustained
learning is supported by regular participation, shared artefacts, and legitimate roles
for newcomers (Wenger, 1998). In practical terms, this means: keep a living folder,

keep meeting notes short, and assign ownership clearly.

Finally, use partnerships as multipliers. One committed partner (a repair shop,

municipal unit, supplier, NGO, or employer) can provide test sites, materials, expertise,
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and credibility. The continuation plan should include a single “next contact” action
(email, call, visit) and a clear offer: what the partner gets and what the school

provides. This keeps networking purposeful rather than performative.

Suggested time: 25’
Purpose:

Assemble a small, organised evidence pack that proves what you built, what you

tested, and what changed. This way others can verify, and also reuse, your work.
Time & Teaming:

Total: 25 minutes. Teams of 3-5. Roles: Curator (selects best artefacts), File-Namer
(structures folders), Metrics Checker (verifies numbers), Editor (writes the one-page

index).
Run sheet (minute by minute):

1. Create the folder structure (3"): /01_Prototype /02_Tests /03_Feedback /04_Impact
/05_Pitch /06_Partners.

2. Select artefacts (10"): add at least one strong item per checklist line (photo/video,

filled cards, logs).

3. Verify claims (7’): for each KPI/quote, confirm the source file and boundary

(where/when). Remove weak or duplicate items.
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4. Write the index (5"): one-page summary with links/file names + two key numbers

+ one key lesson.
Tips:

Prefer evidence of behaviour over opinions (e.g. counts, timestamps, photos). Keep
file names consistent (e.g. YYYY-MM-DD_topic_v1). If you cannot trace a claim to a

file, soften the claim or if possible remove it.

Template: Evidence Checklist (available as a separate file)

Suggested time: 20’
Purpose

Write a one-page continuation plan to keep momentum: one clear goal, 35 actions,

the resources you need, and who will lead the work next.
Time & Teaming

Total: 20 minutes. Teams of 3-5. Roles: Planner (keeps it realistic), Partner Lead (lists

contacts), Resource Lead (materials/budget), Scribe (fills the template).
Run sheet (minute by minute):
1. Set the goal (3'): define what should still be running/true in 8 weeks.

2. Choose actions (7): list 3—5 actions (sprint, event, partner meeting, classroom run)
with owners and dates.
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3. Map resources & partners (7'): name what you need (space, tools, budget) and one

partner to support it.

4. Finalise timeline (3’): add the next step to do within 48 hours and how you'll report

progress.
Tips

Keep it minimum-viable: if you cannot run it with current staff/time, reduce scope.
Name one partner outreach action, not a list. Write owners as roles (e.g., 'VET tutor’,

‘student lead’), not only names.

Template: Continuation Plan (available as a separate file)
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