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The methodological journey of a co-creation pProcess

Are you ready for
co-creation?

Solving problems together is a prac-
tical guide to designing and implemen-
ting challenge-based co-creation pro-
cesses in the public sector that presents
how co-creation was done in the project
Improving civic participation with
emerging technologies. Part road-
map, part toolkit, and part reflection,
the guide follows the project’'s metho-
dological journey—from early scoping
and team alignment to challenge de-
finition, co-creation, and pathways to
testing, implementation, and scaling.
At each step, it presents the project's
experience, providing practical advice,

tools, canvases, exercises and real-wor-
ld insights that teams can adapt to their
own contexts to collaboratively de-
fine meaningful public challenges and
tackle them creating innovative digital
solutions.

Public institutions are facing in-
creasingly complex and intertwined
challenges, from declining trust to po-
larisation, from digital disruption to
climate change. These are not issues
that governments and public adminis-
trations can solve alone. Co-creation—
understood as a process through which
two or more public and private actors
solve a shared problem, challenge, or
task through a constructive exchange
of knowledge, resources, competences,
and ideas—is increasingly recognised
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as a powerful solution. Yet, in our expe-
rience, many public servants who want
to embrace it hesitate. They often lack
access to structured advice, tested pro-
cesses, or clear examples of success to
build confidence. Through this guide,
we share what we did and learnt, with
the aim of making co-creation more
accessible and enabling its diffusion
across public sector teams.

Solving problems together shares the
experience of project Improving civic
participation with emerging technolo-
gies. The project was led by Portugal
(Agéncia para a Reforma Tecnoldgica
do Estado/LabX), Spain (Instituto Na-
cional de Administracion Publica/La-
boratorio de Innovacién Publica) and
the Netherlands (Digicampus), who

INSTITUTO NACIONAL DE
ADMINISTRACION PUBLICA

authored this guide with support of the
OECD Public Governance Directorate.
The project was supported by the Euro-
pean Commission under the Technical
Support Instrument (TSI) and imple-
mented by the OECD, in cooperation
with the European Commission. The
purpose of this guide is to ensure the
learnings, tools, and resources deve-
loped remain available for future initia-
tives and that this project’s co-creation
tools can be re-use, adapted and further
improved across European public ad-
ministrations. All materials are shared
under a Creative Commons Attribu-
tion 4.0 International License (CC BY
4.0). Users are warmly invited to reuse,
adapt, and share their feedback via
cocreation@oecd.orq.
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This guide accompanies the reader
through the five phases of the co-crea-
tion process adopted in this project :

Define the scope
and align
the team

Establish a strong foun-
dation of knowledge, man-
date, and direction for the
project.

Surface and
refine the
challenge

Define meaningful, actio-

nable challenges based on
real needs..
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Ideate
solutions

Generatedifferent possible
solutions to the challenges
through the collaboration
between public teams and
external makers.

Break the ground
for testing and
implementation

Move from prototype to

implementationreadiness,
going from O to 1.

Prepare for
rolling out and
upscaling
Support institutional inte-
gration and broader adop-

tion, share learnings, and
inspire replication.
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How to navigate
this document?

Goal: Activities: Achievements:

What that phase
aims to achieve.

Insights from the field:

Lessons learned and
advice from practice.

How to design and deliver the
phase, explaining what we did.

The character progresses along the
journey after completing each phase

Insight from the field

Set a strategic direg J
ith a mandate - . Learn from the forefront of
\ A knowledge and practice

Set stratg direction and a
Define the scope desigghe vision

and align the team

Align of core team Build initial connections

e s:val“e;g‘ric“ ng e 7". o Build a shared knowledge base

Lever relevant and usable
knowledge

Seek the advice of key experts  Leverage expertise to detect
and practitioners in the field risks and opportunities
Timeline in months.
1254567

Do you want to learn more?

Map good practices, learning,
and experiences

Understand and bring together
e innovation ecosystems

forward confi-

dently.

Prompt questions

1 Define the scope
and align the team
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1 Define the scogff and align the team _*

Prompt questions: Links to resources: Timeline:

List to help teams reflect on
whether they've covered the
essentials before moving forward.

Do you want

2?
All the tools we used are to know more?

linked so you can
reproduce them.

How long each phase took in
our project (but every timeline
is context-dependent!)

Other tools, experiences,
papers, etc.

Each phase can be explored inde-
pendently, according to the users’ needs
and objectives, and used as an actio-
nable module in itself. Importantly, the
phases described here are those of our
project, and other co-creation processes

might require different structures. All
the phases presented offer to users a
consistent structure of resources.

You can use this document as a plan-
ning tool to shape your own process,
a facilitation guide for workshops and

bootcamps, a teaching resource to in-
troduce challenge-based co-creation,
a reference pack to extract and adapt
canvases and exercises, or much more.
We recommend starting by identifying
your current phase and adapting the

tools to your context. All canvases and
activities are presented to be modified.
We are sharing what we did and learnt
and hope it will be useful.

This guide—and all the supporting
materials—is shared under a Creative

Commons Attribution 4.0 license (CC
BY 4.0). For additional details, please
see the Acknowledgements section at
the end of the guide. Please reuse, remix,
and redistribute it. We only ask that you
acknowledge the source and share your
improvements with others.



Define the scope
and align the team

This phase is meant to help you set the
foundation for the co-creation journey.
The end goal is to clarify direction,
build internal alignment, and ensure
your team has the mandate and shared
understanding to move forward confi-
dently.

Prompt questions

[l Haveyou agreed on a clear mandate,
objectives and a clear desirable vision
with your team?

Do all team memlbers understand
their roles and commitments?

Have you mapped the initial
ecosystem and identified key
stakeholders?

Is there a shared understanding of
timelines, resources, and constraints?

Set strategic direction and a
desirable vision

The first step in the journey was to
establish a clear and shared strategic
direction for the project, one that
recognised both the ambition of
civic innovation and the practical
realities of public sector work. Before
jumping into challenge definition or
solution design, it's crucial to build
a shared strategic direction,ensure
public teams have a clear mandate
to act, and they developed a clear
vision of a desirable future. In our
experience, this work started with an
inception report that translated the
broader project goals into a concrete
roadmap. The report was not only a
planning tool but also a way to align
expectations and responsibilities
across countries, partners and
institutions.

Set a strategic direction and
empower teams with a mandate

Align of core team

The process of developing the
inception report involved in-person
meetings in Portugal, Spain, and
the Netherlands. These meetings
offered an early opportunity to align
with local partners and decision-
makers, clarify the roles of the OECD,
the project beneficiaries and the
European Commission, and begin
identifying key stakeholders and
potential political sponsors. Using
a participatory technique (the
ROADmMap exercise'), each session
also served to surface risks and define
mitigation strategies collaboratively.

Co-creation

and shared

starts with trust,
clear direction,

understanding.

Build initial connections

Additionally, the national trips provi-
ded the occasion for exploratory in-
terviews and meetings with dozens
of stakeholders from civil society,
government, academia and industry.
These conversations helped sharpen
the understanding of the institutio-
nal landscape and opportunities for
collaboration in each country. This
evidence was further reinforced by a
short digital survey, that allowed for
the identification of relevant actors,
initial gaps and opportunities, and
country-specific baselines in the
area of civic participation and
emerging technologies.



https://digicampus.tech/wp-content/uploads/2025/09/SPT1_ROADmap.pdf

Build a shared knowledge base

Lever relevant and usable
knowledge

Any successful co-creation process
must be grounded in a solid
understanding of both policy trends
and context-specific dynamics. To
this end, we worked on two fronts:
first, a global overview of the state-of
the-art-in emerging technologies for
participation; and second, a systemic
mappingofthenationalecosystemsin
Portugal, Spain and the Netherlands.
This approach translated concretely
in two studies—one thematic, the
other ecosystemic—and grounded
the project in evidence and made
its knowledge base accessible to
others. Importantly, both these
publications reflected explicit efforts
to communicate easily and accessibly
with all the actors across the
ecosystems: clear communication is
key for systemic change.

Map good practices, learning,
and experiences

The first publication—Tacklin
civic participation challenges with

Understand and bring together
the innovation ecosystems

The second publication—How in-
novation ecosystems foster citizen

emerging technologies—explores
the potential of artificial intelligence,
blockchain and virtual reality to
improve participatory processes. It
analyses how such tools can reduce
barriers to participation, increase
administrative capacity and enhance
transparency and accountability in
public decision making. The paper
also reflects on risks, providing
practical considerations and a
roadmap for public authorities.

participation using emerging tech-
nologies in Portugal, Spain and the
Netherlands—offers a cross-natio-
nal perspective on how diverse ac-
tors contribute to innovation in this
space. It examines their motivations,
enablers and obstacles, and provides
guidance for those looking to sup-
port sustainable tech-based partici-
pation initiatives. In our experience,
doing research for it meant creating
spaces for the ecosystems to gather
together, paving the way for the fol-
lowing systemic initiatives.

Seek the advice of key experts
and practitioners in the field

Bringing in expert perspectives is a
critical step in shaping a project that
is both realistic and forward-looking.
Beyond different efforts to bring
people in the project through the
whole process discussed in all phases,
since the beginning we assembled
an expert panel of 12 international
thought leaders in digital
participation, public innovation and
emerging technologies. The panel
served as an advisory body, meeting
three times over the course of the
project, on a pro bono basis. For
this engagement, we found it very
important to prioritise the diversity
among stakeholders and always be
clear about the engagement effort
that we were demanding from them.

Learn from the forefront of
knowledge and practice

Leverage expertise to detect
risks and opportunities

The first session helped frame
the core opportunity and risks of
the initiative. Experts recognised
the potential to scale promising
initiatives and connect fragmented
efforts, especially through combining
ecosystem mappings with research
on the leading practices in the field.
They also welcomed the project's
challenge-based structure, which
could keep teams focused on real
problems. However, they flagged
significant risks: too much emphasis
on pilots without ensuring long-
term adoption; insufficient support
for solution maintenance; and weak
integration of public actors beyond
the initial phases. These insights
shaped later methodological choices,
including the emphasis on mandate,
governance and sustainability.

1 Define the scope and align the team


https://www.oecd.org/en/publications/tackling-civic-participation-challenges-with-emerging-technologies_ec2ca9a2-en.html
https://www.oecd.org/en/publications/tackling-civic-participation-challenges-with-emerging-technologies_ec2ca9a2-en.html
https://www.oecd.org/en/publications/tackling-civic-participation-challenges-with-emerging-technologies_ec2ca9a2-en.html
https://www.oecd.org/en/publications/how-innovation-ecosystems-foster-citizen-participation-using-emerging-technologies-in-portugal-spain-and-the-netherlands_2cb37a30-en.html
https://www.oecd.org/en/publications/how-innovation-ecosystems-foster-citizen-participation-using-emerging-technologies-in-portugal-spain-and-the-netherlands_2cb37a30-en.html
https://www.oecd.org/en/publications/how-innovation-ecosystems-foster-citizen-participation-using-emerging-technologies-in-portugal-spain-and-the-netherlands_2cb37a30-en.html
https://www.oecd.org/en/publications/how-innovation-ecosystems-foster-citizen-participation-using-emerging-technologies-in-portugal-spain-and-the-netherlands_2cb37a30-en.html
https://www.oecd.org/en/publications/how-innovation-ecosystems-foster-citizen-participation-using-emerging-technologies-in-portugal-spain-and-the-netherlands_2cb37a30-en.html

Insight from the field

The systemic mapping provided deep knowledge, but also something
more subtle and vital: it helped the project team meet and bond with all
ecosystem actors on the ground. These early connections proved essential
later on, when it came time to identify challenges, co-create solutions and
build lasting coalitions. Indeed, actors met at this stage in later phases
became protagonists of the process. For co-creation to succeed, trust must
start early—and in person when possible.

Timeline in months

1 2 3 4 5 6 7

Do you want to learn more?
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and align the team

<

a ¥



https://cristianmatti.com/2020/09/13/handbook-challenge-led-system-mapping-a-knowledge-management-approach/
https://www.oecd.org/en/publications/oecd-guidelines-for-citizen-participation-processes_f765caf6-en.html
https://www.pmi.org/disciplined-agile/inception-goals#:~:text=phase%2C%20start,Inception%20effort%20is%20required%20when
https://open-research-europe.ec.europa.eu/articles/4-204/v1
https://open-research-europe.ec.europa.eu/articles/4-204/v1
https://ctb.ku.edu/en/table-of-contents/overview/models-for-community-health-and-development/collective-impact/main#:~:text=initiatives,to%20resources%20for%20its%20implementation

Surface and refine
the challenge

This phase is meant to help you identify
the right problem to work on. The end
goal is to define a meaningful, actionable
challenge, based on real needs, that of-
fers potential for innovative solutions.

Prompt questions

(]

Is the challenge Specific, Measurable,
Attainable, Relevant and Time-bound
(SMART)?

Have you tested the framing
of the challenge with multiple
stakeholders?

Do you have a final written challenge
description agreed by the team?

From problems to challenges:
setting up dialogues to identify where it hurts

Recognise the problems

The success of any co-creation
process hinges on the quality of
the challenges being addressed.
Challenges that are too vague,
too broad or not grounded in real
pain points are unlikely to lead to
actionable or innovative solutions.
In our project, this began with one-
on-one onboarding meetings with
potential public sector teamsto clarify
expectations and commitments.
Teams were then invited to fill a
simple challenge exploration form?
prompting them to reflect on the
problem, affected populations, past
attempts at solving it and their level
of commitment to tackling it.

Frame the challenge right

Online hour-long sessions brought
teams and facilitators together to
revisit the initial statements in the
first re-framing workshops. Teams
were asked to narrate their challenge
to different audiences—-citizens,
minister, journalists—and to reflect
past attempts and failures. A key tool
used at this stage was a stakeholder
mapping _exercise® which helped
teams identify the broader ecosystem
around the problem—and potential
future allies.

Dive deeper into your
challenge

After the workshop, teams were
invited to revise their challenge
definition. A second, more detailed
form collected critical information
such as interdependencies, success
criteria, existing policy links and
available non-financial resources.

This iterative process ensured that
each team entered the next phase of
the journey

with a well-formed
challenge—one that was
institutionally grounded
and rich enough to support
real innovation.


https://digicampus.tech/wp-content/uploads/2025/09/SPT2_ChallengeForm.pdf
https://digicampus.tech/wp-content/uploads/2025/09/SPT3_StakeholderMapping.pdf
https://digicampus.tech/wp-content/uploads/2025/09/SPT3_StakeholderMapping.pdf

Re-framing and ideation workshops:
national sessions to refine problem statements

Test and validate challenges

Once teams had completed the re-
framing process, they were invited to
in-person re-framing and ideation
workshops held in each participating

country. These sessions brought
together challenge owners and
external  stakeholders—colleagues,

partners, and users—to stress-test
early challenge drafts and surface
blind spots.

Use structured tool to shape
actionable challenges

Teams started by revisiting the re=
framing canvas* using sticky notes
and structured prompts, which
helped shift from abstract problems
to actionable opportunities. Once the
challenge was defined, teams moved
intosolutionideation,usingamodified
version of the 6-3-5 brainstorming
method® which allowed participants
to build on each other's ideas quickly
and collaboratively. Ideas were then
discussed and prioritized using dot
voting. Finally, each team presented
theirrefined challenge and early ideas
in a plenary session, which reinforced
shared learning and encouraged
cross-team exchange.

Consolidate iterative learnings

At the end of this phase, facilitators
used all the material produced—
from forms to canvases to workshop
notes—to produce final challenge
descriptions. These summaries were
reviewed and validated by teams and
later used in the open call to bring in
external makers and developers..
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To solve a problem, you
must first see it clearly
from every angle.

2 Surface and refine the challenge ' ®


https://digicampus.tech/wp-content/uploads/2025/09/SPT4_Reframing.pdf
https://digicampus.tech/wp-content/uploads/2025/09/SPT4_Reframing.pdf
https://digicampus.tech/wp-content/uploads/2025/09/SPT5_Brainwriting.pdf
https://digicampus.tech/wp-content/uploads/2025/09/SPT5_Brainwriting.pdf

€ Insight from the field

Defining challenges is defining teams. In the Netherlands, two teams
working on the defined challenges of “online polarisation” and “citizen
voice” with a focus on the Polis platform realised their objectives aligned
and merged their efforts. In Portugal, a coalition of challenge owners
collaborated on a shared issue. These realignments were not only efficient—
they strengthened the legitimacy and potential of the challenges. When
teams invest in reframing together, they often discover who else needs to
be in the room.

Timeline in months

Do you want to learn more?

» Define the problem (Australian Public Service Commission, 2024)

» Toolkits to identify a problem-solving approach (OECD Observatory of
Public Sector Innovation)

» Problem Framing Canvas: Defining the right problem (MITRE, 2021)

» How to Lead a Workshop for Stakeholder Mapping (Pontia, 2021)

» Polis (The Computational Democracy Project)

» The powers of problem definition: The case of government paperwork
(Weiss, 1989)

L

<4

0—0

2 Surface and
refine the challenge



https://pol.is/home
https://www.apsc.gov.au/initiatives-and-programs/aps-mobility-framework/taskforce-toolkit/scope/define-problem
https://oecd-opsi.org/guide/problem-solving-approach/
https://oecd-opsi.org/guide/problem-solving-approach/
https://itk.mitre.org/wp-content/uploads/2021/01/Problem-Framing-Canvas-Color-Print.pdf
https://beeckcenter.georgetown.edu/stakeholder-map-workshop/
https://pol.is/home
https://link.springer.com/article/10.1007/bf00141381
https://link.springer.com/article/10.1007/bf00141381
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Ideate solutions

This phase is meant to bring public
teams and external contributors to-
gether to prototype fresh ideas. The
end goal is to translate challenges into
tangible, early solutions that teams can
own and build on.

Prompt questions

[0 Have you prepared participants
with warm-up sessions and clear
expectations?

Did the bootcamp provide a safe and
structured space for collaboration?

Did teams successfully generate and
consider multiple ideas of solutions?

Do you have tangible prototypes and
documentation from the bootcamp?

Create a space where
people feel comfortable

Design and intensive
and focused format

A challenge-based co-creation boot-
camp, can bring public teams and
external makers together to rapidly
prototype solutions. Rather than
stretching collaboration over months,
a bootcamp condenses it into high-
energy days in which time pressure,
physical co-location, and focus on
doing rather than discussing foster
creativity and ownership. While some
participants may be experienced
in co-creation, others may not. A
structured format of the process
ensures everyone can contribute. The
right balance between structure and
flexibility allows creativity to emerge
without leaving anyone behind.

Understand your goals
and curate the event
accordingly

Before designing your bootcamp
in detail, reflect on what you want
to achieve. Are you aiming for a
tested digital prototype, a policy
roadmap, or new partnerships? Clear
outcomes help shape the structure.
This should also be reflected on the
physical space, which should support
teamwork, inspiration, and informal
interactions. Breakout rooms,
whiteboards, prototyping materials
and areas for relaxation all help set
the tone. The mood of the space will
shape the energy of the teams.

Find the right building partners
through an open call

Curate the way you open
collaboration

It is important to curate how public
sector teams will connect with
external contributors. The channel
you choose shapes both who applies
and how they engage—whether
through an open call, targeted
invitations, or partnerships. In our
project, we launched an open Call
for Makers, which attracted over 400
applications from nearly 50 countries,
spanning sectors and skillsets. This
wide net ensured diversity, but
the process also included careful
curation to match contributors with
the needs of each team. Curating
this step is important because it
affects the quality of co-creation, but
also because it could represent the
first point of contact with partners
that will then have more structured
and profound collaborations with
public sector through procurement
processes.

Select and build teams
with shared criteria

Shortlisted candidates were selected
based on criteria co-designed with
project partners, ensuring a ba-
lance between technical capability
and alignment with the challenges,
enabling cross-country collabora-
tion where possible. For team for-
mation, it is important to combine
external expertise and institutional
knowledge, ensuring each team has
enough capacity to imagine, build,
and implement.



Setting the scene: building teams,

pre-bootcamp warm-up and expectation-setting

Start collaboration early

Good preparation is essential for a
successful co-creation bootcamp.
Don't wait until day one for teams
to meet. Use online sessions to
introduce participants, align
expectations and build trust. In our
project, we held two preparatory
calls. The first brought together all
challenge owners from the three
countries and the second introduced
selected makers to their challenge
teams. These sessions allowed teams
to start thinking proactively about
their challenge and co-define
the values that would

guide the bootcamp.

Create a digital space

Tosustainmomentum betweenthese
sessions and the event, create online
channels to share useful materials,
pose questions, and coordinate
logistics. You can rely on a wide variety
of tools ranging from WhatsApp to
Teams, to Notion, to Slack. Choose
a tool that participants are familiar
with, that requires minimal efforts
and ask them if they'd like it. Avoid
overbuilding platforms that won't be
used.

Prepare your facilitators

Make sure teams will be guided
effectly in the co-creation process.
Develop a detailed facilitation
guides—outlining time, activities,
and responsibilities—and run a mock
session to test the format and iron out
issues. If resources allow, assign one
facilitator per team. Their role is not
to lead the content but to maintain
focus, time, and inclusion. Finally,
refine your facilitation approach to
ensure that it allows you to reach
your goal, but also that it
ensures engagement:
co-creation should
be exciting and
fun!

o VvAY
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https://digicampus.tech/wp-content/uploads/2025/09/SPT6_FacilitationGuide.pdf
https://digicampus.tech/wp-content/uploads/2025/09/SPT6_FacilitationGuide.pdf

Challenge-based
cocreation in 6 steps

Follow a clear, phased method
Our bootcamp was structured
around six phases, inspired by the
design sprint method. Each phase
gave teams a structure to explore
ideas while staying focused

«O-CREATIOM
tOCTCAX P

Understand
and define

Teamsbegantheirworktogetherwith
the Lego Duck icebreaker’, followed
by a canvas to map the challenge®
past attempts, users, stakeholders,
success  criteria, resources and
potential risks. The goal was to build
shared understanding and clarify
the focus of the work. Each team
chose its own working style—digital
notes, sticky walls, or hybrid formats.
Respect the process but give room
for team autonomy.

Ideate

Using the «Crazy 4» method with a
custom canvas®, participants quickly
generated multiple ideas of solutions.
Sharing, clustering, and voting
helped surface promising directions.
Prioritising speed over perfection
made it easy for everyone to
contribute and opened unexpected
paths.

Sketch

Participants turned selected ideas
into higher fidelity representations
using a sketch canvas®. The focus
was on identifying key features
and user flows. Teams compared
sketches, explored commonalities,
and merged and remixed ideas as
needed — some even deciding to use
scissors and physically reassemble
parts from different sketches to form
a new hybrid concept. Structured
flexibility in how teams worked
supported richer outputs.

&
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When challenges meet
creativity in a safe and
playful space, ideas
turn into prototypes
and teams turn into
changemakers.

B seclect

Teams selected one idea to
prototype. In our case, selection was
based on value creation, citizen
focus, feasibility, and potential for
uptake—but you should define your
own relevant criteria. This phase
concluded the first day of work and it
was followed by team presentations
to other teams, allowing for the
circulation and cross-pollination of
the insights that emerged during the
first half of the bootcamp.

‘ Prototype

On day two, teams used a prototype
canvas" to organise their thinking
before building. Filled the canvas,
teams approached prototyping with
different mediums ranging from
cardboard to digital wireframes, to
service blueprints, to Al-generated
clickable prototypes. The format
varied, but the purpose was the
same: make the idea concrete
enough to generate useful feedback.
What's essential is not the fidelity
of the prototype, but how clearly it
communicates the solution.

Pitch

After prototyping each team had five
minutes to present their prototype to
a jury of government representatives,
EU officials, and experts. Evaluation
focused on value-added, feasibility,
political sponsorship, and scaling
potential. In our case, the pitches
were also the occasion to select three
prototypes—one per country—as the
most promising and the one that
would be further developed. Ending
the bootcamp with a pitch helped
add visibility and motivation—and
can help secure next steps.


https://digicampus.tech/wp-content/uploads/2025/09/SPT7_LegoDuck.pdf
https://digicampus.tech/wp-content/uploads/2025/09/SPT8_UnderstandDefine.pdf
https://digicampus.tech/wp-content/uploads/2025/09/SPT9_Crazy4.pdf
https://digicampus.tech/wp-content/uploads/2025/09/SPT9_Crazy4.pdf
https://digicampus.tech/wp-content/uploads/2025/09/SPT10_Sketch.pdf
https://digicampus.tech/wp-content/uploads/2025/09/SPT11_Prototype.pdf
https://digicampus.tech/wp-content/uploads/2025/09/SPT11_Prototype.pdf

4 Insight from the field

Structured flexibility was our motto. Teams adapted the methods we
proposed—collaborating on an online document editor instead of sticky
notes, remixing sketches with scissors, or using Lovable to build demos. The
structure created a safe and focused environment; the flexibility emmpowered
teams to own the process. After preparing the bootcamp activities, be
ready to see them transformed to best fit the trajectory of each team. More
importantly, be ready to guide teams in the new paths while helping them
stay true to the goal of each session.

Timeline in months

Do you want to learn more? solutions

» 20 years of building on the Double Diamond (Design Council, 2023)

» Learn How to Use Sketching as an Ideation Method (Interaction
Design Foundation, 2024)

v

Design Thinking Phase 4 - Everything you Need to Know About
Prototyping (Facilitator.com)

v

A Scoping Review of Empirical Evidence on (Digital) Public Services
Co-Creation (Rodriguez Miiller et al., 2021)

» Co-creation for Policy (EIT Climate-KIC & Joint Research Centre, 2022)



https://medium.com/design-council/20-years-of-building-on-the-double-diamond-cc16d33cceb7
https://www.interaction-design.org/literature/article/etch-a-sketch-how-to-use-sketching-in-user-experience-design
https://www.interaction-design.org/literature/article/etch-a-sketch-how-to-use-sketching-in-user-experience-design
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Break the ground
for testing and
implementation

This stage is meant to help teams move
from prototype ideas to readiness. The
end goal is to produce technical specifi-
cations, implementation roadmaps, and
momentum for making the solution real.

Prompt questions

[ Are technical specifications
complete, validated, and owned by
the challenge team?

Has an implementation roadmap
been co-developed with
stakeholders?

Have you planned a path for both se-
lected and non-selected prototypes?

Is there a plan to sustain momentum
through a commmunity of practice or
similar?

Technical specifications:
translating prototypes into
tech specs with expert input

Bridge design and delivery

Moving from prototype to imple-
mentation requires detailed techni-
cal specifications that translate ideas
into buildable systems. Start by col-
lecting all relevant documentation—
user needs, functionalities, mock-
ups, and feedback—and validate it
with challenge owners.

Work iteratively with technical
experts

Technical experts can help you
translate your idea into tech specs.
Engage them early. Then ask them
propose a table of contents, draft the
specs, and revise in multiple feedback
rounds with challenge owners. This
iterative cycle builds clarity and
shared ownership.

Define key components

Final specs should cover functional
and non-functional requirements,
user roles, Al pipelines, interface
structure, integration points, and
evaluation methods. All  these
elements matter to create a blueprint
that is actionable for IT teams.

Implementation roadmaps:
identifying phases of development
and ensuring preparedness

Translate specs into action

With specs in place, build an
implementation roadmaps that
help teams go from prototype to
fully deployed solution. This includes
identifying what needs to happen, in
what order and with what resources.
We recommend structuring the
roadmap around five key layers:

1. Technical development -
including upgrades, integrations,
and testing

2. Milestones and metrics — defining
clear goals and checkpoints

3. Resources and capabilities
— people, budget, skills, and
partners

4. Governance and ownership -
who leads, who approves, who
maintains

5. Stakeholder engagement — which
audiences to involve and when

Ground the roadmap
in real constraints

Implementation roadmaps should
be co-developed with challenge
owners and colleagues most likely
to be involved in the next steps
to ensure that you're building on
current systems, constraints, and
institutional dynamics rather than
abstract ambition. build on. These
documents are not rigid plans but
structured starting points to mobilise
action.



Light incubation: tailored
coaching for non-selected teams

Don’t ignore good ideas

Even prototypes not selected for
immediate development can hold
valuable insights. A light incubation
track—what we called the “Prototype
nursery’—can support further
exploration. This is what we did
and it brought teams the support
needed to gain support inside their
organisations and continue working
on the challenge and the solution.

Offer structured follow-up

Organise 1-2 coaching sessions
bringing challenge owners together
with selected experts to revisit ideas,
extract learnings, and laying the
groundwork for potential future
development. This lighter touch
keeps momentum alive and can be
precious.

Turning prototypes into reality re-
quires not just technical blueprints,
but governance, ownership, and a
shared commitment to action.

Community of practice: sustaining
momentum beyond the bootcamp

Turn one-off experience
into collaborations

One of the most valuable outcomes
of the bootcamp was the community
it sparked—participants from
government, civil society, and tech
ecosystems who now shared a
lived experience and common
language. But communities don't
sustain  themselves. To  sustain
engagement, follow-up quickly—via
newsletter, online meetings, or shared
platforms. Recognise that managing
a community requires time and
ownership, hence assign dedicated
capacity to maintain momentum and
coordinate early activity.

4 Break the ground for testing and implementation

Shift from coordination
to co-ownership

As the community matures, identify
key conveners and ask them to shape
the agenda or host activities. Over
time, empowering members to lead
creates resilience and relevance over
time.



Insight from the field

Governance, governance, governance. When moving from ideas to action,
most of the conversations are not about code—but about buy-in, leadership,
and responsibility. In our project, the key to progress wasn't just having a
good technical solution, but ensuring high-level sponsorship, clarity of roles,
and institutional support. Implementation lives or dies on governance..

Timeline in months
15 16 17 18

Do you want to learn more?

» Government Design Principles (UK Government, 2025)

» A practical guide to writing tech specs (Cooper, 2020)

» The state-of-the-art of public-sector technology roadmaps: A taxono-
mical approach to energy technology roadmaps (Geum & Park, 2012)

» The Community of Practice Playbook (European Commission, 2021)
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implementation



https://www.gov.uk/guidance/government-design-principles
https://stackoverflow.blog/2020/04/06/a-practical-guide-to-writing-technical-specs/
https://academic.oup.com/spp/article-abstract/40/3/327/1631442?redirectedFrom=fulltext
https://academic.oup.com/spp/article-abstract/40/3/327/1631442?redirectedFrom=fulltext
https://op.europa.eu/webpub/jrc/communities-of-practice-playbook/en/about.html

Prepare for rolling
out and upscaling

This phase is meant to support broader
adoption and institutional integration.
The end goal is to consolidate learnings,
share results, and set the stage for sca-
ling the solution in new contexts.

Prompt questions

[ Do you have a realistic action plan
covering mandate, funding, and
partnerships?

Have you tested the solution’s
readiness engaging external
stakeholders through events or
dedicated sessions?

Are lessons learned through the
whole process captured and shared?

Have you considered recognition and
visibility as part of scaling strategy?

Action plans: Setting the
stage for upscaling

Translate momentum into
structure

Prototypes and implementation
roadmaps not enough. To move from
promising solution to institutional
change, teams need action plans.
These documents help structure
the next steps by connecting the
solution to the broader system by
outlining what it will take to upscale.
Action plans should be collaborative,
specific, time-bound and realistic.
In our project, the action plans
were drafted engaging all relevant
ecosystem stakeholders.

Use a structure to prepare
upscaling

Our action plans broke down up-
scaling into six pathways: mandate
and sponsorship, funding, regulation
and technical requirements,
partnerships, skills and culture,
and iteration loops and knowledge
diffusion. These categories helped
uncover blind spot, identifying
blockers and potential levers or
tipping points to enable change. Not
everything needs to be solved right
away—but knowing where the gaps
are is a huge step forward. If done
well, action plans don't just help a
single team move forward, but invite
others to join the journey.

Share what you've
built, celebrate the
wins, and get ready
to grow bigger!
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Turn celebration into visibility

Demonstrating progress is essential
for both recognition and momentum.
Public closing events are more than
ceremonies: they are opportunities to
attract institutional support, gather
critical feedback, and signal readiness
for next steps. In our project, each
participating country hosted a final
event where challenge owners
pitches their prototypes, discussed
lessons learned, and explored what
was needed to scale their work.

National and EU-wide closing events:
showcasing results, gathering feedback

Build legitimacy and new
alliances

These events brought together
challenge owners, public officials,
researchers, and civil society. The goal
was to create bridges—between
design and policy, experimentation
and implementation. Event formats
varied, but all created moments
of institutional engagement and
support.

Look at wider ecosystem

To spread the impact beyond the
core teams, we recommend holding
a learning session that brings in a
broader audience beyond the directly
engaged people. In our project, an
online session brought together
not only participants from the three
countries but also peers from across
Europe. The event included prototype
pitches and high-level discussions. To
maximise the value of opportunities
like this one, we recommend sharing
concrete outputs (e.g., prototype
demos, roadmaps) and inviting high-
level decision makers to join the
stage to legitimise the prototype's
trajectories.

Turn experience into learnings

The final phase of a co-creation
journey  should leave  behind
more than just memories. Tools,
templates, and guidance documents
are essential for helping others learn
from and build on your experience.
This guide was designed with this
goal in mind. It offers step-by-step
account of each phase of co-creation,
along with adaptable tools and
templates. We hope it can lower the
barrier to entry and make co-creation
easier for other.

5 Prepare for rolling out and upscaling %

This tool: the guide
as a replicable asset

Experience beats templates

No workshop can be run twice the
same way. But having a place to start
is invaluable. This guide was built
from global inspiration and refined
through direct experience. We
invite those who want to share their
resources to accompany their tools
and templates with their hands-on
experience and learnings, which
are what matters in an age where
technology makes creating a generic
template very accessible.
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€© Insight from the field

Recognition fuels mandate. The closing events and virtual sessions offered
more than closure: they created visibility for the work done, built legitimacy
forthe next steps,and gave teams a sense of pride. In public sector innovation,
this kind of recognition can make the difference between a great idea that
fades and one that grows. Knowing when to end matters, but even more
important is how you close. Leave behind a room full of energy, conversation,
and potential.

Timeline in months

Do you want to learn more?

» Co-Creation and the Development of Action Plans
(OGP National Handbook)

» Scaling-up framework (ExpandNet)

» GovTech Interoperability Maturity Level Assessment
(GovTech4All, 2024)

» Test and learn: a playbook for mission-driven government

(Nesta, 2025)

5 Prepare for rolling
out and upscaling



https://www.opengovpartnership.org/national-handbook/developing-action-plans/co-creation/#:~:text=Early%20planning%20for%20the%20different,the%20process%20is%20laid%20out
https://www.opengovpartnership.org/national-handbook/developing-action-plans/co-creation/#:~:text=Early%20planning%20for%20the%20different,the%20process%20is%20laid%20out
https://expandnet.net/scaling-up-framework-and-principles/
https://digicampus.tech/dsih/
https://digicampus.tech/dsih/
https://www.nesta.org.uk/report/test-and-learn-a-playbook-for-mission-driven-government/
https://www.nesta.org.uk/report/test-and-learn-a-playbook-for-mission-driven-government/

Now what?

This guide tells the story of how we did co-creation in go-
vernment—working across three countries, multiple ins-
titutions, and diverse ecosystems. It documents how we
moved from ambition to challenges, from exploratory chats
to structured collaboration, from sticky notes to digital pro-
totypes, and from fragmented teams to shared momentum.
It's a concrete example of how institutions can shift from
linear planning to iterative, collaborative problem solving.

Our focus in the project was on improving civic participa-
tion with emerging technologies, but the methods, tools,
and approaches are broadly applicable. They can be used
to improve public services, design internal processes, and
much more. What makes co-creation powerful in this set-

ting is not its novelty or its techniques, but its intentiona-
lity: bringing people together with the time, tools, and trust
to make something new.

You've reached the
end of this guide—
but hopefully just the
beginning of your
co-creation journey.

What can you do next?

Use this guide

Whether you're planning a local
pilot, running a workshop inside your
team, or building a public-private
partnership, this guide is yours to
adapt. It's designed for action—so
take the pieces that serve you, remix
them,andtest them out. After putting
it to work, tell us what worked, what
didn't, and what you learnt.

Diffuse this guide

If you find this guide valuable, help it
travel. Share it with peers, include it
in your training decks, link it in a blog
post, or present it at your next team
meeting. You're welcome to translate
it, publish excerpts, or reuse the
visuals. Everything is shared under
a CC BY 4.0 license, which means all
we ask is credit. Co-creation doesn't
spread through frameworks alone
but through stories, relationships,
and people willing to try.

Help us improve this guide
We'd love to hear from you to make
this guide better. Suggest new
methods, updated canvases, or
examples we should include. We're
keen to improve this resource over
time, and your experience is what will
make that possible. Drop us a line at
cocreation@oecd.org, whether it's a
sentence or a story.

The need for co-creation in government is only growing. Challenges emerge at the
intersection of social, technological, and ecological systems. Public value is harder to
define—and even harder to deliver. In this environment, collaboration is a necessity. So:
go co-create. No single actor holds the answer. But together, we can ask better questions
and, we believe, build better solutions.
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