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Executive Summary

The Project with the acronym “FLOREO” aims to increase motivation, knowledge and skills of
entrepreneurs, to innovate, create and take risks in starting business, as well as will facilitate the
business of existing SMEs in the cross-border region. It will launch new paths for startups and
organize support actions for existing enterprises with special focus on herb production and

ecotourism.



Introduction

FLOREQO’s main objective is to increase motivation, knowledge and skills of entrepreneurs, to
innovate, create and take risks in starting business, as well as will facilitate the business of existing
SMEs in the cross-border region. It will launch new paths for startups and organize support actions
for existing enterprises with special focus on herb production and ecotourism. This will take place
through joint actions for establishment of an appropriate business infrastructure and information
center, both to serve the cross-border area after rehabilitation and equipping of a degraded plot and
rented covered premises. Here, future entrepreneurs can develop and test their business ideas in a
simulative and real environment, use business support services, related to the growing and offering
unique herbs and flowers, which are to be found only in the GR-BG cross-border region as well as
develop and test ideas in alternative tourism such as herbal and eco-tourism packages.

A cross-border portfolio of skilled and experienced trainers and mentors will be created. Large
communication and awareness raising campaign will support further dissemination of results.

The highest project added-value will be the better geographic concentration of resources, and the
intangible benefits from the CB cooperation - exchange of good practice, capacity building, joint
strategies, as well as gaining respect and trust between the partners and access to wider networks
of cooperation.

Special benefits and price discount scheme for using the FLOREO business support and information
services will be provided for the participants after project end.

FLOREO contributes to achievement of specific objectives of macroregional (Black Sea,
Mediterranean and Danube), national and regional strategies by jointly promoting business and
entrepreneurship and increasing cross-border trade opportunities and modernization in the
agricultural and connected sectors.

The FLOREO project is jointly developed by the ZDRAVETS ASSOCIATION - Bulgaria, Trigrad village,
(Lead Beneficiary), Hellenic Development City Network (D.E.P.AN. — City Network) - (PB2) and
CLUSTER VARNA BUSINESS CONSULT (PB3) - Bulgaria, Varna.



Project’s partnership and duration

Project partnership consists of 3 project partners (PPs):

Name Role Country

ZDRAVETS ASSOCIATION Lead Beneficiary Bulgaria

HELLENIC DEVELOPMENT CITY NETWORK Partner Beneficiary | Bulgaria
2

CLUSTER VARNA BUSINESS CONSULT Partner Beneficiary | Greece
3

Table 1. Partnership.

The Project duration is 29,61 months, from April 2021 until September 2023.

“FLOREQO” Project has a total budget of 507.553,00 € and is co-funded by the European Regional
Development Fund and by national funds of the countries participating in the Interreg V-A “Greece-
Bulgaria 2014-2020” Cooperation Programme.
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As a Lead Beneficiary of the project with acronym FLOREO, "Innovative Business Information
and Support Services for Young Entrepreneurs in Herbs Production and Eco-Tourism",
financed under grant contract No. <B6.3a.19 > of 13.04.2021 under the Cooperation
Programme "INTERREG V-A Greece-Bulgaria 2014-2020", Zdravets Association is pleased to
extend a heartfelt invitation to you for the Kick-off Conference of the FLoreo Project.

The conference will be held on July 30-th, 2021 from 10:00 to 14:00 at the Horlog Castle in
the Village of Trigrad. It will provide a comprehensive overview of the FLOREO project,
bringing together key partners, stakeholders, and representatives from the local government.
During this event, we will delve into critical aspects of the project, including:

Project Implementation: Learn about the discussions held among project partners regarding
the implementation strategy, roles, responsibilities, and the formation of a dedicated project
management team.

Press Conference Insights: Gain insights into the press conference held after the partner
meeting, which featured esteemed guests such as the Mayor of Trigrad, the Deputy Governor
of Smolyan, representatives from Devin Municipality and others.

Rhodope Herb Park: Explore the intriguing concept of the Rhodope Herb Park, a venture
aimed at creating a a living laboratory, showcasing the diverse flora of the Rhodope Mountain
region. It will feature native species of conifers, broadleaf trees, many species of shrubs, and
an impressive selection of over 50 native herbs. This herbal haven will serve as a practical
training ground for aspiring herb producers to deepen their understanding of herb cultivation
and learn from hands-on experiences.

Business Incubator: Understand the pivotal role of the specially reconstructed and equipped
Business Support& Information Center (BSIC), serving as a hub for future entrepreneurs
seeking to venture into herb production and ecotourism. newly built infrastructure as a
business incubator, fostering the growth of young entrepreneurs.

Project Timeline: Receive updates on the project timeline, with the Rhodope Herb Park
scheduled to finish construction in June next year and training sessions set to commence in
early 2022.

We look forward to your participation and the opportunity to engage in meaningful
discussions that will shape the success of the FLOREO project.

Kindly confirm your attendance until 28.07.2021 to horlog.trigrad@gmail.com. We eagerly
anticipate your presence at this transformative event.

Chairwoman:

E The Project is co-funded by the European Regional Development Fund (ERDF) and by national funds of the
countries participating in the Interreg V-A “Greece-Bulgaria 2014-2020” Cooperation Programme. -
https://floreo-gr-bg.eu
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FLOREO Project Kick Off Meeting Agenda:

1. Opening and introductions
Project background
Project purpose
Scope

Plan

2

3

4

5

6, Risk Mitigation strategy
7. Communication strategy
8. Collaboration

9. Questions

10. Next steps

This agenda should leave our project team and stakeholders in the know and confident about
everything from a shared understanding of the vision to the nitty-gritty details, like who signs off on
deliverables.

A closer look at the agenda
Opening and Introductions 10.00 - 10.20 AM

Welcome and Greetings

Introduction of Coordinator and Partners
Brief Organization Overview

Team Introductions and Participant List
Signing of the Participant List

Official Project Opening Photos. The LB will officially open the project Kick Off meeting with greetings
to all partners and presenting media and attendees.

Firstly, the LB will present their organization, followed by all partners. Brief presentation of
organizations’ main scope of activities will be done together with detailed view on the relation and
main role in Floreo project. All partners will present their teams which attend the meeting.

A participant list will be prepared and signed by all attendees. Photos will be made capturing the
official project opening.

E The Project is co-funded by the European Regional Development Fund (ERDF) and by nationol funds of the countries
e porticipating in the interreg V-A "Greece-Bulgaria 2014-2020" Cooperation Progromme. -
T— https://floreo-gr-bg.cu/
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Project background 10:20 AM to 10:40 AM

« Historical Context
e Current Pain Points
e Visual Timeline of Project Activities

A project background will be prepared by the LB as a high-level overview, summarized in two parts: 1)
historical context and 2) insight into current pain points, both of which inherently drive projects to
fruition. Whether stakeholder is internal or external, background information is necessary to set the
scene and reinforce the project’s why, for even the most experienced of participants to the newbie.

Visual timeline of the project activities, paired with a few brief sentences at each stage of the project’s
history.

Project communication plan will be drafted. Social media plan will be discussed as suggested below.
Project mission statement 10:40 AM to 10:50 AM

o Crafting a Project Mission Statement
e Linking Mission to Project Purpose

Consider ideating a project mission statement: one that is short, articulate, and inspiring and
responding to project purpose. The purpose is simultaneously the big picture and the long game. The
mission statement is an idea your team can—and should—return to for motivation when the going
gets tough.

Project Scope 10:50 AM to 11:00 AM

Agreement on Project Scope

Short Description and Key Features/Functions
Inclusions/Exclusions, Assumptions, and Constraints
Discussion on Budget and Project Timeline

We need Floreo completed on time and on budget, that is why we rally for scope consensus. The
project scope is agreed between partners in project description. Our scope presentation should
outline a short description and key features or functions, inclusions/exclusions, and any assumptions
and constraints, such as a strict budget or timeline. We shall discuss the budget and project timeline,

Project Plan 11:00 AM to 11:15 AM

¢ Short and Long-Term Project Plan
¢ Roadmap to Completion
* Discussion on Short-Term Activities

Floreo project short- and long-term plan will be discussed. Build a roadmap to completion according
the project description is vital to project success. Project short term activities will be discussed.

Project Roles and Responsibilities 11:15 AM to 11:30 AM

e Project Teams Presentation
e Project Management Team Setup

: E The Project is co-funded by the European Regional Development Fund (ERDF) and by national funds of the countries
N B porticipating in the nterreg V-A “Greece-8ulgaria 2014-2020" Cooperation Programme. -
U https://floreo-gr-bg.eu/



Interreg H

Greece-Bulgaria
FLOREO *&

D e R T ]

e Clear Roles and Responsibilities
* Agreement on Project Management Platform

Floreo project beneficiaries should discuss each partners’ role and responsibility in the project. Project
teams to be presented. Project management team to be set up and each partner to present each
representative in the project management team. Clear roles and responsibilities between the project
management team to be agreed.

Agreement for using a project management platform for tracking the project implementation.

Steering Committee (SC) has ultimate control and decision-making responsibility; composed by one
representative per partner. Leaded by LB. It meets twice a year live and any times considered
necessary online, SC to be appointed.

Project Coordinator (PC), appointed by LB - day-to-day responsibility, in charge of cross-border
coordination,

Local Coordinators (LCs) appointed by PB2&3; act in liaison with PC for cross-border and local
activities, In charge of financial and communication tasks for each partner,

Financial Manager (FM), appointed by the LB, responsible of the correct budget management,
interacts and collaborates with the LCs and FLC. Prepares financial reports. Ensures timely reporting
to IS and payment transfers to partners.

Communication Manager (CM), appointed by the PB3, responsible for preparation and
implementation of the communication plan. Interacts and collaborates with the PC and the LCs for
being promptly informed of progress and achievements.

PC, LCs, FM & CM compose Project Management Team for day-to-day activities implementation.
All managers to be presented to the project team,
Project risk mitigation strategy 11:30 AM to 12:00 PM

Risk Identification

Risk Assessment (Low, Medium, High, Critical)
Response Planning Strategy (Avoidance, Mitigation)
Monitoring and Controlling

Reporting and Documentation

Floreo project partners should discuss risk mitigation strategy.
Risk Identification

Actions/events which can compromise the schedule, costs, outcomes and impact of the project ’

Risk Assessment

Estimation of the risk exposure ( low, medium, high, critical) [

:Emmkms funded by the Europ ¢ Fund (ERDF) and by national funds of the countries
SeEEES— participating in the Interreg V-A ™ 2014-2020" Cooperation Programme. -
https;//floreo-gr-bg.eu/
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Response Planning Strategy
Avoidance Mitigation

Monitoring and Controlling

Tracking the process in solving the issues [

Reporting
Updating the risk log and risk management strategy ’

|
Documents to be filled monthly / each 6 months — Monthly risk logs registers, six months risk
mitigation/analysis management reports. onitoring & CoScheme Scheme of Floreo Risk

Management process controlling

Probabilities
Risk events and conse-
and theie quences of
relationships nisk events
are defined are assessed
Assess Comsequences may
Probaility & mchade cost, schedule,
Consequence technical performance
Identity 1. Risk — impacts, as well as
Risks Identification capability or function
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- E The Project is co-funded by the European Regional Development Fund (ERDE) and by national funds of the countries
._ poarticipating in the Interreg V-A “Greece-Bulgaria 2014-2020" Cooperation Programme. -
A— https://floreo-gr-bg.eu/
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Project Communication strategy to be discussed and agreed on, including project communication
plan.

At the beginning a general communication strategy and visibility plan are elaborated by the CM, with
collaboration of all partners. It is developed according to I&P Guidebook of the program and
individuates two main target groups and the general public. For the two specific target groups

objective is twofold: to inform and to engage. For this reason, the strategy is developed through an
informative and awareness raising process.

Communication activities are developed at a scale that covers the regional/national/EU level
(regional/national media).

For each of the groups, adequate tools & indicators for achievement are defined.

Starting entrepreneurs in herb production and tourism at local, regional, cross-border level - this is
the main target addressed. Message concerns on one hand, activities put in place within the project
and benefits of the cross-border cooperation process, on the other hand risks and opportunities
offered by the management of fragile rural entrepreneurial ecosystems.
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Collaboration, questions, and next steps 12:00 PM to 12:30 PM
e Discussion on Budget and Control

* Open Forum for Questions

: E The Project is co-funded by the European Regional Development Fund (ERDF) and by national funds of the countries
canmE——— porticipating in the Interreg V-A “Greece-Bulgaria 2014-2020" Cooperation Programme. -
e https://floreo-gr-bg.eu/
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* Planning Next Steps

Floreo project partners should discuss budget, control and all issues related to the current project
stage.

Lunch pause 12:30 PM to 1:30 PM
Press Conference, photos, closing 1:30 PM to 2:00 PM

Press Conference Overview
Photo Session

Closing Remarks

End of Kick-Off Meeting

Note: Adjustments in timing may be necessary based on discussions and participant engagement.

: E The Project is co-funded by the European Regional Development Fund (ERDF) and by national funds of the countries
8 S porticipating in the Interreg V-A “Greece-Bulgaria 2014.2020" Cooperation Progromme. -
https://floreo-gr-bg.eu/
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YBEAUYABAHE HA MPOLIEHTA HA
YCNEBAEMOCT HA CTAPTUPALLH
NPEANPUATUA

EUROPEAN UNION

Consult

Cluster

IT'S EASIER THAN YOU THINK!

NMpoexkTeT FLOREO oueHnaBa
CblUeCcTBYBalUUTe NOAUTHKH B
noAKpena Ha npeaAnpueMayecTBoTo
B TPAHCTPAHUYHUA PETUOH U
CTUMYAHMpaA NpeaAnpueMayeckara
KyATypa.

To# we:

- Ocurypmu cbBpeMeHHa
6usHec uHpopMmauma 1
uHpacTpykTypa 3a nopkpena
Ha 6u3Heca

- Pazpa6boTy M npunoXxu
WHOBaTHBHO NPaKTHYECKO
obyueHue - CHMyAALMOHHH
M HacTaBHUYECKH MOAENU

- 06yum 35 crapTupawum
npeAnpUATHA B obhacTTa
NPOU3BOACTBO Ha GUAKM
U eKOTYPU3bM

- MoBUIIM OCBEeAOMEHOCTTa cpea
MCI B pernona Ha Poponure
3a HaAMYHaTa noakpena

: E The Project is co-funded by the European Regional Development Fund (ERDF) and by national funds of the countries

—— participating in the Interreg V-A “Greece-Bulgaria 2014-2020” Cooperation Programme. -
N— https://floreo-gr-bg.eu/
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IT'S EASIER THAN YOU THINK!

FLOREO project evaluates
existing policies for
entrepreneurial support in
the cross-border region and
boosts entrepreneurs'
culture.
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STRENGTHEN BUSINESS SURVIVAL
RATES OF START-UPS It will:

- Ensure state of the art
business information and
support infrastructure

- Elaborate and implement
innovative hands-on training
simulation and mentorship
models

- Train 35 start-ups in herbs

production and eco-tourism
- Increase awareness among

SMEs in the Rhodope region
of the support available

= E The Project is co-funded by the European Regional Development Fund (ERDF) and by national funds of the countries
— participating in the Interreg V-A “Greece-Bulgaria 2014-2020” Cooperation Programme. -
T — https://floreo-gr-bg.eu/
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