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What are Cross Visits in the FAIRshare project?

Key activity, which brings stakeholders together in live (face-to-face) or online setting to 

help embed DATS from one context to another between project partners and beyond

Cross-visits support the implementation of the 

FAIRshare project and its main goal –

- effective use of digital tools and services

(DATS) among agricultural advisors and farmers,

to improve agricultural sustainability -

DATS – Digital Advisory Tools 

and Services



The objective of cross-visits is to provide support to the implementation of UC/BC 

actions through international exchange, resource sharing and adoption of digital tools

User Cases (UC) are the 

key part of the 

FAIRshare project, 

which aim is to address 

a challenge faced by a 

group of agricultural 

advisors by 

implementing DATS. 

Within a UC, a(an) (group of) 

advisor(s) describe a challenge, 

define what they want to 

achieve and then they choose a 

tool(s) FAIRshare DATS 

inventory, or other existing 

digital tool(s), that they find 

most suitable to help them 

address their identified 

challenge.

What are Cross Visits in the FAIRshare project and their objectives?

42 UCs: 20 with

project partners

+9 Ucs after open 

call

+13 smaller UCs



Structure and methodology of the CV in the FAIRshare project

Each project partner with assigned UC HOSTS 1 CV & ATTENDS at least 3 CVs with any 

of the other UCs.

The UC lead may request the CV at any stage during the implementation of the UC.

Multi-actor approach: CVs should bring together different actors – advisors, farmers, IT 

experts, other relevant stakeholders, depending on the specific UC.

Optimal number of participants/CV = 8-15 people: (1-3 “visiting teams” with 2-4 people per 
team + “host team”)



Structure and methodology of the CV in the FAIRshare project

 Within the task T6.3: Cross Visits (CVs), Guidelines and methodology for implementation 

of the Cross-Visits was developed

 Guidelines and methodology help UCs to make a Cross Visit programme with clear

objectives, cases, number, sector and type of advisors, farmers and other stakeholders

basis for a successful 

CV

lead you step-by-step 

through the preparation 

of the CV

set and explain desired 

outcomes 

suggest structure and 

the basic outline of the 

CV program

explaine participant 

selection



 regarding UC/BC „DATS FOR IMPROVEMENT OF HEALTH AND WELFARE OF DAIRY COWS IN 
SOUTH- EAST EUROPE-SEE“ and implementation digital tool Mastitis Cost Calculator

(Digital advisory tool Mastitis Cost Calculator was developed by Teagasc)

 held online, on 23rd and 24th of November, 2021.

 Host: IPN, Belgrade: 5 members

 Visiting teams:
 CAFS (Slovenia): 2 participants, presenting digital tool Strategic farm management 

planning and using DAT - ISM+/ UC 

 Ministry of Agriculture of Croatia: 1-4 participants, presenting digital tool Questions & 
Answers 

 Ag. Advisory Service of Serbia (3 regional officies): 1-3 participants

 Teagasc: 2 (supervisor and external expert for Mastitis Cost Calculator) participants

 Animal Healh Ireland: 1 (external expert for Mastitis Cost Calculator) participants

 Dairy company from Serbia: 1 participant

The first Cross Visit within the FAIRshare project, performed by IPN



 Description of the Cross Visit

The reasons to organize CV at the current stage of the UC/BC

• The User Case is at the beginning (issues identified), so we needed the CV to 
proceed

Our objectives were:

• to learn as much as possible about the selected DAT- Mastitis Cost 
Calculator and experiences from the process of it’s adoption in Ireland

• to make more detailed introduction of our advisors to the DAT and 
FAIRshare project 

• to learn about visitors teams’ experiences at the beginning of their user 
cases and DATS’ implementation



 Description of the Cross Visit

Organisation challenges

• Dillema wether the CV should be face to face or online or hybrid

• Problem to find and get in touch with experts for Mastitis Cost Calculator, 
since they were no longer in Teagasc 

• Experts: 

Don Crowley, Dairy Adviser, Milk Quality Specialist, Teagasc

Finola McCoy, Senior Programme Manager CellCheck, Animal Health, Ireland



 Description of the Cross Visit
1st day (23rd of November, 2021) of the CV

Time (CET) Activity

09.00 – 09.15 Opening

9.15 – 09.45 Kick-off (getting acquainted, updated and organized)
Participants’ introduction; 
Presentation of the visitor countries and institutions (agriculture, economic and demographic situation, advisory 
services, level of digitalisation and use of DATS)

09.45 – 10.15 Presentation of the host country and institution
(agriculture, economic and demographic situation, advisory services, level of digitalisation and use of DATS) 

10.15 – 10.45 FAIRshare and UserCase introduction
Description of the Project and UC
Description of the need for DAT - Mastitis Cost Calculator 

10.45-11.00 Coffee break

11.00-12.30 Dairy farming in Ireland – general, health, economy in dairy production, profit loss due to mastitis) Presentation of the 
Mastitis Cost Calculator
Experiences from Mastitis Cost Calculator implementation in advisory work
Results of the implementation of the Mastitis Cost Calculator implementation in Ireland 2012-2021 
Finola McCoy (AHI) and Don Crowley (Teagasc)

12.30 – 13.00 Farm visit and DATS testing - Presentation of typical dairy farms from Serbia – video material previously recorded 
Issues with Mastitis Cost Calculator adoption
Opportunities

13.00-13.15 Coffee break

13.15-14.00 Reflection on the similarities and differences between host and the visitor countries dairy farming practice, milk 
quality assurance and testing, rearing conditions, health and welfare of dairy cows



 Description of the Cross Visit

Programme of the CV

 1st day (23rd of November, 2021) of the CV

Kick-off (getting acquainted, 
updated and organized)
Participants’ introduction; 

Presentation of the visitor 
countries and institutions 
(agriculture, economic and 
demographic situation, 
advisory services, level of 
digitalisation and use of DATS)



 Description of the Cross Visit

Programme of the CV

 1st day (23rd of November, 2021) of the CV

Dairy farming in Ireland –

general, health, economy in 

dairy production, profit loss 

due to mastitis)

Presentation of the Mastitis 

Cost Calculator

Experiences from Mastitis 

Cost Calculator 

implementation in advisory 

work

Results of the 

implementation of the 

Mastitis Cost Calculator 

implementation in Ireland 

2012-2021 

Finola McCoy (AHI) and Don 

Crowley (Teagasc)



 Description of the Cross Visit

Programme of the CV

 1st day (23rd of November, 2021) of the CV

Director of the raw milk purchase in 

the Imlek dairy processing company

• Imlek – the leader in milk purchase in Western 

Balkans

• 2.400 farms - cooperants

• They have worked hard to improve the quality of 

milk on the farms they cooperate with - from 

which they buy milk

• Over 80% of milk is in the 1st category 

• Payment according to the Rulebook and milk 

quality (microbiological and chemical quality) and 

quantity of milk



 Description of the Cross Visit

Programme of the CV

 1st day (23rd of November, 2021) of the CV

IPN UC team on 

the dairy farm

-video material-



 Description of the Cross Visit

Programme of the CV

 1st day (23rd of November, 2021) of the CV



 Description of the Cross Visit

Programme of the CV

2nd day (24th of November, 2021) of the CV

Time (CET) Activity
9.00 – 9.15 Opening (summary of impressions from the previous day and introducing 

participants to the plan for the second day session)
9.15 – 10.15 Presentation of each DATS selected within UC by visiting teams and exchange of 

the experiences on their implementation (TEAGASC, CAFS and MOAF) 

10.15 – 10.30 Coffee break

10.30 – 11.00 Workshop: Adaption and adoption of DATS 
Parallel workshops with suggestions for further development and overcoming 
obstacles in conduction of UC and DATS embedding 

11.00 – 11.30 Presentation of the workshop results / conclusions

11.30 – 12.00 Discussion

12.00 – 12.30 Conclusions and closing



 Description of the Cross Visit

Programme of the CV

 2nd day (24th of November, 2021) of the CV

• summary of impressions 

from the previous day 

and introducing 

participants to the plan 

for the second day 

session



 Description of the Cross Visit

Programme of the CV

 2nd day (24th of November, 2021) of the CV



 Description of the Cross Visit

Programme of the CV

 2nd day (24th of November, 2021) of the CV



 Description of the Cross Visit

Programme of the CV

 2nd day (24th of November, 2021) of the CV

Workshop 1

1. What have we learnt / what 

informations did we get 

during the previous day of 

the CV

2. Application of DATS Mastitis 

Cost Calculator in Serbia –

SWOT analysis

3. Sledeći koraci u UC i 

primeni digitalnog alata 

Mastitis Cost Calculator / 

Next steps in the UC and 

application of Mastitis Cost 

Calculator



 Description of the Cross Visit

Programme of the CV

 2nd day (24th of November, 2021) of the CV

Workshop 2

1. Conducting the UC 

and implementation of DAT 

Questions and answers -

Farmer's information 

center



 Description of the Cross Visit

Programme of the CV

 2nd day (24th of November, 2021) of the CV

Workshop 3

1. UC Strategic farm 

management planning and 

using DAT - ISM+/ UC



 Lessons learned on the Cross Visit

- regarding UC and mastitis control in general

Experiences from Teagasc and Ireland

 Industry set the goal, because Ireland exports it’s processed dairy products

 It wasn’t easy at the beginning of mastitis control and Mastitis Cost Calculator implementation

 They had to get together different sides (veterinarians, dairy industry, advisors, farmers)

 Mastitis Cost Check Calculator really helped building awareness of mastitis costs

 Monthly articles, video materials, trainings for farm advisors, vets, milk machine technicians – all 

engaged

 Today Ireland has Mastitis Control Programme 

 They developed Cell Check guidelines for reducing SCC

 Behavior change program

 Attitude change = behavior change

 Attitude change is industry driven



 Lessons learned on the Cross Visit

- regarding UC and mastitis control in general

Experiences from Teagasc and Ireland

 Industry set the goal, because Ireland exports it’s processed dairy products

 It wasn’t easy at the beginning of mastitis control and Mastitis Cost Calculator 

implementation

 They had to get together different sides (veterinarians, dairy industry, advisors, 

farmers)

 Cost Check - really helped building awareness of mastitis costs

 Monthly articles, trainings for farm advisors, vets, milk machine technicians – all 

engaged

 Attitude change = behavior change

 Today Ireland has Mastitis Control Programme 

 They developed Cell Check guidelines for reducing SCC



 Lessons learned on the Cross Visit

What we should do – next steps in conducting User Case?

 We should involve other stakeholders - dairies, institutes, to have everybody 

around the table

 Develop communication strategy to build awareness of mastitis and its 

impacts - behavior change program

 Establish partnership with relevant institutions, for example public - private 

partnership

 Update the DAT so it fits Serbian conditions

 Testing Mastitis Cost Calculator on greater number of farms

 Organise workshops for advisors regarding DAT MCC

 Create a nucleus of farmers like Imlek did, to use the DAT MCC



 Evaluation of the Cross Visit

• Please provide a short description of the main lessons learned from the Cross 
Visit (e.g. what will you take home/use in the future work/transfer to the 
implementation of your own User Case?)

1. Multi faceted approach needed to implement DATS, the DATs is just a tool and one 
part to address the overall issue of mastitis in Serbia

2. That you can do a lot of work in a very simple and easy way, change things for the 
better and contribute to the long-term development of farms; small steps 
sometimes seams to be the biggest ones.

3. Systematic work on the issues solutions, considering each stakeholders plans and 
expectations, as a key lesson and guideline for the future advisory activities

4. Mastitis Cost Calculator is a good tool that will help us in further work with 
farmers in easily presenting the economic value of current and desired milk 
production.

5. Confidence in the DATS is a key for its adoption by advisors and farmers



 Evaluation of the Cross Visit
• Comments, suggestions, remarks

1. Worthwhile exercise. 

2. Some parts were too long e.g. the introductions on the first day, it took a while to get to 
FAIRshare/ the actual UC. 

3. Visiting presentations were excellent and really clear and useful.

4. Finola missing from Serbian introduction of dairy sector could have been useful to have her 
there. 

5. Interpretation was useful. 

6. Discussion lacked at times and I don't know if that is due to being online versus in person? 

7. The second day overview of the other UCs was short - so suggest that they would have their 
own CVs to get more feedback and stick to the main UC CV (Mastitis Cost Calculator) but Mural 
exercise was very useful.

8. Wish you all the best with your User Case, you are on the right way!

9. Well done

10. Everything was perfect. All praise to the organizers.

11. Very good organisation of the first CV



Ultimate learnings and tips from the CV performed by IPN, in the FAIRshare

project 



• Follow the program schedule

• Set clear outcomes of the parallel workshops

• Outline what are expected outcomes from the CV

• Social activities lacking on the online Cross Visit – interactive 
games or quizzes are possible, which will allow participants to 
mentally disengage from intensive thinking - very good 
facilitation required

• Process of learning and adoption of new ideas requires open 
mind and patience to go step by step

• The learnings, experiences, suggestions, ideas and motivation 
we gained during the Cross Visit are the most valuable 

Ultimate learnings and tips from the CV performed by IPN, in the FAIRshare

project 



Thank you for your attention.

THANK YOU FOR YOUR 

ATTENTION


