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Learning Objectives
1. Identify the core principles of cooperative and shared-services business models, and explain 

how these models differ from conventional competitive structures in the architecture, 
construction, and manufacturing sectors.

2. Describe the Seed Program’s standardized training approach for structural straw panel 
manufacturing, installation, and design, and evaluate how localized deployment of these 
methods supports regional capacity-building in bio-based construction.

3. Analyze the operational functions of the Seed Collaborative—including shared sales, 
marketing, workforce development, scheduling, SOPs, and R&D—and assess how shared 
resources can accelerate climate-restorative building practices at scale.

4. Apply lessons from the Seed Collaborative model to conceptualize new collaborative 
strategies within participants’ own organizations or projects, with the goal of challenging 
status-quo practices and advancing equitable, climate-focused industry transformation.
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What Economic & Social Models Does Climate 
Restoration Require?



● embed menti here
● What are the limitations of profit/competitive model? 

(word cloud/mentimeter responses)
● What does climate restoration require from us in how we 

organize?
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Require?
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The story of the Seed Program



Rare Forms

Founded 2020

First straw panels - 2024

8 completed or currently 
in production











Spring 2024, @New 
Frameworks, Essex Jct VT



Project #1: 
Boone County, Missouri

Design, Shop Drawings, Panel Fabrication, Panel Install, 
Finish Out (except roofing)



























6 months from 
foundation to 
occupancy in March 
2025!



The story of the Seed Program

New Frameworks’ Story:
From Bespoke Straw —> Prefab & Pre-design Straw

                             2004 —> 2025



Straw bale timber 
frame home in 
Barnet, VT - 2007

Built avg of 1-2 
homes & buildings 
/year in the 
Northeast from 
2004-2019 = 20 
straw homes total 
over 1st 15 years



How we built with straw then: Ace & Jacob - 
co-founders of New Frameworks, in 2009



Structural Straw Bale 
Panel Predesigned Kit 
Home (Casita Terra) - 
2024

Built avg of 6 
straw panel homes 
& buildings per 
year across the 
U.S. from 
2019-2025 (6 
years) = 36 
buildings total with 
straw panels



How we build 
with straw 
now:



385%







Seed Program Structure



Structural Options

IP Protection

Accessibility

Consulting/ 
TeachingSubcontracting Licensing Franchising



3 Year Program
Year 1: Startup Intensive

• 14 Info Sessions
• Group Q&A
• Individual Consulting
• In-Person Training
• Network Development

Year 2-3: Journey Years
• Consulting Support
• Seed Collaborator Sessions (2x/year)
• Shared Improvements
• Marketing
• Fostering further cooperation



2024 - The Seed Program Begins



2025 - The Seed Collaborative Develops
The Collaborative emerges from the 2024 cohort graduates as a model to 
build mutual support and an economic ecosystem around straw panel 
manufacturing.



2026 - The Seed Collaborative Expands
● 7 companies
● 66 people
● 6 states

PACGrand 
Marais 

Collective

Eathlight 
Collective



2027 - The Seed Collaborative Matures

● 12 companies
● 77 people
● 11 states
● New CohortPAC

Grand 
Marais

Earthlight



2024
2025
2026





The nitty gritty details



Mondragon - A Model For Success

● Founded in 1956
● 80,000+ worker owners
● 90+ cooperatives
● Shared Services

○ Finance, education, 
R&D

● Globally competitive local 
ecosystem of business



Shared Services Co-Op
● Sales & Marketing
● Drafting & Design
● Structural engineering
● SOPs
● Advocacy
● Financing
● Benefits

Sister Organizations

Non-Profit

Education 
& Training

Workforce 
Development

Public 
Outreach & 
Speaking

R&D Policy

Producers’ 
Cooperative

Sales & 
Marketing

Design & 
Drafting

Structural 
Engineering

SOPs

Advocacy

Benefits

Startup 
Financing



Producers’ Cooperative

• Also called Shared-Services Cooperative
• Cooperatively owned by member companies
• National examples:

– Trades: Amicus Solar Cooperative
– Agricultural: Ocean Spray, Organic Valley
– Media: Associated Press (AP)



What Are The Shared Services?

• Sales & marketing
– Common CRM Platform

• Public outreach & Advocacy
• SOPs
• Structural engineering
• Policy & advocacy
• Group Pooled Benefits
• Startup Financing (CFNE)



What’s NOT shared

• Ownership of member companies
• Identity of member companies
• Work schedule determination of 

individual members
• Project level decision making of 

individual members
• Pricing of individual members



• Piloting resource interchange / shared services between RF & NFW
– Tracking time with quarterly reconciliation
– RF Handles all Casita Inquiries
– NFW Handles panelization drafting

• Problem solving on small scale before expanding
• Apprenticeship model 
• Fabrication + Installation partnerships
• building or product example

What Is Happening Now



Current Collaborative 
Structure



What the Collaborative Enables
Mutual benefit & support

Speed without burnout Resilience through 
redundancy

Equity through shared 
access

Bulk material 
access

Innovation through 
shared R&D



Summer 2025: 
New Shop!









What’s Hard & What 
We’re Learning

• Building trust and honest feedback
• Governance and scaling 

decision‑making
• Legal organizational structure
• Letting go of control and aligning 

capital with values
• Balancing innovation & open source 

with consistent, common product



What’s Next

Expanding Membership
• New Cohorts
• New membership types / trades
• Applying the model beyond straw panels

Non-Profit
• Transition of Seed Program 

administration
• Structured & resourced R&D
• Policy
• Grant funding

For Profit
• Expansion of shared services
• Pooled benefits



• Regional contractors collective
• Response to shifting state/national policy
• Community support, solidarity, and resiliency
• What are the potentials that exist within our NESEA 

community to evolve and grow these types of alternative 
economic models for climate action in AEC industry?

How can we apply this to other lines 
of business?

What would it look like if you were no longer competing with your peers 
in this room, but sharing capacity and collaborating with them?



Good News!
We don’t need to work harder

We need to work smarter…. 
together: Farther, faster, together

Focus on positive impact

Build the world we want… NOW!



Q&A
Topics for discussion:
● Cooperative & alternative business models
● Scaling climate solutions
● The Seed Collaborative
● Workforce development
● Housing & climate intersection
● Policy & market transformation
● Collaborative culture
● … and more!
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