
 

 

 

 

 

 

 

 

EU4Digital: supporting digital economy  
and society in the Eastern Partnership 

 

Design of the ICT Entrepreneurial 
Ecosystem Builder(s) 

 
Guide for boosting the ICT entrepreneurial ecosystems in 
the Eastern partnership   
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

April 2022  



 

1 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Disclaimer: The views and opinions expressed in this document are entirely those of the EY-led consortium and 
do not reflect the official opinion of the European Commission. Neither the Commission, nor any person acting 
on the Commission’s behalf may be held responsible for the content of the information contained in the document.  



 

2 

 

 

Table of Contents 

Table of Contents......................................................................................................................................... 2 

Executive summary ..................................................................................................................................... 4 

Glossary ....................................................................................................................................................... 9 

Abbreviations ..............................................................................................................................................10 

1 Background .........................................................................................................................................11 

1.1 Previously completed studies .........................................................................................................11 

1.2 Current study: design of the ICT entrepreneurial ecosystem builder(s) ...........................................12 

2 Vision and mission..............................................................................................................................14 

2.1 Definitions .....................................................................................................................................14 

2.2 Classification .................................................................................................................................16 

2.3 Mission and guiding principles .......................................................................................................19 

2.4 Vision and strategic objectives .......................................................................................................21 

3 Enablers of the ecosystem .................................................................................................................23 

3.1 Start-up needs in lifecycle growth stages .......................................................................................23 

3.2 Roles and responsibilities of the ecosystem enablers .....................................................................27 

4 Key activities .......................................................................................................................................29 

4.1 Operational activities .....................................................................................................................29 

Creation of the enabler(s) ......................................................................................................................30 

Empowerment of the enabler(s).............................................................................................................32 

Boosting the enabler(s) .........................................................................................................................36 

Practical implementation .......................................................................................................................39 

4.2 Financing activities ........................................................................................................................40 

4.3 Internal activities ............................................................................................................................41 

5 Corporate and organisational structure .............................................................................................42 

5.1 Organisational and legal form ........................................................................................................42 

5.2 Corporate governance ...................................................................................................................43 

Concept and purpose ............................................................................................................................43 

Board of Directors .................................................................................................................................44 

Stakeholders Advisory Committee .........................................................................................................45 

Donor Committee (optional)...................................................................................................................46 

5.3 Organisational structure .................................................................................................................47 

General Manager / Director ...................................................................................................................47 

Board of Trustees ..................................................................................................................................47 

Operations Department .........................................................................................................................48 

Administration Department ....................................................................................................................48 

5.4 Governance relationship with the enablers .....................................................................................48 

6 KPIs and targets ..................................................................................................................................50 

6.1 Definition of KPIs and targets .........................................................................................................50 

Key performance indicators ...................................................................................................................50 



 

3 

Target values ........................................................................................................................................50 

Target horizons .....................................................................................................................................50 

6.2 Measuring maturity of the ecosystem .............................................................................................51 

Conversion rates ...................................................................................................................................51 

Number of entrepreneurs ......................................................................................................................51 

Number of start-ups...............................................................................................................................51 

Investment volume ................................................................................................................................51 

Number of entrepreneurial events .........................................................................................................51 

Additional KPIs ......................................................................................................................................51 

6.3 Measuring performance of the ecosystem builder organisation.......................................................52 

Performance level for the different groups of enablers ...........................................................................53 

Ecosystem building activities .................................................................................................................53 

Secondary KPIs ....................................................................................................................................53 

7 Final recommendations ......................................................................................................................57 

7.1 Overall maturity of the ICT entrepreneurial ecosystems in the Eastern partner countries ................57 

7.2 Developing and coordinating an action plan ...................................................................................58 

Annex 1. Case studies ................................................................................................................................67 

Annex 2. Roles and activities of ecosystem enablers ...............................................................................74 

 

  



 

4 

Executive summary 

The guide ‘Design of the ICT Entrepreneurial Ecosystem Builder(s)’ is developed under the EU4Digital Facility, 
which is the core programme of the EU4Digital Initiative. Launched in 2019, the EU4Digital Facility focuses on 
enabling a stronger economy and stronger governance in the Eastern partner countries through digital 
transformation.  

During previous studies, EU4Digital analysed the ICT entrepreneurial ecosystems in the countries, including 
the wealth and health of the start-ups. Crucially, it was indicated that start-up growth in the Eastern partner 
countries is considerably slower in comparison to EU countries in Central and Eastern Europe (CEE). 
Comprehensive analysis of different types of ecosystem enablers was completed for each of the Eastern partner 
countries. Enablers are organisations (i.e. VC funds, technology parks, business schools) that offer 
entrepreneurs and start-ups access to the resources they need. It was concluded that the ecosystem enablers 
that are responsible for supporting and facilitating the start-up development are underperforming in comparison 
to CEE.   

Why ecosystem builder is needed 

Ecosystem enablers are a critical part of the ecosystem, and their emergence in the ecosystem should not be 
taken for granted. Their establishment and development with lesser or greater success are driven by 
ecosystem builders that are organisations aiming to create high performing enablers in the ecosystem. 
For instance, a public fund-of-funds organisation that finances VC investment funds is an ecosystem builder 
that supports investors. Another example of an ecosystem builder could be a business agency that is focused 
on developing the national innovation ecosystem by establishing technology parks. 

One of the key reasons why the ecosystem enablers (educators, investors, facilitators and connectors) in the 
Eastern partner countries are performing at a low level is because there are few or no ecosystem builder 
organisations in the region. Furthermore, public bodies in the region often lack the relevant knowledge or 
expertise in ecosystem building. Therefore, it was identified that there is a need for guidance in ecosystem 
building that would be dedicated to the governments, business agencies, SME agencies as well as the 
international organisations that conduct development programmes in the region. 

Initial steps: coordinating organisation 

In 2021-2022 the EU4Digital Facility has conducted discussions with national governments, EU delegations and 
other public entities involved in development of local ecosystems in order to find a way forward in implementing 
the national recommendations and to establish or support national ecosystem builder organisations. However, 
while it was identified that in the Eastern partner countries there is a number of institutions working in the relevant 
areas, at the time of writing there is no single body that has the required big picture view and coordination over 
ecosystem development. This indicated the need to identify the coordinating organisation that would take 
ownership of establishing and supporting the ecosystem builders in each of the six countries.  

This document is the design book regarding an ecosystem builder organisation(s) that should develop and 
support the local ICT innovation entrepreneurial ecosystem in the Eastern partner countries. The objective of 
this document is to provide guidance on what actions should be implemented to establish and/or empower an 
ICT entrepreneurial ecosystem builder organisation(s).  

Key concepts 

• Coordinating Organisation: an organisation that takes ownership of supporting and developing the 
ICT entrepreneurial ecosystem by establishing and supporting the ecosystem builders. It is a single 
body that has the required global perspective of the entire ecosystem which allows it to coordinate all 
of the actors and programmes in the ecosystem in order to achieve overarching goals. 

• Ecosystem Builder Organisation: an organisation that works to enhance maturity of the 
entrepreneurial ecosystem by creating, empowering and boosting ecosystem enablers, which is 
achieved by supporting them with skills, resources and funds to impact the entrepreneurs and start-
ups. There can be multiple ecosystem builder organisations in a single entrepreneurial ecosystem. 

• Ecosystem Enabler: an actor (educator, investor, connector, facilitator, regulator etc.) that offers 
entrepreneurs and start-ups access to business knowledge, capital, access to markets as well as the 
resources they need in different stages of growth, from a business idea to a highly valuated company. 

• Ecosystem Maturity: a measure of the ecosystem's (and its enablers’) capacity to take the start-ups 
from one stage of growth to another (conversion rates). This measure provides a more profound 

https://eufordigital.eu/discover-eu/eu4digital-supporting-digital-economy-and-society-in-the-eastern-partnership/


 

5 

understanding of the system as compared to superficial quantitative measures, such as the number of 
start-ups established. 

• Entrepreneurial Ecosystem: the collection of entrepreneurs, start-ups, enablers, capacity builders, 
donors and regulators that operate with a shared objective to establish and grow innovative companies 
with a great capacity to scale and generate economic wealth. 

Note: It is crucial to understand the difference between ecosystem enablers and ecosystem builders. 
Ecosystem enablers, such as investment funds, technology parks or entrepreneurial events, work directly with 
start-ups and entrepreneurs, providing access to capital, knowledge etc. In contrast, ecosystem builders 
primarily provide support to the ecosystem enablers themselves rather than to start-ups. In some cases, a 
certain organisation can act as both, i.e. ecosystem builder organisation can also operate as a certain enabler 
that is missing in the ecosystem. 

Actors of the entrepreneurial ecosystem 

 

Examples 

To gain a better understanding of the ecosystem builder organisations, the examples of successful ecosystem 
builders are given in the list below. These examples are explored in more detail in Annex 1 Case Studies. 

• ANCES - Spanish National Association of Business Innovation Centres (Malaga, Spain): the 

organisation was founded in 1994, associated with over 30 business innovation centres (BICs) that are 

entrepreneurial ecosystem enablers similar to technology parks. It works to establish and support the 

innovation centres. It is directly associated with the European Commission. 

• Cap-Digital (Paris, France): non-profit organisation offering various support to ecosystem enablers, 
the largest technology cluster in Europe dedicated to digital economy. Cap-Digital created the Cap 
Digital Accelerator and conducted support activities with other accelerators, offering grant schemes for 
start-up acceleration and R&D development. Cap-Digital has promoted more than 110 events attended 
by more than 15 thousand attendees. It also offers access to co-investments to 10 VC funds in France. 

• European Institute of Innovation and Technology (Budapest, Hungary): innovation network, public 
agency of the European Union. EIT builds cooperation partnerships among businesses (including 
SMEs), higher education institutions and research organisations in order to find solutions to specific 
global issues. The communities aim to develop innovative products and services, to start new 
companies as well as to train entrepreneurs. 

• Startup Lithuania (Vilnius, Lithuania): national start-up ecosystem facilitator. The organisation was 
founded in 2012, as part of the government business agency Enterprise Lithuania. It aims to increase 
the number and quality of start-ups by connecting and educating ecosystem players rather than funding. 
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• INVEGA (Vilnius, Lithuania): national development institution focused on SMEs. The organisation was 

established by the government of Lithuania in 2001, acquiring the status of a national development 

institution in 2018. It offers a broad range of financial instruments, which are often implemented through 

collaboration with ecosystem enablers (i.e. venture capital funds), using schemes such as co-

investment or fund-of-funds. 

• IoT Digital Innovation Hub (Salamanca, Spain): innovation support organisation inside the private 

non-profit research organisation AIR Institute which is associated with the University of Salamanca, 

offering various support to innovators, helping to translate academic research into practical businesses. 

• ENISA (Madrid, Spain): state-owned investment fund focused on the ICT sector that was established 

by the Spanish Ministry of Industry, Trade and Tourism. It offers financing to small companies that is 

implemented in collaboration with other funds or financial institutions of the ecosystem. The organisation 

aids start-ups by improving access to finance and also supports the investors by enhancing their 

investment capacity. 

Classification 

There is no universal framework for ecosystem builders. Although sharing similar goals and functions, the 
organisations can be vastly different in terms of legal form, ownership structure, size, type of enablers targeted, 
the variety of programmes conducted etc.  

However, there are common types of organisations that share certain features. Specifically, we propose to 
classify the ecosystem builders by organisation type and organisation focus: 

• Classification by organisation type: 

o Public; 

o Private. 

• Classification by organisation focus: 

o Geographic range focus; 

o Technology focus; 

o Enabler type focus. 

Ecosystem builders can also be open, operating across multiple or all of the possible focus areas 
comprehensively. 

Operational activities 

Operational activities conducted by the ecosystem builder aim to build the capacity and support the growth of 
the local enablers. The specific activities conducted depend on the objectives that the ecosystem builder defines 
for the ecosystem.  The goals differ depending on what level of intervention is needed for development of a 
particular ecosystem. To define the activities, the ecosystem builder must research and analyse the maturity of 
the local market and, specifically, the performance of its enablers.  

In early 2021 EU4Digital completed the ‘Guide for building the ICT entrepreneurial ecosystems in Eastern 
partner countries’. The document includes a maturity assessment of the ICT entrepreneurial ecosystems and 
enablers in the six Eastern partner countries. It also provides recommendations for supporting the 
entrepreneurial ecosystems, their mapping and prioritisation. These results can be used as a basis for further 
ecosystem analysis and research. It is recommended to repeat the assessment at regular time intervals, such 
as every year or every two years. 

Depending on the diagnosis and the performance of local enablers, the ecosystem builder might conduct 
activities that can be split into three types of activity groups:   

• Enabler creation: establishing a new enabler in the entrepreneurial ecosystem. Certain types of 
enablers are critical to the existence of the overall system and creating such entities can lead to a 
fundamental shift in the system. 

• Enabler empowerment: supporting sustainability and promoting growth of an enabler that is present 
in the ecosystem but underperforming. The goal of empowerment activities is to close competence, 
capability and operational gaps, which strengthens the entire ecosystem. 

https://eufordigital.eu/wp-content/uploads/2021/04/Guide-for-building-the-ICT-entrepreneurial-ecosystems-in-the-Eastern-partner-countries-maturity-analysis-and-recommendations.pdf
https://eufordigital.eu/wp-content/uploads/2021/04/Guide-for-building-the-ICT-entrepreneurial-ecosystems-in-the-Eastern-partner-countries-maturity-analysis-and-recommendations.pdf
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• Enabler boosting: supporting an existing and well-performing enabler in order to enhance their 
capacity and to scale their coverage of start-ups in the ecosystem. Boosting is implemented mainly 
through funding mechanisms. 

The mentioned operational activities of enabler creation, empowerment and boosting are conducted by offering 
three types of support to the enablers: 

• Expertise: technical advice on configuration and optimisation of the enabler institutions, training. 

• Operational resources: physical, financial and human resources dedicated to enhancement of 
sustainability and growth of the enabler. 

• Funding: financial resources for ecosystem enablers, which are dedicated to improving their capacity 
to support entrepreneurs and start-ups. 

Operational activity groups and the level of support for each type 

 

 

Financing activities 

In order to ensure sustainability, the ecosystem builder organisation must engage in financing activities. As the 
ecosystem builder is, normally, a public and non-profit organisation, a major part of its income comes from 
private and public donors. However, the organisations can also benefit from other income streams, such as fees 
for consulting services and implementation of programmes designed by other institutions.  

The main financing sources available to ecosystem builder organisations are the following: 

1. Donor fund raising (mainly from public sources); 

2. Consulting to governments and international organisations; 

3. Implementation of capacity building programmes; 

4. Funding from the national budget. 

Internal activities 

Ecosystem builder’s internal activities broadly reflect the standard internal business services that can be found 
in most companies or organisations. This set of activities is necessary to maintain the business operations and 
to support the functioning of the organisation itself.  

The major categories of internal activities are the following:  

• Ecosystem analysis (research); 

• Public relations and media; 

• Administration (accounting, HR etc.). 

EMPOWERING 

Resources           Expertise              Funding 

BOOSTING 

Resources          Expertise              Funding 

CREATING 

 Resources             Expertise              Funding 
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Organisational structure  

The most common and recommended organisational structure for the ecosystem builder organisation is 
presented in the diagram below. 

The main roles and organisational departments: 

• General Manager / Director: responsible for representing, defining, developing and monitoring the 
organisation’s strategy as well as its implementation. The position should be filled by a professional with 
outstanding experience in innovation ecosystem building, such as a former serial entrepreneur, an 
innovation consultant or an information technology investor.  

• Board of Trustees: represents the organisation to the public and during fundraising. The members 
must be high-profile individuals from directly relevant fields that have influence and relevant 
relationships with the donors. One possible example of a suitable person could be high-level politicians 
or a relevant philanthropist of the given country.  

• Operations Department: the department implements the ecosystem builder’s programmes and 
conducts joint activities with the ecosystem enablers. It is also responsible for conducting internal 
research and analysis, as well as providing consulting services to external organisations.  

• Administration Department: conducts the regular administrative activities, including finance and 
accounting, legal, and human resources. Normally, in an organisation there are multiple (at least two) 
departments/divisions that fulfil this role. 

KPIs and targets 

The following indicators allow measuring performance and setting targets for the ecosystem and the 
organisation itself:  

1. Strategic performance indicators: to measure the performance of the ecosystem.  

2. Operational performance indicators: to measure the performance of the ecosystem builder 
organisation and the performance of various groups of enablers in the ecosystem. 

Target values for the KPIs should be used to set goals, define the expected future scenarios and to benchmark 
performance. Comparing previously defined targets to actual results allows to evaluate the impact and 
performance of the ecosystem builder.  

Roles and responsibilities of different organisational departments of the ecosystem builder 

Board of Trustees General Manager 

Administration 

Department 
Operations Department 

Advise 

Board of Directors 

Define strategy 

and monitor 

Support (PR and 

fundraising) 

Execute 

decisions 

Define strategy 

and monitor 
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Glossary 

Definitions for the relevant terminology and technical concepts. 

Table 1: Key terms and definitions 

Term Definition 

Conversion 
rate 

The success rate of start-ups that complete their transition from one growth stage to 
another. 

Coordinating 
organisation 

An organisation that takes ownership of supporting and developing the ICT entrepreneurial 
ecosystem by establishing and supporting the ecosystem builders. It is a single body that 
has the required global perspective of the entire ecosystem which allows it to coordinate 
all of the actors and programmes in the ecosystem in order to achieve overarching goals. 

Ecosystem 
builder 

An organisation that works to enhance maturity of the entrepreneurial ecosystem by 
creating, empowering and boosting its enablers, which is achieved by supporting them with 
skills, resources and funds, including access to market. There can be multiple ecosystem 
builder organisations in a single ecosystem. 

Ecosystem 
donor 

An organisation that is interested in developing the private sector by contributing funds to 
the entrepreneurial ecosystem. They can be public or private, national or international 
organisations. 

Ecosystem 
enabler 

An entity (educator, investor, connector, facilitator, regulator etc.) that offers entrepreneurs 
and start-ups access to business knowledge, capital, markets as well as the resources they 
need in different stages of growth, from a business idea to a highly valuated company. 

Entrepreneurial 
ecosystem 

The collection of entrepreneurs, start-ups, enablers, capacity builders, donors and 
regulators that operate with a shared objective to establish and grow innovative companies 
with a great capacity to scale and generate economic wealth. 

Growth stages 
Phases a start-up company goes through during its growth cycle, starting from a business 
idea to a high value company. 

KPIs 
Key performance indicators: quantifiable measures that are used to evaluate the success 
of an organisation. 

Regulators 

Governmental bodies in charge of developing and facilitating the ecosystem by developing 
strategies and coordinating the relevant actors. These institutions also create legal 
incentives as well as agile and consistent development policies that offer attractiveness 
and security to the other actors in the ecosystem. 

Start-up 
An organisation that is looking for a repeatable and scalable business model in a space of 
high uncertainty. (Steve Blank) 
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Abbreviations 

Table 2: List of abbreviations 

Abbreviation Full name 

AI Artificial intelligence 

BA Business angel 

BAN Business angel network 

BoD Board of Directors 

DISC Digital Innovation and Scale-up Initiative 

EaP Eastern Partnership 

EB Ecosystem builder 

EC European Commission 

FTE Full-time equivalent 

HR Human resources 

ICT Information and communications technology 

IFI International financial institutions 

IoT Internet of things 

IT Information technology 

LP Limited partnership 

MVP Minimum viable product 

NGO Non-governmental organisation 

NPO Non-profit organisation 

P&L Profit and loss 

PLC Private limited company 

R&D Research and development 

ROI Return on investment 

SME Small medium-sized enterprises 

STEM Science, technology, engineering and mathematics 

VC Venture capital 

 

  



 

11 

1 Background 

The chapter provides an introduction to the study and describes the work developed by the regional EU4Digital 
Facility of the European Union in earlier phases of the ‘Digital Innovation and Scale-up Initiative (DISC) in 
Eastern Partner Countries’1, including the main conclusions and the need to support development of ecosystem 
builders. Subsequently, the current study aiming to provide guidelines for the ICT entrepreneurial ecosystem2 
builder(s) is introduced, focusing on the objectives, an outline of content and the target audience. 

1.1 Previously completed studies 

Market assessment for DISC 

The European Commission (EC) aims to assist digital start-ups and SMEs in the six Eastern partner countries 
(Armenia, Azerbaijan, Belarus, Georgia, Moldova and Ukraine) to improve access to finance, better reach into 
the EU markets, and strengthen links with EU innovation ecosystems. In order to achieve this, the EU4Digital 
Facility has conducted the ‘Market assessment for the Digital Innovation and Scale-up Initiative in the Eastern 
partner countries’ (DISC study). DISC study carried out a market analysis on the investment landscape for 
digital/high-tech innovative start-ups in the Eastern partner countries, which was completed in June 2020.  

The study supported the European Commission (EC) in understanding the investment gap and served as a 
basis for considering broader investment and support opportunities for entrepreneurial ecosystems in Eastern 
partner countries. In particular, it confirmed the existing financing gaps for high tech start-ups and provided high-
level recommendations for setting up a financial support facility. 

DISC Capital programme design 

Considering conclusions of the DISC study, the EC indicated potential needs for investment to be executed 
through a regional venture funding facility called ‘EaP DISC Capital‘. In order to establish this organisation, the 
‘EaP DISC Capital design and action plan’ has been developed.  It is envisioned that, in addition to finance, the 
EaP DISC Capital will educate start-ups and investors to increase the quality of business ideas and minimise 
the risk of investment deals. This might be done by empowering local incubators and accelerators, as well as 
establishing the links between local start-ups and private sector players regionally and internationally.  

From a legal perspective it is planned that EaP DISC Capital will operate as an asset management company 
with an international administration board. From the financial side, the unified venture fund should be 
established under the asset management company umbrella. Such a fund would ensure access to capital for 
the whole lifecycle of a start-up by following multiple targeted funding programmes. It is envisioned that equity 
investments might be co-invested with international and local investors. 

Guide for building ICT entrepreneurial ecosystems 

Furthermore, in order to support the ecosystems, the ‘Guide for developing the ICT entrepreneurial ecosystems’ 
was developed and concluded in March 2021. In this study EU4Digital developed a framework to build and 
enhance the growth of the ICT entrepreneurial ecosystems in the six Eastern partner countries, by delivering a 
guide that provides a diagnosis and maturity assessment of each country as well as country-level 
recommendations for developing the ecosystem. 

The guide is dedicated to capacity builders i.e. local policymakers, international organisations, aid agencies and 
international financial institutions (IFI). It provides an evaluation of the performance of ICT entrepreneurial 
ecosystem enablers in the partner countries, such as educators, investors, facilitators and connectors; it also 
offers a benchmarking of the Eastern partner countries against the East-Central European countries. Finally, it 
provides country-level analysis and recommendations, including practical actions, approximate timing, budget 
and required expertise for implementation.  

 

1 Digital Innovation and Scale-up initiative (DISC) in the Central, Eastern and South Eastern Europe region aims to address the investment 
gap in digital innovations and to support the scale-up of digital start-ups in the region. The European Union (EU) supports the extension of 
the DISC to the Eastern partner countries, in line with the Eastern Partnership policy beyond 2020, assisting digital start-ups and SMEs to 

improve access to finance, better reach into EU markets, and strengthen links with EU innovation ecosystems. 
2 Hereafter, the term ‘ecosystem’ is used as a shorthand for ‘ICT entrepreneurial ecosystem’. 

https://eufordigital.eu/discover-eu/eu4digital-supporting-digital-economy-and-society-in-the-eastern-partnership/
https://eufordigital.eu/discover-eu/eu4digital-supporting-digital-economy-and-society-in-the-eastern-partnership/
https://eufordigital.eu/thematic-area/ict-innovation/
https://eufordigital.eu/thematic-area/ict-innovation/
https://eufordigital.eu/wp-content/uploads/2020/12/EU4Digital_Market-Assessment-for-DISC-in-Eastern-partner-countries.pdf
https://eufordigital.eu/wp-content/uploads/2020/12/EU4Digital_Market-Assessment-for-DISC-in-Eastern-partner-countries.pdf
https://eufordigital.eu/wp-content/uploads/2021/04/Guide-for-building-the-ICT-entrepreneurial-ecosystems-in-the-Eastern-partner-countries-maturity-analysis-and-recommendations.pdf
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1.2 Current study: design of the ICT entrepreneurial ecosystem builder(s) 

The guide ‘Design of the ICT Entrepreneurial Ecosystem Builder(s)’ is developed under the EU4Digital Facility 
of the European Union which is the core programme of the EU4Digital Initiative, within the thematic area of ICT 
Innovation. This document is the design book regarding an ecosystem builder organisation that should develop 
and support the local ICT innovation entrepreneurial ecosystem in the EU’s Eastern partner countries – 
Armenia, Azerbaijan, Belarus, Georgia, the Republic Moldova, and Ukraine. The ecosystem builder organisation 
operates by creating, empowering and boosting the enablers that comprise the entrepreneurial ecosystem.  

Why the ecosystem builders are needed 

During the aforementioned studies, EU4Digital analysed the ICT entrepreneurial ecosystems in the countries, 
including the wealth and health of the start-ups. Crucially, it was indicated that start-up growth in the Eastern 
partner countries is considerably slower in comparison to EU countries in Central and Eastern Europe that are 
similar in many respects, sharing common or related history, economic development paths and social norms. 
This trend is evident in relatively lower conversion rates between the different start-up growth stages (idea, pre-
seed, seed, early) in the Eastern partner countries as compared to CEE. 

The causes for this discrepancy were indicated by the research conducted in the ‘Guide for building the ICT 
entrepreneurial ecosystems in Eastern partner countries’. Comprehensive analysis of different ecosystem 
enabler types was completed for each of the Eastern partner countries. Enablers are organisations (i.e. VC 
funds, technology parks, business schools) that offer entrepreneurs and start-ups access to the resources they 
need. It was concluded that the ecosystem enablers that are responsible for supporting and facilitating start-up 
development are underperforming in comparison to CEE countries. Their insufficient performance leads to weak 
trends in start-up development.  

Ecosystem enablers are a critical part of the ecosystem, and their appearance in the ecosystem should not be 
taken for granted. Their establishment and development with lesser or greater success is driven by ecosystem 
builders that are organisations aiming to create high performing enablers in the ecosystem. For instance, a 
public fund-of-funds organisation that finances VC investment funds is an ecosystem builder that supports 
investors. Another example of an ecosystem builder could be a business agency that is focused on developing 
the national innovation ecosystem by establishing technology parks. 

One of the key reasons for why the ecosystem enablers (educators, investors, facilitators and 
connectors) are performing at a low level is because there are few or no ecosystem builder 
organisations in the region that aim to create high performance enablers in the ecosystem. Furthermore, 
public bodies in the region often lack the relevant knowledge or expertise in ecosystem building.  

Therefore, it was identified that there is a need for guidance in ecosystem building that would be dedicated to 
the governments, business agencies, SME agencies as well as the international organisations that conduct 
development programmes in the region.  

Initial steps: coordinating organisation 

In 2021-2022 the EU4Digital Facility has conducted discussions with national governments, EU delegations and 
other public entities involved in the development of local ecosystems in order to find a way forward in 
implementing the national recommendations and to establish or support national ecosystem builder 
organisations. However, while it was identified that in the Eastern partner countries there is a number of 
institutions working in the relevant areas, at the time of writing there is no single institution that has the required 
big picture view and coordination over ecosystem development. This indicated the need to identify the 
coordinating organisation that would take ownership for establishing and supporting the ecosystem 
builders in each of the six countries. This included finding organisations, such as SME or innovation 
agencies, that could establish and host ecosystem builder organisations as well as donors that would 
financially support their activities.  

In the Eastern partner countries, responsibilities for ICT entrepreneurial ecosystem development are 
fragmented, and a more comprehensive approach is needed to achieve efficient growth. Any existing 
organisations that conduct ecosystem building activities are in the process of understanding and structuring 
their role and key responsibilities. To support the selected organisations, in this report EU4Digital provides the 
framework for ICT entrepreneurial ecosystem builders, based on the best EU examples.  

In parallel to the discussions, in October 2021 the existing ecosystem builders in EU member states (Spain and 
Lithuania) were connected to the governments of Eastern partner countries. These and additional case studies 
of ecosystem builder organisations in mature ecosystems are provided as an Annex to this document.  

https://eufordigital.eu/discover-eu/eu4digital-supporting-digital-economy-and-society-in-the-eastern-partnership/
https://eufordigital.eu/wp-content/uploads/2021/04/Guide-for-building-the-ICT-entrepreneurial-ecosystems-in-the-Eastern-partner-countries-maturity-analysis-and-recommendations.pdf
https://eufordigital.eu/wp-content/uploads/2021/04/Guide-for-building-the-ICT-entrepreneurial-ecosystems-in-the-Eastern-partner-countries-maturity-analysis-and-recommendations.pdf
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Contents of the guide 

This guide is designed for the local policymakers (governmental institutions) and associated agencies, 
international organisations (including delegations of the European Union), aid agencies and international 
financial institutions. 

The objective of this document is to provide guidance on what actions should be implemented to establish 
and/or empower an ICT entrepreneurial ecosystem builder organisation(s). This includes designing the 
operational structure of an ecosystem builder organisation, determining main activities, performance indicators 
and processes. 

The document provides information on the following: 

• Definition of an ecosystem builder, classification, mission and vision; 

• Enablers of the ecosystem: start-up needs and roles / responsibilities of the ecosystem enablers; 

• Key activities: operational (creating, empowering and boosting), financing and internal; 

• Corporate governance, organisational structure, and main principles; 

• KPIs and targets: strategic and operational indicators; 

• Final recommendations and case studies. 
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2 Vision and mission 

This chapter introduces what the entrepreneurial ecosystem is and provides definitions for the key concepts 
used in our analysis. Subsequently, the chapter explains how ecosystem builder organisations can be classified 
by their type and their area of focus. Finally, mission and vision, which are the core focus of every ecosystem 
builder, are explained. 

2.1 Definitions 

While many studies and analyses have been conducted regarding the practice of ecosystem building, there is 
no single clear definition of an ecosystem builder. At the time of writing, there are no guides or academic studies 
dedicated to such organisations specifically, which leads to many different models for ecosystem building 
emerging in the business and innovation community. Furthermore, while there is no consensus on what an 
ecosystem builder is, there are many organisations and individuals that act as ecosystem builders. Such 
organisations often call themselves different names, and even ecosystem enablers, such as incubators or 
accelerators, can often introduce themselves as an ecosystem builder. Finally, there are debates on whether 
an ecosystem builder should be an individual or an organisation and how it should be distinguished from regular 
SME business agencies, innovation agencies or other business support organisations.  

In order to support the entrepreneurial ecosystem effectively and efficiently, it is necessary to establish a clear 
definition that would be understood and accepted by the national governments as well as the broader business 
communities of the Eastern partner countries. Therefore, in this chapter we will describe and attempt to 
introduce a definition of an ecosystem builder, describing the types of builders that exist, their mission and 
guiding principles as well as the vision and strategic objectives. Throughout the chapter we aim to discuss 
the ecosystem builder’s role in relation to the other ecosystem enablers (educators, investors, connectors, 
facilitators, regulators etc.).  

Before we establish a definition of the ecosystem builder, a definition for the broader entrepreneurial ecosystem 
should be determined. 

 Table 3: Definition of Entrepreneurial Ecosystem 

In order to gain a deeper understanding of the structure of the ecosystem, definitions and examples for each of 
the layers are provided below. The analysis starts with Layer 1 (wealth generators), which forms the foundation, 
and proceeds to ascend up the pyramid layer by layer. 

  

Entrepreneurial Ecosystem 

Definition: The collection of entrepreneurs, start-ups, enablers, capacity builders, donors and regulators that operate 
with a shared objective to establish and grow innovative companies with a great capacity to scale and generate economic 
wealth. 

As pictured in Figure 1, these actors are interconnected in a pyramidal structure in which each tier is responsible for 
empowering the actors that are operating in the layer below. 
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Figure 1: Entrepreneurial ecosystem pyramid 

 

 

Table 4: Definitions of layers of the entrepreneurial ecosystem 

Layer 1: Wealth Generators 

Definition: Entrepreneurs and start-ups that have the ability to create companies with a great capacity to generate 
employment and economic development in the entrepreneurial ecosystem and broader economy. 

Example: The base of the entrepreneurial ecosystem, as portrayed by the base of pyramid, is formed by entrepreneurs, 
start-ups developing the business idea (idea stage), start-ups developing and testing products (pre-seed stage), start-
ups in generating first sales and customers (seed stage) and start-ups in the fast-growth phase (early stage). The start-
ups that have successfully generated economic value can be catalogued as scale-ups or unicorns once their valuation 
exceeds one billion dollars. 

Layer 2: Ecosystem Enablers 

Definition: An organisation (educator, investor, connector, facilitator, regulator etc.) that offers entrepreneurs and start-
ups access to business knowledge, capital, markets as well as the resources they require in different stages of growth, 
from a business idea to a highly valuated company. 

Example: The group of incubators, accelerators, business angel networks, venture capital firms, banks (financial 
institutions that offer financing to start-ups), universities, technology parks, entrepreneurial events, media, laboratories 
that operate in the ecosystem. 

Layer 3: Ecosystem Builder3 Organisation 

Definition: An organisation that works to enhance maturity of the entrepreneurial ecosystem by creating, empowering 
and boosting its enablers, which is achieved by supporting them with skills, resources and funds, including access to 
markets. 

Example: Ecosystem builders are generally capacity building organisations such as SME agencies, innovation agencies, 
aid agencies that typically specialise in supporting specific enablers, such as creating technology parks, boosting 
investors, empowering incubators. Ecosystem builders can also act as ecosystem enablers when there is a specific gap 
in the ecosystem, directly supporting entrepreneurs and start-ups.  

Developing ecosystem builders is potentially the most important link to develop in the entrepreneurial ecosystems of the 
Eastern partner countries. 

 

3 A single individual (not organisation) could also be acting as an ecosystem builder. However, in this document we will focus on designing 
the ecosystem builders as organisations that can offer more comprehensive and sustainable support for the ecosystem. 
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Layer 4: Ecosystem Donor 

Definition: An organisation that aims to develop the private sector by contributing funds to the entrepreneurial ecosystem, 
generally through the programmes of ecosystem builders. 

Examples: In the case of Eastern partner countries, the most active donors in the development of the private sector are 
the governments, international organisations, development banks and aid agencies. Examples include the European 
Commission, USAID, EBRD, ADB or KfW, UNDP, GIZ or ADA, foreign embassies etc. 

Layer 5: Ecosystem Regulator 

Definition: The governmental bodies in charge of developing and facilitating the ecosystem by developing strategies and 
coordinating the relevant actors. These institutions also create legal incentives as well as agile and consistent 
development policies that offer attractiveness and security to the other actors in the ecosystem. 

In order to analyse the status of an ecosystem, an additional concept of ‘ecosystem maturity’ is required. 

Table 5: Definition of ecosystem maturity 

Ecosystem Maturity 

Definition: A measure4 of the ecosystem's (or its enablers’) capacity to take the start-ups from one stage of growth5 to 
another (conversion rates). This measure provides a profound understanding of the system as it allows to examine the 
structural interconnections among the ecosystem elements as well as the systematic flaws and strengths.  

Example: The conversion rate of start-ups moving from one growth stage to another well reflects the quality of start-ups 
and the capacity of supporting institutions. In comparison, the number of start-ups created in the ecosystem does not 
reflect the sustainability, impact and value-added created by new start-ups.  

Case study - Lithuania6: Being a relatively small economy, the number of start-ups or investment volume in Lithuania is 
low in terms of absolute values. However, examining the start-up conversion rates between growth stages (Figure 2 
below) showed that the country had higher conversion rates than other East-Central European countries, and is 
comparable to the average for the region of Western Europe. These comparisons across ecosystems indicate that the 
level of maturity of the Lithuanian entrepreneurial ecosystem is relatively advanced, although still lower when compared 
to the leading regions, such as California and Israel. Therefore, the rates show that newly established start-ups in 
Lithuania have a relatively high likelihood of developing into sustainable companies, attesting to high performance of the 
ecosystem enablers that support different aspects of this evolution. 

z 

 

 

 

2.2 Classification 

The activities conducted by an ecosystem builder organisation, as defined above, are broad. Such all-
encompassing definition combined with a lack of commonly accepted structure for the organisations means 
that, in practise, many organisations that fall into this category only perform a few of the above-mentioned 
functions, focusing on one or few key aspects of the ecosystem that they aim to improve. The aspects selected 
and the motivation for the choice are largely determined by the type of institution: whether it is a publicly 
established or a private organisation. Therefore, we propose to classify the ecosystem builder organisations 
into private and public categories, within which the organisations can also be classified by their area of focus. 

 

 

 

4 More specific measures that can be used to measure the ecosystem maturity are detailed in chaper 6 KPIs and targets. 
5 For a detailed description of the consecutive growth stages please refer to Guide for building the ICT entrepreneurial ecosystems in the 
Eastern partner countries 

6 Source: data used to analyse the maturity of the ICT entrepreneurial ecosystem in different regions, which was collected during the 
EU4Digital study Guide for building the ICT entrepreneurial ecosystems in the Eastern partner countries  

14,23%                                           4,84%                                             0,79% Seed Early Scaling Pre-Seed 

Figure 2: Start-up conversion rate between growth stages in Lithuania 

https://sites.ey.com/sites/EU4DDISC2/Shared%20Documents/General/0.%20ECOSYSTEM%20BUILDER/Previous%20final%20reports/EU4Digital_ICT%20Ecosystem%20Guide_Final%20report_V2.00.pdf?CT=1636113680119&OR=ItemsView
https://sites.ey.com/sites/EU4DDISC2/Shared%20Documents/General/0.%20ECOSYSTEM%20BUILDER/Previous%20final%20reports/EU4Digital_ICT%20Ecosystem%20Guide_Final%20report_V2.00.pdf?CT=1636113680119&OR=ItemsView
https://sites.ey.com/sites/EU4DDISC2/Shared%20Documents/General/0.%20ECOSYSTEM%20BUILDER/Previous%20final%20reports/EU4Digital_ICT%20Ecosystem%20Guide_Final%20report_V2.00.pdf?CT=1636113680119&OR=ItemsView
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Table 6: Classification of ecosystem builder organisations by organisation type 

Organisation type 

Public Private 

Public ecosystem builders are usually established and 
controlled by the government or an international 
organisation, such as the European Commission. Common 
examples include SME agencies, innovation agencies, 
business support offices and technology parks that are 
particularly important in the Eastern partner countries. The 
ecosystem builder organisations in developing countries 
are usually public.  

 

Large private companies or private universities can 
establish proprietary ecosystem builder organisations. 
Private ecosystem builders focus on areas that create 
unique synergies with the mother organisations. For 
instance, universities establish technology parks to take 
advantage of the research facilities and knowledge 
resources that they possess. Another common example is 
Google campuses that support incubators and investors in 
the ecosystem that they are in. Private ecosystem builder 
organisations are more common in advanced economies.  

Ecosystem builder organisations are usually focused on a certain geographic range, technology or enabler type. 
They can also be open, operating across multiple or all of the possible focus areas comprehensively.   

Table 7: Classification of ecosystem builder organisations by organisation focus 

Organisation focus 

Geographic range Technology driven Enabler focus 

• National. Focused on supporting 
the ecosystem of one country. 

• Regional. Focused on supporting 
the ecosystem that is comprised 
of enablers across multiple 
closely related and integrated 
economies. 

• Local. Focused on supporting the 
ecosystem in a narrowly defined 
area, such as one city or a 
particular region in the country 
that represents a locally 
independent economy. 
Particularly common in the 
Eastern partner countries where 
the entrepreneurial ecosystems 
are often concentrated in one or 
few cities. 

• Industrial clusters. Focused on 
supporting the ecosystem that is 
tied to a specific industrial cluster. 

 

In more advanced economies 
ecosystem builder organisations are 
more specialised and often focus on 
one type of technology. They are often 
part of a tech cluster, which possesses 
unique capabilities and knowledge in a 
certain type of technology. 
Alternatively, the organisation can be 
established with the specific aim of 
supporting a certain emerging 
technology that has been defined as a 
priority by the national government. 
Common examples of technology 
focus include: 

• Fintech and blockchain 

• Life sciences (i.e. MedTech, 
biotech) 

• AgTech 

• AI and machine learning 

• Energy and green tech 

• IoT and Industry 4.0 

Ecosystem builder organisations 
operate by providing resources to 
ecosystem enablers (for more details 
on resource provision activities refer to 
Chapter 4). Therefore, certain EBs aim 
to create, empower and boost a 
specific type of enablers: 

• Educators. For example, 
academia, universities, 
incubators, accelerators, 
mentorship associations. 

• Investors. For example, grant 
providers, business angels, 
venture capital funds, banks. 

• Connectors. For example, 
entrepreneurial events 
(hackathons, start-up weekends), 
start-up events, industry events. 

• Facilitators. For example, 
laboratories, technology parks, 
co-working spaces. 
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Figure 3: Classification of ecosystem builder organisations by organisation type and focus 
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2.3 Mission and guiding principles 

All ecosystem builders follow the mission to enhance maturity of the entrepreneurial ecosystem by 
creating, empowering and boosting its enablers, which is achieved by providing them with skills, 
resources and funds.  

 

In order to achieve this, the ecosystem builder takes a unique role in the ecosystem. This means that they share 
the following operational characteristics and guiding principles: 

1. Investigator. The ecosystem builders detect and identify the needs and gaps in the ecosystem, and then 
determine the solutions to address the shortcomings. In order to perform the diagnosis, they must have the 
relevant expertise and conduct internal research. They are aware of the status of the economy and offer 
recommendations. Therefore, any organisation that falls into the category of ecosystem builder acts in the 
role of investigator.  

For example, the ecosystem in many of the Eastern partner countries can be assessed as ‘good’ in terms 
of access to knowledge, offering high-quality education. However, they often lack access to capital as there 
are few investors, such as VC funds and business angels, in the country and/or few or no grant schemes. 
Accordingly, the ecosystem builder can work to support the investment capacity by, for example, 
establishing or improving grant schemes. 

2. Global collaborator. The ecosystem builders have a global understanding of the entire ecosystem. 
They understand not only the gaps, but also how they affect the network of enablers and the access to 
resources. They are knowledgeable zabout and are connected to the enablers, start-ups and other actors 
in the ecosystem, working in close collaboration. They understand the connections among these actors and 
how each type of enabler is interconnected to the others in the system. This allows the ecosystem builder 
to assess their performance in relation to the system’s needs.  

Global perspective allows the ecosystem builder to promote collaboration between the enablers. For 
example, this can be done by training smaller companies to form a consortium. When the ecosystem builder 

Figure 4: Guiding principles of the ecosystem builder 
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has investment capacity, investment activities are conducted through a fund-of-funds, investing in multiple 
enablers, or by conducting co-investment schemes.  

Therefore, ecosystem builder works to create a common strategy to enhance the overall profitability of the 
start-ups across the ecosystem and defines the objectives and metrics for the ecosystem. 

3. Connector. Ecosystem builder provides entrepreneurs and start-ups with the resources they need by 
promoting them and connecting them with the relevant enablers. This assistance allows the start-ups 
to better integrate into the ecosystem. It also facilitates the connections between different enablers of the 
ecosystem, allowing them to develop business relationships and exchange experience. This is done by 
linking, for example, an incubator with a business angel network (BAN), start-ups with accelerators, and 
accelerators with venture capital funds.  

This role can be fulfilled by, for example, organising networking events and conferences that invite a broad 
range of actors from different stages of the growth cycle and different areas of the entrepreneurial 
ecosystem. Therefore, a newly established ecosystem builder organisation must first familiarise with and 
meet the key actors locally, in order to create a map of enablers within the system. At that point, events can 
be organised where the organisations meet, discuss and establish connections. 

4. Advisor. Ecosystem builder guides the enablers to improve efficiency, performance, sustainability 
and the general professional conduct. As this organisation has a comprehensive understanding of 
shortcomings and needs of the ecosystem, they can use their expertise to guide or mentor the enablers 
which have a specialised focus. Furthermore, if an ecosystem builder establishes an enabler, they must 
guide it through the initial development phases to achieve sustainability. The ecosystem builder can also 
advise on incubation, networking and other events that improve access to capital, markets and knowledge 
in the ecosystem. This mission is particularly important in developing countries that do not have long-
established business practises and local know-how.  

5. Facilitator. Ecosystem builder provides the enablers with the resources needed to increase the 
capacity of their activities, which allows to create a positive impact on the ecosystem. This is achieved 
by determining the key pain points and then providing the necessary expertise, funding and operational 
resources to resolve these issues. Such facilitation can be seen as the main role of the ecosystem 
builders and the focus of their day-to-day operations.  

6. Promoter. Identifying the promising organisations and individuals as well as promoting their 
activities. For example, a successful enabler or start-up can be promoted internationally in order to access 
international markets and set-up subsidiaries abroad. This can be achieved by offering funding to access 
international entrepreneurial events. In addition, the ecosystem builder can promote the ecosystem 
internationally to attract external expertise and resources as well as to obtain support from international 
organisations.  

7. Non-profit. Whether private or public, ecosystem builders are at service of the ecosystem, aiming to 
improve sustainability and quality of the start-ups as well as to support growth, they do not target and work 
for profit. As such, their goals are akin to an NGO. Even when ecosystem builder organisations established 
by private companies, they are often part of corporate social responsibility programmes that are non-profit. 
While the ecosystem builder organisations need to have revenue and secure funding to remain financially 
sustainable, they do not aim to maximise profits.  

8. Bridge. Ecosystem builders, those that are public organisations in particular, act as the bridge between 
the national digitalisation policy from the public sector and the private sector. The national policy 
must be transferred to the private sector because that is where companies are established and financed. In 
mature economies, the public ecosystem builders represent the digital agenda of their government. The 
government sets out a national strategy on which kind of technology they will promote as tech clusters and 
which industries they aim to digitalise. In certain cases, the planning can be supported by international 
organisations, such the World Bank, European Commission and EU delegations. The ecosystem builder 
can then design programmes and instruments to implement the government’s strategy in the ecosystem.  

For instance, certain types of technology can be supported with public resources in order to assist access 
to international markets, which allows boosting the exports of the particular industry in the country. 

Finally, it is worth noting that any ecosystem builder organisation should have an entrepreneurial culture. 
Entrepreneurs and the local entrepreneurship culture are the focus of the ecosystem builder’s activities. The 
ecosystem builder knows the entrepreneurs, start-ups and success cases of the local ecosystem. Normally, 
managers of ecosystem builder organisations are also former (or current) entrepreneurs, and this practical 
understanding of the business dynamics is particularly important when developing recommendations. In 
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contrast, in many developing countries the ecosystem builders (or comparable business agencies) are managed 
by individuals associated with the government institutions or universities that have established them. However, 
this is not optimal as they do not have the practical experience in driving businesses to success.  

2.4 Vision and strategic objectives 

Ecosystem builders have a vision to achieve a high level of maturity, which is the ecosystem's (and its 
enablers’) capacity to take the start-ups from one stage of growth to another (conversion rates). The 
maturity can be broken down into capacity to scale, generate talent, quantity / value of companies as 
well as the balance of ecosystem enablers as deficient performance of one enabler can negatively impact 
the capacity of others, leading to structural gaps in the ecosystem. 

 

 

Therefore, these four key aspects of ecosystem maturity should also be the strategic objectives of the 
ecosystem builder and can be defined as follows:  

1. Scalability. The main objective of an ecosystem builder is to ensure growth potential of start-ups in the 
ecosystem. In order to grow, start-ups must successfully move from one growth stage to another, which 
engages a number of enablers. Therefore, in order to achieve scalability, the enablers should be supported 
by improving their performance and the quality of operations. Thus, in addition to conversion rates, revenue 
and profitability are among the key KPIs that are examined by the ecosystem builder.  

For instance, if there are high-performing accelerators, the conversion rate from pre-seed stage to seed 
stage will increase. Both KPIs are connected as higher conversion rates ultimately lead to higher revenues 
and scalability. 

2. Talent generation. Another key objective of the ecosystem builder is to attract business entrepreneurial 
talent into the ecosystem. This goal is achieved by discovering promising entrepreneurs and connecting 
them to enablers, which leads to creation of valuable and scalable start-ups. The talented entrepreneurs 
can also be trained by offering entrepreneurship programmes in universities, organising trainings and 
connecting the students with experts. In this manner, individuals become talent and talent generates 
business ideas that lead to creation of businesses.  

Figure 5: Vision components of the ecosystem builder 
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3. Quantity and value. The ecosystem builder also aims to promote creation of the maximum number of 
start-ups and to achieve the highest possible business valuations and exit values. Firstly, the vision is to 
create more quantity. The success of the ecosystem depends not only on the conversion rates, but it also 
relies on the number of companies founded, which are then transformed into success stories through the 
conversion at a certain rate. In addition, the ecosystem builder also promotes maximum possible creation 
of value in terms of valuations. Higher quantities and valuations are achieved through the capacity building 
activities. There are many metrics that can be used to measure this objective, such as the number of start-
ups established, total investment volume and similar. 

4. Balance. The ecosystem builder works to ensure balance between different types of enablers. For 
instance, they look for gaps in the spectrum of investors across different growth stages. If a certain type of 
enabler is missing, it creates a missing link in the chain. As a start-up moves from one growth stage to 
another, the scaling can stagnate due to lack of financing in the current stage. For example, if the ecosystem 
has strong incubators only but no business angel networks, start-ups will fail as they will likely lack financing 
in the early stages. The ecosystem builder aims to address such gaps, increasing balance in the ecosystem.  

Note that even the specialised ecosystem builders work to ensure balance because the performance of one 
enabler type is closely related to the support of the other enablers. For instance, while the financing 
institutions, such as venture capital funds, can increase investment volume, their portfolio start-ups will fail 
to grow if there is a lack of relevant expertise due to a lack of educators in the ecosystem. Therefore, even 
if there are multiple ecosystem builders in the ecosystem, they must collaborate to ensure balance. 

Note that, as the bridge between the public innovation agenda and the entrepreneurial ecosystem, the 
ecosystem builder aims to implement the government’s strategy. Therefore, the strategic goals of an 
ecosystem builder have to be aligned with the national agenda. Furthermore, the national goals defined by the 
government can be used to analyse the performance of the ecosystem builder. KPIs can be set in order to 
measure how effective the ecosystem builder is in implementing the government’s strategy. For example, if the 
goal is to digitalise the textile sector, KPI can be set to analyse the number start-ups that are developing tech 
for the textile industry.  

In order to measure development of the ecosystem and progress regarding the objectives above, the ecosystem 
builder must develop the necessary metrics. As the ecosystem builder conducts comprehensive analysis and a 
systemic perspective of the ecosystem, it is uniquely positioned to define the measures. Metrics are set 
according to analysis conducted by the internal research department.  
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3 Enablers of the ecosystem  

The role of ecosystem builder is to support development of enablers in the entrepreneurial ecosystem that 
provide entrepreneurs and start-ups access to business knowledge, capital, markets and resources (facilities). 
In order to achieve this, the ecosystem builder needs a good understanding of the roles and responsibilities of 
the enablers in relation to the start-up lifecycle.  

This chapter introduces the different enabler groups and types that are present in an ecosystem and provides 
a framework for analysis of how they operate or contribute to different start-up growth stages. The chapter 
contains information on:  

1. Start-ups needs business knowledge, capital, markets and resources (facilities) in different growth 
stages, from talent to early stage. 

2. The key ecosystem enablers that support the start-ups in different growth stages and a framework for 
analysis of the enabler roles and responsibilities.  

Please refer to Annex 2 for more details on the role and responsibilities of the key ecosystem enablers where 
extensive analysis is provided according to the framework below. It is recommended to familiarise with the 
information given in the Annex before continuing with the following chapters in order to comprehensively 
understand the purpose behind the ecosystem builder’s activities.  

3.1 Start-up needs in lifecycle growth stages  

In order to analyse the key activities that the ecosystem builders conduct and to determine specific support 
programmes that are needed in the ecosystem, it is first necessary to understand the role of local enablers. The 
different enabler types impact the companies at different stages of their lifecycle, addressing the specific needs 
in these stages. Therefore, key issues can be identified by analysing enabler activity by lifecycle stage.  

This subchapter provides a short summary of the start-up lifecycle, providing details on what processes take 
place and what the specific needs are in each growth stage. In order to gain a more comprehensive 
understanding of the lifecycle and growth stages refer to Chapter 2 of the report ‘Guide for building the ICT 
entrepreneurial ecosystems in Eastern partner countries’. 

Figure 6: Start-up lifecycle (phases and stages) 

 

https://eufordigital.eu/wp-content/uploads/2021/04/Guide-for-building-the-ICT-entrepreneurial-ecosystems-in-the-Eastern-partner-countries-maturity-analysis-and-recommendations.pdf
https://eufordigital.eu/wp-content/uploads/2021/04/Guide-for-building-the-ICT-entrepreneurial-ecosystems-in-the-Eastern-partner-countries-maturity-analysis-and-recommendations.pdf
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As we may appreciate in Figure 6, every start-up must go through several phases before they start generating 
profit and become mature businesses. The start-up lifecycle can be summarised as follows: 

1. Entrepreneurial talent: talented individuals ready to execute and transform viable business ideas into 
highly profitable companies are detected. 

2. Business idea: talented entrepreneurs generate business ideas or find viable sources for the ideas.  

3. Start-ups: talent with viable ideas generate new companies.  

4. Sales: companies with reliable and multidisciplinary teams begin to generate sales.  

5. Investment: the companies that generate sales attract the interest of investors. 

6. Growth: companies that have attracted investment generate expansion and growth.  

7. Profits: companies that have successfully generated sales, secured investment and scaled generate 
profits; the founders exit or the M&A sale of the company is often performed at this stage. 

The lifecycle can also be broken down into a number of growth stages. The main objectives for start-ups in each 
of the stages are as follows:  

1. Talent stage: to learn essential business knowledge and skills. 

2. Idea stage: to find and validate business ideas. 

3. Pre-seed stage: to develop and test a product/service using proofs of concept. 

4. Seed stage: to validate the business model by generating first sales and attracting the first clients (early 
adopters). 

5. Early stage: to grow in local and internal markets. 

The table below explains the start-ups’ needs for knowledge, capital, market and resources in the five growth 
stages.  
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Table 8: Start-up needs for knowledge, capital, market and resources in the five growth stages 

# Talent stage Idea stage Pre-seed stage Seed stage Early stage 

Need for 

business 

knowledge 

Education: 

• Business education to 

learn the business 

basics (business 

administration, 

marketing and sales, 

and finance among 

others). 

• Specialised IT or 

engineering education 

to understand the 

specific business fields 

and product 

development lifecycle.  

• Entrepreneurial soft 

skills development to 

develop an 

entrepreneurial mindset 

(leadership, teamwork, 

communication, 

flexibility, problem 

solving, and time-

management among 

others). 

Incubation:  

• Understanding of the 

market trends and 

needs to find and 

validate the market-fit 

business ideas.  

• Knowledge required to 

develop the initial 

concept and to 

understand the cost and 

timing of product 

development and 

implementation. 

 

Pre-acceleration: 

• Knowledge of the 

specific start-up 

business field to develop 

a tailored marketing 

plan, proof-of-concept, 

strategy, financial plan, 

identify potential clients 

and competitor strategy, 

and legal aspects 

among others.   

• Specific product 

knowledge to develop a 

minimum viable product 

(MVP) and prototype.  

 

Acceleration: 

• Knowledge of and 

access to early adopters 

to develop and test the 

products. 

• Knowledge of and 

access to the first clients 

to start generating sales. 

 

Start-ups are established 

and operate by generating 

sustainable cash flows. 

Thus, advanced business 

knowledge and experience 

are necessary for areas such 

as human  resources, 

financial management, 

business development, 

marketing and sales. 

Need for 

capital  

Entrepreneurs with early ideas are usually financed using 

resources from the ‘Three Fs’: family, friends and ‘fools’ 

(businessmen that provide one-off or unsystematic 

financing). Investment rounds start in the pre-seed stage.  

Early round investments: 

• Capital to develop 

MVPs, technology 

components such as 

software / hardware. 

• Capital to do market 

research and finance the 

first business trips.  

• Capital to pay software 

developers and other 

specialists involved in 

MVP development.  

Seed round investments: 

• Capital to launch the 

commercial product to 

the market and register 

the brand among others. 

• Capital required to win 

the first sales: to 

promote the product, to 

visit the first clients, to 

cover delivery, 

accounting and other 

expenses. 

Series A-B investments: 

• Capital to grow the 

business in the local 

market (increase sales, 

obtain new clients, open 

new offices / spaces / 

shops etc.).  

• Capital to enter 

international markets 

(grow geographically by 

opening new offices and 

hiring local teams, 
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# Talent stage Idea stage Pre-seed stage Seed stage Early stage 

• Capital to hire the first 

long-term employees / 

specialists (developers, 

sales, marketing, 

finance specialists 

among others). 

obtaining new clients 

etc.). 

Need for 

markets 

Entrepreneurs are focused 

on skills development.  

Inspiration: 

• Market to live the first 

entrepreneurial 

experiences.  

• Market to network with 

successful 

entrepreneurs, learn 

and get inspired, find the 

first mentors. 

Inspiration: 

• Market to network with 

other enablers to 

understand their role in 

the ecosystem, start 

building the business 

network and future 

connections.  

• Market to learn and get 

inspired, as well as to 

network with the 

successful 

entrepreneurs and to 

find mentors. 

Ideas: 

• Market to test the 

product on a small scale 

in order to evaluate the 

business idea. 

• Market to learn about 

the local opportunities 

for better adoption of the 

business ideas.  

• Market to promote the 

product – to raise 

awareness among 

investors and potential 

clients.  

• Market to network with 

promising start-ups – to 

find business partners, 

start cooperating, share 

the clients.  

Operation: 

• Market to network with 

investors – to attract 

new investments for 

business development 

and growth. 

• Market to find or attract 

potential clients – to 

promote the products / 

services, to gain the first 

clients and to generate 

first sales.  

Internationalisation: 

• Market to find or attract 

potential international 

clients. 

• Market to network with 

international enablers. 

 

 

 

 

 

Need for 

resources 

Resources are needed in all start-up growth stages, especially for early start-ups in the idea, pre-seed and seed stages. The necessary resources are:  

• Working spaces to develop the MVPs and prototypes, such as laboratories, technology parks and technology transfer offices with access to technological 

equipment (e.g. 3D printers). 

• Working spaces to interact with a team, meet the clients, partners, e.g. co-working spaces, techno-parks.  

• Social spaces to interact with other entrepreneurs, professionals, specialists and engineers. 
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3.2 Roles and responsibilities of the ecosystem enablers 

In order to analyse the key activities that the ecosystem builders conduct and to determine specific support 
programmes that are needed in the ecosystem, it is first necessary to understand the role of ecosystem 
enablers. The different enabler types impact the companies at different stages of their lifecycle. Therefore, 
having analysed start-up needs by lifecycle stage in the previous subchapter, the key issues can now be 
identified by analysing enabler activity in each lifecycle stage.  

This subchapter shortly outlines the key ICT entrepreneurial enabler types and provides a simple framework to 
analyse roles and responsibilities of the enablers operating in the ecosystem. In order to gain a more 
comprehensive understanding of the enabler types, please refer to Annex 2 of this report where analysis of 
each enabler type is given according to the framework given below. 

The various ecosystem enablers provide access to knowledge, capital, market and resources for the start-ups 
in different growth stages. The primary activities and objectives of these actors are focused on start-up 
development and growth. Figure 7 below maps selected enablers to the different start-up growth stages.   

Figure 7: Ecosystem enablers in different start-up growth stages. 

 

Among the enablers shown in the figure above, the most important ICT entrepreneurial enablers are the 

following7: 

1. Educational centres (i.e. universities, business schools, academies, technology centres); 

2. Incubators; 

3. Accelerators; 

4. Business angel networks; 

5. Venture capital funds; 

6. Management companies for talent generation events; 

7. Management companies for start-up events;  

 

7 Further information on the listed enabler types is provided in Annex 2 
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8. Technology parks; 

9. Co-working spaces. 

In order to effectively support the ecosystem, the ecosystem builder needs to deeply understand the local 

enablers. The proposed framework for this analysis is according to the following points:  

• Goal: the organisation’s objectives in the ecosystem and in supporting start-ups.  

• Support provided: the type of support provided to start-ups that addresses one or multiple of the 

following needs - access to knowledge, capital, markets or resources (facilities).  

• Business model: financial revenue streams that finance the organisation’s activities.   

• Key performance indicators (KPIs): indicators used to measure the progress and quality of the 

performed activities. The indicators are important for the ICT entrepreneurial ecosystem builder to 

understand the maturity and performance of enablers, as well as to leverage the support that each 

enabler needs - to create, empower or boost (see more details on ecosystem builder activities in 

Chapter 4). 

• Iteration: description of the sourcing relationships between different enablers, i.e. from which other 

enablers the actor receives and to which other enablers the actor sends or hands over start-ups and/or 

entrepreneurs. 

Annex 2 describes the roles and activities of the key ICT entrepreneurial enabler types outlined above according 

to this framework, which can help the ecosystem builders understand and / or evaluate the local actors.  
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4 Key activities 

Having established the main elements that constitute a successful ecosystem, the vision and mission of an 
ecosystem builder and the roles of different ecosystem enablers, the following chapter introduces the key ICT 
entrepreneurial ecosystem builder activities. The main responsibility of the institution is to support the 
ecosystem enablers, promote their collaboration and ensure their high performance.  

The activities conducted by an ecosystem builder can be broadly classified into three activity groups:  

• Operational activities: key activities related to its primary mission and objectives to create, empower 
and boost the enablers in charge of the growth of the local entrepreneurial ecosystems.  

• Financing activities: to ensure financial sustainability of the organisation.  

• Internal activities: to maintain organisation’s business operations.  

The operational activities group is at the core of ecosystem builder’s operations, while the internal and financing 
activities support these primary tasks.  

4.1 Operational activities 

The first group of activities to be discussed are the operational activities, which aim to build the capacity and 
support the growth of local enablers. The specific activities conducted depend on the objectives that the 
ecosystem builder defines for the ecosystem. The objectives differ depending on what level of intervention is 
needed for development of a particular ecosystem. To define the activities, the ecosystem builder must research 
and analyse the maturity of the local market and, specifically, the performance of its enablers.  

In early 2021 EU4Digital completed the ‘Guide for building the ICT entrepreneurial ecosystems in Eastern 
partner countries’. The document includes a maturity assessment of the ICT entrepreneurial ecosystems and 
enablers in the six Eastern partner countries. It also provides recommendations for supporting the 
entrepreneurial ecosystems, their mapping and prioritisation. These results can be used as a basis for further 
ecosystem analysis and research. It is recommended to repeat the assessment at regular time intervals, such 
as every year or every two years. 

Depending on the diagnosis and the performance of local enablers, the ecosystem builder might conduct 
activities that can be split into three types of activity groups:   

• Enabler creation: establishing a new enabler in the entrepreneurial ecosystem. Certain types of 
enablers are critical to the existence of the overall system and creating such entities can lead to a 
fundamental shift in the system. 

• Enabler empowerment: supporting sustainability and promoting growth of an enabler that is present 
in the ecosystem but underperforming. The goal of empowerment activities is to close competence, 
capability and operational gaps, which strengthens the entire ecosystem. 

• Enabler boosting: supporting an existing and well-performing enabler in order to enhance their 
capacity and to scale their coverage of start-ups in the ecosystem. Boosting is implemented mainly 
through funding mechanisms rather than other types of resources. 

The mentioned operational activities of enabler creation, empowerment and boosting are conducted by offering 
three types of support to the enablers: 

• Expertise: technical advice on configuration and optimisation of the enabler institutions. 

• Operational resources: physical, financial and human resources dedicated to enhancement of 
sustainability and growth of the enabler. 

• Funding: financial resources for ecosystem enablers, dedicated to improving their capacity to support 
entrepreneurs and start-ups. 

The level of each support type should be calibrated based on each activity type, with more expertise and 

resources required for creation and empowerment of enablers, and more direct funding necessary to boost 

enablers as presented in the graph below. 

 

https://eufordigital.eu/wp-content/uploads/2021/04/Guide-for-building-the-ICT-entrepreneurial-ecosystems-in-the-Eastern-partner-countries-maturity-analysis-and-recommendations.pdf
https://eufordigital.eu/wp-content/uploads/2021/04/Guide-for-building-the-ICT-entrepreneurial-ecosystems-in-the-Eastern-partner-countries-maturity-analysis-and-recommendations.pdf
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Figure 8: Operational activity groups and the level of support for each type 

 

Creation of the enabler(s) 

The ecosystem builder might decide to create a new enabler if a certain critical enabler is not present in the 
ecosystem or if the coverage of the market needs is insufficient with a significant number of enablers exiting. 
Note that the ecosystem builder can have the capacity to create more than one enabler, if needed.  

Example: Creating a business angel network in Armenia by providing technical expertise and 
operational resources 

The EU funded programme SMEDA8 (Support to SME Development in Armenia) managed by the GIZ9 (Deutsche 
Gesellschaft für Internationale Zusammenarbeit) acted as an ecosystem builder for a period of four years with a total 
budget of around 5 million euros across all programmes. In 2017 the SMEDA programme implemented a programme to 
create the first network of business angels in Armenia.  

Initially, SMEDA developed analysis of the early-stage access to capital in Armenia and designed the action plan for the 
programme to create and implement the first business angel network in Armenia. 

Once the action plan was created, SMEDA selected the GlobalAM Foundation10 as owners of the future business angel 
network, for which SMEDA provided the GlobalAM team with technical assistance to support the development of the 
network of business angels. During a period of four months, SMEDA experts educated and facilitated development of the 
business plan for BANA11 (Business Angel Network of Armenia). 

Once BANA was created as a foundation dedicated to capital management, SMEDA helped BANA with initial funds to 
start operations. They also provided additional technical assistance, including European experts that supported the 
process for recruitment of the first business angels, execution of the first BANA investments, and the connection of BANA 
with the largest European networks, such as the AESIL12 and BAE13 (Business Angels Europe). 

At the time of writing, BANA is a network that encompasses more than 60 business angels and has managed investments 
in 16 start-ups with the total value of 4.5 million euros from 2017 to the date of this publication. The establishment of 
BANA led to the creation of two additional angel networks, AICA14 (Angel Investor Club of Armenia) and STAN15 (Science 
and Technology Angel Network). 

The following steps (Figure 9) outline a suggested process that can be followed to establish a new enabler. This 
is only one potential example and a different approach or framework can be used. The process will also depend 
on the nature of the specific ecosystem builder organisation. 

 

8 https://euneighbourseast.eu/news-and-stories/publications/support-to-sme-development-in-armenia-eu-smeda-final-report/ 
9 https://www.giz.de/en/worldwide/374.html 
10 https://globalam.org/ 
11 https://bana.am/ 
12 https://www.europeanesil.eu/ 
13 https://www.businessangelseurope.com/ 
14 https://aica.social/ 
15 https://fast.foundation/en/program/865 
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Figure 9: Process of enabler creation 

 

 

In order to create an enabler, ecosystem builder could take the following steps: 

1. Analysis of the ecosystem, examining the needs to establish a new actor. Such research can be 
conducted by the ecosystem builder internally or by an external service provider, focusing on the unique 
issues that the local market players face. If a critical enabler is missing or underperforming in the 
ecosystem, establishing a new actor could have a significant positive effect.  

2. Definition of objectives. Expectations are defined for the enabler that will be created. Before 
establishing a new actor, it is necessary to clearly define goals and KPIs in order to measure the impact 
that the new actor will have on the ecosystem. 

3. Definition of resources. Determining the specific needs for expertise, operational and financial 
resources in establishing the new enabler and sustaining its activities in the future. As ecosystem 
builders might not possess all of the required resources internally, they must cooperate with the local 
government as well as the international organisations to secure funding or obtain non-financial 
resources, such as expertise, that are needed. Initial principles for the future relationship between the 
owner and the enabler are also defined.  

4. Awareness. The candidate organisations that could potentially take charge of the creation of the new 
actor in later stages must be determined. In order to find the potential owners, either the entities or the 
teams, it is necessary to research the public organisations (government bodies or educational 
institutions) and companies (large corporations or banks) that have the capacity and the motivation to 
establish a new enabler. The most suitable institutions are detected and involved in further steps of the 
process. 

5. Technical expertise. Search is initiated for international experts that will assist in the project of enabler 
creation, guiding and monitoring the process. Most ecosystem builders in Europe do not need to search 
for the expertise internationally as they can hire professionals with the necessary knowledge and skillset 
in the local labour market. Such expertise can also be directly provided by the ecosystem builder if it is 
already highly experienced in enabler creation. However, in the emerging markets that have 
underperforming entrepreneurial ecosystems, such specialised domain knowledge can be difficult to 
find.  

6. Action plan. Outlining the detailed action plan for the short and medium term, including mapping to 
final objectives, structure, key personnel, and milestones as well as detailed breakdown by timeline for 
the KPIs. It is important to create a clear strategy for the project, in order to maximise its efficiency and 
track the progress starting with the initial steps and progressing by milestones. 

7. Ownership. The organisation(s) responsible for the project for creation of the enabler must be identified 
through a formal selection process. Following this process, a clear owner is established for the project. 

8. Relationship. Once the owner is determined, the legal framework of the relationship between the 
ecosystem builder and the new enabler is then established. In this step, the legal agreements that will 
govern these relationships and provision of resources are concluded. Alternatively, if the new enabler 
is established as a public organisation, its mandate and relation with the ecosystem builder should be 
formalised by adopting the relevant legal acts. 

9. Set-up. Before provision of resources and the final launch, preparations must be conducted to establish 
the new organisation physically and operationally, and detailed strategic and operational planning is 
completed. The preparations include defining roles, hiring employees, selecting the office facilities, 
developing the strategic plan and similar. 
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Awareness Expertise

Action plan Ownership Relationship Set-up
Provision of 
resources
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10. Provision of resources. Having established a clear legal framework and conducted the set-up 
preparations, the resources can be delivered to the new ecosystem actor (see Table 9 below).  

11. Launch. Once the resources dedicated to cover the necessary costs and ensure sustainability are 
delivered, the new enabler is launched. The initial resources provided are detailed in the table below. 

Table 9: Initial provision of resources 

Empowerment of the enabler(s) 

The ecosystem builder might decide to empower an existing but underperforming enabler to ensure its 
sustainability and growth. The goal of empowerment activities is to close competence, capability and operational 
gaps. By evaluating performance of the existing enablers, the ecosystem builder should aim to identify the key 
pain-points in order to support them with the right expertise to address them. Then, targeted support can be 
provided by bringing the experts form outside or training the existing staff, providing mainly the necessary 
training and knowledge.  

Example: Empowering an entrepreneurial event in Armenia by providing technical expertise, 
operational resources and funding 

The EU funded programme SMEDA16 (Support to SME Development in Armenia) managed by the GIZ17 (Deutsche 
Gesellschaft für Internationale Zusammenarbeit) acted as an ecosystem builder for a period of four years with a total 
budget of around 5 million euros across all programmes. In 2017 SMEDA implemented a programme to empower the 
entrepreneurial event Sevan Startup Summit18 in Armenia.  

 

16 https://euneighbourseast.eu/news-and-stories/publications/support-to-sme-development-in-armenia-eu-smeda-final-report/ 
17 https://www.giz.de/en/worldwide/374.html 
18 https://www.seasidestartupsummit.com/ 

Initial resources provision 

Expertise resources  Operational resources 

Technical advice. Providing the necessary guidance and 
expertise from EB’s experts or external consultations (not 
hiring the human resources). The advice given can be 
classified into the following types: 

• Operations and content. Someone to offer 
assistance for a limited period of time, such as 6 
months, to help the management of incubation. Such 
advice is also needed for the content: trainings, 
networking (talent generation, organisation of 
networking events). In such cases, the created 
enabler organisation must have own human 
resources in place in order to take over the know-
how.  

• Human resources. In order to hire the best 
employees, an effective hiring structure is needed. 
Success of the new organisation largely depends on 
the competence of its employees, such as the 
managers. Technical expertise is needed to 
establish the right framework of managing and hiring 
the human resources.  

• Networking. The new enabler must develop 
connections with the local ecosystem in order to 
operate effectively and to successfully create an 
impact in the system.  

• Legal advice. Depending on the legal form chosen 
for the enabler, legal advice for establishing the legal 
structure of the organisation might potentially be 
needed.   

• Facilities. Physical facilities in office buildings, 
laboratories or other spaces. 

• Staff. Employees for both technical roles as well as 
the business functions are needed, including 
professionals and interns. The ecosystem builder can 
cover the employee salaries for a limited period.  

• Promotion. Marketing and promotion activities must 
be conducted in order to increase visibility of the new 
enabler and to effectively integrate it into the 
ecosystem. The ecosystem builder can either assist 
by providing these services or covering the related 
expenses.  

• External services. Ecosystem builder can cover the 
necessary fees, such as utilities or transportation. 

• Supplies. Functioning of an organisation requires a 
variety of office supplies. In addition, certain types of 
companies might require production supplies, 
depending on the nature of their activities. The 
ecosystem builder can cover part or all of the cost.  

• Equipment. For instance, any specialised equipment, 
such as 3D printers, that is required for the specific 
activities conducted by the start-up can be either 
physically provided or paid for by the ecosystem 
builder. 

• Other costs. 
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Sevan Startup Summit, managed by the Startup Armenia Foundation19, was the first event for entrepreneurs in Armenia. 
During the first two events in 2016 and 2017, the event gathered over 600 students for entrepreneurial education 
programmes lasting five days, which focused on soft-entrepreneurial education. 

Within the SMEDA programme, an analysis was carried out regarding potential empowerment of the “Sevan Startup 
Summit” event series, which concluded that this initiative could generate a high impact on start-ups in the idea and pre-
seed stages. 

During the first phase, SMEDA provided the Startup Armenia Foundation with technical expertise to conduct optimisation 
of the event in 2018, re-defining the “Sevan Startup Summit” as the first event for entrepreneurs in Armenia. 

In the following phase during 2018 and 2019, SMEDA supported the Startup Armenian Foundation by providing at least 
ten international experts that participated in the two events, imparting business knowledge to entrepreneurs. In addition, 
SMEDA provided operational resources that covered around 50% of the organisational costs as well as direct funding 
which allowed the Startup Armenia Foundation to support selected start-ups through reward programmes worth over 200 
thousand euros. 

From 2018 to 2021, the Sevan Startup Summit involved over 25 thousand entrepreneurs from more than 90 countries, 
delivered grants worth around 350 thousand dollars and generated more than 4 million euros of investment among the 
start-ups and investors participating in the events. The new format of Sevan Startup Summit allowed Startup Armenia 
Foundation to export the event to international markets, developing Seaside Startup Summit in Goa20 (India) and Ras al 
Khaimah21 (UAE). 

The process of empowerment naturally follows the creation of a new enabler. The following steps (Figure 10) 
outline a suggested process that can be followed to empower an enabler. This is only one potential example 
and a different approach or framework can be used. The process will also depend on the nature of the specific 
ecosystem builder organisation and the enabler. 

Figure 10: Process of enabler empowerment 

 

 

In order to empower an enabler, the ecosystem builder could take the following steps: 

1. Analysis of the ecosystem, examining the needs to empower an existing actor. Such research can be 
conducted by the ecosystem builder or by an external service provider, focusing on the unique issues 
that the local market players face. Following the analysis, the ecosystem builder might conclude that 
one or more enablers are underperforming. In certain cases, empowering the existing enabler could 
significantly improve the ecosystem with a better cost-benefit ratio than establishing a new actor.  

2. Definition of objectives. Expectations are defined for the enabler that will be empowered. Before 
empowering a certain organisation, it is necessary to clearly define goals and KPIs in order to measure 
the impact that the initiative will have on the ecosystem. 

3. Definition of resources. Determining the specific needs for expertise, operational and financial 
resources in empowering the enabler. Ecosystem builders might not possess all of the required 
resources internally. Therefore, they must cooperate with the local government as well as international 
organisations to secure funding or obtain non-financial resources, such as expertise, that are needed 
for implementation of the project.  

4. Technical expertise. Search for international experts that will assist in the project of enabler 
empowerment, guiding and monitoring the process. Most ecosystem builders in Europe do not need to 
search for the expertise internationally as they can hire professionals with the necessary knowledge 

 

19 https://startuparmenia.am/ 
20 https://www.seasidestartupsummit.com/india18/ 
21 https://www.seasidestartupsummit.com/uae18/ 
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and skillset in the local labour market. Such expertise can also be directly provided by the ecosystem 
builder if it is already highly experienced in enabler empowerment. However, in the emerging markets 
that have underperforming entrepreneurial ecosystems, such specialised domain knowledge can be 
difficult to find.  

5. Action plan. Outlining the detailed actions to be completed in the short and medium term, including 
mapping to final objectives, roadmap, and milestones as well as detailed breakdown by timeline for the 
KPIs. It is important to create a clear strategy for the project, in order to maximise its efficiency and 
track the progress, starting with the initial steps and progressing by milestones. 

6. Relationship. Before provision of resources, a legal framework for the relationship between the 
ecosystem builder and the empowered enabler is established. In this step, the legal agreements that 
will govern these relationships and provision of resources are concluded. Alternatively, if the targeted 
enabler is a public organisation, its relationship with the ecosystem builder should be formalised by 
adopting the relevant legal acts. 

7. Provision of resources. Having established a clear legal framework, the resources can be delivered 
to the ecosystem actor that is to be empowered. The type of resources provided differs depending on 
the ultimate goal of the support as outlined below: 

a. To empower management of the enabler. One of the most effective ways to empower and 
optimise the functioning of an organisation is to improve its management, which is responsible 
for efficient functioning and the strategic direction of the enabler. This can be achieved by 
offering the resources outlined in the table below.  

Table 10: Resources for management empowerment 

Empowering management 

Expertise resources Operational resources 

• Technical advice. Receiving the necessary guidance and 
expertise from EB’s experts or external consultations (not hiring 
the human resources). The advice given can be classified into 
the following types: 

o Management. Assistance for a limited period of time, 
such as 6 months, to professionalise the management 
of the enabler.   

o Growth. Assistance in defining the growth strategy, 
objectives and planning. 

o Human resources. In order to hire the best employees, 
an effective hiring structure is needed. Success of an 
organisation largely depends on the competence of its 
employees, such as the managers. Technical expertise 
is needed to establish the right framework of managing 
and hiring the human resources.  

• Operational costs. Offering funding to 
cover the costs required to sustain the 
organisation’s operations.  

• Facilities. Funding for development or the 
direct provision of physical facilities in office 
buildings, laboratories, and other spaces. 

 

b. To empower enabler’s capability to improve the access-to-knowledge. Enablers perform 
an educational role in the entrepreneurial ecosystem. Recently established enablers in less 
developed markets often lack the required expertise and connections to other educational 
institutions.  

Table 11: Resources to empower access-to-knowledge 

Empowering access-to-knowledge 

Expertise resources Operational resources 

• Technical advice in developing entrepreneurial 
educational content. Example educational topics in 
which specialised advice is potentially needed include 
entrepreneurial talent generation, idea validation, 
technical product validation, business model 
validation, LEAN methodologies, product design and 
mentoring.  

• Resources for educational networking. It is 
particularly beneficial if the enabler can connect with 
other similar educational centres, incubators, 
accelerators etc. Such networking is also crucial to 
develop connections internationally, and to exchange 
talent. These activities incur costs for travel, 
accommodation and food as the participants have to 
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Example: Incubators help entrepreneurs to 
understand if the product idea is viable and instruct 
on effective business processes that are needed to 
launch the product and sustain its sales. Such 
education increases the likelihood of the start-up 
company developing into a sustainable business.  

• Technical advice in developing emerging 
technologies educational content. The enablers 
should offer not only entrepreneurial but also 
technical advice in emerging technology, such as AI, 
fintech, energy tech and similar domains.  

travel to meet. The ecosystem builder can provide 
subsidies and finance such programmes.  

Example: there are programmes for managers of 
incubators and similar organisations that offer 
international travel and work opportunities, after which 
the managers come back and set up their own 
programmes.  

c. To empower enabler’s expertise and capability to improve the access-to-capital. Enablers 
in developing markets often lack technical skills and capabilities, which are necessary to detect 
and invest in start-ups with real potential, failing to support the creation of sustainable and 
scalable businesses.  

Table 12: Resources to empower access-to-capital 

Empowering access-to-capital 

Expertise resources Operational resources 

• Technical expertise in investment. Training and 
expertise in angel investment, early-stage 
investment, risk management, best practices etc. 
There are many investing enablers that are investing 
in early stages without the necessary know-how. 
Funds that lack the technical expertise invest in 
people or ideas, without the appropriate analysis and 
due diligence on the business. As a result, they take 
excessive risks and make ill-informed investment 
decisions. Therefore, there is a need for technical 
expertise, even in early-stage investments that are 
often seen as less technical. Trainings can be offered 
to the investing enablers to increase sustainability of 
their portfolio companies, particularly in the areas of 
product validation, financial risk and investment (i.e. 
portfolio management and diversification).  

• Resources for investment networking. Connecting 
the enabler with other investors, business forums, 
investment forums etc. Networking is crucial for 
investors at all levels. For instance, early-stage 
investors need to have assurance that there are 
investors that would invest at later stage, to sustain 
the investee or to execute a successful exit. 
Therefore, fund management companies must have 
large international networks. The network can be 
developed in international business and investments 
forums, conferences, and other types of networking 
events. The ecosystem builder organisation can 
support participation in these events by covering the 
costs for travel, accommodation, entry fees etc. 

 

d. To empower enabler’s capability to improve access-to-market. In order to effectively 
support access-to-market, enablers should develop strong connections to the labour market, to 
potential investment targets and donors. Enablers often lack the necessary connections and/or 
the technical expertise and experience required to organise the events.   

Table 13: Resources to empower access-to-market 

Empowering access-to-market 

Expertise resources Operational resources 

• Technical expertise in organisation of business 
and entrepreneurial events. The enabler can 
organise entrepreneurial events, such as talent 
generation, and business events, such as networking 
events for private sector players, which are crucial to 
support access-to-market in the ecosystem. Enablers 
that lack experience in organising such events need 
technical assistance from experts that can offer 
advice on the format and content of these events. In 
some cases, the support is needed to organise a new 
type of event, while in others an existing event series 
could be expanded and improved. 

• Sponsorship for talent generation and 
entrepreneurial events. The events directly benefit 
the entrepreneurs and start-ups, fostering the 
connections among them and with other ecosystem 
players. Event organisation requires operational 
resources. The ecosystem builder can offer 
operational support to such events, either by 
providing physical resources or financial support.  

• Sponsorship for private sector networking 
events. The enabler can also organise networking 
events for various private sector players or support 
industry events, such as trade fairs. The events 
directly benefit the entrepreneurs and start-ups, 
fostering the connections among them and with other 
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ecosystem players. Similarly, the start-ups can 
participate in industry events or trade fairs in order to 
find clients. Offering sponsorship to the events makes 
the events more financially sustainable. The 
ecosystem builder can also directly organise trade 
fairs targeted to a specific type of digital technology, 
such as AI, agrotech or fintech. 

Boosting the enabler(s) 

The ecosystem builder might decide to boost an existing and successful enabler. After evaluating the 
performance of the currently operating enablers, the ecosystem builder might select a number of high-
performing enablers that are key to the ecosystem and aim to support them with the right resources in order to 
enhance their capacity and to scale their coverage of start-ups in the ecosystem.  

Example: Boosting an accelerator in Armenia by providing operational resources and investment 
capacity 

The EU4Business22 funded programme ITTD23 (Innovative Tourism and Technology Development for Armenia) 
implemented by the German Development Cooperation GIZ24 (Deutsche Gesellschaft für Internationale 
Zusammenarbeit) acted as an ecosystem builder for a period of four years with a total budget of around 3 million euros 
across all programmes. In 2021 the ITTD programme implemented a programme to boost the pre-accelerator 
programme25 Hero House managed by the Catalyst Foundation26.  

The ITTD supported the implementation of the 12-week Armenia Start-up Academy pre-acceleration programme. The 
programme started in December 2020 and was designed to train technology companies and teams in business 
development and customer attraction using advanced tracking methodologies and instruments.  

The programme was tailored for early-stage high-tech companies and start-ups and it provided training based on the best 
international models and experiences from leading start-up hubs, involving companies from diverse industries, including 
health tech, robotics, biotech, VR, e-commerce solutions. With the funding support of the ITTD, Hero House provided 
grants to several participant start-ups. 

The funding support (“boosting”) provided by the ITTD programme to Hero House grant schemes improved access to 
early-stage capital. This support, together with the other “boosting” support under the SMEDA programme, allowed Hero 
House to access more than €4 million in funding and to incubate from 2018 to 2021 more than 112 start-ups with 266 
entrepreneurs27. 

The following steps (Figure 11) outline a suggested process that can be followed to boost a selected enabler. 
This is only one potential example and a different approach or framework can be used. The process will also 
depend on the nature of the specific ecosystem builder organisation and the enabler. 

Figure 11: Process of enabler boosting  

 

In order to boost an enabler, the ecosystem builder could take the following steps: 

 

22 https://eu4business.eu/ 
23 https://eu4business-tourism-tech.am/ 
24 https://www.giz.de/en/worldwide/374.html 
25 https://www.herohouse.am/ 
26 https://www.catalyst.am/ 
27 https://eu4business-tourism-tech.am/uploads/files/Tech%20Fact%20Sheets/Pre-Acceleration_Pre-Acce%20%20Traction%20P.pdf 
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1. Analysis of the ecosystem, examining the needs to boost an existing actor. Such research must be 
conducted by the ecosystem builder or by an external service provider, focusing on the unique issues 
that the local market players face. Following the analysis, the ecosystem builder might conclude that 
one or more enablers are particularly important to the ecosystem. In such cases, boosting the critical 
enabler could have a significant positive impact to the ecosystem.  

2. Definition of objectives. Expectations are defined for the enabler that will be boosted. Before boosting 
a certain organisation, it is necessary to clearly define goals and KPIs in order to measure the impact 
that the initiative will have on the ecosystem. 

3. Definition of resources. Determining the specific needs for expertise, operational and financial 
resources for boosting the enabler. Ecosystem builders might not possess all of the required resources 
internally. Therefore, they must cooperate with the local government as well as the international 
organisations to secure funding or obtain non-financial resources, such as expertise, that are needed 
for implementation the project.  

4. Action plan. Outlining the detailed actions to be completed in the short and medium term, including 
mapping to final objectives, roadmap, and milestones as well as detailed breakdown by timeline for the 
KPIs. It is important to create a clear strategy for the project, in order to maximise its efficiency and 
track the progress, starting with the initial steps and progressing by milestones. 

5. Relationship. Before the provision of resources, the legal framework for the relationship between the 
ecosystem builder and the boosted enabler is established. In this step, the legal agreements that will 
govern these relationships and provision of resources are concluded. Alternatively, if the targeted 
enabler is a public organisation, its relationship with the ecosystem builder should be formalised by 
adopting the relevant legal acts. 

6. Provision of resources. Having established a clear legal framework, the resources can be delivered 
to the ecosystem actor that is to be boosted. The type of resources provided differs depending on the 
ultimate goal of the support as outlined below.  

a. To boost the enabler’s capacity to impact access-to-knowledge: Enablers that have strong 
capabilities in providing educational programmes and events can be supported by funding. 
Educational capabilities can also be strengthened by offering support to hiring additional human 
resources internally or external support.   

Table 14: Requirements for boosting access-to-knowledge 

Boosting access-to-knowledge 

Funding  

• Financing the expansion and improvement of the enabler’s educational programmes. For instance, by 
providing funding to hire more teachers, professors, instructors, which allows the enabler to accept more students. 
Funding is also needed to train the educators and to organise education schemes. 

• Sponsorship for educational events and programmes. The enabler can offer the entrepreneurs and start-ups 
access to free education. For instance, organisations such as incubators and accelerators can offer technical 
courses in emerging technologies. It is also particularly effective to mix tech and entrepreneurship in education, 
which creates a segment of engineers that have entrepreneurial mindset. The ecosystem builder organisations can 
cover the costs for organisation of these events or, alternatively, cover part or all of the tuition fees that are charged 
to the participant entrepreneurs and start-ups.  

• Financing to increase the hiring capacity of start-ups. Many start-ups, especially in IT, depend on human 
capital, in the form of knowledge and skills of their employees, rather than any physical capital. Therefore, providing 
them access to talent is curial to their success. The ecosystem builder can boost start-ups or other enablers by 
giving them money for salaries to increase their hiring capacity. This support is usually provided for a defined period 
of time, to support the initial phases of start-up development. 

• Financing to increase access to external services. Similarly to the above, as small companies such as start-ups 
lack the internal capacity for business support activities, they need certain external services, such as HR, 
accounting, legal, design etc. Some of these services might be particularly important, for instance, network 
administration services. The ecosystem builder can offer financial support for such services, reducing the financial 
burden and allowing start-ups to focus on their core activities.  

• Financing to increase access to consultants and specialised assistance. Start-ups often face situations in 
which specialised business services might be needed. For instance, the company might need a marketing plan for 
landing in an unfamiliar market. In other cases, they might need experts with specialised technical knowledge for a 
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b. To boost the enabler’s capacity to impact access-to-capital. Enablers that offer strong 
financial capacity can be boosted by providing additional funding to existing programmes or by 
creating additional financial support schemes. 

Table 15: Requirements for boosting access-to-capital 

Boosting access-to-capital 

Funding  

• Financing grant schemes in business ideation and business growth. The ecosystem builder can offer funds 
for enablers to run grant schemes. The grants can be effective in various start-up development stages, whether in 
idea, seed stage, or to finance scaling and growth. Usually, the successful ecosystem enablers have the necessary 
capabilities to manage grant schemes. Grant schemes can be used to channel the public funds into those particular 
sectors and stages which lack liquidity.  

• Financial support for R&D in start-ups. By collaborating with enablers, the EB can also support innovation by 
assisting in funding R&D development in start-ups. These activities can be expensive as they involve prototyping, 
requiring elements of advanced technology as well as specialised engineers. In particular, tech clusters are 
specialised in R&D and offer investment capacity. Other enablers, such technology parks and universities, also 
support R&D by offering different types of support.  

• Blended investment schemes. Blended finance or investment refers to a combination of grants and equity. For 
instance, the ecosystem builder can support an enabler by using a ‘matching’ investment scheme. The term means 
that for the amount the enabler invests in equity, the ecosystem builder provides a grant of the amount that matches 
the investment size. Therefore, the financing is provided partially in exchange for control over the company, and 
partially as free funds.  

• Increasing equity investment capacity. Equity investment into an ecosystem can be boosted by using the 
mechanism referred to ‘Fund of funds’. The public organisation, such the ecosystem builder, invests into equity of 
the enabler that offers equity financing, such as a venture capital fund. Consequently, the enablers can channel the 
funds to more start-ups and/or to provide more financing to each. The ‘fund of funds’ mechanism is a common way 
to support economic development in Europe, and many similar funds are run by international organisations in the 
region.   

c. To boost the enabler’s capacity to impact access-to-market. Similarly, enablers that offer 
strong support with market connections can be boosted by providing additional funding to 
existing well-performing programmes or by offering financing for international expansion. 

Table 16: Requirements for boosting access-to-market 

Boosting access-to-market 

Funding  

• Financing sponsorships for participation in international entrepreneurial events. International entrepreneurial 
events allow start-ups and entrepreneurs to find potential clients, investors and business partners. As such, they 
can be beneficial to start-ups in all development stages. Therefore, by financing the enablers to sponsor start-ups 
to access such events, the ecosystem builder can create positive impact to the system.  

• Financing sponsorships for participation in trade fairs. Similarly, national and international trade fairs allow 
start-ups and entrepreneurs to find potential clients and business partners. The trade fairs are often dedicated to a 
certain industry. Therefore, the fairs are beneficial to start-ups in the later development stages that are aiming to 
grow and access new markets. Therefore, by financing the enablers to sponsor start-ups to access such events, 
the ecosystem builder can create positive impact to the system as a whole.  

• Financing support for soft-landing for local start-ups to enter international markets. If an ecosystem enabler, 
such as accelerator or business angel network, invests in a company, they have a material interest in the financial 
success of the investee. Accordingly, they offer support to the start-ups in order to ensure sustainable business and 
growth. For instance, in order to aid expansion to new markets abroad, soft-landing support is needed. This can be 
in the form of market entry strategy and marketing plans prepared by management consultants, or by travelling to 
the market in order to meet with business representatives. The ecosystem builder can offer funds in order to cover 
these costs that can be expensive. 

• Financing support for soft-landing programmes for international start-ups to enter the local market. On the 
other hand, the ecosystem builder can support the opposite process and attract international start-ups to set up 
operations in its home country. This is more common in larger countries as they can offer a large workforce and 

limited period of time. Hiring consultancy services for these needs might be expensive. The ecosystem builder can 
either cover these costs or offer free consulting services using its own resources. 
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market for the start-ups. The ecosystem builder can offer to finance consultancy services to prepare a market entry 
strategy and marketing plans or to finance travel to the market in order to meet with business representatives. It 
can also organise events in the selected countries that are dedicated to attracting companies to the local market.  

d.  To boost the enabler’s capacity to impact access-to-resources. Successful enabler 
programmes and initiatives that offer access to operational resources to entrepreneurs and 
start-ups can be enhanced and scaled either by offering additional funding or by providing direct 
support with resources, i.e. providing additional facilities. 

Table 17: Requirements for boosting access-to-market 

Boosting access-to-resources 

Funding / Operational resources 

• Support to creation of free working spaces and technical facilities. Providing funding to cover the fees for 
working space and technical facilities (laboratories). In the initial development stages start-ups generate little or no 
revenue. However, they need working spaces technical facilities in order to function. Ecosystem builder or the 
enablers can cover the rent incurred by the start-up or directly rent the facilities that are then provided to start-ups 
for free or at a discount.  

• Financing the enhancement or directly enhancing the operational capacity. Once a start-up starts generating 
revenue and becomes financial sustainable, they need to grow. Accordingly, the company needs more working 
space, laboratories and other facilities to accommodate the growing scale of their operations as well as the 
increasing number of employees. This is particularly relevant to technology parks that operate by providing facilities 
to start-ups and other companies. Technology parks offer laboratories and specialised equipment that can be used 
to develop products. Therefore, the ecosystem builder can support the activities of such enablers by financing the 
expansion or enhancement of the facilities offered to start-ups.  

• Financing programmes that offer free supplies. Early-stage start-ups also need support with operational costs. 
Such costs include ordinary supplies and utilities, such as internet access, cleaning services, transportation etc. 
Many enablers (high quality accelerators in particular) have the capacity to give start-ups free access to supplies. 
The ecosystem builder can offer financing to such enablers, additionally supporting their programmes.  

Practical implementation 

Throughout the subsection we have discussed the operational activities of the ecosystem builder, detailing the 
types of support resources (expertise, operational and funding) that can be provided to the enablers at various 
development stages. However, note that, in order to achieve the highest level of impact given limited resources, 
the support should be targeted at the issues that are particularly important in the ecosystem. While we have 
listed a broad range of potential support initiatives and resources, the actual implementation programmes should 
be specialised and tailored to the local context, selecting only a handful of the tools presented.  

Therefore, having completed a maturity assessment for the ecosystem, the coordinating organisation, which is 
usually the government institutions, should prioritise the key issues and define a clear (global) action plan for 
the ecosystem. EU4Digital completed such maturity assessment for the Eastern partner countries in 2021. In 
addition, the coordinating organisations that could either take up the role of ecosystem builder or establish such 
organisation have been identified. Thus, the next step in the process to develop the local ICT innovation 
ecosystems in the Eastern partner countries is to define a plan with priorities for the next three to five years. For 
more information and outline of the suggested next steps for the Eastern partner countries please refer to 
Chapter 7.  

https://eufordigital.eu/wp-content/uploads/2021/04/Guide-for-building-the-ICT-entrepreneurial-ecosystems-in-the-Eastern-partner-countries-maturity-analysis-and-recommendations.pdf
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4.2 Financing activities 

In order to ensure sustainability, the ecosystem builder organisation must engage in financing activities. As the 
ecosystem builder is, normally, a public and non-profit organisation, the major part of its income comes from 
private and public donors. However, the organisations can also benefit from other income streams, such as fees 
for consulting services and for implementation of the programmes designed by other institutions.  

The four main financing sources available to ecosystem builder organisations are the following: 

1. Donor fund raising. The most important income source for such bodies is funding from public 
institutions, both national governmental institutions and international organisations. Donations can also 
be provided by private actors that can benefit from or depend on the local ecosystem. For example, as 
part of a corporate sustainability programme. 

2. Consulting with governments and international organisations. The ecosystem builder organisation 
can use its expertise to provide consulting services to the government bodies or international 
organisations that conduct development programmes locally. Similarly, the expertise of the ecosystem 
builder can be applied in other countries or regions to consult governments on policy making. The same 
research know-how that is used in analysis and diagnosis as well as the practical knowledge necessary 
to establish and boost the local ecosystem can be used to consult on policy making and regulatory 
design related to the entrepreneurial ecosystem. Such services can be provided in exchange for a fee. 

3. Implementation of capacity building programmes. Most ecosystem builders also receive income for 
the implementation services of the programmes designed by international aid agencies, development 
banks and other international organisations or investing entities. Specifically, such institutions can 
provide funding for the execution of the ecosystem support schemes that they design. 

4. Funding from the national budget. In cases when the ecosystem builder is a public organisation and 
operates according to a national mandate, the key source of financing is the state budget. In this case, 
the financing procedures are managed by the local ministry of finance or equivalent and follow the 
relevant national legislature. 

Example: ENISA financing activities 

ENISA operates as an ecosystem builder that provides start-ups with soft loans by implementing co-investment 
programmes, providing financing together with the Spanish accelerators, business angel networks, venture capital funds 
and private equity firms that belong to the Spanish ICT entrepreneurial ecosystem. ENISA28 is a Spanish state-owned 
company, that that is owned by the Spanish Ministry of Industry, Trade and Tourism and the Directorate-General for 
Industry and SME of the European Commission.  

Financing sources of ENISA include the following: 

• ENISA has received more than €1.1 billion in funding raised from several donors since its creation in 1982, 
mainly the Ministry of Industry, Trade and Tourism29, the Ministry of Economic Affairs and Digital 
Transformation30 and the Plan for the Recuperation, Transformation and Resilience of Spain31. 

• ENISA participated in the development of the Spanish “Spain Entrepreneurial Nation Strategy”32, acting as a 
consulting team. The plan was presented by the Spanish government in February 2021. 

• ENISA also ensures its sustainability through the implementation of capacity building programmes.  As of 
March 2022, ENISA is implementing two external programmes:  

o The Ministry of Economic Affairs and Digital Transformation funded “Digital Woman Entrepreneurs” 
€51M programme, that supports and promotes female digital entrepreneurship projects in order to 
reduce the existing entrepreneurial gender gap. 

o The Ministry of Agriculture funded “AGRO-SME” €13M programme that aims to digitalise small and 
medium sized agricultural companies. 

 

28 https://www.enisa.es/ 
29 https://www.mincotur.gob.es/en-us/Paginas/index.aspx 
30 https://portal.mineco.gob.es/en-us/Pages/index.aspx 
31 https://planderecuperacion.gob.es/ 
32 https://www.lamoncloa.gob.es/temas/espana-nacion-emprendedora/Documents/ENE_Resumen%20ejecutivo.pdf 



 

41 

 

4.3 Internal activities 

Finally, the internal activities broadly reflect the standard internal business services that can be found in most 
companies or organisations. This set of activities is necessary to maintain the business operations and to 
support the functioning of the ecosystem builder itself.  

Although not exhaustive, the major categories of internal activities are the following:  

• Ecosystem analysis (research). In order to complete the key tasks of enabler creation, empowerment 
and boosting, the ecosystem builder must conduct analysis to understand the ecosystem, leading to 
comprehensive diagnosis and recommendations. The diagnosis can then be used to guide the core 
activities. Such studies are conducted by an internal research department or external service providers. 

• Public relations and media. Ecosystem builders promote their activities publicly, network with the 
ecosystem enablers, and directly communicate with entrepreneurs and enablers. The activities carried 
out within the public relations and media department are analogous to comparable departments within 
large companies.  

• Administration (accounting, HR etc.). Operational, administrative and routine tasks that must be 
completed by any organisation to sustain and support its core activities. 
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5 Corporate and organisational structure 

This chapter introduces the recommended corporate governance and organisational structures as well as 

potential legal forms for the ecosystem builder organisation. The guidelines provided below should be seen as 

the recommendations based on best practise and common structures in European organisations. 

Corporate governance refers to the decision-making process that determines and directs the overall strategy 

and general functioning of the ecosystem builder organisation. Organisational structure describes the hierarchy 

of departments and bodies that comprise the organisation as well as the split of responsibilities and tasks among 

them.  

5.1 Organisational and legal form 

This subchapter outlines example organisational types and forms according to which ecosystem builders can 
be organised in terms of operational activities, management and financing. Although largely dependent on the 
local legal system, the organisational type, in some cases, can be equivalent to the legal form that is used for 
the ecosystem builder organisation, if that specific legal form is available in the country.  

Ecosystem builder organisations are usually funded by or otherwise directly connected to the government and 
conduct non-profit activities. As a result, they commonly have the legal structure of a non-profit or governmental 
agency, non-governmental organisation or a foundation. The specific legal form used for the organisation differs 
case-by-case as organisations, in practise, focus on different activities, requiring different legal set-ups. In 
addition, the definitions and requirements for legal forms differ across different countries and legal systems. 
Therefore, the specific form that is the most suitable should be selected based on the specific situation, 
depending on the country as well as financing sources and activities that will be conducted.  

Some of the common legal forms used for ecosystem builder organisations include the following: 

• Non-profit organisation 

A non-profit organisation (NPO) is a legal entity organised and operated for the collective, public or social benefit 
as opposed to seeking profits and increasing shareholder value. Non-profit organisations are generally granted 
tax-exemptions by governments that support their sustainability as NPOs operate to further a social cause and 
directly benefit the society. The distinctive feature of this organisation type and legal form is that any excess 
income that is generated is returned to the organisation itself to fuel its mission and not distributed to 
shareholders and other private parties. 

• Non-governmental organisation 

Non-governmental organisation (NGO) is a legal entity which functions independently of any government or 
international organisation and is not a profit-seeking business. NGOs serve social or political goals, such as 
environmental sustainability or support to the local entrepreneurship and innovation ecosystems. They rarely 
have the capabilities to generate sustainable revenue by own operations, in contrast to NPOs, and are usually 
funded by private donations or grants. NGOs can be organised at the local, national or regional level. Formal 
memberships in the organisation are commonly used in order to efficiently coordinate the participants and 
facilitate integrity of different divisions across the organisation. 

• Governmental (business / innovation) agency 

Governmental agencies are special public organisations set up for a specific purpose, such as fostering 
investment and business environment, social redistribution of resources, financial oversight or execution of 
governmental programmes as defined by legislature. For example, the German Development Cooperation in 
Armenia (GIZ) that implements ecosystem building programmes is a governmental aid agency that belongs to 
the German Federal Ministry for Economic Cooperation and Development (BMZ). 

• Foundation 

Foundations refer to organisations which provide funding and support to other organisations through grants, 
subsidies or other instruments and activities. Foundations are generally funded by corporate entities or 
collectives of several individuals, such as families. For example, the Armenian EIF33 Enterprise Incubator 

 

33 https://www.eif.am/ 
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Foundation, acting as an ecosystem builder that creates and empowers facility providers such as technology 
parks, has a legal form of a Foundation. 

• Incorporated association 

Incorporated association is a legal entity that unifies group of individuals or corporations in order to coordinate 
their activities as well as to represent and defend the group’s public interests. Associations generally do not 
seek profit. They also normally have the right to apply for grants, open bank accounts or hold property in the 
name of the association as a separate legal entity rather than its members. 

• Private limited company 

Private limited company is a legal entity where a firm is held under private ownership. Entities under this legal 
form are normally profit seeking and may issue non-public stocks in order to raise capital. Such entities benefit 
from limited financial liability. Profits are generated and paid out to the stakeholders, which is the operational 
focus of PLC firms. However, the companies could also be state-owned and established with a social cause. 
For example, the ecosystem builders ENISA (Spain) and INVEGA (Lithuania) are state-owned private limited 
companies. 

• Other forms 

The list above is not exhaustive. The ecosystem builder organisations can take other legal forms, depending on 
the local legal system and operational principles of the specific organisation. 

The ecosystem builder organisations are normally owned either directly by governmental institutions, by other 
larger public organisations or NGOs. The owners are generally also the main donors that provide a key source 
of financing. They can also be owned or funded by educational institutions, such as universities, or private 
associations. However, the most suitable ownership structure for such organisations is government ownership 
as it is best aligned with the overarching global goals of improving the national innovation ecosystem. 

5.2 Corporate governance 

In this subchapter we introduce the concept of corporate governance and the recommended corporate 
governance structure for the ecosystem builder. The interconnected bodies which make up the governance 
mechanism are described, explaining their roles and responsibilities.  

Concept and purpose 

The European Central Bank defines corporate governance as “Procedures and processes according to which 

an organisation is directed and controlled. The corporate governance structure specifies the distribution of rights 

and responsibilities among the different participants in the organisation – such as the board, managers, 

shareholders and other stakeholders – and lays down the rules and procedures for decision-making.” 

Governance mechanisms allow to effectively balance and align the interests of the organisation’s shareholders 

and the broader range of stakeholders. It is the framework that defines the organisation’s principles and goals, 

including strategy, compensation, risk management and social responsibility, such as environmental 

awareness. Good corporate governance relies on the principles of accountability, transparency and 

responsibility. Specific examples of such processes include strategic documents, action plans, KPIs, disclosure 

practises, compensation and dividend policies etc.  

The proposed governance structure for the ecosystem builder organisation is given below. The following 

sections detail the composition and responsibilities of each of the governing bodies. 
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Figure 12: Governance structure of an ecosystem builder organisation 

 

Board of Directors 

The key body responsible for designing and implementing the corporate governance framework is the Board of 

Directors (BoD). It represents the interests of shareholders and monitors the executives and managers that 

operate the organisation. 

The BoD is an elected group of individuals who represent and act in the organisation's best interest. The Board 

meets at regular intervals to establish organisational management policies and monitor the processes. The 

Board is also responsible for handling financial resources to provide organised and proficient management of 

funds, ensuring optimal use of resources.   

The structure of the Board is determined by the organisation’s by-law, which typically defines the number of 

board members, how the Board is elected, and how often board members meet. Upon appointing the Director, 

the Board needs to develop the overall strategic direction of the organisation.   

The suggested structure and responsibilities of the BoD are explained in the table below. 

Table 18: Structure and responsibilities of the Board of Directors 

Body Composition Responsibilities 

Board of 
Directors 

Following the best practices of BoD composition, the 
board of the ecosystem builder should have an odd 
number members, although the specific number can 
vary. If the government owns and supervises the 
ecosystem builder organisation, the Board must also 
include government representatives, which ensure 
that the strategy is aligned with the government’s 
digital and innovation agenda. 

Composition outline:   

• Government (ministry) representatives that have 
the relevant expertise in digital (information and 
communication) innovation. 

• Representatives of the organisation’s 
management, including the Director and other 
key responsible roles. 

Key responsibilities: 

• Establishing organisation’s policies. Adopting 
the main policies and principles that the 
organisation will follow.  

• Defining the overall strategy. Based on the 
strategy, support programmes and specific action 
plans can be designed.  

• Appointing and removing the Director. In the 
Eastern partner countries, most of the EB 
organisations would be run by the government. 
Director is appointed in order to align the 
organisation’s goals with the government in the 
long term.  

• Hiring senior executives and staff members. 
BoD takes decision on hiring the key people 
inside the structure. Hiring the core employees 
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• Optional: Observers – experts on business 
management and entrepreneurial ecosystems 
that act as advisors to the board and do not have 
decision making power or voting rights. 

that have impact on the performance of the 
organisation and shape its operations.  

• Oversight. Monitoring the activities of the 
Director and employees of the agency to ensure 
proper execution of operations.  

• Ensuring transparency and avoiding conflicts 
of interest. Corruption prevention is particularly 
important in the Eastern partner countries. As the 
entity will manage and raise funds from donors, 
and take decisions on grants, it is vulnerable to 
corruption and maximum transparency must be 
ensured. This responsibility is particularly 
important. 

• Budget approvals for operations and 
activities. Once the ecosystem builder creates a 
plan for any activity or programme of enabler 
support that requires financial spending, BoD 
takes the final decision on the allocation of funds. 
Usually there is a spending threshold where the 
plan requires approval from the Board if threshold 
is exceeded. 

Stakeholders Advisory Committee 

Stakeholders of the organisation and of the ecosystem, including enablers, advise the ecosystem builder 
through the Stakeholders Advisory Committee in order to ensure the organisation’s vision for the innovation 
ecosystem is in line with the needs and expectations of the ecosystem actors. 

The Committee also inspires the ecosystem builder by providing direct information on key issues. As the 
ecosystem builder works to support and empower the entrepreneurial ecosystem, it is mandatory that it stays 
in contact with the ecosystem participants and enablers that compose it. The dedicated Stakeholders Advisory 
Committee allows to establish a formal and stable communication channel dedicated to this purpose. 

The composition of the Committee reflects the purpose of this body. The advisors can include the local 
government, international organisations, educational and research bodies that are not the direct owners of the 
ecosystem builders but are directly relevant to its activities. Stakeholders, such as accelerators, incubators and 
VC funds, are not the decision makers, but rather the product of policies that are defined by the government 
and implemented by the ecosystem builder. However, as part of the system, they can offer valuable advice on 
what sort of support is the most optimal.  

The specific composition depends on how mature the ecosystem is. The less mature ecosystems might have 
fewer private players, and so they might rely on public support, leading to more public representatives on the 
Committee. On the other hand, the more mature ecosystems would likely have more influential private players 
that must be involved in the Committee and less government support.  

The Committee meets at a regular interval, such as once per semester. The suggested structure and 
responsibilities of the Stakeholders Advisory Committee are explained in the table below. 

Table 19: Structure and responsibilities of the Stakeholders Advisory Committee 

Body Composition Responsibilities 

Stakeholders 
Advisory 
Committee 

The most important stakeholders in the ecosystem 
should also be the most influential participants on 
the Advisory Committee. 

The Committee also includes government 
representatives. However, they are not the same 
as the Board of Directors. These should be the 
ministries and other public institutions that are 
involved in developing the ICT entrepreneurial 
ecosystem but do not have the ownership rights 
and do not directly supervise the ecosystem 
builder. This strengthens the EBs role as the bridge 
between public policy and the market by facilitating 

The Stakeholders Advisory Committee does not 
have decision making power, its role is purely 
advisory.  

The representatives from the ecosystem builder 
present their strategy and the programmes that 
they are considering or planning to implement to 
the Committee. The stakeholders are then offered 
the opportunity to provide feedback and suggest 
their own proposed programmes and tools. The 
information provided by the Committee is 
extremely valuable as the stakeholders are 
directly involved in the system.  
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access to a broader range of government 
institutions.  

Composition outline: 

• Government (ministry) representatives from 
institutions that directly influence the local 
entrepreneurial ecosystem. 

• Representatives from the most relevant private 
stakeholders. 

• Representatives of the EB’s management. 

• Optional: Experts on ecosystem building that 
act as advisors to the Committee. 

Key responsibilities are: 

• Advising on the general strategy of the 
ecosystem builder. 

• Advising on the specific goals, KPIs and core 
operations. 

• Advising on the organisation’s policies. 

Donor Committee (optional) 

If the ecosystem builder does not generate sufficient revenue, it might be sustained by donor fund raising.  In 
such cases, the key body to represent the interests of donors is the Donor Committee. While this structure is 
optional, it is highly recommended for Eastern partner countries where multiple donors often provide support 
to development projects.  

For the donors that provide funds, it is essential to supervise the ecosystem builder’s financial activities and 
spending, including the key financial decisions and programmes. These activities are implemented through the 
Donor Committee. The Committee’s role is purely advisory as it does not have decision making power. However, 
it allows to ensure transparent use of funds and to prevent conflicts of interest. Effective use of funds allows to 
secure additional funding in the future periods and to ensure financial continuity. 

In addition, the Donor Committee is beneficial because it allows the donors to align between themselves 
internally. The meetings of this committee facilitate collaboration and alignment between the different 
organisations that are engaged together as donors in the programmes that the ecosystem builder is conducting. 
This is particularly important in the Eastern partner countries where multiple donors often act without 
coordinating their activities. 

The relationship between the donor and the receiving organisation is legally formalised with a Donation 
Agreement. In many cases, donors offer funding for a specific activity or programme. This legal agreement 
outlines any conditions related to the funding, specifying the intended use of funds and any restrictions. 
Therefore, certain legal responsibilities on the part of the receiving organisation come with the donation, and 
the Donor Committee is to monitor the fulfilment of these conditions. 

Table 20: Structure and responsibilities of the Donor Committee 

Body Composition Responsibilities 

Donor 
Committee 

The most sizeable donors should also be the most 
influential participants on the Donor Committee. 

Composition outline: 

• Representatives from every donor organisation 
or institution. 

• Representatives of the EB’s management. 

 

During the Committee sessions, the 
representatives from the ecosystem builder 
present their financial strategy, spending and the 
programmes that they are considering or planning 
to implement to the Committee. This mechanism 
allows the donor to conduct monitoring and provide 
financial advice.   

Key responsibilities are: 

• Monitoring the ecosystem builder’s activities. 

• Funding advisory. 

• Ensuring fulfilment of donation agreements. 
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5.3 Organisational structure  

This subchapter describes the roles and responsibilities of different organisational departments of the 
ecosystem builder based on the generalised operational structure provided in the figure below. This represents 
the recommended structure based on common practise.  

General Manager / Director 

The General Manager (Director) is responsible for defining, developing and monitoring the organisation’s 
strategy as well as its implementation. 

The position should be filled by a professional with outstanding experience in innovation ecosystem building, 
such as a former serial entrepreneur, an innovation consultant or an informational technology investor.  

The primary responsibilities of the General Manager (Director) should be:  

• Developing the strategy and direction for fulfilling the organisation’s mission.  

• Reporting directly to the Board of Directors and executing the decisions made by the Board of Directors 
(General Manager is often one of the Board members). 

• Leading the Donor Committee and the Stakeholders Advisory Committee.  

• Liaison with the donors and financing institutions on behalf of the ecosystem builder. Fundraising is the 
most important activity, and the General Manager is in contact with the government, EU institutions and 
international organisations in order to secure funding. 

Board of Trustees 

The key role of the Board of Trustees is to represent the organisation to the public and during fundraising. As 
such, it must be composed of highly reputable individuals with proven experience. Therefore, the members must 
be high-profile individuals from directly relevant fields that have influence and relevant relationships in the field. 
The Board of Trustees should also designate a president / chairman from among the members, which would be 
responsible for representation of the organisation in PR matters.  

Such structure is common in organisations such as NGOs and foundations. One possible example of a suitable 
member is a high-level representative belonging to relevant ministries of the given country, such the ministries 
of economy, industry, education or innovation. However, it must be noted that the board members are not 
employees of the organisation, and the activities are pro bono. 

In Eastern partner countries it is likely that the newly established ecosystem builder organisations will be small. 
In such cases, the Board of Trustees can be composed of a single person.  

The primary responsibilities of the Board of Trustees should be: 

Figure 13: Roles and responsibilities of different organisational departments of the ecosystem builder 

Board of Trustees General Manager 

Administration 

Department 
Operations Department 

Advise 

Board of Directors 

Define strategy 

and monitor 

Support (PR and 

fundraising) 

Execute 

decisions 

Define strategy 

and monitor 
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• Conducting the activities of public relations.  

• Generating trust and maintaining relationships with donors. 

• Acting as a bridge to the government.   

Example: Board of Trustees of ENISA (Spain) including a President as of March 202234 

ENISA is a mature ecosystem builder in Spain that has a Board of Trustees, which represents the organisation’s interests 
in relation to the donors and public relations. The board members include: 

• President: General Director of the Industry and SME department of the Ministry of Industry, Trade and Tourism; 

• Board Member 1: Deputy General Director of the Industry and SME department of the Ministry of Industry, 
Trade and Tourism; 

• Board Member 2: State Lawyer of the Ministry of Education and Professional Formation; 

• Board Member 3: Director of the General State Administration of the Ministry of Finance and Treasury; 

• Board Member 4: Advisor to the Ministry of Labour and Social Economy. 

Operations Department 

Operations Department implements the ecosystem builder’s programmes and conducts joint activities with the 
ecosystem enablers. The department is also responsible for conducting research and analysis of the ecosystem, 
as well as providing consulting services to external organisations.  

Primary responsibilities of the Operations Department should be: 

• Implementing the core activities to create, empower and boost enablers.  

• Developing strategic analysis. One of the most important activities is diagnosis and analysis of the ICT 
sector, which allows to develop the knowledge and insights. 

• Performing additional activities that support the core operations, including ensuring long-term 
sustainability and participation on the Boards of Directors of the enablers. 

Administration Department 

The Administration Department(s) conducts regular administrative activities, including finance and accounting, 
legal, and human resources. Normally, there are multiple (at least two) departments/divisions that fulfil this role 
in an organisation. 

Primary responsibilities of the Administration Department(s) should be: 

• Financial administration of the agency.  

• Administrative operations (legal, HR, etc). 

• Management of external and internal audits of the agency (when appropriate or suitable) as public 
agencies are often obliged to pass audit procedures to receive public funds. The audits also help to 
prevent conflicts of interest. 

5.4 Governance relationship with the enablers 

The ecosystem builder, in some cases, also participates in the governance of enablers through the Boards of 
Directors of those organisations.  

Ecosystem builders create, empower and boost enabler organisations. These activities often require direct 
investment into the organisation. If the investment constitutes considerable part of the enabler’s capital, the 
representatives of the ecosystem builder act to ensure optimal management, sustainability, growth and offer 
know-how. This is implemented through a limited partnership (LP) agreement. This framework means that while 
the ecosystem builder will offer financing, there are certain conditions on the decision making and financial 

 

34 Source: https://www.enisa.es/es/descubre-enisa/info/transparencia/consejo-de-administraci%C3%B3n 
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governance. In addition to the LP agreement, the ecosystem builder can request to have a position on the Board 
of Directors in order to have direct influence on the organisation’s governance.   

Such participation on the Boards is usually limited. It can be limited in time (defined number of years) as financial 
support is often limited to a defined period of time. Alternatively, it can be restricted by programme: ecosystem 
builder is only involved in decisions on activities, issues and topics related to the financed programme, in order 
to monitor the spending.  

Table 21: Structure and responsibilities of the Boards of Directors of the Enablers 

Body Composition Responsibilities 

Boards of 

Directors of 

the Enablers 

Composition outline: 

• Representatives from the enabler 

organisation, following the governance 

practices. 

• Representatives of the EB’s management. 

 

Key responsibilities are: 

• Monitoring implementation of the programme 

supported by EB. 

• Exercising independent judgement. 

• Management advisory. 

• Preventing conflicts of interest. 
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6 KPIs and targets 

This chapter describes a proposed methodology for evaluating the entrepreneurial ecosystem. It provides 
information about the indicators that can be used as KPIs which allow measuring performance and setting 
targets for the ecosystem, its enablers and the organisation itself:  

1. Strategic performance indicators to measure the maturity of the ecosystem.  

2. Operational performance indicators to measure the performance of the ecosystem builder 
organisation and various groups of enablers in the ecosystem. 

In addition to the introduced KPIs, the ecosystem builder should consider the introduction of various secondary 
performance indicators for measuring the success of separate programmes, departments, business 
management, and other operations.  

6.1 Definition of KPIs and targets 

In this subchapter we introduce the main indicators and metrics that should be used to measure the current and 
expected future performance of the ecosystem and the ecosystem builder. 

Key performance indicators 

The regular analysis and diagnosis of the ecosystem and the organisation’s operations are performed through 
a qualitative and quantitative assessment of key performance indicators (KPIs). The indicators measure the 
performance of the ecosystem, its enablers and the ecosystem builder. The performance is analysed according 
to the start-up growth stages as well as the support provided by the ecosystem builder.  

While each KPI might have a different reporting frequency based on need, it is recommended that a full 
assessment of KPIs should be conducted at regular intervals, such as every year or every two years. 

Target values 

Target values for the KPIs should be determined to set goals, define the expected future scenarios and to 
benchmark performance. Comparing previously calculated targets to actual results allows to evaluate impact 
and performance of the ecosystem builder.  

For strategic KPIs that relate to performance of the ecosystem, targets for the global (national) ecosystem can 
be used. The ecosystem builder’s activities aim to improve these metrics but can only impact them indirectly as 
they depend on a broad variety of economic, social and political factors. On the other hand, the ecosystem 
builder can directly influence the outcomes regarding targets for the operational KPIs that measure performance 
of the ecosystem builder and its programmes. 

Target horizons 

As soon as the ecosystem builder is established, the KPIs should be evaluated in order to determine the current 
status. Having analysed the current situation, the targets for defined future time periods are set: 

• Short-term (3 to 5 years): these are common timeframes that are used to prepare and execute 
programmes and are necessary to evaluate the performance and impact at programme level. 

• Medium-term (8 years): the timeframe is relevant because the ecosystem builder initiates and plans 
donor fundraising activities significantly before planning and implementation of programmes begins. 

• Long-term (15 years): long-term strategic goals, government strategy and impact of regulation must 
be measured in this timeframe as structural changes in the ecosystem are slow and gradual. 

The actual target values will depend case-by-case. The suggested approach to setting these targets is by 
benchmarking similar ecosystems that perform better but share similar economic, cultural and historic qualities, 
such as population size, industry focus, GDP and other economic metrics. Therefore, the same KPIs as 
measured in the selected countries or regions can serve as a guideline for local targets. In the case of Eastern 
partner countries, Lithuania, Estonia, Poland, Bulgaria and Romania have been selected for benchmarking in 
the previous studies. The specific values for KPI evaluation criteria based on these countries that were used in 
2021 are given in the Annex 1 of the ‘Guide for building the ICT entrepreneurial ecosystems in Eastern partner 
countries’. 

https://eufordigital.eu/wp-content/uploads/2021/04/Guide-for-building-the-ICT-entrepreneurial-ecosystems-in-the-Eastern-partner-countries-maturity-analysis-and-recommendations.pdf
https://eufordigital.eu/wp-content/uploads/2021/04/Guide-for-building-the-ICT-entrepreneurial-ecosystems-in-the-Eastern-partner-countries-maturity-analysis-and-recommendations.pdf
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In established ecosystems, the targets can be measured by KPI growth rates. In particular, benchmarking 
growth rates in comparison with the historical natural growth rate or the rates observed in more mature 
ecosystems can serve as a useful metric. 

The rate at which KPIs will change will also depend on the level of ambition and resource availability, which 
must also be taken into consideration when setting targets.  

6.2 Measuring maturity of the ecosystem 

Strategic KPIs allow measuring the performance, quality and maturity of the entire innovation ecosystem. 

Therefore, they provide a method to examine the impact that the ecosystem builder has on the ecosystem.  

Conversion rates 

The conversion rates from one start-up stage to another are the most accurate summary of the maturity level35 

of the ecosystem. This KPI should be computed annually in order to track progression over time. 

Number of entrepreneurs 

It is also important to estimate the number of entrepreneurs that have entered the ecosystem. We define 

entrepreneurs as those that have finished education and have the skills required to establish start-ups. This can 

be analysed by the number of entrepreneurs graduating from (or participating in) entrepreneurial education, 

whether in universities or the private sector, or finishing (or participating in) incubation programmes. The focus 

is on new and well-trained entrepreneurs. The current total number of entrepreneurs in the ecosystem, on the 

other hand, cannot be accurately estimated.  

Number of start-ups  

Subsequently, we can analyse the annual number of start-ups established and successfully raising capital in 

each of the lifecycle stages, noting how many are coming from incubation and acceleration programmes. This 

number reflects the capacity of the ecosystem to generate new start-ups as well as the sustainability of start-

ups over time, and it is a foundational indicator for ecosystem health.  

Investment volume 

Having established the number of start-ups, it is also important to examine the investment amount and number 

of investment deals, total and per start-up stage as well as per investor type. Investment volume reflects the 

overall scale of the start-ups as well as the financial capacity of the ecosystem.  

The value and proportion of foreign investment as compared to local investment should also be considered. 

Number of entrepreneurial events 

Finally, the different enablers of the ecosystem can network and promote knowledge sharing with and among 

the start-ups, facilitating access-to-capital and access-to-market through entrepreneurial events. Therefore, it is 

also proposed to measure the number of entrepreneurial events, the total number of their attendees as well as 

statistics for different even types. These can include inspirational events (i.e. hackathons), entrepreneurial, 

industrial (conferences) and investment events etc. These KPIs allow us to understand whether there is enough 

inspiration, market and networking opportunities to match the number of entrepreneurs. 

Additional KPIs 

It is likely that the relevant government institutions have previously completed similar assessments or track 
related indicators for the ecosystem. In addition, governments often set priority areas and prepare specific 
development strategies for the ecosystem. Therefore, the ecosystem KPIs proposed below will not be 
introduced as a new plan but will likely be combined with an existing framework. Accordingly, the existing 

 

35 For the latest values of the conversion rates as well as more detailed information on the maturity level of ecosystems in the six Eastern 
partner countries, please refer to the document “Guide for building the ICT entrepreneurial ecosystems in the Eastern partner countries:  

Maturity analysis and recommendations” 

https://eufordigital.eu/wp-content/uploads/2021/04/Guide-for-building-the-ICT-entrepreneurial-ecosystems-in-the-Eastern-partner-countries-maturity-analysis-and-recommendations.pdf
https://eufordigital.eu/wp-content/uploads/2021/04/Guide-for-building-the-ICT-entrepreneurial-ecosystems-in-the-Eastern-partner-countries-maturity-analysis-and-recommendations.pdf
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national KPIs should also be added to the proposed list in order to align with the government strategy and other 
programmes. 

The table below presents a full list of proposed indicators and the associated equation used for computing. 

Table 22: Strategic performance indicators 

6.3 Measuring performance of the ecosystem builder organisation 

Operational KPIs and targets are geared to measure performance of the ecosystem builder organisation. As its 
success is closely tied to enablers in the ecosystem, performance of the different enabler groups is also 
assessed.  

While the primary enabler indicators focus on measuring the impact on these groups, the following indicators of 
activities directly evaluate the core ecosystem building programmes. Finally, there are secondary KPIs that 

# Indicator Equation 

1 Yearly conversion rates from stage to stage 

1.1 Start-up exits rate at the idea stage  
(Number of start-ups graduating at idea stage / total 
number of start-ups at idea stage) * 100 

1.2 
Conversion rate from idea stage deals to pre-
seed stage deals 

(Total number of pre-seed stage deals / total number 
of idea stage deals) * 100 

1.3 
Conversion rate from pre-seed stage deals to 
seed stage deals 

(Total number of seed-stage deals / total number of 
pre-seed stage deals) * 100% 

1.4 
Conversion rate from seed stage deals to early-
stage deals 

(Total number of early-stage deals / total number of 
seed-stage deals) * 100 

2 Number of entrepreneurs 

2.1 Number of entrepreneurs ending an entrepreneurial education 

2.2 Number of entrepreneurs ending an incubation program 

3 Number of start-ups 

3.1 Number of start-ups at the different stages (pre-seed, seed, early, scale-ups) 

3.2 Number of start-ups completing an acceleration program 

3.3 Number of start-ups receiving investment per stages (pre-seed, seed, early, scale-ups) 

4 Investment volume 

4.1 Total investment value per stages (pre-seed, seed, early, scale-ups) 

4.2 Total investment value per type of investor (public private grant scheme, angel, VC, Private Equity, bank) 

4.3 Number of deals per stages (pre-seed, seed, early, scale-ups) 

4.4 Number of deals per type of investor (public private grant scheme, angel, VC, Private Equity, bank) 

4.5 Proportion of total investment volume coming from foreign investors 

5 Number of entrepreneurial events 

5.1 Number of attendees 

5.2 Per type of event (inspirational event, entrepreneurial event, industrial event, investment event) 
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should be designed on a case-by-case basis to measure performance of the specific activities and programmes 
conducted by the organisation. 

Performance level for the different groups of enablers 

As the key role of the ecosystem builder is to strengthen the innovation ecosystem, its performance can be 
measured by analysing the performance of the key enabler groups (educators, investors, connectors, and 
facilitators) and their dynamics over time. Therefore, each of the groups should have a specific set of KPIs to 
measure their quantity, quality of performance, and to determine the elements that are missing in the ecosystem.  

Ecosystem building activities 

The activity indicators directly evaluate the core ecosystem building activities of creating, empowering and 
boosting enablers. The activities are based on offering expertise, operating resources and funds. 

Ecosystem builder conducts fund raising activities and will have a limited budget. Therefore, it is proposed to 
measure the scale of core activities and the balance between them by examining the KPIs as the financial 
spending dedicated to certain type of activities, expressed as total or in terms of budget percentage. For 
example, usually the ecosystem builder will allocate money to create expertise, and we can measure budget 
dedicated to expertise by the proportion of budget that was allocated to those particular activities.  

Number of enablers created 

Firstly, we can directly measure the number of enablers created in the country or region. In addition, financial 
spending related to creation of enablers is another measure for these activities. However, in order to establish 
a new enabler, mainly expertise and resources are needed and not direct funding. Financing can be provided 
only once a certain level of maturity is achieved and the enabler starts functioning autonomously. Therefore, 
the KPIs are focused on financial spending connected to expertise and resources provision. 

Number of enablers empowered 

Analysis of the empowered enablers is very similar. We can initially directly examine the number of existing 
enablers that the ecosystem builder is empowering in the country or region. Financial spending related to 
empowering of enablers should also be examined. Furthermore, we can calculate the percentage of budget as 
provided as resources, expertise and funding. The proportion of direct funding is added, allowing to directly 
measure the activities of financing incubators, accelerators, funding events and empowering local investors 
using fund-of-funds, matching grants and similar instruments. 

Number of enablers boosted 

The KPIs for enabler boosting once again mimic the above categories. In this case, the spending for expertise 
is not examined as these activities are not relevant for the enablers that already display strong performance. In 
this activity category the percentage of budget for providing resources and funds is usually much more 
substantial and should be the focus. 

Secondary KPIs  

In order to create, empower and boost enablers, there are many different activities that can be conducted. The 
specific activities will be different for each ecosystem builder organisation. For example, the ecosystem builder 
can focus on attracting international educators, creating tech parks, while others might operate primarily as a 
fund-of-funds. Accordingly, each ecosystem builder will have to design secondary operational KPIs to monitor 
their specific programmes and activities.  

The table below presents a full list of proposed indicators along with evaluation criteria. Each ecosystem builder 
should select the relevant KPIs from the given list according to their specific area(s) of focus and their particular 
situation. 
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Table 23: Main operational performance indicators 

# Indicator Evaluation criteria 

1 Performance level for the different groups of enablers 

1.1 Educators 

E.1 
The quality of universities entrepreneurial 
education programmes 

• The percentage of universities that are offering 
entrepreneurial education programmes; 
• Relevant qualitative data on the universities' performance. 

E.2 
The quality of technology education 
centres giving access to educational 
specialisation in emerging technologies 

• The number of technology education entities per million 
inhabitants; 
• Relevant qualitative data on technology education centres' 
performance; 

E.3 The quality of the incubators 
• The number of incubators per million inhabitants; 
• Average operating period of the incubators; 
• Relevant qualitative data on incubators' performance. 

E.4 The quality of the accelerators 
• The number of accelerators per million inhabitants; 
• Average operating period of the accelerators; 
• Relevant qualitative data on accelerators' performance. 

E.5 
The existence of international 
accelerators operating in the country 

• The existence of international acceleration programmes 
operating in the country; 
• Relevant qualitative data on international accelerations' 
performance. 

E.6 The existence of mentorship associations 
• The existence of mentorship associations; 
• Relevant qualitative data on mentorship associations 
performance. 

E.7 
The existence of the private sector´s 
entrepreneurial programmes 

• The existence of the private sector´s entrepreneurial 
programmes; 
• Relevant qualitative data on the private sector’s 
entrepreneurial programmes performance. 

1.2 Investors 

I.1 
The existence of crowdfunding platforms 
in the country 

• The existence of national crowdfunding platforms; 
• Relevant qualitative data on national crowdfunding 
platforms' performance. 

I.2 
The quality of the local venture capital 
firms 

• The number of venture capital firms per million inhabitants; 
• The average number of investments per local venture 
capital firm per year; 
• Average operating period of the local venture capital firms; 
• Relevant qualitative data on local venture capital firms' 
performance. 

I.3 
The existence of international venture 
capital firms operating in the country 

• The existence of international venture capital firms; 
• Relevant qualitative data on international venture capital 
firms' performance; 

I.4 
The quality of the business angel 
networks 

• The existence of the BANs operating in the country; 
• The average number of investments per local BAN per 
year; 
• Average operating period of the BANs. 
• Relevant qualitative data on the BANs' performance. 

1.3 Connectors 

C.1 The existence of talent generation events 

• The existence of talent generation events; 
• Average operating period of talent generation events; 
• Relevant qualitative data on talent generation events' 
performance. 
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C.2 The quality of the entrepreneurial events 

• The number of entrepreneurial events per year per million 
inhabitants; 
• The average number of attendees per entrepreneurial 
event; 
• Average operating period of entrepreneurial events; 
• Relevant qualitative data on entrepreneurial events' 
performance. 

C.3 

The existence of specialised 
entrepreneurial media and databases of 
the  
ICT entrepreneurial ecosystem 

• The existence of specialised entrepreneurial media and 
databases; 
• The existence of ICT entrepreneurial databases; 
• Average operating period of the specialised 
entrepreneurial media and databases; 
• Relevant qualitative data on specialised entrepreneurial 
media and databases' performance. 

C.4 The existence of investment forums 

• The existence of investment forums; 
• Average operating period of the investment forums; 
• Relevant qualitative data on investment forums' 
performance. 

C.5 
The existence of national trade fairs and 
business forums 

• The existence of national trade fairs and business forums; 
• Relevant qualitative data on national trade fairs and 
business forums' performance. 

1.4 Facilitators 

F.1 
The quality of tech facilities to support 
start-up creation 

• The number of tech facilities per million inhabitants; 
• The number of spin-offs created per year; 
• Average operating period of the tech facilities; 
• Relevant qualitative data on tech facilities' performance. 

F.2 
The existence of tech facilities to support 
start-up creation in small urban  
and rural areas 

• The existence of tech facilities in small urban and rural 
areas; 
• Relevant qualitative data on the performance of tech 
facilities in small urban and rural areas. 

F.3 
The existence of the business facilities to 
support start-up development 

• The existence of co-working spaces and business centres; 
• Average operating period of the business facilities; 
• Relevant qualitative data on business facilities' 
performance. 

2 Number of enablers created  

2.1 Number of enablers created in the ecosystem 

2.2 Total amount of financial spending delivered as “resources” to created enablers 

2.3 Total amount of financial spending delivered as “expertise offered” to created enablers 

2.4 % of prior year financial spending delivered as “resources” to created enablers 

2.5 % of prior year financial spending delivered as “expertise offered” to created enablers 

3 Number of enablers empowered  

3.1 Number of enablers empowered in the ecosystem 

3.2 Total amount of financial spending delivered as “resources” to empowered enablers 

3.3 Total amount of financial spending delivered as “expertise offered” to empowered enablers 

3.4 Total amount of financial spending delivered as “funds” to empowered enablers 

3.5 % of prior year financial spending delivered as “resources” to empowered enablers 
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3.6 % of prior year financial spending delivered as “expertise offered” to empowered enablers 

3.7 % of prior year financial spending delivered as “funds” to empowered enablers 

4 Number of enablers boosted  

4.1 Number of enablers boosted in the ecosystem 

4.2 Total amount of financial spending delivered as “resources” to boosted enablers 

4.3 Total amount of financial spending delivered as “funds” to boosted enablers 

4.4 % of prior year financial spending delivered as “resources” to boosted enablers 

4.5 % of prior year financial spending delivered as “funds” to boosted enablers 
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7 Final recommendations 

In this chapter the final recommendations for support and empowerment of the ICT entrepreneurial ecosystem 
at the country level are developed. Furthermore, a suggested framework for implementation is outlined, starting 
with selection of a national coordinating organisation and preparation of a national action plan that will involve 
all the ecosystem builders in their responsibility to create, empower and boost the ecosystem enablers.  

7.1 Overall maturity of the ICT entrepreneurial ecosystems in the Eastern partner 

countries 

Before analysing the practical stages of the action plan preparation and coordination we will discuss the status 
of ICT entrepreneurial ecosystems in the Eastern partner countries and the main recommendations of the report, 
which allows gaining a better understanding of why an action plan is needed. 

Figure 14: Structure of an entrepreneurial ecosystem 

 

We propose to analyse the ecosystem as a pyramidal structure as pictured in Figure 14. As seen in the diagram, 
start-ups are the main actors responsible for generation of economic value, and they form the basis of the 
ecosystem. In the analysis completed for ‘Guide for building the ICT entrepreneurial ecosystems in Eastern 
partner countries’, the growth rates of start-ups in the Eastern partner countries were compared to the growth 
rates of start-ups in selected EU countries of Central and Eastern Europe (see Table 24). 

It can be concluded that start-ups from the region have a significantly lower growth capacity than start-ups in 
the selected CEE countries. In particular, the ratio of start-ups in seed stage to early stage, indicating the 
proportion of start-ups that manage to become economically sustainable, is especially deficient. 

 

 

 

 

 

 

 

 

https://eufordigital.eu/wp-content/uploads/2021/04/Guide-for-building-the-ICT-entrepreneurial-ecosystems-in-the-Eastern-partner-countries-maturity-analysis-and-recommendations.pdf
https://eufordigital.eu/wp-content/uploads/2021/04/Guide-for-building-the-ICT-entrepreneurial-ecosystems-in-the-Eastern-partner-countries-maturity-analysis-and-recommendations.pdf
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Table 24: Comparison of the start-up growth conversion rates in the Eastern partner countries for the period 2010-2020 

# Country 
Population 

(million) 
Ratio to       

idea stage 

Ratio idea         
to seed 
stage 

Ratio seed 
to early 
stage 

Ratio idea 
to scale-up 

Ratio of 
exits 

1 
EAST-CENTRAL  

EUROPE AVERAGE 
79,80 0,06% 12,54% 4,24% 0,64% 0,19% 

1.1 LITHUANIA 2,80 0,11 14,23 4,84 0,79 0,30 

1.2 ESTONIA 13,00 0,06 12,49 4,96 0,53 0,14 

1.3 POLAND 38,00 0,04 11,91 3,21 1,25 0,27 

1.4 BULGARIA 7,00 0,05 12,26 4,56 0,28 0,11 

1.5 ROMANIA 19,00 0,04 11,79 3,64 0,35 0,14 

2 EAP REGION 71,67 0,04% 5,32% 1,11% 0,19% 0,04% 

2/1 DIFFERENCE -  -32,74% -57,59% -73,88% -70,57% -77,94% 

To understand the growth process of start-ups, complete analysis of performance of the main enabler types 
was performed (please refer to chapters 4-9 of the ‘Guide for building the ICT entrepreneurial ecosystems in 
Eastern partner countries’). The ecosystem enablers are positioned at the second level of the pyramidal 
structure of the ecosystem (Figure 14) as they support development of start-ups through the provision of 
business knowledge, capital, access to market and facilities.  

The previous study concluded that the key enablers, such as incubators, accelerators, educators, angel 
investors, venture capital funds, entrepreneurial events and technology parks, on average perform lower than 
the same groups of actors in the selected EU countries of Central and Eastern Europe. The key cause for this 
issue is the lack of expertise, operational resources and funds that are necessary to impact entrepreneurs and 
start-ups. 

In order to understand the lack of resources in the ecosystem enablers, the following level of the ecosystem 
pyramid must be examined. This level consists of existing organisations that are acting as ecosystem builders 
in the Eastern partner countries, mainly government bodies, SME agencies and innovation agencies.  

It can be concluded that there are almost no ecosystem builders in the Eastern partner countries, which leads 
to deficient performance in the other levels of the ecosystem pyramid. While in some of the countries these 
organisations do not exist, the others have organisations that are acting as ecosystem builders only in part, also 
performing some of the support functions of enablers. One of the key reasons for this is the lack of awareness 
and knowledge of ecosystem development among the regulators.  

This conclusion leads to the final recommendation: policy makers should develop and coordinate 
implementation of an action plan for the empowerment of the ICT entrepreneurial ecosystems, primarily 
by establishing and supporting ecosystem builder organisations. 

7.2 Developing and coordinating an action plan 

At the time of writing this report, there is a lack of ecosystem building activities and related expertise in the 
Eastern partner countries. Furthermore, none of the governments in the region has a national strategy dedicated 
to ICT ecosystem development and support. Therefore, it is necessary to have an action plan as the very first 
step to start developing the ecosystems. The action plan would serve as the key document to guide government 
action and policy making as well as to coordinate the actors of the ecosystem. 

The action plan comprises a group of programmes, including specific activities and required resources, that 
must be implemented to establish ecosystem builders and empower the ICT entrepreneurial ecosystem. The 
plan aims to build an ecosystem with robust ecosystem enablers and high-performing ecosystem builders, in 
order to generate a significant positive impact on entrepreneurs and start-ups. 

The action plan requires a coordinating team or organisation (action plan owner) responsible for bridging the 
regulators, donors, ecosystem builders, enablers and all other ecosystem actors. The coordinators are at the 

https://eufordigital.eu/wp-content/uploads/2021/04/Guide-for-building-the-ICT-entrepreneurial-ecosystems-in-the-Eastern-partner-countries-maturity-analysis-and-recommendations.pdf
https://eufordigital.eu/wp-content/uploads/2021/04/Guide-for-building-the-ICT-entrepreneurial-ecosystems-in-the-Eastern-partner-countries-maturity-analysis-and-recommendations.pdf
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upper levels of the ecosystem pyramid, providing support to the ecosystem builders as well as the enablers and 
start-ups below them. Effective coordination and an optimal action plan allow the efficient flow of resources to 
all other layers and sections across the ecosystem. 

Figure 15: Coordinating the action plan 

 

The steps that policy makers should take to develop the action plan for the empowerment of the ICT 
entrepreneurial ecosystem are broken down into five stages, each of which comprises a number of steps.  

Stages: 

 

1. Finding the coordinator;  

2. Validating the action plan; 

3. Developing an action plan; 

4. Fundraising; 

5. Executing of the action plan. 

 

Stage 1: Finding the coordinator 

 

 
The coordinating organisation should first be identified. The coordinator must act as the owner, developer and 
implementor of the action plan for empowerment of the local ICT entrepreneurial ecosystem. This coordinator 
must have the capacity to implement the stages 2 and 3, and, at later phases, to develop into an organisation 
with the capacity to implement the stages 4 and 5.  

In order to identify the coordinator, the following steps should be completed: 
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1. Evaluate existing organisations 

Firstly, existing organisations should be evaluated. Organisations that commonly have similar goals and 
structure are government bodies and business agencies (SME agencies, innovation agencies, business support 
offices etc.), NGOs and foundations that are currently implementing business support programmes. In particular, 
it is important to examine government relationships and current business support or regulation activities. 
Management structure, team background and expertise offered by the organisation should also be analysed, 
among other aspects. EU4Digital facilitated implementation of this step and held bilateral meetings with the 
governments of the Eastern partner countries to find the coordinator at a regional level. 

2. Find a qualified team with the right vision 

Having identified a suitable coordinator, it is important to find a team that will lead the action plan activities. The 
team should be comprised of individuals that have proven expertise in entrepreneurial ecosystems and share 
the vision and the values of ecosystem builders36.  

 

Stage 2: Validating the action plan 

 

 

The development and implementation of the action plan for empowerment of the ICT entrepreneurial ecosystem 
requires considerable human, technical and operational resources. Therefore, in order to avoid composing a 
plan that will discarded in later phases, it is necessary to validate the need to implement the action plan with the 
prominent donors and government structures, which will be responsible for financing and promotion of the action 
plan. 

In order to validate the viability of the action plan, the following steps should be completed: 

1. Validating the government support and obtaining the mandate 

The action plan requires full support from the relevant ministries, given that majority of the ecosystem builders 
depend on the government, as can be seen in subchapter 5.2 Corporate governance. This is why the coordinator 
must confirm the interest of the government bodies in supporting the implementation of the programmes that 
will be included in the action plan.  

Without the political support and collaboration of the relevant ministries, primarily the ministries of innovation, 
education and economy, implementation of the action plan is not feasible, so the coordinator must validate the 
government's interest before advancing to stage 3. In addition, the government support is essential for the 
coordinator in donor fundraising initiatives as it generates trust for the donors. 

Having secured government support, in order to formalise the relationship, the coordinating organisation must 
obtain a mandate from the government regarding the activities outlined in the plan.  

2. Validating the donor funding 

Implementation of the action plan will require a substantial investment into the programmes. It is necessary to 
validate with the various donor institutions (government, international organisations, aid agencies, financial 
institutions and private sector) their interest in future participation in implementing the action plan. These donors 
are described in Stage 4: Fundraising. 

 

Stage 3: Developing an action plan 

Action plan is an internal strategic document which provides an overview of future goals set by the coordinator. 
The collection of objectives raised are broken down into tasks, detailing the associated owners, responsibilities 

 

36 The proposed vision, mission and values of the ecosystem builder are provided in the chapter 2 Vision and mission. 
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and required resources. A specific timeline should be set for the action plan to serve as a planned course of 
action for the organisation, including deadlines for each of the tasks. However, it should be limited to a 
reasonable (short to medium-term) timeframe.  

 

Proposed steps that should be followed when developing an action plan are the following: 

1. Perform the diagnosis of the ICT entrepreneurial ecosystem to understand the current situation 

Firstly, a diagnosis of the entrepreneurial ecosystem should be performed to gauge current level of maturity and 
to determine the weaknesses and strengths. In 2021 EU4Digital completed the diagnosis37 of the situation in 
the Eastern partner countries. A team of experts analysed the ICT entrepreneurial ecosystems: first the main 
enablers were identified, then the KPIs and evaluation criteria were defined, and finally the country diagnosis 
was performed, leading to tailored recommendations for each country. The methodology used in this study can 
also be used as a framework for performing maturity analysis on a periodic basis. For more details, please refer 
to the ‘Guide for building the ICT entrepreneurial ecosystems in Eastern partner countries’. 

2. Define medium-term and long-term targets 

Having determined the key areas for improvement, define the target values for the relevant KPIs, short-term (3 
to 5 years), medium-term (8 years) and long-term (15 years). Shorter timespans should not be used as a certain 
amount of time is necessary to develop the action plan and raise funds. Primarily, the targets for strategic KPIs 
that allow measuring the performance, quality and maturity of the entire innovation ecosystem should be set.  

Furthermore, if ecosystem builder institutions are to be established under the action plan, specific target values 
for the operational KPIs of these institutions and related enabler types can also be set. The operational indicators 
are geared to measure performance of the ecosystem builder organisations.  

In mature ecosystems, the ecosystem builders are targeted, often focusing on a certain enabler type and/or 
certain group of activities. Therefore, it could be specified what kind of enablers the new ecosystem builder 
should aim to create, which existing enablers or planned enablers should be empowered. For example, targets 
can be focused on the following:  

• Number of enablers to create; 

• Type of enablers to empower; 

• Type of enablers to boost. 

More details on the ecosystem building activities (creating, empowering and boosting) are provided in 
subchapter 4.3 Internal activities. Furthermore, for a more detailed list of KPIs and their use for the target setting 
please refer to the chapter 6 KPIs and targets. 

3. Define programmes 

Subsequently, the programmes necessary to achieve the defined goals should be determined and planned. 
Programmes are clearly defined activities38 (or collections of activities) that should be conducted according to a 

 

37 The research results, detailing maturity analysis and recommendations for each of the Eastern partner countries can be found in the 
‘Guide for building the ICT entrepreneurial ecosystems in Eastern partner countries’. 
38 For specific examples for potential activities and programmes that could be conducted in the Eastern partner countries, please refer to 
the recommendations given in the “Guide for building the ICT entrepreneurial ecosystems in Eastern partner countries: Maturity analysis 

and recommendations”. However, please note that the given recommendations are merely examples and are not exhaustive. 
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specified timeline. It is recommended that the coordinating organisations are focused on selected few (three or 
four) programmes. 

The programmes should be defined with a specific goal: to create, to empower or to boost a specific enabler 
type or to address a specific issue in the ecosystem. The specific type of support must also be defined: it can 
be establishment of a certain organisation, provision of certain expertise, support by operational resources or a 
combination of multiple instruments. Examples are provided in the table below. 

Table 25: Example ecosystem support programmes conducted by ecosystem builders 

Creating / empowering / 
boosting 

Number of enablers Enabler type Support type 

Boosting One selected – top 
performer according to 
specified criteria  

BAN Offering investment capacity 
(funding) through matching 
funds or direct investing fund 

Empowering All existing Incubators Offering expertise on incubator 
management 

Creating Three – selected 
according to specified 
criteria 

Accelerators Offering expertise on business 
model validation in an 
international accelerator 

Boosting One selected – top 
performer according to 
specified criteria 

Entrepreneurial attraction 
events 

By providing sponsorships 
(funding) 

Boosting All existing Accelerators By offering pre-acceleration 
grant schemes 

In order to prepare a specific programme, complete the following steps: 

• Determine specific resources that will be delivered 

Determine the resources that will be delivered to ecosystem builders and enablers. Firstly, if ecosystem 
builders are to be established, resources (expertise / operational resources / funds) will be necessary 
in order to set up the new organisation(s). In addition, if other ecosystem support activities are planned, 
the coordinators need to deliver funds to the selected ecosystem builders or programme owners in 
order to implement the programmes.  

The resources needed to cover programme implementation are of two types: 

o Resources to cover the internal budgets of programme managers.  

o Resources directly delivered to ecosystem builders and enablers during the programmes. 

Every programme aims to offer the necessary expertise and/or operational resources and/or funds to 
enablers. The required combination is different depending on whether the goal is to create, empower 
or boost, and on the enabler type in question. Broad overview of the different support activities 
performed by ecosystem builders that can be conducted and description of potential resources that 
could be provided is given in subchapter 4.3 Internal activities.   

• Assign responsibilities  

Determine the team that will be responsible for implementation of the designed programme. The 
coordinator can either assign an internal team or outsource the responsibilities to third parties. In that 
case, the implementation would be conducted by external subcontractors, such as experts, international 
ecosystem enablers, national or international agencies or other related government institutions, that 
possess the relevant expertise and experience. 

• Outline main steps and tasks to perform under the programme 

In the next step, the activities that should be conducted under the programme are broken down into 
consecutive steps and specific tasks. For example, finding and onboarding the experts, organising and 
coordinating events, sourcing the necessary amount of financing, analysing the local need for facilities 
etc.  
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• Set timelines and deadlines 

To ensure efficiency, timelines and deadlines should be defined for each programme. For instance, the 
above-outlined steps and tasks are assigned deadlines, and the activities that should be completed in 
each year of programme implementation should be clearly marked.  

• Define milestones 

In order to evaluate the programme, organise the tasks into a number of larger milestones. The 
milestones should be key achievements that mark significant progress in the programme. Examining 
the timely accomplishment of milestones will allow to evaluate performance of the programme once it 
is launched.  

• Resources needed per programme 

Finally, for every programme, we need to identify the total amount of resources required. This refers 
mainly to the resources that will be required for programme implementation and that will be directly 
provided as support to the ecosystem builders or enablers, rather than the resources necessary to 
sustain the internal operations. The required resources fall into three categories:  

o Human capital; 

o Operational resources; 

o Budget. 

The specific needs for each of the categories should be evaluated to a certain value, measured in 
currency, FTE needs per employee type, the total area of facilities required etc. The information can 
then be used in order to determine the total budget needed, both per programme and to cover 
operational costs at the level of coordinating organisation. 

4. Visualise the action plan 

Once the programmes are defined and planned, including the final budget figures, outlines and visualisations 
of the plan can be developed. Schematisations of actions and activities are performed in this step, creating 
diagrams and documents with key information. Clear outline of the activities is necessary to conduct an effective 
communication campaign during discussions with the various stakeholders and in communications to the public.  

5. Calculate the total budget of the action plan 

The total budget of the action plan is the sum of all individual programme budgets. Plan the final budget 
according to defined programmes, responsibility split, timelines, and milestones. Please note that the total 
budget of the action plan does not include the operational costs of the coordinating organisation. 

6. Define coordinator´s operational activities 

Implementation of the programmes listed in the action plan will also require operational resources on the part 
of the coordinator acting as the programme manager, in order to sustain the internal activities. Furthermore, 
in order to maximise the impact, implementation of the programmes should also be combined with follow-up 
activities, which are also included in the action plan. Continuous monitoring is necessary to measure 
performance dynamics of the supported enablers following completion of the support programmes. 

Therefore, in order to define the operational activities necessary for implementation of the programme and 
follow-up, the steps outlined below can be followed: 

• Planning implementation  

Determine the total amount of resources necessary to cover the internal programme management 
budget of the coordinator in order implement all of the defined programmes. Specifically, consider 
the amount of funding required based on operational resources that will be required inside the 
coordinator organisation.  

• Planning monitoring (diagnosis) 

Decide which actors are going to monitor the impact of programmes following their completion and 
design a framework for the monitoring. Specifically, performance of the enablers after participation in 
the programme events is examined.  

 



 

64 

 

• Planning evaluation 

Evaluation of the programmes should also be conducted in order to measure and compare the relative 
success of each. Determine internal operational resources that are required for evaluation. 

• Planning deliverables 

Deliverables to the board of the organisation and/or to the government regarding the programme’s 
success are also necessary. These can include progress reports, evaluation results etc. Thus, identify 
internal operational resources that will be needed for the preparation of these documents.  

• Identify resources needed for follow-up  

Identify the total amount of operational resources needed to perform the operational and follow-up 
activities listed above.  

The resources broadly fall into three categories: 

o Human capital; 

o Operational resources; 

o Budget. 

Here the budget refers to the internal budget needed to sustain operational activities internally. For 
example, to evaluate and deliver programmes. The resources needed for direct programme 
implementation are calculated separately.   

Stage 4: Fundraising 

 

The key steps of fundraising are described below: 

1. Define the global budget required 

Determine the total budget required for both operating the coordinator organisation (covering internal costs) and 
implementing its programmes. The global budget is the sum of Total action plan cost (costs associated with 
programme implementation) and Operational costs (covering budget to implement, monitor, perform evaluation 
of programmes according to milestones, and to prepare other deliverables). The global budget amount is the 
total sum that should be raised by the coordinating organisation during the fundraising activities. 

2. Plan donor fundraising activities 

Determine if and how the government is going to support the budget. In addition, explore opportunities to obtain 
funding and other support from public and private, national and international organisations. Finally, as support 
can also be obtained from private organisations, determine which companies might be interested in covering 
certain programmes.  

Certain donor organisations are focused on specific programme types only; or they might exclusively support a 
specific enabler type. Alternatively, certain donors offer general financing to overall activities of the organisation, 
while others provide limited support dedicated to the internal operations of the organisation only. Such 
classification of donors is illustrated in Figure 16 below. In most cases, the government offers funding at 
operational level while other public institutions, such as international organisations, and the private sector will 
mostly provide financial support at programme level.  

Usually, one source of funding will not cover all activities. For this reason, there should be clear a separation 
between different kinds of programmes and fundraising must be conducted separately. For instance, often it is 
much easier to find donors to support Business Angel Networks in comparison to obtaining funding to establish 
technology parks. In some cases, government, public and private actors might collaborate in joint funding 
initiatives.  
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The fundraising activities can be planned and differentiated according to the main types of funding: 

• Funding at government level 

Usually, the governments cover the operational costs of the coordinating organisation or structure. Government 
funding is the fastest to obtain. In cases when the government owns or controls the coordinating organisation, 
the funding mechanisms are the standard public sector procedures and funding is immediately available.  

• Donor funding: public sector 

Public donors provide funding at programme level. This category includes all public actors excluding the national 
government, such as international organisations, supranational institutions, development agencies, 
development banks, international financial institutions, global NGOs etc. For instance, international 
organisations might be interested in empowering accelerators in order to support innovation in the country and 
its economic development. 

• Donor funding: private sector 

Private donors also normally offer support at programme level. For example, VCs or investment funds are often 
interested in creating incubators as they generate promising start-ups, providing an efficient deal source. Large 
technology companies and the general financial sector might benefit from strong start-up performance, so they 
might also collaborate and provide funding. While some private donors focus on incubation and acceleration, 
others might focus on fostering the entrepreneurial environment by supporting entrepreneurship events, for 
instance.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 16: Classification of donors 
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Stage 5: Executing the action plan 

 

During the execution stage, the coordinator plays a vital role as a program manager, ensuring correct and 

optimal implementation of the various programmes that make up the action plan. 

The main tasks in this phase were designed at the final step of stage 3 ("Define follow-up and operational 

activities"). The key steps are the following: 

1. Coordination between the implementing teams of the programmes and the donors. 

2. Monitoring of the activities implemented according to the action plan programmes. 

3. Evaluation of impact of the action plan programmes by reviewing the objectives, milestones and KPIs 

defined in each programme.  

Finding the 
coordinator

Validating 

the action plan

Developing 

the action plan
Fundraising

Executing 

the action plan



 

67 

 

Annex 1. Case studies 

 

Organisation name: ANCES (Spanish National Association of Business Innovation Centres) 

Organisation location: Malaga, Spain 

Type of entity: Association, non-profit 

History: The organisation was founded in 1994, associated with over 30 business innovation centres (BICs) 
that are entrepreneurial ecosystem enablers similar to technology parks. 

Main programmes as an ecosystem builder: 

• Creating facilitators: 

o The organisation has developed 30 business innovation centres (BICs) similar to technology 
parks. 

o The association provides general support to establishment of BICs that offer facilities to 
entrepreneurs and start-ups. 

• Empowering facilitators: 

o ANCES Investment Programme: connects innovative projects to potential investors. Promising 
projects in the participating BICs are identified, evaluated and then support is provided to 
improve image, positioning and competitiveness in order to obtain investment in seed and 
growth stages.  

o ANCES Open Innovation Programme: coordinates technology transfer by connecting large 
companies to innovative entrepreneurs, start-ups and projects from participating BICs that can 
provide relevant solutions: 

▪ Identifies start-up projects that are relevant to companies and assists in evaluation.  

▪ Provides companies regular updates on current technological innovation developments 
among BICs. 

o ANCES Academy: internal trainings on entrepreneurship and innovation provided to the BICs, 
which are delivered through monthly webinars led by subject experts.  

o Submits projects from participant BICs to ENISA (Spanish national innovation funding 
organisation) to increase funding opportunities. 

o Distributes information from the Spanish Patent and Trademark office to its member BICs to 
support intellectual property rights. 

o Collaborates with a business angel network to improve access to finance among its participants 
and their incubated start-ups. 

o Networking journeys are organised to connect different BICs in the network.  

o Collaboration initiatives with specific enablers: 

▪ In collaboration with Repsol Foundation, ANCES participates in the Entrepreneurship 
Fund, which is a business acceleration programme. 

▪ Collaboration with EOI School of Industrial Organization (business school) to support 
entrepreneurial training and international mobility of businesses. 

▪ Collaboration agreement with Sabadell Startup to support innovative technology start-
ups. 

• Collaboration agreement with Bankinter Innovation Foundation to connect start-ups 
from participating BICs to capital investment and co-investment opportunities under the 
Entrepreneur’s Programme.  

Certification of ‘Technology Based Innovative Enterprise’: businesses that are based on innovation, coming 

from areas or organisations with high research and technological potential are provided official certification, 

which strengthens their position in the market.  
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Organisation name: Cap-Digital 

Organisation location: Paris, France 

Type of entity: Non-profit organisation, the largest technology cluster in Europe dedicated to digital economy 

History: The organisation was established in 2006 with 50% of investment coming from public funds and the 
remaining 50% from private investors. 

Main programmes as an ecosystem builder: 

o Boosting accelerators: 

o Cap-Digital created the Cap Digital Accelerator and conducted support activities with 
other accelerators such as Station F in Paris, offering grant schemes for start-up 
acceleration and R&D development.  

o Since 2006 the accelerators supported by Cap-Digital have worked with 3 136 start-
ups and funded 870 projects with a total value of 464 million euros. 

o Boosting connectors: 

o Since 2006 Cap-Digital has promoted more than 110 events attended by more than 15 
thousand attendees. 

o Cap-Digital has a network of more than one thousand members that created majority 
of French unicorns. In 2020 alone their members invested 571 million euros in French 
start-ups.  

o Cap-Digital has been involved as a partner in more than 40 European projects. 

o Empowering investors: 

o Currently Cap-Digital offers access to co-investments to 10 VCs in France. 

o Creating resources: 

o Cap-Digital have established more than 70 laboratories together with the leading 
universities in Paris. 
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Organisation name: European Institute of Innovation and Technology (EIT) 

Organisation location: Budapest, Hungary 

Type of entity: Innovation network, public agency of the European Union (independent body) 

History: EIT was established in 2008 to support innovation across the EU. The EIT brings together business, 
education and research organisations to form international partnerships. 

Main programmes as an ecosystem builder: 

• Boosting access to knowledge: 

o EIT Innovation Communities: EIT builds cooperation partnerships among businesses 
(including SMEs), higher education institutions and research organisations in order to find 
solutions to specific global issues. The international European partnerships aim to create 
environments favourable for creativity and innovation, to develop innovative products and 
services, to start new companies and to train entrepreneurs: 

▪ EIT Climate-KIC: the Knowledge and Innovation Community (KIC) is working to 
accelerate the transition to a zero-carbon economy. It identifies and supports 
innovation that helps society mitigate and adapt to climate change. The community 
aims to achieve a decarbonised, sustainable economy. 

▪ EIT Digital: digital innovation and entrepreneurial education organisation. It maintains 
a network of over 200 European corporations, SMEs, start-ups, universities and 
research institutes where students, researchers, engineers, business developers and 
entrepreneurs collaborate in an open innovation environment.  

▪ EIT InnoEnergy: aids the adoption of pioneering new sustainability technologies, 
aiming to reduce risk and complexity. The community funds innovation projects: the 
projects have total forecasted sales amounting to 5.3 billion euros. In addition, higher 
education programmes (master's and PhD) are conducted. 

▪ EIT Manufacturing: connects the leading manufacturing actors in Europe. The 
community aims to create globally competitive and sustainable manufacturing industry. 

▪ EIT Urban Mobility: the community aims to become the largest European initiative 
transforming urban mobility. This is achieved by providing co-funding schemes of up to 
400 million from the EIT during the period 2020-2026. 
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Organisation name: Startup Lithuania 

Organisation location: Vilnius, Lithuania 

Type of entity: National start-up ecosystem facilitator, department of a business agency 

History: The organisation was founded in 2012, as part of the government business agency Enterprise 
Lithuania; it aims to increase the number and quality of start-ups by connecting ecosystem players rather than 
funding. 

Main programmes as an ecosystem builder: 

• Ecosystem analysis:  

o Ecosystem research: conducts an annual survey of start-ups in the ecosystem to detect key 
issues and gaps, which is used to evaluate and adjust the portfolio of programmes and 
activities. 

o Ecosystem information source: publishes news on the national start-up ecosystem. 

o Policy advisory: drafts policy recommendations or proposals for government ministries, aiming 
to improve the business environment. 

• Empowering educators: 

o Support to entrepreneurial education: implemented in collaboration with organisations such as 
Junior Achievement. 

• Empowering connectors: 

o Networking events: organises events to connect different ecosystem participants. For example, 
events where companies can find investors, or talent with ideas can meet successful start-up 
founders. 

o Start-up culture promotion: participates in business events and conferences, spreading 
knowledge of and offering training in entrepreneurship. 

o Programmes to attract foreign start-ups by facilitating access to the Lithuanian market: “Startup 
Visa”, “Startup Employee Visa”, “Co-creator Grant”.  

o Data provision: maintains an online database of Lithuanian start-ups and the key ecosystem 
players. 

Other ecosystem support programmes: 

• Hackathons: organises proprietary hackathon competitions and supports other hackathon organisers 
by sharing knowledge and helping to attract mentors etc.  

• Advisory: offers personalised business consulting services to start-ups free of charge. 

• In-person trainings: holds workshops to train start-up founders. 

• Online trainings: offers a comprehensive online pre-acceleration programme, which is provided free of 
charge. 

• International events: organises the Startup Fair, which is an annual event dedicated to the start-up 
ecosystem. 

• Legal support: provides the templates for key documents that are necessary for fundamental business 
operations. 

  



 

71 

 

 

Organisation name: IoT Digital Innovation Hub 

Organisation location: Salamanca, Spain 

Type of entity: Innovation support organisation inside the private non-profit research organisation AIR Institute  

History: N/A 

Main programmes as an ecosystem builder: 

• Creating connectors: 

o Startup Ole: created and provides support to one of the largest technology and 
entrepreneurship events in Spain, connecting entrepreneurs, start-ups and a broad range of 
ecosystem enablers internationally, providing matchmaking and pitch opportunities. 

• Empowering connectors: 

o Technology promotion events through Startup Ole: networking events where companies (start-
ups and potential clients) are informed about the latest developments in advanced ICT 
technology and exchange ideas with other players and ecosystem enablers. 

o Funding opportunities through Startup Ole: connects start-ups and SMEs with organisations 
that offer funding schemes for innovation projects and innovative companies. 

o Collaboration projects through Startup Ole: connects researchers, companies and other 
ecosystem enablers to create collaboration opportunities and innovative projects, aiming to 
digitalise existing companies and create spin-offs.  

• Empowering educators: 

o Trainings and higher education: workshops, webinars, courses and master’s degree 
programmes (in collaboration with University of Salamanca) in advanced technological fields, 
business applications and management, as well as internship opportunities in innovative 
companies. 

• Creating resources: 

o Provides access to laboratories and equipment that are necessary for start-ups and SMEs to 
develop and test prototypes: created organisations like the Salamanca IT Park, BISITE Tech 
Transfer Park and others. 

Other ecosystem support programmes: 

• Hackathons: organises proprietary hackathon competitions and supports other hackathon organisers 
by sharing knowledge and helping to attract mentors etc.  

• Technical advisory: consulting and mentoring services for SMEs regarding technical aspects of 
integrating advanced technology into their business model and services. 
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Organisation name: ENISA 

Organisation location: Madrid, Spain 

Type of entity: State-owned investment fund focused on the ICT sector 

History: The organisation was established by the Spanish Ministry of Industry, Trade and Tourism. 

Main programmes as an ecosystem builder: 

• Boosting investors: 

o Co-investment programmes: provides unsecured participative loans that share similarities with 
equity. The loans are offered as co-financing to complement investments made by private 
investors, offering additional funding to complement their investment. Main programmes: 

▪ Young entrepreneurs (25.000 € – 75.000 €): dedicated to early-stage start-ups and 
SMEs that are founded by young people. 

▪ Entrepreneurs (25.000 € – 300.000 €): dedicated to early-stage SMEs. 

▪ Growth (25.000 € – 1.500.000 €): dedicated to scale-ups, companies that are 
expanding. 

▪ AgroInnpulso (total budget 13 million €): dedicated to SMEs in the agriculture and food 
sectors that are undergoing digital transformation. 

▪ Digital Women Entrepreneurs (total 51 million €): dedicated to innovative companies 
with women in relevant management or shareholder positions. 
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Organisation name: INVEGA 

Organisation location: Vilnius, Lithuania 

Type of entity: National development institution focused on SMEs  

History: The organisation was established by the government of Lithuania in 2001, acquiring the status of a 

national development institution in 2018. It offers a broad range of financial instruments, which are often 

implemented through collaboration with ecosystem enablers as co-investment or as fund-of-funds. 

Main programmes as an ecosystem builder: 

• Boosting investors: 

o Accelerator Fund: venture capital support facility that is financed by the European Regional 
Development Fund (ERDF). The instrument operates as a fund-of-funds that provides funding 
to venture capital funds and accelerators that invest in start-ups and also provide mentoring, 
consulting and training services to the investees. 

o Innovation Promotion Fund (Accelerator 2): venture capital instrument dedicated to start-ups 
and SMEs that is financed from the state budget. Two financial intermediaries (entrepreneurial 
ecosystem enablers) will be selected to implement pre-acceleration and acceleration 
programmes (consulting, mentoring and training), which will be followed by venture capital 
investments.  

o Baltic Innovation Fund (I and II): shared fund between the three Baltic states that is operating 
as a fund-of-funds, investing in venture capital funds from the three countries. The fund is 
financed by 3 development institutions from the Baltic states as well as the European 
Investment Fund (EIF). BIF II will also include contributions from private investors. 

o Business Angels Co-Investment Fund: co-investment instrument investing into a fund that is 
managed by business angels and controls a portfolio of investments in start-ups of different 
stages. 

o Co-Investment Funds (multiple): co-investment into innovative companies with high-growth 
potential. Some funds have a specific focus, such as ecology-focused technology or transport 
and communication innovation. The investment must be initiated by venture capital funds or 
groups of business angels. The operations are implemented through a subsidiary. 

o Early Stage and Development Funds (I and II): the co-investment funds are jointly financed by 
funds from ERDF and private venture capital funds. The early-stage funds invest in start-ups 
that are related to scientific research and develop products in priority sectors using innovative 
technology. Development funds invest in start-ups that show growth potential. 

o Alternative Lending for Business: co-financing to loans from alternative finance providers, which 
are dedicated to SMEs. 

o Aviete: co-financing provided from the state budget to loans made by crowdfunding platforms, 
targeting SMEs affected by Covid-19 in particular. 

o Entrepreneurship Promotion Fund: subsidised loans to entrepreneurs, micro and small 
companies, that are co-financed with a credit union.  

Other ecosystem support programmes: 

• Startuok: loans dedicated to start-ups (SMEs operating for less than 3 years) or SMEs developing social 
impact projects. The instrument is financed from the ERDF. 

• Open Credit Fund 2: subsidised loans provided to early-stage business projects in collaboration with 
commercial banks.  

• Business Start-up Subsidies: grant designed to partially compensate labour costs to SMEs, especially 
during early start-up phases. The instrument is financed by the European Social Fund. 
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Annex 2. Roles and activities of ecosystem enablers 

1. Educational centres  

 

Table 26: Role and responsibilities of educational centres 

  Enablers: educational centres 

1.  Definition Educational centres are public and private institutions that educate the future entrepreneurs and 
start-up co-founders, i.e. universities, business schools, academies, technology centres. 

2.  Goal To generate entrepreneurial talents by providing the access to high-quality entrepreneurial and 
STEM education.   

3.  Support 
provided 

Knowledge:  

• Entrepreneurial education: bachelor and master’s degree studies in business administration, 
marketing, management; vocational education; short-term entrepreneurship courses.  

• Emerging technologies education: bachelor and master’s degrees in engineering, computer 
science, and information technology.  

4.  Business 
model 

Financed by tuition fees for the courses and studies, covered by the students and/or governments.  

5.  KPIs 1. The maximum number of admitted students – the maximum number of students that a 
university/school can accept in one year  

2. The number of admitted students – number of students enrolled in a specific course or studies 

3. % of graduates - % of graduating students compared to total number of students enrolled in a 
specific course or studies   

4. % students in incubators - % of students who enrolled in the public/private incubators within 1 
year after graduation   

6.  Iteration • Educational centres send entrepreneurs to incubators 

• Educational centres send entrepreneurs to talent generation events 
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2. Business incubators 

 

Table 27: Role and responsibilities of business Incubators 

Enablers: business incubators 

1.  Definition Business incubators are usually run by private companies or public institutions, such as universities, 
large private companies, governmental agencies, etc. Business incubators can be tech specialised 
(e.g. fintech, blockchain, greentech among others) or generic; and also business model specialised 
(e.g. business to customer, business to business, business to government, etc) or generic. Business 
incubators are looking for the talented entrepreneurs with strong business/technical skills that can 
generate start-ups, given valid business ideas.  

2.  Goal To help create and grow the promising start-ups that can develop market-fit products and services 
(generate sales) by providing the necessary knowledge, capital and resources. 

3.  Support 
provided 

Knowledge:  

• Business workshops – short trainings on business basics, i.e. pitching, sales and marketing, 
and finance (cash flow) among others. 

• Idea validation training, e.g. lean start-up training – problem definition and development of an 
MVP. 

• Product validation training, such as design thinking and technical product validation to test 
whether the developed MVP addresses the market needs and whether it can be developed 
technically.  

• Entrepreneurial talent generation training – incubators train entrepreneurs to understand 
themselves and to improve their soft (business) skills, such as decision making, leadership, 
creativity or problem solving among others. 

Capital:  

• Idea grants for product development through collaboration with public sector donors (local and 
international).  

Market:  

• Talent attraction events – start-up weekends and idea tournaments to find talented businesses 
and entrepreneurs. 

• Entrepreneurial events – opportunity to connect with other entrepreneurs, exchange of ideas 
and/or clients, establishment of the partnerships.  

• Business networking events – opportunity to discover business ideas and to connect with early 
adopters and to secure the first clients. 

Resources:  

• Working spaces with equipment (e.g. 3D printers, electronic components, licensed software, 
etc) – to develop the minimum viable product (MVP) or prototype, meet the team and reduce 
costs during the first few months by sharing the spaces with other start-ups/entrepreneurs.   

• First employees – access to talented individuals and specialists to set-up teams and hire first 
developers.  

4.  Business 
model 

Public incubators: usually established under universities and financed by local/international donors; 
incubator residents are not charged any fees.  

Private incubators: private incubators are usually established under private venture capital funds or 
companies. Therefore, they finance their activities from private funds, by taking the fees from 
incubator residents, or by making equity investments.    

5.  KPIs 1. The maximum learning capacity for entrepreneurs – the number of entrepreneurs that can be 
accepted for incubation training programme.    

2. Number of start-ups established per year - number of start-ups established by incubation 
programme residents or alumni.  
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3. Percentage of the start-ups making first sales – percentage of start-ups established/operating 
inside the incubators that have generated first sales.  

4. Amount of annual grant capacity – amount of grants that an incubator can offer through its 
collaboration with donors.  

5. Percentage of start-ups that receive capital (grants) – percentage of start-ups in the incubation 
programme that have received grants. 

6. Number of networking events organised by incubator.  

7. The maximum capacity of operating start-ups – the maximum number of operating start-ups that 
the incubator can host inside its premises.  

6.  Iteration • Business incubators receive entrepreneurs from education centres 

• Business incubators receive entrepreneurs from talent generation events 

• Business incubators receive entrepreneurs from technology parks 

• Business incubators send start-ups to start-up events 

• Business incubators send start-ups to business accelerators  

 

3. Business accelerators 

 

Table 28: Role and responsibilities of business accelerators 

Enablers: business accelerators 

1.  Definition Business accelerators help start-ups to grow and scale into sales. Accelerators are looking for 
promising start-ups, established by talented founders, that possess MVPs (usually with pre-validated 
MVPs: product with a few paying or free users or showing early signs of market-fit products by proof 
of concept).   

2.  Goal To generate profitable start-ups with sustainable sales and to increase their internationalisation 
capacity.  

3.  Support 
provided 

Knowledge: 

• Business workshops - short trainings on the essentials of business set-up and growth strategy, 
i.e. business plan development, technology, sales and marketing, finance (cash flow, sales 
projections, P&L etc.) among others. 

• Business model validation training: specialized business education to validate business models 
by testing with early adopters, industry experts and investors. 

• Mentoring - business mentors (with specific market and business knowledge, usually from a 
similar business field as the targeted start-ups) and technical mentors (with specific product 
development knowledge).  

Capital: 

• Seed grants - to fund the beginning stage of the product development and validation through 
partnerships with local and international donors.  

• Access to investors (through demo days) – in order to help start-ups attract funding for later 
growth stages, accelerators typically have a well-developed network of local and international 
investors.  

Market: 

• Early adopters – a network of companies/organisations to validate and complete business 
models. Early adopters buy products/services from the start-ups for a low market price and help 
to validate and complete business models.   

• Clients – a network of potential clients to generate the first sales.  

Resources: 

• Working space – physical space with the equipment required to develop the products/services 
and interact with a team.  
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• External services – accounting, human resources, legal services, and translation among others.  

4.  Business 
model 

Public or private funds – financed through partnerships with local/international donors by seed grants. 
Accelerators make deals sourcing promising start-ups in exchange for donor-funding.   

Equity – accelerators make equity investments in the start-ups with the goal of making an early exit 
(selling the shares for profit) at Series A rounds.  

Services – accelerators charge fees for space rental and external services provision for the resident 
start-ups. 

5.  KPIs 1. The maximum capacity of hosted start-ups – the number of start-ups that can be accepted to the 
acceleration programme. 

2. Percentage of the start-ups making sales – the percentage of start-ups that generate their first 
sales from the total number of start-ups hosted in the acceleration programme. 

3. Total amount of annual grant capacity – number and volume of grants offered by the accelerator. 

4. Percentage of the start-ups that receive equity investments – percentage of the start-ups that 
attracted equity investors from the total number of start-ups hosted in the acceleration 
programme. 

5. Number of networking events organised by the accelerator (accelerators organise networking 
events only for the start-ups that they host).  

6.  Iteration • Business accelerators receive start-ups from business incubators 

• Business accelerators send start-ups to start-up events 

• Business accelerators send start-ups to business angel networks  

• Business accelerators send start-ups to venture capital firms 
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4. Business angel networks 

Table 29: Role and responsibilities of business angel networks 

 

Enablers: business angel networks 

1.  Definition Business Angel Network – a network of business angels (professional investors) actively investing in the 
early start-ups that have promising products and teams. The network reduces investment risk using co-
investment and by investing smaller amounts in a diversified range of start-ups. 

2.  Goal To generate investable start-ups and ensure sustainability of the start-ups by assisting them in market 
entry and growth.  

3.  Support 
provided 

Knowledge:  

• Business advisory - active involvement of one of the investors (business angels) in the first months 
of start-up operations (incl. team set-up, market research, and the acquisition of partners and clients 
among other).  

Capital: 

• Equity investment – equity investment from the Business Angles Network members in pre-
seed/seed stages. 

• Access to investors – connection to the network of other investors for Series A-B investments, 
connection to other BANs and VCs. 

Market: 

• Early adopters – a network of companies/organisations to validate and complete business ideas.  

• Clients – a network of potential clients to generate the first sales.  

4.  Business 
model 

Revenue from: 

• Membership fees – in the most advanced networks, participating business angels are obliged to 
contribute by paying membership fees. 

• Management fees – the business angels often act as the interim management for the investee start-
ups during the initial phases in order to ensure sustainability of the company, and fees are charged 
for these services.  

• Other professional service fees from the investee start-ups – business consulting, HR, financial and 
legal advice etc.  

• Public or private funds – the networks are supported by partnerships with local/international donors 
through matching investment schemes or fund of funds programmes. 

5.  KPIs 1. Number of investments per year.  

2. Average investment ticket per year. 

3. Number of business angels in the network per year. 

4. Percentage of new members per year – percentage of new members from the total number of 

network members per year. 

5. Percentage of the start-ups that reach the break-even point (the point of financial balance when 

the start-up starts making financial profit). 

6. Percentage of the start-ups going into the next investment stage – percentage of the start-ups that 

received investments from BAN that managed to attract investment in later rounds.   

7. Average exit value – the average sale value of the investment during the sale of network’s equity 

stake in the portfolio start-up. 

8. Return on investment ratio (ROI) – current value of assets divided by the original investment cost. 

6.  Iteration • Business angel networks receive start-ups from business accelerators 

• Business angel networks receive start-ups from start-up events 

• Business angel networks send start-ups to venture capital funds  
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5. Venture capital firms 

 

Table 30: Role and responsibilities of venture capital firms 

 

 

 

 

 

 

 

 

 

 

Enablers: venture capital firms 

1.  Definition Venture capital (VC) firms are financial entities that invest in companies with high growth potential in 

exchange for an equity stake in the company, obtaining participation in the company’s Board of 

Directors. Generally, these types of entities invest in innovative start-ups that can develop new types 

of products or innovations that attract interest of large companies or secondary markets. 

2.  Goal To generate high-value start-ups and to prepare them for global exits.  

3.  Support 

provided 

Knowledge:  

• Business advisory – VCs are actively involved in the Boards of Directors of their portfolio start-

ups, actively advising the companies on strategy, marketing plans etc.  

• Equity investment – equity investment, typically in Series from Seed to A-D rounds.  

• Access to investors – syndicating to the network of other international investors (other VCs). 

4.  Business 

model 

Revenue from: 

• Carried interest – capital gains from equity investment into start-ups, which are realised after the 

VC makes an exit (sells the shares) in the later stages of start-up development 

• Management fees – venture capital companies charge the fund (formed by investors) a fee that 
is at a fixed percentage of the total managed investment amount.  

• Other professional service fees from the investee start-ups – business consulting, HR, financial 
and legal advice etc.  

5.  KPIs 1. Number of completed investments per year.  

2. Average investment ticket per year – average investment size across all start-ups that received 

investment from VCs. 

3. Percentage of start-ups moving to the next investment stage - percentage of the start-ups that 

received investment from VC that managed to attract later rounds of investments.   

4. Number of exits per year– number of equity share sales from the portfolio companies executed 

by VCs. 

5. Average exit value – the average sale value of the investment during the sale of VC’s stake in 

the portfolio start-up. 

6. Return on investment ratio (ROI) - current value of assets divided by the original investment cost. 

6.  Iteration • Venture capital firms receive start-ups from business accelerators 

• Venture capital firms receive start-ups from start-ups events 

• Venture capital firms receive start-ups from business angel networks 
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6. Talent generation event management companies 

 

Table 31: Role and responsibilities of talent generation event management companies 

 

 

 

 

 

 

 

 

 

Enablers: talent generation event management companies 

1.  Definition Talent generation event management companies are typically private companies that organise short 
term public events for individuals interested in entrepreneurship.   

2.  Goal To generate talented entrepreneurs. 

3.  Support 
provided 

Knowledge: 

• Business workshops - short trainings on business essentials, i.e. pitching, marketing and sales, 
and basic finance among other. 

• Short practical trainings on idea validation - how to create a strategy and validate the 
product/service with business and industry mentors, i.e. start-up weekend.  

• Short practical technical trainings - hackathons with a challenge and reward for the best 
developed product/service, events typically lasting 24-48 hours.    

Market: 

• Team building events - for entrepreneurs and professionals.  

• Networking events for entrepreneurs - for entrepreneurs to exchange ideas and establish 
partnerships.   

4.  Business 
model 

Sponsorships from private companies, investors and grant providers.  

Funding from host organisations, such as universities, governmental bodies or large private companies 

5.  KPIs 1. Number of participants per event 

2. Number of participants per year - number of participating start-ups in all events organised by a 
management company per year. 

3. Number of events per year - number of events organised by a management company per year. 

4. Percentage of participating entrepreneurs moving to incubation programmes per year – 
percentage of participating entrepreneurs in all organised events that enrol in incubation 
programmes within one year.  

5. Number of participants that establish their own start-ups within one year after participation in the 
event.  

6.  Iteration • Talent generation event management companies receive entrepreneurs from educational centres 

• Talent generation event management companies send entrepreneurs to business incubators 
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7. Start-up event management companies 

Table 32: Role and responsibilities of start-up event management companies 

 

  

Enablers: start-up event management companies 

1.  Definition Start-up event management companies are typically private companies that organise short-term or 
medium-term (one week) events for entrepreneurs and start-ups in different growth stages.  

2.  Goal To generate start-ups with market-fit ideas and promising teams 

3.  Support 
provided 

Knowledge 

• Specialised business workshops – targeted workshops with international speakers and instructors 
for specific market areas, e.g. digital marketing in a specific field.  

• Short practical trainings on business models – creating a strategy and product validation.   

Capital:  

• Competition prizes – e.g. prizes for the winners of hackathons or pitch battles.   

Market:  

• Team-building events – for start-up founders and professionals.  

• Start-up networking events – for start-ups to exchange clients/ideas and to establish partnerships.   

• Expositions of large private companies – events that gather the largest companies in the market 
that are looking for new products/ideas or aim to promote themselves (e.g. large IT companies, 
banks).  

• Meetings with investors – events/meet-ups that connect start-ups with local/international VCs, 
BAs, other investors.  

• Meetings with grant providers – events/meet-ups that connect start-ups with local and 
international donors.  

4.  Business 
model 

Sponsorship from private companies, investors, grant providers.  

Funding from host organisations (such universities or large private companies). 

5.  KPIs 1. Number of participating start-ups per event. 

2. Number of participating start-ups per year – total number of participating start-ups in all events 
organised by the management company per year.  

3. Number of attendees per event - total number of participants (e.g. investors, private companies, 
start-up representatives) per event. 

4. Number of attendees per year - total number of participants (e.g. investors, private companies, 
start-up representatives) in all events organised by the management company per year.  

5. Number of events per year - total number of events organised by the management company per 
year. 

6. Percentage of start-ups receiving investment - percentage of start-ups that received investment as 
a result of participation in the events organised by the management company.   

6.  Iteration • Start-up event management companies receive entrepreneurs from education centres 

• Start-up event management companies receive start-ups from business incubators 

• Start-up event management companies send start-ups to business accelerators 

• Start-up event management companies send start-ups to business angel networks 

• Start-up event management companies send start-ups to venture capital firms 
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8. Technology parks 

 

 

 

 
 

Table 33: Role and responsibilities of technology parks 

Enablers: technology parks 

1.  Definition Technology parks are innovation communities that connect STEM professionals and innovative 
product ideas with the private sector through the creation of start-ups. 

2.  Goal To help talented entrepreneurs/teams develop market-fit technologies and generate first sales  

3.  Support 
provided 

Knowledge: 

• Business workshops – short trainings on business essentials, i.e. pitching, marketing and sales, 
and basic finance. 

• Specialised education in emerging technologies – short-term (2-12 months) trainings on emerging 
technologies. 

• ICT entrepreneurial education – short-term entrepreneurial skills courses adapted to businesses 
focused on emerging technologies.  

Capital: 

• Research and Development (R&D) grants for product development and prototyping.   

Market: 

• Tech specialists/professionals – a network of specialists in technology, design (i.e. freelancers, 
engineers etc.) for early product development.  

• Interns – Technology parks are usually well-connected to or even established inside universities. 
Therefore, they can offer a network of potential interns who can support the start-ups in early 
product development stages for free or low prices.  

• Early adopters – a network of public organisations or private companies interested in the created 
technologies, acting as the first users as well as helping to test and finalise the products. 

Resources: 

• Laboratories with digital and physical equipment for R&D development.   

• Working spaces – workspaces with the necessary equipment to run daily operations (incl. high-
speed internet, meeting rooms etc.). 

• Other services – legal services, accounting services, and HR among others.  

• Special regulatory regimes and exemptions, tax benefits – the residents of technology parks can 
benefit from lower tax rates or other legislation benefits (e.g. lower tax rate or zero taxes for the 
first years of operations).  

4.  Business 
model 

Public or private funds – financial support from public and private players that search for start-ups with 
high investment potential in technology parks.  

Equity (spin-offs) – return on equity shares of the start-ups that have been created inside the 
technology park. Usually such start-ups are called spin-offs when the technology park is located inside 
a university. 

Renting spaces – fees received from start-ups/companies located on the physical premises of the 
technology park.  

Services – fees for services provided to the start-ups (such as internet, legal and accounting services 
among others). 

5.  KPIs 1. Number of students in the educational programmes organised by the technology park per year. 

2. Number of spin-offs established per year. 

3. Percentage of spin-offs that have achieved first sales.  

4. Yearly R&D grant capacity – the maximum value of grants that can be offered to start-ups.  

5. Average grant ticket size – average ticket size of the grants offered 

6. Average number of grantees per year – average number of start-ups receiving grants.  



 

83 

 

 

9. Co-working space providers 

 

Table 34: Role and responsibilities of co-working space providers 

 

 

7. Number of start-ups hosted in the co-working spaces compared to the maximum technology park 
hosting capacity. 

6.  Iteration • Technology parks receive entrepreneurs from education centres 

• Technology parks send start-ups to business incubators 

Enablers: co-working space providers 

1.  Definition Co-working space providers offer start-ups access to rentable working spaces for low cost, which is 
made possible by sharing it with other companies/start-ups.  

2.  Goal To help talented entrepreneurs/teams develop market-fit products and generate the first sales. 

3.  Support 
provided 

Knowledge: 

• Business workshops – short events on business essentials, e.g. pitching, marketing, and 
finance among other.  

Market: 

• Tech specialists – access to a network of professionals sharing the same co-working space 
and through the events organised by the co-working space providers.  

• Other start-ups – access to a network of start-ups sharing the same co-working space through 
the events organised by the co-working space providers.  

Resources: 

• Working space – complete with all the necessary equipment to run daily operations of the 
company (incl. high-speed internet, meetings rooms etc.). 

• Professional external services – access to the professional services companies located inside 
the coworking space.  

4.  Business 
model 

Fees are charged for space rent and services provided. 

5.  KPIs 1. Number of start-ups hosted in the co-working space as compared to the maximum co-working 
space hosting capacity. 

2. Average residency time for the start-ups located in the co-working space.  

6.  Iteration • Co-working space providers receive start-ups/entrepreneurs from business incubators 

• Co-working space providers receive start-ups/entrepreneurs from business accelerators 


