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Five workshops,
Sharing global
practices on how

to develop innovation
clusters




Built around five online webinars
each 90. minutes

-High-level overview on the topics:
- Cluster launch, engaging the stakeholders that matter

Online workshop #1: Engaging stakeholders - Cluster members, who's in your cluster?
- Nailing your value proposition, how to engage your target partners and members?

-Introduction to cluster strategy:
. - From Triple Helix to Pentagram
Online workshop #2: Cluster strategy - Developing a ten-year cluster strategy

- Strategic pillars, KPIs and projects for clusters

-Introduction to cluster financing and business models
. . - Cluster financing models
Online workshop #3: Cluster business model  [Paros budgets

- Cluster business models and how they evolve over a ten-year timeline

- Introduction to Cluster structure, governance and leadership
- From ecosystem to network to cluster
Onlineworkshop#aCovernancessleadersShip R Ca LR CE I EER LIS

- Building a cluster governance model; key roles, key leadership roles
- Cluster leadership, eight levels

-Topics to be decided based on input from participants
-Cluster application: key pointers

Online workshop #5: TBD/AMA




Sharing tools,
templates
reports, canvases
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Exploring Business Models in
Global Innovation Clusters

A REPORT BY STRATEGY TOOLS & THE GLOBAL COMMUNITY
WRITTEN BY VICTOR HAZE & CHRISTIAN RANGEN. DESIGN BY JOLENE FOO-HODNE




The first level of cluster business
model is the financing side. We have
identified three common financing
mechanisms, Public-Private-Project:

For many clusters, the quest for
financing can take a significant part
of their focus and energy, prevent-
ing them from focusing on the value
creation or output of the cluster. Ini-
tially, most clusters struggle, getting
by on ‘scrappy financing’ solutions.

The second level is the cost structure
of the cluster. What do we need and
how should we best structure it. For
many, it is often beneficial to start
with the cost side, and really dig into
how to best structure the cost of the
initiative.

Often, we find there are creative
ways to manage costs, through
talent sharing, internships,
co-locating with founding partneus
and generally keeping costs lean,
low and flexible.

level 3
how a cluster creates value impact

The third level is how a cluster is able
to organize and align itself around the
shared value creation or, what we call,
value impact. This goes beyond the
funding/cost discussion and requirg
the cluster to focus and measu
outcomes and value creati

For many, this is a difficult
Many clusters, wedind, tend t
measure the easy things (nu
members, number of events, how
many people have joined a webinar).
Few are truly adept at measuring the
outcome of the cluster. Granted, this
can be exceedlngly hard, but it is

& in a few pages)
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The Cluster Value Triangle is a strategy framework that allows us to bring the key elements of strategy,
structure and business model together in one integrated framework. The Cluster Value Triangle is often used
with cluster boards, cluster management teams to connect these pieces into a single solution.

What is the cluster’s ambition? What are we trying

to achieve and create together?
What is our strategy for getting us there? What are
our strategic focus areas and strategic initiatives for
Ambition the cluster? We can use visual tools like
& Strategy Supercluster Strategy Intro and Supercluster

Strategy Map to visualize the cluster’s strategy.

THE
CLUSTER
VALUE
How should the cluster be TRIANGLE How should the cluster be
structured? What is the legal financed - today and
status? What is the right tomorrow? How do we split
governance model? How big public funding, private
should the board be and how funding and project
should we connect the board funding? What is our cost
with the innovation group to base and how do we grow
start executing large-scale Structure Business Model while maintaining a highly
i ? o A i ?
projects? & Governance & Financing flexible cost base? How do

we clarify our value impact
and how do we design

%I 6@ winning cluster business
(,'mv models?




From government to self-sustaining Growth cluster

Here is one example of how a cluster can evolve its business model over a ten-year period, going
from 100% government to 100% private financing.
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Creating the world’s leading ocean tech cluster

How would we design the cluster business model for a globally leading ocean tech cluster? Well, this could be one way.
Notice the diversity in financing. See also the blue as as-is, and the orange as ‘in action’. The orange part represent a different
target group (new members), so the channels would also be different than existing members
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Creating the world’s leading ocean tech cluster

Building on the cluster business model canvas, we can dig deeper into the financing model. Here, we see the ocean tech cluster
in its 10th year, with a fairly diversified financing model. Note the green note, with startup costs only being applicable in the first

year.
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What is the potential value impact of the world’s leading ocean tech cluster?

Now it gets more interesting. This Value Impact Roadmap can go in different directions, using different value impact metrics.
In this example, we use the metric of % of GDP (Gross Domestic Product) which is a commonly available statistic.

SUPERCLUSTER SERIES

STRATEGYTOOLS.I10

iINDUSTRY VALUE IMPACT
3

This dataset is commonly
available from national
economic data and verified
by a qualified 3™ party.

BASELINE

INDUSTRY VALUE IMPACT

Using % GDP, we have to

account for both a growing

GDP as a whole and also a
larger % of that GDP.
Hence, the underlying

economic numbers would

be growing larger than just

the 2% increase, from 4%
to 6% would indicate.

TARGET 1

INDUSTRY VALUE IMPACT

TARGET 2

INDUSTRY VALUE IMPACT

TARGET 3

INDUSTRY VALUE IMPACT

Shifting from 4% GDP in
2021 numbers to 12%
GDP in 2050 numbers

would indicate a massive

economic shift in the value
creation and value capture
for this industry.

Behind such an easy visual
roadmap as this, there may
be months of work as the
board tries to identify and
align around the key value
impact metric(s) to use.

\I.- Cluster Value Impact Roadmap
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The first level of cluster business
model is the financing side. We have
identified three common financing
mechanisms, Public-Private-Project:

For many clusters, the quest for
financing can take a significant part
of their focus and energy, prevent-
ing them from focusing on the value
creation or output of the cluster. Ini-
tially, most clusters struggle, getting
by on ‘scrappy financing’ solutions.

The second level is the cost structure
of the cluster. What do we need and
how should we best structure it. For
many, it is often beneficial to start
with the cost side, and really dig into
how to best structure the cost of the
initiative.

Often, we find there are creative
ways to manage costs, through
talent sharing, internships,
co-locating with founding partneus
and generally keeping costs lean,
low and flexible.

level 3
how a cluster creates value impact

The third level is how a cluster is able
to organize and align itself around the
shared value creation or, what we call,
value impact. This goes beyond the
funding/cost discussion and requirg
the cluster to focus and measu
outcomes and value creati

For many, this is a difficult
Many clusters, wedind, tend t
measure the easy things (nu
members, number of events, how
many people have joined a webinar).
Few are truly adept at measuring the
outcome of the cluster. Granted, this
can be exceedlngly hard, but it is
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