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TEST RESULTS

A SUPPLEMENT TO THE ROADMAP FOR INCREASED MANAGEMENT CAPACITY IN
INNOVATION INFRASTRUCTURE ORGANISATIONS

ABOUT THIS DOCUMENT

This document is an aggregation of the test results in the IRIS project, based on recommendations
from conducted peer reviews.
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DALARNA SCIENCE PARK

SELF ASSESSMENT

business

Supporting services 2 External alignment

Internal alignment

eeeeeeee

EXCELLENT AREAS

. Experienced (business development), aligned and professional team

° Client-oriented approach

° Systematic approach towards deal flow — tools, method, process “how they really do”

. Really established in their network — target groups, stakeholders, region

. Well-built program — why, what, when, who.

. Oriented towards continuous improvements — individual business process 4 all:-)

° The location in the science park — connection / community to existing companies in the eco
system

. Working in / for the region

° The website — visually looking nice, easy

° Scouting function — collaboration with partners

° Finances from different sources — not depending on filling desks / rooms

AREAS OF IMPROVEMENTS

° Working in / for the region — can’t really include the start-ups in the ecosystem
geographically
° Strengthening links between science park and incubator
° The post-incubation process — try to get the companies to stay afterwards
° The attractiveness in the site — not an “attractive start-up hub”
. Weak link between science to business
. Deal flow from students
. No specialization within the regional / university areas
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. “non-competitive” approach
. Lack of digital competence in business designing

RECOMMENDATIONS

° Matching existing companies with start-ups: meetings, community, mentoring,

. Develop the offer / activities towards students — internship in start-ups and companies

° Develop specialization areas — define what to be best at — steel?
Taskforce: university, industry, Science Park, incubator to create a bigger picture of what is
possible...
Tailored business development process

° Embrace digital transformation competence internally

° Development of a complementary offer for start-ups: not programs

° Plan >2020 funding strategy!

. See Sweden as a market, not only Dalarna (attract ideas from outside / keep them here...)

CHOSEN RECOMMENDATION TO TEST

. Attractiveness in the site. In Areas for improvement, Future Challenges and
recommendations we had feed-back suggesting that science park activities and the building
itself could be developed to attract start-up entrepreneurs and students.

HOW THE TEST WAS PERFORMED

After the peer-review, there has been a massive effort to create an attractive start-up community in
Dalarna Science Park. A completely new area has been created, where students and entrepreneurs
can use the facilities in a very flexible way. The idea was to create solutions for different needs:

° Meeting

° inspiration

. co-working

. start-up support
. growth

The meeting area is close to the entrance and free of charge. Anyone can pop in, have a cup of coffee
and sit together. On Thursdays, there are lunch-together events to encourage new contacts. This is
also a scouting possibility for the incubator. The inspiration and co-working area is an open space
where different activities take place. The incubator makes idea valuation workshops, entrepreneurs
share their success (or mistake) stories and different people from the entrepreneurial support
system are available for consultations. There are also completely different activities, e.g. yoga.

The next level is to use the facilities for developing or working on a business idea. A flexible office
desk can be hired at a low monthly cost, or even on a time-to-time basis. There is a special offer for
university students with free-of-charge access to a flexible office and business support from the
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° IRIS Baltic Sea

IRIS 0 @Risbsr

incubator for 3 months. Entrepreneurs who prefer a fixed office can hire their own desk in the open
space, or their own room.

All entrepreneurs in the start-up area share the same facilities for lunch, coffee and conference
rooms.

EXPERIENCE, THE IMPACT AND THE VALUE

The project has resulted in a highly attractive environment for start-ups. The first companies moved
in early 2019. Several workshops and co-working activities have been arranged. The building is
owned by the local municipality, but the Science park/incubator organization is deeply involved in
the activities arranged, as we expect a higher deal-flow to our processes.

This is an expensive investment, which demands a financially strong property owner. The rooms are
all occupied, while the open space still has vacancies. The concept will still need some time to prove
its success. We have already seen positive results in deal-flow and contacts to the incubator. Without
the economic effort from the property owner the co-working space could never have been
implemented. Most furniture and equipment were delivered by IKEA, who are now using the co-
working space as a showroom for innovative business solutions.

Dalarna Science park

Results; 3
Cost Efficiency; 2 Effort; 3
3 =High
2= Medium
1=Llow
Complexity; 3
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° IRIS Baltic Sea
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SELF ASSESSMENT

mployer attraction &
development

OAverage BIDESY

EXCELLENT AREAS

The vision — huge plans!

Internationally strong brand ”"DESY”

Marvelous position - Hamburg, the place, high-tech

Access to world-class researchers and high-quality deal flow
The facilities — machines & equipment

DESY financing

Working in an international context

The specific research area — focus

The connection with the universities

The lack of quantity-pressure, “quality takes time”
Investing in start-ups

Organized close to the directory

City of Hamburg involvement in the innovation area
Stakeholders conscious about DESY

Hamburg innovation summit & 12 minutes caps and collars

AREAS OF IMPROVEMENTS

The dealflow volume and sources

Not fully capitalizing on the possibilities here!
Marketing — the DESY web, social media

Not showing the success stories
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° IRIS Baltic Sea

I RIS 0 @Risbsr
. Industrial presens and “thinking” regarding who the customer might be
. Not that strong entrepreneurial culture
. Tech-pushdriven
. On demand driven in the collaboration with researchers
° Where are the people?
. The value proposition could be more clear
. The lack of present industry
. No exit criteras
RECOMMENDATIONS
° International scouting
° Focusing on building entrepreneurial teams
. More parallel education — feeding students with entrepreneurial skills
. Give the researchers more of what they need, not what they ask for
. Create activities gathering people, interaction och meetings to establish a more alive area
° Develop the infrastructure around DESY: sport, bars, restaurants
° Establish clear value propositions to different stakeholders
° More multidisciplinary teams and collaborations with other faculties
. Apply the innovation process on DESY —to unleash the potential! “what if we had no
funding?” Implement a sense of urgency.
° Value proposition for start-ups
. Attract big corporates — challenge driven innovation projects?

1 CHOSEN RECOMMENDATION TO TEST

Focusing on building entrepreneurial teams.

HOW THE TEST WAS PERFORMED

We started building a network of interested entrepreneurs and potential entrepreneurs on Campus.

Therefore, we were offering special networking events and match making events at DESY Campus
such as an “Entrepreneurship — lunch” or “Business meets physics”.

We hadn’t had networking events before.

Very important for us is, that we also set up a mailing list for those who would like to get informed

about upcoming events.

EXPERIENCE, THE IMPACT AND THE VALUE

e Effects will show on long term
e High interest of potential entrepreneurs
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e  Word-of-mouth needs time
e Allin all we have a positive feeling for future

2 CHOSEN RECOMMENDATION TO TEST

Give the researchers and start-ups more of what they need, not what they ask for.

HOW THE TEST WAS PERFORMED

We performed coaching and pitch trainings. We had to force our teams. They had the opinion that
they are familiar with scientific presentations on conference and that there is no need for pitch
trainings. Regarding the coaching they had the same opinion. After forcing them to take part, we got
a very positive feedback from the participants.

We continue with this and will enlarge our program. An “idea-validation workshop” and a “business
model sprint” are already planned.

EXPERIENCE, THE IMPACT AND THE VALUE

- Very positive results

- Got a good feedback of the participants

- Hard work to convince our researchers and start-ups
- We will continue ©

3 CHOSEN RECOMMENDATION TO TEST

Create activities gathering people, interaction and meetings to establish a more alive area” and
“Develop the infrastructure around BESY: sport, bars, and restaurants.

HOW THE TEST WAS PERFORMED

Innovation Village

We build DESY Innovation Village, a building with office and lab space for the Start- ups at DESY
Campus. The Innovation Village has a coffee machine (with coffee for free) as a central meeting point
and a roof deck with barbecue for leisure.

Events and Activities
We established the following events and activities to gather people and interactions:

e “beyourpilot”-bar camp

e Coffee tour on Campus

e Opening colloquium of the Innovation Village with workshops with the topics funding, cross
innovation, lean start-up, legal & tax.

Science City and ITGZ

The surrounding neighborhood of DESY will be developed into an area dedicated to nurturing
scientific research and innovation: “Science City Bahrenfeld”. Science City blends innovation,
research, commerce, and modern living. DESY will house an incubator for supporting the relationship
between research and product development, offering a network to businesses and scientists working
towards market maturity. Plans for the ITGZ (Integriertes Griinder- und Technologiezentrum) — a
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Technology and Incubation Center - put an emphasis on startups and innovation in high-tech areas
such as biotechnology, nanotechnology and the exploration of new, intelligent materials.

EXPERIENCE, THE IMPACT AND THE VALUE

Innovation Village:

e Huge success

e The Village has become to an informal melting pot for start-ups on campus
e The place creates a high visibility to the topic “innovation”

e Big support from DESY management

Events and Activities

e Good participation rate

e High interest of potential entrepreneurs

e takes a lot of time for preparation and implementation (small team at DESY start-up Office)
e Got a good feedback from participants

Development of Science City and ITGZ:

e Great success

e Large funding from federal government

e High commitment of the city Hamburg and the management board of DESY
e We are very proud and excited ©

4 CHOSEN RECOMMENDATION TO TEST

Attracting big corporates — challenge driven innovation projects

HOW THE TEST WAS PERFORMED

Currently we are talking to “Eppendorf AG”, “Beiersdorf” and “TESA” for cooperation in the fields of
development and our start-up ecosystem (ITGZ).

We have entered into a cooperation with “Philips” and its “Health Innovation Port”. We work
together in terms of start-up support, innovation and events & activities.

EXPERIENCE, THE IMPACT AND THE VALUE
e First steps are made
e First events took place

e High interest of cooperates due to the high dynamic at DESY, ITGZ and Science City
Bahrenfeld
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DESY (Sum of 4 tests)

Results; 2,75

Cost Efficiency;

1,75
Effort; 2,75
3 = High
2= Medium
Complexity; 2,25 1=Low
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GDANSK ENTREPRENEURSHIP FOUNDATION

SELF ASSESSMENT

Dealflow
Supporting services

External alignment

Infrastructure Internal alignment

Aumns Working environment

OAverage BGdansk

EXCELLENT AREAS

. A passionate team — dedicated, ambitious, young, creative

. Full houses! Flexible facilities, companies can grow in the house

° Created an attraction to the “place”...for young people

° A big, well established network (different areas, strong integrated community)
° Very dynamic way to work...and attracting money

. The investors are lining up to pitch for the start-ups

° The region: people, industry, universities...”the right people are here”
. Support from and relation to the municipality

. Good mix of offers:

° Impressed by the Clipster in particular

° Start very early...including pre-school kids...very long-term perspective!

AREAS OF IMPROVEMENTS

. Own vision, mission, goals and strategies are invisible

. No clear “dream-case”

° How and what to measure — KPI:s are lacking. How many people are we working with, and
what comes out of it!

. Lack of synergies between the locations

° No process, more activity-based

° Today: “a pull strategy”, not steering the deal flow of ideas. There is no proactive deal flow
process.
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. Quite a lot of people working...output?
. Financial controlling -> business plan?
. Branding — what is belonging to Starter of all the projects?

RECOMMENDATIONS

. Define and communicate own vision / mission / goals / KPI:s!

° Create synergies between the locations — to strengthen the community

. Define more structured processes from A-Z in the incubator

. Focus on business ideas AND people

° Branding — structure it (use colour identification), find a clear position

° Consider the stakeholder as customers — with clear value propositions

° Develop better corporation with the universities — find the sweet spot, take the lead (for
example internship with students in start-ups)

° Clarify the value-proposition on your website!

° Develop clear outcome-presentations (yearly reports) based on KPl:s

. “how can we prevent the start-up:s from failing?” — define your support

. ”could you implement more support than networks / mentors?”

. Develop a talent management process for attracting talents to the start-up:s

CHOSEN RECOMMENDATION TO TEST

We have chosen to implement all the recommendations from the Peer Review.

HOW THE TEST WAS PERFORMED

We implemented working on the recommendations in three key areas:

. Strategy — workshops, internal and external consultations, doing research on commercial
development of activities of the Foundation and organizing 4 workshops on Value
Proposition Canvas

° Project management - professionalization of methods — we were testing different methods

and we introduced:
Kanban tables, daily meetings, regular project retrospections,
We introduced the online tool to manage the projects
We are in the process of introducing Objectives and Key Result
Coaching and Mentoring for team leaders

Organizational culture:
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. Building value for the entire foundation
° Improvements in internal communication
. Streamlining organization processes and procedures

EXPERIENCE, THE IMPACT AND THE VALUE

Peer Review and the recommendations we received were a key moment for changes in GFP. The
beginning of 2018 was the time to plan a new strategy and change within the team.

Recommendations were a direction for us and working methods like Value Proposition Design
allowed us to break the deadlock and change GFP at all levels.

The received feedback, workshops, the opportunity to consult IRIS team members and the exchange
of experience between other institutions have significantly helped change and build the GFP
strategy. We successfully completed the year 2018, we acquired the important Poland Prize project,
with which we introduced know-how to the organization. This directly translated into the way we
worked and the directions we took in our strategy until 2023.

Example of impact:

Here is the example of how the changes, methods and the focus on the processes on all levels. This is
how educational team was working:

We worked on two levels:

1. Inner Processes for teams dependent on internal needs not necessarily applicable for the
rest
2. Processes for our whole company

Ad. 1 Processes for Educational Team

We worked at regular team meetings reacting to the actual needs. In a group process we worked
out:

° manual for organizing events including “to do” checklist
° method of weekly and monthly reporting on indicators and results
° development path for positions — in this case it was consulted with external experts and with

Board member
Ad 2. Processes for our whole company

The process was led by a specialist hired in our Company. The teams and managers were involved
through a round of consultations.

The greatest value of IRIS Peer Review is the opportunity to exchange practical knowledge and
experience between institutions in similar business area of operation. No courses or studies are able
to provide such valuable knowledge that directly translates into the change and development of the
organization. This is the case of GFP, which through participation in the IRIS project was able to
determine its own development and success.
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Gdansk

Results; 3

Cost Efficiency; 3
Effort; 3

3 = High

Complexity; 2 2= Medium
1=Low
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KAUNAS SCIENCE & TECHNOLOGY PARK

SELF ASSESSMENT

ooooo

Supporting services 32| External alignment

Internal alignment

ore competence

mployer attraction &
development

EXCELLENT AREAS

° Facilities: buildings, laboratories

. Sales funnel — lovin’ it!

° Strong connection to the university

° Marketing intensity

. Number of IBO:s in process (99)

. The Ministry of Economy as a stakeholder

. High R/D-rate

° Erikas national statistics for measuring science parks

° Variety of KPl:s

° Strong place in the ecosystem — a good network, for instance financing
. Clear target group - criteria for admission including the 170 point system
° International cooperation

. The showroom

° Always 5% over the KPI-targets

. < 10 days feedback in admission process

o Student offer / activities

AREAS OF IMPROVEMENTS

. A multitude of kpi:s which together tend to create non-focus

° Bureaucratic, non-start-up:ish stakeholder / advisory board-work.

° Not able to work with ideas before company establishment
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. How to create a variety of people in the teams - attract young people to the start-ups

° Focus on the development of 1) products, 2) businesses....x) people?

. Lack of exit-criteria — the office space will be a future problem

° The strategy for the scale-up and post scale-up-phase, show where to go

° Too dependent on EU-funding, the money dictates the strategy

. Lack of progress-indicators for start-ups — the demand beyond paying for premises / services.
(doing things vs achieving things)

° Lack of structured focus on the entrepreneurs as persons in the admission process

. Weak value chain in the link to the student incubator — lacking common goals

RECOMMENDATIONS

° Over-performance in several areas could be used to redistribute resources to weak areas
instead

. Develop the relationship with MITA, it seems to be a love/hate situation today

° More focus on the humans in the admission and business development process

° Develop exit-criterias to be able to focus more on the progress of the start-up:s

° Commercialize more knowledge and sell it, for example licencing

. Go for growth: develop a plan for expansion / fusion with the park at Vytautas Magnus
University (?)

° Set common goals / KPI:s with the student incubator to strengthen the value chain.

CHOSEN RECOMMENDATION TO TEST

Develop the relationship with MITA (Agency for Science, Innovation and Technology), it seems to be
a love/hate situation today.

HOW THE TEST WAS PERFORMED

Heads of two main departments have been involved into activating more common activities between
MITA and Kaunas STP. The meeting has been arranged related to issues of communication between
organizations (due to the fact, that MITA provides the mainstream of useful information regarding
business incubation possibilities for startups and innovation support financial instruments). During
the meeting, the core bottlenecks of information shortage or miscommunication. It helped to decide
on joint actions to make the communication more effective.

In addition to this, it was decided to strengthen relations via common projects and events for ICT
community. Kaunas STP ICT companies cluster and MITA had joint events and foreign companies
visits. It helped to represent the local innovation capacities and startup environment; also
encouraged networking process between Kaunas STP companies that seek new opportunities in
foreign markets, especially in Asia.
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EXPERIENCE, THE IMPACT AND THE VALUE

Even though professional relationships are hard to measure and develop, Kaunas STP team members
states that collaboration and information transfer issues have improved. MITA has invited Kaunas
STP team to a common teambuilding and sports event for 2020 spring season; it may be considered
as an upcoming possibility.

Kaunas STP operations department a good practice exchange event for Serbian innovation ecosystem
regarding business incubation improvement issues and innovation support. MITA’s representatives
had a public speech on the 15™ of October in Belgrade.

The main value of better cooperation and communication between MITA and Kaunas STP originates
from business support instruments for the innovation community and policy making. MITA reflects
on the overview of developing innovation-friendly environment and may consider the challenges
Kaunas STP finds from its experience with business incubation and acceleration practices.

Kaunas
Results; 2
Cost Efficiency; 2
Effort; 2
3 = High
2= Medium
1=Low
Complexity; 3
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RZESZOW REGIONAL DEVELOPMENT AGENCY

SELF ASSESSMENT

Dealflow Development

Supporting services 2.8 3;2-) External alignment

Infrastructure Internal alignment
Access to capital &
large enterprises
mployer attraction &
development

Aumns Working environment

©Average  BRzeszow Regional Development Agency

EXCELLENT AREAS

. Well connected with a good reputation

. You seem to know what you are doing

° The broker in the middle of the eco-system

° Positive spirit in the region

° Strong social capital

. Attract funding and investments from large international companies
. Good access to EU funding

. Young population with a lot of students

° Smart specialisation in practice (e.g. Aviation Valley)
° Very good logistics

° Good connections with the rest of the world

° Close to Ukraine, Germany etc

AREAS OF IMPROVEMENTS

° Internationalization (see crucial question)
° Branding on national/international level
° Develop (and follow up on) clear strategic numbers with relevant “key performance

indicators”
° Individual plans for the employees with regular evaluation and feedback
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RECOMMENDATIONS

. Develop a long-term strategy with committed funding

. Real estate development &/or Business development

° Pure facilitator, other own the resources

° Facilitator with own resources &/ or Commercial actor with own resources
° Do not be too modest

. Boost your attractiveness even more

. Focus on branding yourself on national and international level
. Target talents & startups, as well as big companies & investors
. Use your events, success stories and the eco-system as cases
° Use the potential from the Internet, social media etc

. Benchmark with others

CHOSEN RECOMMENDATION TO TEST

Internationalization and branding on national and international level

HOW THE TEST WAS PERFORMED

We have focused mostly on meetings and new kind of events to attract more international interest,
connections and partners and locally (regional and national scope) to increase awareness of area of
the operations and services. Since the Peer Review was performed the following actions were
undertaken:

° Taking part in Poland Prize call for projects (the goal of the Poland Prize competition is to
encourage foreign startups to do business in Poland)

. Study Tour and Business Meeting for British Chamber of Commerce- promotion of the
Incubator Services on the british markets

. Business Meeting and Study Tour for Austrian Chamber of Commerce- promotion of the
Incubator Services on the Austrian market

. Increasing services and cooperation through the Enterprise Eurpe Network — foreign trades,
matchmaking events, presentations and seminars

° Aeropolis BBQs events — business and barbecue for young enterpreneurs and interested in
Incubator services

° Meeting and new cooperation with Israel start-ups

° Continuing the Second Phase of the project Start in Podkarpackie

° Official opening of incubator laboratories to school visits- promotion of innovation and
possibilities for youth

° Participation in Business Forum Europe-Ukraine (startups and young enterptrneurs)

° New training event Aeropolis Champions

. Event: Start up weekend 4™ edtion- attracting young enterpreneurs

. Aeropolis Business Breakfasts

° Several meetings on how to apply for funds for the new ideas
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. Using best cases description in articles in newspapers, magazines and social media

EXPERIENCE, THE IMPACT AND THE VALUE

The Peer Review method used in IRIS was very interesting, very helpful and very effective tool. It let
us see our own institution in different perspective, have a reflection on our work and reflection on
how we are seen by external peer reviewers. For our young incubator it was a good experience to
prepare our own assessment and discuss it with facilitator and peer review team. We have learned
how to be not to proud and not too modest on what we do and that we are on the good truck but
still a lot has to be done to achieve certain level of services and events within forthcoming years of
development. It helped as well to build the more solid picture on strength and weaknesses and break
the working routine in thinking and acting. To perform the testing activities, we used already existed
resources and also new built connections to organize more activities focused on branding and
internationalization.

Rzeszow Regional Development Agency

Results; 2

Cost Efficiency; 2
Effort; 2

3 = High
2= Medium
1=Llow

Complexity; 2
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TURKU SCIENCE PARK

SELF ASSESSMENT

sssss

Validation

Dealflow

Supporting services 21 3,23 External alignment

Infrastructure

Access to capital &
large enterprises

The incubator as a

eeeeeeee

Aumns Working environment

O Average B Turku Science Park

EXCELLENT AREAS

. Triple Helix!

. Locally, regionally, nationally aligned

° Attractive infrastructure

° Critical mass of everything you need for an innovation system
. Openness and easy access

. Smart specialization of the region

° Path of growth for startups well defined

° Dedicated staff to each phase

° 30 years of experience

° Open mindset and international cooperation
. International channels (Russia, China, USA...)

AREAS OF IMPROVEMENTS

. Marketing

° People tell people = good, but gets “exclusive”

° Marketing strategy and methods to reach out broader
° Mechanisms for involving students in building business
. Focus on attracting startups nationally and from abroad
° Better way of tracking former clients

> W'aterreg

SWEDISH INCUBATORS

& SCIENCE PARKS Baltic Sea Region

* * %
* *
* s

* *
* g

EUROPEAN UNION

EUROPEAN
REGIONAL
DEVELOPMENT
FUND



IRIS © s

RECOMMENDATIONS

. Improve marketing

. Be very proud of what you have accomplished so far. Keep on doing what you do!
° Create an action plan on how to keep up to date with trends, technologies etc

° Keep on building on the critical mass

° Embrace the new opportunities with Business Finland

. Attract international VC

. Attract foreign direct investments

° Promote exports

CHOSEN RECOMMENDATION TO TEST

In Turku Science Park one recommendation of the peer review was to improve marketing and also
provide assistance to those not chosen for an acceleration program. These two topics were chosen as
something to work on in the organization and has been developed accordingly.

HOW THE TEST WAS PERFORMED

In Turku Science Park a major change regarding marketing took place in 2018 when a project was
finished by Turku University of Applied Sciences. The project aim was to consider how a potential
customer can find out about our services and how we market them to everyone. Many a workshop
was held where we tried to consider various aspects of our services and how to provide a customer-
oriented path for everyone interested in starting a business. The result was a complete change of our
webpage and workshops for our personnel on how to pitch our services for anyone interested.

A guide for beginning startups was also produced in the form of a leaflet that explains our various
services and how startup companies can use our different acceleration programs for each stage of
their development. This created a more coherent explanation of all our services, but in particular
those that were aimed at startup companies. In addition, more care was put to serve those
companies that applied for acceleration programs but were not accepted, for whatever reason.

A more systematic approach has now been incorporated that includes guiding to our more general
business services that also greatly benefit any beginning startup. These services typically include
working on business plans, making profitability calculations and evaluating the business idea on
general level. Furthermore, these customers also have access to all our networks such as banks,
insurance companies etc. that they can use once for free, and afterwards have to pay for additional
services.

EXPERIENCE, THE IMPACT AND THE VALUE

The chosen recommendations fit well into the general picture of our company as there was a
complete overhaul of our marketing efforts for customers and stakeholders alike. It is, however,
difficult for outsiders (stakeholders, project personnel) to explain all our services so that they get a
clear idea of what is going on in the science park. It is also difficult to explain this to our own
personnel as we are still over 50 people in the company. But for startups, and those that want to
become startups, the changes were positive and created opportunities to also incorporate a wider
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group of our network for their use. This is still an ongoing strategy that we are constantly trying to

improve.

Cost Efficiency; 1

)

SWEDISH INCUBATORS
& SCIENCE PARKS

Turku Science Park

Results; 2

Effort; 1

Complexity; 2,5

3 = High
2= Medium
1=Low
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VENTSPILS HIGH TECHNOLOGY PARK

SELF ASSESSMENT

OAverage  BVentspils High Technology Park

EXCELLENT AREAS

° Clearly defined mission of the park.

. You have attracted large international players with quality brands

° And they want to expand J.

° Well-developed network of interconnected institutions that have the same aim and common
mission.

° Communication between local actors seems to be very good. You seem to be very aligned.

° You have a long-term plan — where to go and how to progress.

° Ventspils as a city has huge potential to attract young people with an attractive lifestyle
(nature, safety, ease of living etc) — but realizing this potential for the future might be a
challenge.

° The ”grass-root strategy” with e.g. the concept of science/demo center will inspire the young
generation. The planned Science & Innovation Centre is a statement for the future.

. Geographic position — east & west, south & north, the window for Scandinavia.

. Sweet spot between the west and the east regarding price/quality, language, culture etc.

° Being a part of the national ICT Pilot program.

° Capability to bring in new ideas and models into your innovation eco-system (e.g. Team
Academy, Jyvaskyld)

° Not restricted by the limitations of a bigger science park —you can be more agile

AREAS OF IMPROVEMENTS

° General marketing

lll . * % %
} el Interre - % EUROPEAN
SWEDISH INCUBATORS & * REGIONAL
. ; o DEVELOPMENT
SSCECEPARES Baltic Sea Region i PUND

EUROPEAN UNION




IRIS © s

. Ventspils as a "product”

. The visibility of the park

. Enhance your brand, intensify your marketing

° Highlight the incentives for companies and entrepreneurs
° Product offer of your park (land, offices, services)

. Community building

. Physical infrastructure (access to Riga and airport)

RECOMMENDATIONS

. Regard Ventspils as one ”"product”. Develop a clear message from Ventspils actors and
position VHTP from that perspective.

° Create a story around ICT and attach it to a catchy "phrase” (slogan)

. Focus on community building, within different areas of interest. Focus on people, knowledge
sharing and developing mutual trust.

° Use events as a tool to bring people together and initiate action (e.g. start new businesses)

. Additional services for people working in the park (e.g. kindergarten, medical clinic, leisure
center, gym, restaurants etc)

. Use alumnis to share stories.

. Present the business community as “one brand” at international events.

. Keep on highlighting the location; Internet access node, access to Scandinavia etc

CHOSEN RECOMMENDATION TO TEST

It was related to crucial question No 2 —how to build start-up eco system in Ventspils.
The recommendations addressed:

. Involve students in business development already during their study.
. Use existing companies and let them form challenges and needs that might generate new
business ideas (open innovations)

HOW THE TEST WAS PERFORMED

At the end of 2018 VHTP formed a consortium together with Ventspils University of Applied Sciences,
Liepaja University and “Kurzeme business incubator” Ltd. to apply for the nationally funded
programme for facilitating creation of startups among students.

As a result, in the summer of 2019 the partnership was granted public funding to implement
acceleration support programme within Ventspils University of Applied Sciences and Liepaja
University. VHTP is the business partner of Ventspils University of Applied Sciences. VHTP has budget
of more than 450 kEUR to run 6 acceleration rounds (each 6 months) during the next 3 years (2019 —
2022) to facilitate creation of startups among students. In October 2019 the first batch of the student
companies will start acceleration. Cooperation with industry and tackling its challenges is put as one
of the priorities of the acceleration programme.
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EXPERIENCE, THE IMPACT AND THE VALUE

It’s too early to draw any conclusion because the student accelerator is currently in its launch phase,
but the impact and value is rather promising because the funding instrument is targeted at students
and thus has potential to give good results.

Alongside Ventspils University of Applied Sciences is launching in study year 2019/2020 “learn-by-
doing” business administration bachelor’s degree program where students will focus on building
startups. This will increase overall potential of startup creation among students even more.

Ventspils High Technology Park

Results; 3

Cost Efficiency; 2
Effort; 3

3 = High
2= Medium
1=Low

Complexity; 3
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STARTUP DIVISION

SELF ASSESSMENT

usiness

Validation

Supporting services 2 32| External alignment

Internal alignment

eeeeeeee

O Average BStartup division

EXCELLENT AREAS

. Excellent project management: applying, catching, managing!

° Flexibility within their team (project based)

° Team: spirit, young, self confident (?), developing skills

° Two knowledges: business (from Cevitta) & non-profit — great combo!
° It seems as if you have good a picture of the start-up scene

. International network

. Well known in Lithuania

° Independent — any way to go is “the right way”

° The “Startup Division” is a good brand name!

AREAS OF IMPROVEMENTS

° The big WHY is lacking

° Focused on doing things instead of achieving things —impact numbers are lacking.

° Value proposition — the projects are not connected into a logical offer. The branding is
connected to the projects instead of the value creation process

° No value chain visible in the innovation eco system - no collaboration with the universities
(?), with existing science parks, incubators

° Reactive in relationship to policy makers

° No mentors for yourself: no mmt-board, owner forums...

RECOMMENDATIONS

° Be confident & proud!
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. Do the customer exploration proactively — explore the needs of customers, stakeholders,
partners

. Create a value creation

. Use the existing resources available: the existing eco-system players, and your network

. Make communication more clear — use the words carefully, communicate effects / impact in
existing projects

. Funnel creation — from one stage to another

. Use external competences in your own strategic development — advisory board with mentors
from your network for instance, external facilitator in strategic session (< 3 years)

. In the future: Mix the team with also "older” persons

. Specialize: in a specific technology OR in a specific part of the process

. Influence policy makers actively— you have a critical mass!

° Meet other eco systems to get inspired — what is successful in other places?

CHOSEN RECOMMENDATION TO TEST

Identify who our key clients are, create value proposition for them and decide on positioning of
Startup Division. Unify marketing of different project activities under Startup Division name to create
a stronger brand.

HOW THE TEST WAS PERFORMED

Startup Division contracted a brand strategy agency Hungry Scout to help with marketing strategy
and positioning. The whole team went out of the office for a strategic session together with experts
from Hungry Scout. In the session, through interactive activities we identified who our primary client
is; we discussed whether it’s startups, institutions, or corporates. We identified that startups are our
primary target group, but there is a strong need to keep other stakeholders informed.

We discussed where we create the biggest value for startups, what market knowledge and expertise
we have. We also discussed the future of the organization: where we see ourselves, what should be
our mantra and what the key focus areas for us are.

The outcome of the session was a brand strategy document that summarized who our client is, what
our value proposition should be and in what way we should position ourselves to be clear as well as
unique in the market. We were also suggested to create Startup Division School as a sub-brand in
order to communicate with less entrepreneurship-savvy audience but not to deter our experienced
startup community with “too light” content and activities.

The contracted agency used these findings to create an updated visual identity for Startup Division
that could unify how we communicate about different project activities.

Our office also held another strategic workshop on the key thematic areas that the team works on.
Staff was assigned to “pyramids” depending on their focus areas: innovation ecosystems; blockchain;
robotics; digital innovation hubs. This helped staff specialize in their respective areas and build
expertise in their priority vertical.
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The activity is not finalized yet, but it has added more focus to the team as well as specialization and
created more opportunities for personal growth

EXPERIENCE, THE IMPACT AND THE VALUE

The process has created a strengthened sense of belonging and purpose in the team. It has also
helped us identify what we should focus on in prioritizing work and identifying new project
opportunities. Involving an external expert has been the crucial component to ensure the success of
the exercise. Through different exercises they have helped us identify what is really important, how
we see the role of the organization in the market, and where the views of the team are different.

Our communication has since focused more on the value we create to the customer rather than
being descriptive and focused on ourselves.

The exercise is still ongoing, but the sense of direction is there.

Startup division

Results; 3

Cost Efficiency; 2
Effort; 3

3 = High
2= Medium

Complexity; 2
P Y 1=Low
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TEHNOPOL

SELF ASSESSMENT

Crucial decisions in the
business development
f process

ssssss

Dealflow

Supporting services

Internal alignment

mployer attraction &
development

Alumns Working environment

OAverage BTechnopol

EXCELLENT AREAS

Value chain - Clear distribution of tasks in the different steps between the organisations. A
clear strategy from an existing well-established position.

Clear process for the incubation with specific resources, in three different areas.

Huge number of external experts, in different areas.

Clear exit-criteria
The vision of “taking over”
Availability of funding and investments

Convenient organisation (city, university, state) — in the legal status: foundation

Infrastructure based on ownership and cooperation with investors

The idea of remote incubation is great

Split of costs between the companies and the incubator => good commitment, preparation

for the market

AREAS OF IMPROVEMENTS

Communication of the value proposition, lack of own marketing resource
HR, teambuilding, internationalization services are lacking in the incubation process. The lack
of acceleration / scale-up part in the end of the incubation process

Community building

Strategic management — the board commitment. Lack of industrial representation in the

board.

Lack of staff-development program for the employees in the incubator

)
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. Dependence on external mentors (and their skills in the three areas). 37 companies and 4
employees in the incubator

. Recommendations

. Share your challenges with us!

) Connect the board to the mentors once in a while @ mentormeetings

° Establish advisory board with alumns and corporations

° Social media and digital media

° Establish cooperation with incubators abroad — within the green tech area.

. Be more focused within the ICT-area — specialization.

. Regular strategy sessions with the staff!

. Accelerate the internationalization programs — taking start-ups abroad

° Mentor development program — building strong structure capital (beside strong relations)

CHOSEN RECOMMENDATION TO TEST

1. Enhancing the marketing activities — putting more effort on Tehnopol Startup Incubator
marketing and conducting the marketing actions systematically to grant the sustainable deal
flow and visibility.

2. Growing the team — more members in Startup Incubator core team to develop more the core
services of Startup Incubator (direct services for tenant start-up companies).
3. Working on KPIs and strategic long-term goals — setting up a 3-5-year vision and KPIs to

follow the development of Tehnopol Startup Incubator and take on larger-scale development
project to provide better services for start-ups.

HOW THE TEST WAS PERFORMED

1. Enhancing the marketing activities — Since September 2018 Tehnopol Startup Incubator has
created a position of Marketing Specialist, being part of the core team. Till then, the main marketing
activities were conducted by Tallinn Science Park Tehnopol marketing team and Startup Incubator, as
separate brand name under Tehnopol, was promoted by general marketing department. At first 0,5
of FTP was assigned directly to Startup Incubator core team, to build up and conduct the sustainable
marketing activities. Later, in December 2018, 1 FTP was assigned to carry out the marketing action
plan. Till now the Startup Incubator has its own visual identity and team to keep the sustainable
communication and marketing actions.

2. Growing the team — The portfolio of start-ups at Startup Incubator is around 68-75 companies
annually. The core team of Startup Incubator is 5 people. This is putting a great administrative
burden on team members and there is no time to build up new strategies and development plans. To
solve the problem, Startup Incubator ordered the external audit to go through the job descriptions
and task lists of each person in the team. Based on the suggestions Startup Incubator made the
following amendments in the teams’ everyday work: a) the customer flow in at the Incubator was
described and each team-member was assigned to the phase in customer flow. This made the tasks
and processes more standardized and freed a lot of time from each team member; b) one extra
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person was assigned to take care of the marketing tasks; c) more external expertise was
implemented to serve the customers of Startup Incubator.

3. KPIs and long-term strategy — Startup Incubator built up a new strategy in January 2019 and set
the KPIs to achieve the strategic goals. The main goals where the following: a) establishing an
independent early-stage investment fund accompanying the core program of Startup Incubator; b)
expanding the services regionally across Estonia and bringing the access point to Startup Incubator
closer to various municipalities; c) starting new business sectors for companies that want to join the
program (bringing in the areas of space- and governmental-tech); scaling up the active portfolio of
companies from 35 to 45 in 2019. The strategic goals were developed and set through the
brainstorming sessions and ecosystem analyses. The tools and methodology of doing that is directly
related to the best practices of the partners in IRIS project.

EXPERIENCE, THE IMPACT AND THE VALUE

Implementation is hard. Especially, if the recourses in terms of capital/hours is limited. It takes extra
effort to distance the team from everyday tasks and put more resources to strategic activities that
can be beneficial in long run. Still, the changes in the course have paid off and the following has been
achieved: a) systematic marketing activities have increased the scope of Startup Incubator program.
Today the program has monthly average of 43 companies sin portfolio (used to be 30), the program
helps to raise around 1,5M<€ worth of seed-stage capital (0,5M€), there are around 280 applications
to the program annually (150); b) team building has continuations this year. As the scope has grown
rapidly there are intentions of having 1-2 more people in the core team of Startup Incubator. This
helps to put more effort on regional growth and establish the seed-stage fund in close future; c) KPIs
and the system to track the daily operations at Startup Incubator has proven to be successful and the
team is fully aware of the actions that are taken.
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Technopol

Results; 3

Cost Efficiency; 2
Effort; 3

3 = High
2= Medium

Complexity; 2
P v 1=Low
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BUSINESS DEVELOPMENT CENTER CENTRAL DENMARK

SELF ASSESSMENT

Dealflow Development

Supporting services 8 3;2-) External alignment

Infrastructure Internal alignment
Access to capital &
large enterprises

Theincubatorasahub —~_ | | " " gociopment

Aumns Working environment

OAverage  BBusiness Development Center Central Denmark

EXCELLENT AREAS

. Building experience, knowledge and a successful team since 2007

. Verified and trustable indicators that show your success

° You know the regional business environment very vell, both clients, consultants and the
support system

. An effective management system and working tools

° Good relation and communication with the business community

° Involved in international cooperation with partners abroad

° Participating in ongoing international projects, positioning the Danish innovation system in
the EU

AREAS OF IMPROVEMENTS

. Find support from your clients to influence and help lobbying towards institutions and
politicians

° Inform society about your competence. Do some publicity events and communications.

° Increase dissemination of international opportunities for cooperation including events,
exhibitions etc to your target group

. Strengthen ties with local industrial organizations for exchanging information and business

opportunities

RECOMMENDATIONS

° “Sell yourself” — increase visibilty
° Show what you have done and what you can do (case studies, success stories, result, best
practice...)
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. Be present at strategically important events during the coming months

. Emphasize that you have ongoing strategically important international projects

. Show that you are on the right track with business development and ready to follow it

° Find the right approach for different target groups (e.g. politicians, municipality, university,
general society, business society....)

. Use appropriate communication channels, e.g. social media, articles in newspapers, verbal
and written feedback from business community etc

. Do not wait...

. In the future: Secure relevant and trustable KPIs

° Success rate should be measured not only on growth

° Do not limit efforts to fast growing companies, take care of preserving jobs in existing
companies.

CHOSEN RECOMMENDATION TO TEST

We have chosen to investigate how we can use our EEN-platform and our other connections to
international organizations to strengthen our participation in international projects, (EU-projects,
EEN-projects, INTERREG projects etc.).

HOW THE TEST WAS PERFORMED

We have established an internal working group across our organization, and we have had more
workshops with the purpose of creating a strategy and action plan about how to approach actors and
organizations in relation to international projects. According to the plan various employees in our
organization have been involved and supposed to contribute with ideas for projects, ideas on whom
to contact, ideas for funding, ideas for networking activities etc.

Quite some time has been spent on the issue, and more possibilities have been investigated during
actual contact to potential foreign project partners.

EXPERIENCE, THE IMPACT AND THE VALUE

From the beginning it seemed for some of the involved staff that it would be quite fast and easy to
become involved in more international projects. However, for the more experienced employees in
this matter in our organization it was no surprise that this is a very difficult and rather complex
matter.

It was quite simple to do the planning and the implementation, but theory is different from praxis,
and it has become more clear to whole organization that engaging in international projects (finding
the right projects, finding the right funding, the right partners etc.) is a very time consuming process
and with a long perspective. Till now there has been no impact, and thereby no value except from
learning experiences. However, the work will continue, and we believe that we will gain results and
impact in a longer perspective.
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Business Development Center Central
Denmark

Results; 1

Cost Efficiency; 2
Effort; 2
3 = High

2= Medium
1=Low

Complexity; 2
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WITENO

SELF ASSESSMENT

Validation

Dealflow

Supporting services

Aumns Working environment

OAverage EWiteno

EXCELLENT AREAS

Cred in the city — the only tech incubator in the city of G,
POC — been in business for a long time

The strong network — researchers

Space for rent, access to labs

Connection to the university

Ideas from the researchers

Research excellence in various areas

Concentration of talented people here

Experience and knowhow about funding / projects, willingness of sharing
Personal networks

The inno-award as a deal flow generator

Events

AREAS OF IMPROVEMENTS

Value proposition

Deal flow

Brand awareness

Network is invisible on the website

Branding and marketing: website and social media attention
The incubator offer is hidden in the technology park
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RECOMMENDATIONS

. Work for getting young people to stay in Greifswald in coop with the city and uni
. Networks
° Show them in your communication
° Organize your alumninetwork — use them as mentors
. Increase the number of network events
. Bring researchers and entrepreneurs together — hackathons about needs / problems that the
entrepreneurs have
° Consider weekly stand-up meetings and separate meetings for the incubator, setting focus
on the startups
° Work with the attractiveness / cosiness of the coworking space
° Instead of creating even more incubators — consider establishing a bigger cross-over startup
hub at the university
° Perhaps...reconsider: what is an incubator? (don’t has to be another buildning:-)
° IF you want to develop the incubation offer....
o) Look for special projects making this possible
o Consider breaking out a own department / brand
o) Define the incubationprocess so it is possible to communicate
o Develop your valueproposition based on the needs of the potential entrepreneurs:
access to capital, market, competence, infrastructure
o) Seperate the incubatoroffer and work with branding and communication in relevant
channels
o) Benchmark with 10 other european incubators
e} Use the alumns / succsesstories in your communication
o Set goals for brand awareness among students

CHOSEN RECOMMENDATION TO TEST

We have chosen several recommendations to test.

One of it was developing a new network — right now we are in the process of developing an alumni
network with a business partner, advocado Greifswald, which is already very well set up in the
alumni pool from the university of Greifswald. (further called ALUMNI). We are still in the phase of
data collection and will invite the identified persons to selected events.

Second recommendation was realigning our Cowork Space, which we already have. It will become
part of our new project, the digital innovation Centre Greifswald. We are planning more permanent
partners, more networking space and building a cowork community. (further called COWORK). A
room concept for the “new” coworking space will be developed.

I”

Another instrument will be creating a “real” Startup Ecosystem in our region that connects all
different areas and fields being under the umbrella of “Startup North East”. One important aspect is
the joint application by the university with partners (also WITENO) for a topic-specific funding for
universities (“Exist Potentiale”) and their start-up networks in our area which offers the opportunity
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to further develop their content and to set new impulses for the implementation of start-up-
promoting measures on a broad scale. (further called Startup North East)

HOW THE TEST WAS PERFORMED

The first three mentioned tools from question number 2 are still in preparation.

But the incubation process we have already had the chance to try during several consultations. This
recently implemented process is for us a great way to get consistent results.

Furthermore we have convinced our shareholders to get with us into a strategy development
process. This shall be supported by “Capufaktur”, a student-run management consulting company.
During the process (November — April 2020) we will analyse our right now status and jointly develop
the strategy with our shareholders, the boards and selected partners.

EXPERIENCE, THE IMPACT AND THE VALUE

Most important thing for us right now is strengthening our benchmark and to define our outside
effect, so that people know what we do. We want to attract more and the right people to find us, to
clarify what we do and to create a clear identity for WITENO.

We are in the process of developing a new strategy for WITENO, so this Peer Review tools were
perfectly timed and we are happy to let it influence us. Overall, we can say that it is a very helpful
tool, but we will get into more details as soon as we have results.

Witeno (Sum of 4 tests)

_ Results; 0
Cost Efficiency; 0
Effort; 1,75
3 = High
2= Medium
1=Llow
Complexity; 2
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FUND VICTORIA KALININGRAD

SELF ASSESSMENT

Access to capital &
large enterprises

mployer attraction &
development

Alumns Working environment

The incubator as a hul

O Average  EIFund Victoria Kaliningrad

EXCELLENT AREAS

Very well connected to the local network, as well as in Russia and independent Russian
connections.

You have found white spots (gap) in the Russian business environments.

Focus on small companies with hands on activities

You have knowledge, experience and data to promote development of new business
structures [e.g. incubators etc] in Kaliningrad.

INOK is founders of Victoria — contribute with stability and experience.
Entrepreneurial mindset inherited from the start.

Ability to initiate knowledge flow in all segments of business development.

You have the ability to act agile, fast and proactive.

You have formulated successful strategies and concepts with high market potential
[e.g. 5 steps to successful export to Russia].

Bridge between west and east [contacts, trust, culture]

AREAS OF IMPROVEMENTS & RECOMMENDATIONS

Dont forget to take care of collaboration and technology transfer between companies in
Russia [city region, whole country].

Communication of your offer [value proposition, service offerings, success stories etc].
Use your international network within incubation (eg IRIS) to collect best practices
[knowledge, programs, processes, methodologies, tools etc].
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. Based on your experience, initiate creation of regional development programs for small
businesses

CHOSEN RECOMMENDATION

A. “Set up an attractive and comprehensive list of business services you can provide”

Upon results of Peer Review we realized that it was necessary to reconsider the existing
services of the Fund and to examine the potential ones that resulted in a process of starting the re-
formulation of Fund's strategy for the new period till 2022. A 3-day Strategic Session for the Fund
team was undertaken resulted in the new list of services.

B. Due to the consequences and new challenges triggered by the pandemic and following up
to recommendations given by peers on “Strengthening digital presence in the Internet” and “Making
activities cohered with the regional strategies for innovation and entrepreneurship development”
the Fund launched the Virtual Accelerator for Small and Medium Business in Small cities.

HOW THE TEST WAS PERFORMED
A. Strategic Session

All employees of the Fund took part in the session. The process was managed and moderated by the
invited expert. Working in groups, discussions and brain storming sessions, presentations of results
of group discussions were the formats used during the strategic session. As a result, strategic goals of
the Fund were developed and set. The existing and potentially promising services of the Fund were
assessed, and main spheres of activities were defined. In the course of the session the following
elements were reconsidered, defined and formulated:

- Resources, Limitations, Potential opportunities, Strengths and Weaknesses (SWOT analysis);

- Mission and Vision,

- Strategic goals for each sphere of activity;

- Detailed list of existing services from perspective of current external environment and trends
=> (turned to) A product matrix (Product/Customer) with assigning 2 rating marks for each
cell (Profitability and Market Dynamics);

- Activity Plans with Indicators for each sphere of activity.

B. Virtual Accelerator for Small and Medium Business in Small cities.

The aim of the initiative within IRIS project was to create a Business Accelerator as a part of support
infrastructure to SMEs and startups in small cities of Kaliningrad region based on up-to-date digital
platform and to pilot it in one of selected municipalities of the region. It was proposed that the main
function of Accelerator was to provide an easier and faster access to professional support services
available in the region for startups and SMEs located in small cities or remote areas; - a simple match
of supply and demand for these services between support service providers and startups and SMEs; -
easy tracking the quantity, quality, and progress in implementing support services by service
providers by administrators of the platform. Within IRIS project the following activities were
implemented:
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. Development of the concept of the Accelerator.
The list of documents describing the Concept were developed and included inter alia:

- Accelerator business-model (scheme of interaction with main users and stakeholders);
- The processes and criteria of selection of residents entering the Accelerator;

- List of accelerator support services rendered by accredited consulting companies;

- Statutes of Board of Directors, Supervisory Board and Expert Board,;

- Chart of business-processes of the Board of Directors;

- Training programme for candidates for residents of accelerator;

- Processes and Criteria for selection of providers of business services;

- Organizational chart of the Accelerator.

o Implementing of piloting (testing) part on the base of one of municipalities of the
Kaliningrad region with perspective of further potential scaling to other municipalities. The
following activities were implemented on this stage:

- Negotiating the concept of Accelerator with the heads of potential municipalities
considering possibility of pilot opening of the Accelerator on their base, presentation of the
concept of the accelerator and documents describing its functioning, clarification of
questions.

- Development and agreeing with selected municipality a Cooperation agreement
about joint implementation of Accelerator project with Fund Victoria. Conclusion of the
Cooperation agreement.

- Opening of the Accelerator in Svetlyy municipality.

. Development and Launch of digital platform of Accelerator (ACCRU.NET) providing
on-line access to SMEs and startups from small cities to entrepreneurship support services
available in the region. The following activities were implemented inter alia:

- Development of Technical Specification requirements for development of digital
platform of Virtual Accelerator on the base of Bitrix24;

- Thorough selection of developer basing on its professionalism and experience of the
contractor proved;

- Development and Launch of the platform with filling it with data and testing.

EXPERIENCE, THE IMPACT AND THE VALUE

Peer Review in IRIS project had a great value for the development of the Fund. It triggered new
development internal processes and new support instruments connected with the reconsideration of
what we do and for whom. The experience was not simple, as most of the team members haven't
had such an experience before.

A. Strategic Session

New strategy: The main output is that a new strategy for the period till 2022 was built and supported
by all team members. Better understanding of tasks distribution within the team and in general,
better knowing each other. Such transparency has a positive impact for general atmosphere in the
team. Teambuilding: As usual, such kind of events, non-formal communication has a significant
positive impact for collaboration between the members of team. New and higher perspective: The
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session contributed to broadening the perspective how all team members look at the future of the
Fund, it stimulated arising new ideas, goals and projects for future longer periods.

One of the reflections was the understanding that we need to hold such sessions more often with
focusing on special issues of Fund's activities.

B. Virtual Accelerator for Small and Medium Business in Small cities (ACCRU.NET)

The purpose of the Accelerator is to become a working tool of supporting SMEs in small towns of the
Kaliningrad region, to create conditions for the development of competitive innovative companies
and startups basing on digital access to services (for SMEs and startups) and to customers (for
participants of innovation and entrepreneurship infrastructure and service providers) . So the system
was to maximum extent integrated to the existing infrastructure. The Business Accelerator became a
separate department within organizational structure of the Fund that allowed improving
management capabilities of the Fund, strengthened its performance leading to more optimal
utilization of resources. This more even and professional level of operation enhanced the ability of
the Fund to manage efficiently and deliver results.

The platform and its concept are universal and can be replicated in other regions and countries with
similar conditions.

The initiative required sufficient efforts in communicating and discussing the concept with local
policy makers and other stakeholders dealing with innovation and entrepreneurship development
and resulted in strong support to this project including the regional Ministry of Economic and
Entrepreneurship Development, the Kaliningrad Chamber of Commerce and Industry and the
Regional Fund for the Support of Entrepreneurship. Based on Fund Victoria plans to continue
development of this initiative after IRIS project closure to secure its sustainable development in the
region and potential of its scaling to other territories of the Baltic Sea region.

Peer Review and participation in IRIS project has a great value for the development of the Fund. It
triggered of new development internal processes connected with the reconsideration of what we do
and for whom, connected with relations and communication within the team. The experience was
not simple, as most of the team members haven't had such an experience before.

New strategy: The main output is that a new strategy (mission, vision, strategic goals, indicators for
achievements and plan of activities) for the period 2022 was built by all team members and was
accepted by them.

Better understanding of tasks distribution within the team and in general, better knowing each other:
Another positive outcome is that now team members better understand the activities and
responsibilities of each other, the volume of work, its complexity and deadlines — such transparency
has a positive impact for general atmosphere in the team.

Teambuilding: As usual, such kind of events, non-formal communication has a sufficient positive
impact for collaboration between the members of team.

New and higher perspective: The session contributed to broadening the perspective how all team
members look at the future of the Fund and its own work at the Fund, it stimulated arising new
ideas, goals and projects for future longer periods.
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One of the reflection team members had was the understanding that we need to hold such sessions
more often, at least 2 times per year with focusing on special issues of Fund’s activities.

Fund Victoria Kaliningrad

Results; 3

Cost Efficiency; 3
Effort; 3

3 = High
2= Medium

Complexity; 2
1=Llow
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LATVIAN TECHNOLOGICAL CENTER RIGA

SELF ASSESSMENT

Dealflow Development

Supporting services 3;2-) External alignment

mployer attraction &
development
Aumns Working environment

OAverage  BlLatvian Technological Center Riga

EXCELLENT AREAS

. Well known internationally

. Good connections inside Latvia. The company database is an important asset.
° Big experience from projects, proven track record

° Good on promoting companies

° EEN is a good platform

AREAS OF IMPROVEMENTS

° Not very clear how you work with acceleration. A model could be helpful. Now it’s too
dependant on individuals

° LTC connections is also very dependant on a few people

° The communication of your offering

RECOMMENDATIONS

° ” Find your own niche on the market.

° Build a system for acceleration, should be independent from individuals.

. Try new models, e.g. acceleration based on matchmaking micro companies/self employed
entrepreneurs in regions, with approved technologies and best practice.

. Put even more focus on business support

. Find partners who know markets

. Matchmaking events

. Connect local companies, make common proposals and help them go to market.

I'l 3 ** %
} 0l Interre - % EUROPEAN
SWEDISH INCUBATORS & * REGIONAL
; ; &y DEVELOPMENT
SCENCERARES Baltic Sea Region 5 g

EUROPEAN UNION



IRIS © s

CHOSEN RECOMMENDATION TO TEST

. Find your niche on the market, try new models, make strategic partnerships in the regions,
use the EEN platform, support acceleration and internationalization, put focus on business
support, find partners who know markets, organize matchmaking events, connect local
companies, expand activities to universities and research institutions, be an intermediator
between academia and private companies.

° Use communication as a tool, position yourself: We know about who knows. Use social
networking.

HOW THE TEST WAS PERFORMED

Following peer-review recommendations LTC activated networking in Latvia. LTC established
contacts with Planning Regions of Latvia (there are 5 planning regions covering the whole country)
and participate in local events in regions. Extensively were exploited opportunities of Enterprise
Europe Network (EEN). The database of EEN clients was updated refining their interest profiles.
According to EEN clients’ interest profiles LTC regularly disseminate appropriate information about
funding opportunities and other actualities. LTC organized “innovation booths” area in two major
thematic exhibitions in Baltics - “Riga Food 2019” and “Baltic Fashion & Textile 2019”. In these booth
areas innovative SMEs and research groups were invited to participate free of charge and to
demonstrate their achievements. During the both events LTC organized thematic seminars and
international brokerage events. LTC strengthened links with research community employing for part-
time an employee who work at the same time in Riga Technical University and knows very well
academia. LTC has good contacts with many professional associations, but very good collaboration is
with “Latvian Federation of Food Companies” and “The Association of Mechanical Engineering and
Metalworking Industries of Latvia”.

° Use communication as a tool, position yourself: We know about who knows. Use social
networking.

One of the peer-review recommendations was to be more active in communication. LTC decided to
base its communication policy on usage of modern tools. It elaborated its WEB page creating sections
with information on innovation, entrepreneurship, research and business support instruments. Links
are added to relevant homepages where entrepreneurs and other interested individuals can find
information about possibilities to get support for development and innovation, e.g. H2020, Structural
finds, Ministry of Economy, etc. The information in LTC homepage is mostly in Latvian. A new social
activity was started creating Facebook page with LTC profile. In the profile regularly information
about actual events are published. Progressively more and more followers join the LTC in Facebook.

EXPERIENCE, THE IMPACT AND THE VALUE

The implementation of recommendations was relatively simple, as in all improvement areas LTC has
worked also previously. However, after peer-review the activities became more focused. The main
target group of LTC still are new technologically based companies and objective — help in business
improvement. Nevertheless, contacts with universities were also improved by making an attempt to
strengthen product development chain: researchers — innovators — companies’ technology
managers — marketing and sales experts. A new activity was creation of the Facebook LTC page. LTC
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had no experience in this field, but judging by increase of the number of followers it can became an
efficient communication channel with young generation and socially active people.

Latvian Technological Center Riga

Results; 3

Cost Efficiency; 2
Effort; 2

Complexity; 1
3 = High
2= Medium
1=Llow
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SCIENCE AND TECHNOLOGY PARK OF BNTU “POLYTECHNIC”, MINSK

SELF ASSESSMENT

Dealflow Development

Supporting services 3;2-) External alignment

Infrastructure Internal alignment

Access to capital &
large enterprises

The incubator as a

eeeeeeee

Aumns Working environment

OAverage  BlLatvian Technological Center Riga

EXCELLENT AREAS

. The tight connection to the university and the government

° The available infrastructure and facilities (testbeds, prototyping)

° A huge potential with an immense number of students and researchers

° Extremely good at hardware innovations, which is an international positioning of the
Technology Park

° Stabile financial support, allowing taking risk in service development

° Good knowledge about the Russian and Chinese markets

° Access to many innovative ideas & IP

. Easy access to governmental funds

. Only research ideas

° The possibility to influence the government, for example the tax reduction offer

° Resources: large, competent staff

AREAS OF IMPROVEMENTS

° Focused on inventions, not on innovations — the business

° No clear value proposition to the choosen targetgroup

° The incubator function is unclear — how does the program look like?

. No plan (presented) for accessing private investors nor international markets

. Who are WE? Technopark including the companies (which should have strong own identities)
. Thinking more like a R&D-department than a company, should be vice versa.

° Unclear who is responsible for the incubation function, many employees per incubated idea
° Not measuring the progress of the incubated companies development
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. No motivational system for the staff working (selfassement form)

. Lack of vibrant startup community

. The commitment of a champion is not secured in the incubation process (selfassesment
form)

RECOMMENDATIONS

° Focus on the market needs, the business and the business sense more than on the
technology and the products. ”bussines acumen”
° Develop a value proposition and a clear incubation program:
o Starting point (criterias, metrics)
o Endpoint (criterias, metrics including commersialization)
o) Hire experienced (own startup skills) expertise for developing the ideas and your
own procsses with a clear focus and asignment
o) Establish a separate team for the incubator
. Regard the companies as start-up:s not as "projects”. Develop an entrepreneurship mindset!
. A national science park:
o) Consider a wider perspective of dealflow
o) Be the international gateway and landingsite of international business
o Develop relations with private investors in mixed funds
. Develop selfsustainability, in small steps:
o Small fees from the companies to start with
. See yourself as a training organisation with own and non-permanent staff
. Focus on volume in a preincubator-phase
o Increase the dealflow from the university and from outside
o) Hereby grow the selfgenerating community of early startups

CHOSEN RECOMMENDATION

° Develop a value proposition and a clear incubation program

. Establish a separate team for the incubator

. Regard the companies as start-ups, not as “projects”. Develop an entrepreneurship mindset!
. Develop self-sustainability, in small steps

° Small fees from the companies to start with

° See yourself as a training organization with own and non-permanent staff

° Increase the dealflow from the university and from outside

. Hereby grow the self-generating community of early startups

HOW THE TEST WAS PERFORMED

1. Meetings with the team, brainstorming, discussions with management

2. Assessment of effectiveness of potential solutions

3. Consultation with specialists for intellectual property issues, lawyers, economists, accountants and
marketing specialists
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4. Preparation of documentation on the foundation of an Innovation Fund and considering options
for funding sources

5. Fostering documentation process between BNTU and Technopark for the issues of establishing
Innovation Fund

6. Carrying out a research for defining needs of residents to improve the communication between
residents and Technopark

7. Analyzing the results of the research and planning potential budget according to the needs of
residents.

EXPERIENCE, THE IMPACT AND THE VALUE

It is a matter of fact that Polytechnic is a well-established practice of activity and numerous
relationships with government institutions (State Committee on Science and Technology, Ministry of
Education) and interdependence on the founder (the Belarusian National Technical University —
BNTU). Therefore, the goals of the Technopark are interconnected with the strategic goals and
objectives approved by the documents of government institutions. In fact, the Technopark needs to
correct its business model. This requires much money (sources of financing) and human resources,
moreover, it takes time.

After a peer review we had meetings with all the colleagues and managers involved, we discussed
your recommendations, asked for consultations, made plans, started fulfilling them and tried to
trigger all the necessary points so as to start movement and development. We did a small research
and asked our residents about their requirements for services they would like to receive from
Technopark free of charge and for money. Receiving results, we analyzed them and made a plan to
fulfill some of their requirements. We hope that we have stepped on the way to success thanks to
your experience, support and advice.

1) Due to the fact that we are accountant (reporting) to our founder — Belarusian National Technical
University (BNTU), we applied to the Rector with a view to discuss active development of the
Technopark. We are going to establish Innovative Development Fund that will provide Technopark
and its residents with support and finance for businesses and innovative development of this
direction. We have already prepared the Regulation that has been already directed to the Ministry of
Education. It will also provide the possibility of allocating youth grants to university students for
research work according to orders of Technopark residents.

Sources:
a) percent of revenues; percent of gross profit;

b) part of the income taxes from the residents and Technopark (around 50%);
¢) margin between the rent for residents set by BNTU and by the Technopark.

We plan to start receiving payments from the second half of this year and within 2020 we are
planning to get about 50 000 euros.

The fund amounts may be directed to the development t of the Technopark’s basic infrastructure
and equipment; financing of innovative works performed by residents; event costs; materials, semi-
finished products and components; third-party company services; various costs (for fuel and energy
resources, business trips, rent (sublease) of equipment and premises for various functional
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purposes), customs duties and fees and other expenses in accordance with the accounting policy of
the resident.

We analyzed what services we can provide to our residents for a fee and formed a packaged offer
with further extension:

— Expert assessment of the idea technological effectiveness, possibility of its implementation from a
technical point of view (most of our start-ups are mainly focused on the hardware production). The
experts are engineers of the Technopark, scientists of BNTU, engineers from large enterprises.

— Consultations on business kick off (Startup Center BNTU), doing business (accounting and financial
service of the Technopark), product promotion (Technopark Marketing Center, external experts),
meetings with experts (inviting coaches 2 times per year), coaching if necessary but not more than 1
time per 3 months.

— Participation in 1-2 specialized exhibitions / trade fairs per year as part of the general exposition of
the Technopark or BNTU or the Ministry of Education in Belarus and abroad.

— Search for financing sources: recommendations and assistance in application for national and
international programs (thanks to our marketing department, one of our residents — “TurboEnergy
LLC” became the winner of the international competition Expo Live in preparation for the world
exhibition EXPO 2020 in Dubai and won a grant that will be used as co-financing in Belarus and also
an opportunity to present their development at DubaiExpo2020 for free).

Also, a rental policy was developed for residents (in relation to premises and equipment), aimed at
increasing the attractiveness of rent for new (young) companies operating in high-tech industries.
Attractiveness is ensured by minimizing rents (up to 10% of standard rental rates). Moreover, this fee
increases (up to the level of 90% of standard rates) every 3 years if the company has a resident
status.

We are planning to use Business Innovative Fund taking into consideration Peer Review
Recommendations:

The money received will be also used to finance the work of reorganized business-incubator team. In
addition to the main team with financial specialist, accounting specialist, judicial specialist, IT-
specialist and commercial specialist (members of Scientific Council), a new supportive team has been
created to organize the processes and dealflow of business incubator. Nowadays, it consists of 5
people: M.Ladutska, M.Zhurkevich, S.Alizarchik, T.Malyshko and V. Kruglov — coworking zone
manager (access to coworking space, design center and fabrication laboratory). All together they
manage the organization of processes providing financial support and accounting issues,
communication between residents and management, access to coworking place, design center and
fabrication laboratory, external affairs etc. Meanwhile regular consultancy from experts is included
(from outside and from Technopark and BNTU itself as well).

Alongside with that, every second week members are invited to take part in regular meetings with
the management of Technopark to discuss the future plans for development (product, people,
company).

The selection system of businesses for Scientific Council has been developed: while considering the
opportunities, the main attention is focused not on the science and technical content but on the
potential business model that suggests not only R&D but also sales, service, the expected rate of
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return and level of efficiency. We also plan at the beginning to involve our already existing residents
as business experts.

2) BNTU “From ldea to Implementation” program has developed work plans for the activities of the
Technopark, including permanent internships and trainings for students and young scientists of the
Belarusian National Technical University in the Technopark;

starting from the 2019 student recruitment, it is envisaged to study the course “Organization of
scientific and innovative activities at the university” under the master's program included in the
curricula of the Belarusian National Technical University with classes in the Technopark;

starting from the 2019 student recruitment, within the courses “Fundamentals of Intellectual
Property”, “Introduction to a Specialty” or similar, the freshman year students of all specialties at the
1%t stage of higher education are provided with courses “Innovative system of BNTU” in the amount

of 2 hours conducting classes in the Technopark;

internships in the Technopark for the faculty of the university, first of all, teachers of the disciplines

“Fundamentals of Intellectual Property”, “Introduction to the specialty” or similar.

3) Annually three-five times a year we invite students of BNTU and Minsk State Linguistic University
(MSLU) to have internship connected with different directions, starting with prototyping and
designing of the inventions to making business models for projects, gaining knowledge in marketing
subjects and accounting as well as interpreting etc. in the Technopark or in the companies of its
residents.

After internship, students who really got motivated and showed their will to cooperate and to be
involved into the corporate life of the Technopark or its residents are invited to start working part-
time or full-time here. They can start their job in Marketing and transfer technology department
where they train their event-management, advertising and interpreting skills, accounting and
economic department to control the deals and numbers in the documents or begin their career in
sales department, where they learn how to do cold calls, attract leads, compose commercial
quotations and drafts of the agreements. Afterwards, when students are “filled with knowledge”,
they can start working part-time or full time at our residents. That’s why we have retuned the main
focus from searching of employees for ourselves into searching potential employees for our residents
—we enlarged the number of students we invite for internship and specified the directions they can
take according to our residents’ needs.

There are also examples of students who have worked in different departments of Technopark
gaining knowledge in sales and marketing and eventually were recommended to our residents as
trained specialists. Anastasiya Bartashevich, 2" year-old student, has worked as a Sales and
Marketing manager for almost a year and she said that was a good training opportunity that helped
her to get practice, overcome personal fears and further get employed by our resident to a
marketing specialist position.

4) We intensively advertise our Technopark activities and startup flow in the social networks. We
have instagram channel @parkbntu, website www.park.bntu.by with blog news feed and VK
community group. Our staff posts news daily there and we have around 1800 followers on the
whole. Alongside with the official events with delegations from different countries and institutions,
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they post information and invite to the social events that take place in Technopark, start-up school
meetings with business specialists and speakers, workshops and what not.

Our Marketing department includes IT specialists (graduates from BNTU and other Belarusian
universities) who made analysis of our residents’ websites to define their weak and strong points in
advertising and promotion their services. The results were announced to each of the residents and
important recommendations were given. Some of the residents were really very much interested and
asked for help to advice companies to redesign their web pages, so they really started changing their
advertising services.

5) Focus on the market needs, the business and the business sense more than on the technology
and the products

We tried to consider this issue from different angles. We came to the conclusion that for the most
projects / start-ups do not come from an accidental idea or a sudden experiment but focused on the
market. Although we are a separately functioning organization, all our activities are inseparable from
the activities of the founder. Here, through interaction with the real sector of the economy to solve
engineering problems, the arrangement of conditions for increasing the innovativeness and practice-
oriented education is the key task of the university in the development of innovative activity of
students and graduate students in the framework of term and graduation papers, dissertations of
students of BNTU. An example of effective cooperation with enterprises in the industrial sector is the
work within the Intersectoral Task Book, supported by the Interuniversity Center for R&D Marketing
(one of the centers of the Technopark). We tried to focus on startups and tried to “separate” the
technopark activities that are connected with development of technologies. So that the plan of
Business Incubator work should be made in close cooperation with the residents and their
development perspectives as well as with the data planned to increase the number of residents.

Polytechnik Minsk

Results; 2

Cost Efficiency; 3

Effort; 3
3 = High
2= Medium
1=Low
Complexity; 3
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