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Clusters are
being
challenged to 
do more

Clusters should lead the green transition...
Clusters should accelerate the digitalisation of our economy...
Clusters should ensure resilience…

Clusters are an integral part of industrial ecosystems… providing
intelligence, building bridges and developing strong partnerships



…and are
actively driving
system-level
transformation



But how can clusters evidence 
the difference they make?

How to evidence contributions to 
system-level change?



POLL #1:

What are the most important aims for cluster 
initiatives? (choose top three)

a) Fostering new interactions and collaboration

b) Fostering innovation in firms

c) Strengthening firm-level productivity and exports

d) Contributing to regional attractiveness and competitiveness

e) Contributing to addressing societal challenges



What are the most important aims for cluster initiatives? 
(choose top three)

ⓘ Start presenting to display the poll results on this slide.



”European 
Cluster Policy” 
has evolved
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0 Industrial 
modernization (I4.0)

New (cross-sectoral) 
value chains

Growth and 
internationalization 
of SMEs 

Smart specialization 
(and interregional 
collaboration)

• ECO
• InnoNets, ECPG
• InnoActions
• RoK (FP7)
• ECEI

• ECO-Emerging Industries
• InnoSup (H2020)
• ECCP and ESCPs-4i
• S3 Platform and ESCPs-S3
• ESCA

What are clusters?
Where are clusters?
What role for policy?

How to build strength 
and improve what 
clusters do?

How can we use 
(strong) clusters to 
do new/more things?

• Mapping of clusters 
(10 new MS)

• EU Observatory for 
SMEs



European
Policy Frames
continue to 
evolve

New vision for
industrial policy strategy

Mission-oriented research 
and innovation

Enhanced S3

Europe’s regions need a clear vision on 
how to modernise their economies by 

embracing digitalisation, 
technological and social innovation, 

decarbonisation and the circular 
economy for the benefit of all



Three frames 
of innovation 
policy

Innovation for growth; scientific and technological 
knowledge the key
Market failure the rationale
Policy focus on stimulating R&D and catalysing
technological advances

Systems of innovation; process for learning and 
innovation driven by interaction between actors
System failure the rationale
Policy focus on fostering more/better coordination 
and alignment between actors/actor groups

Transformative change; need to better align innovation 
with social and environmental challenges
Rationales: directionality, policy coordination, demand-
articulation and reflexivity
Policy focus on co-production of social, technical and 
behavioral change in an interrelated way (system 
innovation)

Articles
Prototypes, patents 
Product, process, organizational innovations

Existence/strength of different 
elements/functions
Engagement and connectivity of different 
actors/actor groups

“need for new evaluative strategy”

Policy rationales and aims have evolved Monitoring and Evaluation practices also
need to evolve



POLL #2:

What indicators do you use to evidence your success? 
(choose three)

a) (New) cluster participants, interactions and knowledge exchange

b) (New) collaborative actions and projects

c) (New) patents, tests/demos or innovation (products, processes, etc.)

d) Strengthened firm revenue, productivity, export, etc. 

e) Change in participants’ strategy, practices, or perceived value of
collaboration

f) Development of cluster management organisation

g) Stories of system change/progression towards long-term collective aims



What indicators do you use to evidence your success? (choose 
three)

ⓘ Start presenting to display the poll results on this slide.



Cluster Programme Framework of Effects
Short-term results (1-3 years)

Cluster participants
(direct/immediate results claimed by cluster participants)

Long term effects (3-10 years) 

Cluster participants & beyond
(indirect/subsequent effects that can be observed over time)

Level

Individual
Actor (A)

Collaborative
Group/Cluster 
Initiative (C)

Territorial 
System (S)

Perceptions & Behaviours
- Competence development
- Knowledge exchange
- Capacity to innovate
- Involvement in collaborative activities

(Economic) Performance experienced by individual 
actors

Perceptions & Behaviours
- Engagement of different actor groups
- Dynamics of linkages over time
- Perceived value of collaboration

Collaboration Infrastructure
- Quality of cluster management
- Leadership
- Processes

Spillover Effects
- Improving the competitiveness and 

international attractiveness of the 
innovation ecosystem

Strategic/Systemic Leadership Effects
- Contributing to increased effectiveness 

(structures, policies and institutional 
arrangements) of the innovation ecosystem

Strategic/Systemic Leadership Effects
- Contributing to increased effectiveness 

(structures, policies and institutional 
arrangements) of the innovation ecosystem

Spillover Effects
- Improving the competitiveness and 

international attractiveness of the innovation 
ecosystem

H
igh

e
r Level System

 Effects

Focus

Reference: Wise, Wilson and Smith (2018). Evidencing the benefits of cluster programmes – towards a framework of
effects. Paper presented at the Regional Studies Association Winter Conference, London, November 2018.



Focused efforts
to better
evidence
Vinnväxt’s
system-level
effects

A ”meta action research project” aimed at:

 A common understanding of system-level effects
(definition and categories)

 A structured approach to evidence system-level 
effects (including leverage of action researchers)

 Ideas on how information can be used to strengthen 
strategic development processes and communication 
of Vinnväxt effects

Building on existing reporting practices and the Cluster Programme Framework of Effects…



A (preliminary) definition of system level effects

A system level effect is a milestone, event or
outcome that has been influenced by (a set of)
actions of the cluster/collaborative initiative, and
which has a lasting, longer-term impact on several
organisations/ actors in the territorial system (both
within and beyond the cluster/ collaborative
initiative).



Participatory
approach to 
defining system 
result categories

Category 
abbreviation

Description Examples
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KD Knowledge Development and Dissemination: 
affecting how knowledge is developed, spread 
between actors and combined/applied in the 
system 

new university courses, new research 
networks, programmes or institutional 
establishments/ expansions within the 
thematic area, attraction of talent

EE-N or 
EE-I

Experimentation and Entrepreneurship: fostering 
test of new technologies, applications or markets; 
new company establishments 

experimentation within existing 
companies, new companies or spin-outs, 
foreign companies establishing in the 
region

INV-N or
INV-I

Investments: new investment expansionary investments in existing 
companies, FDI/purchase of companies 
in the region

INF Infrastructure: development of physical research 
and innovation infrastructure and environments

test/demo facilities, accelerators
Sy

st
em

 L
ea

d
er

sh
ip

POS-N or
POS-I

Position: acting as the “voice of the ecosystem”; 
development of national or international 
reputation, position or visibility

national coordination responsibility, 
engagement in international RDI projects

SP/ISS Strategic partnership or business/innovation 
support system: development of collaborative 
culture, new strategic/longer-term partnerships 
and more efficient innovation support system

new cross-sectorial connections, 
improved structures/working practices 
among innovation support actors

POL/ST Policy or strategy: informing and influencing 
policy or strategy related to thematic area

public procurement, regulations, 
company or regional development 
strategy, resource mobilisation and 
financial allocations



Cluster Programme Framework of Effects - indicators
Level

Individual
Actor (A)

Collaborative
Group/Cluster 
Initiative (C)

Territorial 
System (S)

• Introduction of new products/services

• Prototypes and patent applications

• Articles (academic, other)

• New markets and customers

• Change in strategy

• Revenue growth

• Productivity growth

• Employment growth

• Export growth

• Improved market share/position

• # and different types of actors engaged in the cluster initiative

• #, types and volume of collaborative activities

• New innovation partnerships

• Willingness/perceived value of collaborating around a shared strategic direction

• Labelling of cluster management quality (ESCA approach)

• Knowledge development and 
dissemination

• Experimentation and 
Entrepreneurship

• Attracting investment
• Developing physical (R&I) 

infrastructure

• Building reputation and position 
of the sector/thematic area

• Connecting with other system 
leaders in new strategic
partnerships

• Influencing policy or strategy

• Initial milestones/key events on various
”impact pathways”

•
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Short-term results (1-3 years)

Cluster participants
(direct/immediate results claimed by cluster participants)

Long term effects (3-10 years) 

Cluster participants & beyond
(indirect/subsequent effects that can be observed over time)



A structured approach for evidencing 
system-level effects over time

• A guide ”How can we follow system-level results?” (explaining the 
why, what and how)
- Tips on documenting, prioritising, categorising and 

communicating important events within the regional innovation 
system

- Suggestions for support from action researchers

• Embedded in annual reporting – with increased structure and 
harmonisation

• New possibilities for visualising, analysing and communicating
”system result profiles”
- For individual initiatives
- For the full portfolio of Vinnväxt initiatives
- For tracking system-level changes over time



A structured 
approach to 
track system-
level milestones 
(and evidence 
progress on 
strategy) over 
time

Focus Area and 
Strategic Intent

Stakeholder
analysis

Documenting
events/milestones

Synthesise, 
Categorise and 

Review

Reflect, Adjust and 
Communicate

• What is the ”area of strength” 
and shared challenge in focus 
for the collaborative initiative?

• What are the aims for renewal or  
transformation?

• What changes in the system are 
needed?

• In which areas/what ways can 
the collaborative initiative 
contribute?

• Who/which organisations are
involved in the collaborative
initiative?

• In which ways/to which degrees?
• What other stakeholders are

important to monitor and relate
to? 

• Collect information on 
important events (news, 
milestones reached, etc.) in an 
email folder

• Use CRM system (or other) as a 
journal to note observations and 
milestones

• Regular review of homepage, 
etc. and dialog with
communication officer

• Regular dialog with stakeholders
(various perspectives)

• Regular summary (at least 1-2 
times yearly) of important
events and milestones (from 
different perspectives)

• Synthesise, prioritise, and 
categorise (in relation to 
strategic intent)

• Review and discuss (within
leadership team, with Board, 
with stakeholders – including
external actors – e.g. experts, 
action researchers, peer
initiatives)

• Analyse and reflect on progress 
(steps taken in relation to 
strategic intent; areas without
progress) and consequences for 
transformation journey ahead

• Make adjustments (initiate, 
scale-up or stop activities, 
involve different stakeholders, 
etc.) 

• Communicate progress 
(including narratives to 
showcase the role of the 
collaborative initiative in system 
change)



Communicating
system-level
change/ 
transformation

AUDIENCE?

 The primary audience is the cluster 
initiative’s own leadership and stakeholders

 To evidence progress

 To inform strategy

 Other audiences include:
 Funders 

 Potential investors and partners (to show a 
track record)

HOW TO COMMUNICATE?

 Communicate relative to strategic intent
(address expectations)

 Use a consistent visual and/or set of
’indicators’

 Leverage ’success stories’ to explain the 
context and relevance of the achievement

 Don’t forget to communicate the cluster 
initiative’s role in realising the system effect!

Future Biorefinery Development Timeline (2003-2020)



Tracking transformation 
– some final reflections
• It takes time to affect system-level change

- Important to follow the process and document the initiative’s role over 
time

- Tracking critical events help evidence that steps in the desired 
direction(s) are being achieved (milestones vs. final results)

- The collection of events (over time) are inputs to broader system-level 
effects

• Monitoring and evaluation of system level change is 
’unchartered territory’

- Different rationale

- Different approach for data collection

- Different timing and mindset

- Different primary use

• Difficult to communicate system-level effects; initial definition 
and categories a helpful start

- To relate to initiative’s own strategy

- To track over time

- To enable learning between initiatives

• Important not only to gather evidence, but to use the 
evidence…

- To show progress and “toot one’s own horn”

- To guide strategy development and prioritization of actions



Thank you for your attention!


