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Introduction 
 

The objective of this deliverable concerns the design and development of special support tools 

to the beneficiaries/potential entrepreneurs, who have positive promising business ideas.  

 

Tools of this kind will be a specially designed tool-kit which will contain well-focused 

informational material, successful examples from the Greek and international area, a list of 

useful contacts, a list of Greek and international databases, etc.  

 

Also special Modules are developed which contain templates with helpful instructions and step-

by-step guidance. 

 

The Deliverable is articulated upon the following sections: 

 

1. BUSINESS (PRE) INCUBATION, ENTREPRENEURIAL GUIDANCE & GOOD PRACTICES 

2. MODULES & TOOL KIT 

3. BUSINESS INCUBATORS ESTABLISHMENT: THE NECESSARY STEPS 

4. A START-UP GUIDE FOR INCUBATOR  
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Business Incubation & Business Model Innovation  
 

The mechanism to support entrepreneurship 

 

Entrepreneurship is central to the growth of developed as well as transitioning and developing 

economies (Carayannis and von Zedtwitz, 2005). A large body of research has explored business 

incubators as mechanisms to support entrepreneurship. Business incubation is considered a 

valuable entrepreneurship tool to support the survival and growth of new ventures since they 

provide access to office space, business advisory support, management guidance, educational 

programs, mentor networks, and other resources (Dee et al, 2011; Grimaldi and Grandi, 2005; 

Hackett and Dilts, 2004). Although business incubation practices originated in developed 

economies, many emerging economies have adopted the mechanism to support 

entrepreneurship as a key component of their social and economic development (Al-Mubaraki 

and Busler, 2010; Almeida, 2005; Berrell and Xu, 2009; Khalid et al, 2012; Tang et al, 2014).  

 

Clearly, business incubation has become an important element of the entrepreneurship 

ecosystem. In spite of the growing literature on business incubation, this field of research suffers 

from several deficiencies, some stemming from a lack of an accepted definition of the term as 

well as its many variations over the years. Further, most of the research in the field of incubation 

concerns incubator organizations located in developed western countries such as the U.S. and 

Western Europe, although China, Brazil and India have experienced a rapid growth of incubators 

over the last decade. Unresolved issues that remain around definitions, best operational and 

organizational models, practices, effectiveness and impacts are providing stimulating avenues 

for future research (Schwartz and Blesse, 2011; Theodorakopoulos et al, 2014; Voisey et al, 

2006). The concept of business model has been extensively applied to businesses and startups 

(Amit and Zott, 2012). 

 

However, the literature is rather silent on the application of the concept to business incubators 

(Aggarval et al, 2011; Chandra and Silva, 2012; Cantω, 2015), although business incubators face 

challenges similar to that of their tenants, such as unique value propositions, sustainable 

revenue streams, key resources, partnerships and sustainability (Lalkaka, 2000). Hence, the aim 

of this paper is to review previous research on business incubators and business models, and 

offer research propositions to promote future theory development and move the field of 

business incubation forward. The paper is organized into five sections commencing with this 

introduction. 

 

Subsequently, reviews of the concept and evolution of business incubation and business model 

are summarized, followed by an assessment of major research themes. Section four provides 

propositions, using the business model perspective, to understand business incubators and their 

sustained operation. The last section summarizes the main conclusions of the study. 
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Evolution of Business Incubation 

 

Entrepreneurship has long been recognized as a mean to drive innovation, create employment 

and economic growth (Carayannis and von Zedtwitz, 2005). Business incubators are considered 

an important mechanism to support entrepreneurship. The concept of business incubation is 

relatively recent and still evolving as evidenced by the increasing number of publications on 

business incubators (Albort-Morant and Ribeiro-Soriano, 2015). However, most of the existing 

research concerns incubator organizations located in developed western countries, although 

business incubation as an entrepreneurship tool is increasing worldwide in both developed and 

developing nations. 

 

Definitions of business incubators 

The terms small business incubator, enterprise center, business technology center, technology 

business incubator and innovation center are often used interchangeably, creating challenges in 

distinguishing between incubators that support new firms in general and the more specialized 

incubators that deal with technology-related problems associated with the start-up of a new 

technology based firm (NTBF). There is, however, a general consensus that incubation is related 

to the early phase of a venture’s life. Hackett and Dilts (2004:57) state that a “business incubator 

is a shared office space facility that seeks to provide its incubatees (…) with a strategic, value-

adding intervention system of monitoring and business assistance”. 

 

Generations of business incubation 

There is broad agreement in the literature that business incubation can be regrouped into three 

generations. The first generation in the 1980s focused on real assets such as affordable space 

and shared facilities and emphasized job creation. The second generation, from the 1990s, added 

intangible services such as support services, business advisory services and networking. Since 

the early 2000s and following the collapse of the Internet economy, the third-generation 

incubators have put emphasis on proactive support, mentoring and coaching, business 

acceleration and network development in addition to previously mentioned services (Lalkaka, 

2002; Theodorakopoulos et al, 2014). Although third generation incubators include virtual 

incubation, generally defined as the delivery of incubation services solely through electronic 

means, the vast majority of incubators continue to have an incubation facility in which they 

house and assist client firms (Knopp, 2012). Bruneel et al (2012) note that today’s business 

incubator landscape appears more homogeneous possibly due to standardization efforts of 

national incubator associations such as the NBIA and UKBI, as well as pressure from stakeholders. 

 

Business incubators are created to meet various policy goals. Such goals include lowering 

unemployment, restructuring neighbourhood, recycling surplus buildings into new businesses, 

transferring technology and providing a nursery for the commercialisation of university research, 

strengthening the knowledge component of the local economy, fostering new ventures, and 

facilitating exchange among the triple-helix players that are universities, government and 

industry (Chandra and Fealey, 2009; OECD, 2010; Robinson, 2010). In China, East Germany and 

the Ukraine, for example, incubators have been used to facilitate the transition to a market 

economy. In Israel, incubators have played a key role in helping to integrate immigrants from 
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Russia and the ex-Soviet bloc into the mainstream economy (NBIA). Yet, most countries use 

business incubators as an economic development tool (Chandra and Fealey, 2009). 

 

Accelerators are also a third generation evolution of the business incubation concept. As the 

name implies, accelerators have a more explicit focus on accelerating the growth of firms. Thus, 

an important distinction between incubators and accelerators is their legal status. It is estimated 

that 80-90% of all incubators are regional business or university incubators (Chandra and Fealy, 

2009; Knopp, 2012; von Zedtwitz and Grimaldi, 2006). Likewise, Robinson (2010) found that most 

incubators in Peru, Bolivia, Argentina, Chile and Brazil are founded in association with 

universities and are often managed by university faculty. These incubators are typically not-

forprofit. On the other hand, most accelerators are for-profits designed to bring a return on 

investment to their sponsors by providing fast-test validation of business ideas, typically in fields 

such as mobile applications and related areas (Isabelle, 2013, 2014; Knopp, 2012). Business 

accelerators are more likely to be financed by venture capitalists looking for an opportunity to 

finance growth potential through defined action plans, and hence taking equity in client firms. 

In practice, the terms incubator and accelerator are often used interchangeably (Isabelle, 2013). 

 

Mixed-use incubators working in a variety of industries are the most prevalent type of incubation 

program. The third generation of incubators has seen a growing trend toward specific industry 

sectors, even among mixed-use and general technology incubators (Knopp, 2012). Most 

incubators and accelerators focus on ICT, software, mobile applications, wireless technology and 

related areas (Aerts et al, 2007). Some incubators target the bioscience/life science areas, health-

care technology, medical devices, and clean technologies, i.e. industry sectors with longer time-

to-market. In emerging economies, business incubation has focused on technology. China has 

sponsored notfor-profit high-tech incubators since the late 1980s with a view to promote the 

commercialization of science and technology (Tang et al, 2010). India has launched large 

software parks, generally publically funded, in an attempt towards globalization, to promote 

technology-based entrepreneurship, commercialization of R&D output, and to support the 

development of IT infrastructure within the country (Mann and Gullaiya, 2014). Malaysia has set 

up its incubation programs specific to the growth of ICT firms (Khalid et al, 2012). 

 

Research themes on business incubators 

Although the literature on business incubation is broad in scope, fragmented, disparate, 

contradictory and often inconclusive (Albort-Morant and Ribeiro-Soriano, 2015), it can be 

regrouped into five themes: organization, success factors, performance, comparative analyses 

and geographical focus. The organization of business incubators has resulted in typologies. 

Carayannis and von Zedwitz (2005) used the distinction of for profit or not-for-profit to derive 

five archetypes: the university incubator, the independent commercial incubator (independent 

private incubators), the regional business incubator (public incubators), the company-internal 

incubator, and the virtual incubator. Grimaldi and Grandi (2005) propose four categories: 

1. business innovation centers 

2. university business incubators 

3. independent private incubators and,  

4. corporate private incubators.  

 



 

The Project is co-funded by the European  Regional  Development  Fund  (ERDF)  and  by  national  funds  of  the  countries 

participating  in  the Cooperation Programme Interreg V-A “Greece-Bulgaria 2014-2020” 

 

The NBIA (2004) classified incubators as local economic development incubators, academic and 

scientific incubators, corporate incubators, or private investor incubators. Recent studies have 

paid attention to accelerators, a new third generation model (Cohen and Hochberg, 2014; 

Dempworlf et al, 2014; Pauwels et al, 2015). Literature on processes and services has shed light 

on the nature of incubation processes and services provided (Hackett and Dilts, 2008; Hughes et 

al, 2007; Soetanto and Jack, 2011). 

 

Academic literature has examined key success factors in business incubation while practitioner 

literature has focused on best practices in the industry (e.g., NBIA, UKBI). Of these, several 

acknowledge the management of the business incubator as a key success factor (Berrell and Xu, 

2009; Hackett and Dilts, 2004, 2008; Lalkaka, 2002; Lφfsten and Lindelof, 2002; NBIA, 2004). Prior 

studies have emphasized the importance of managers of incubators who have previous 

experience in the private sector or in running their own business instead of being civil servants 

or having managerial experience from state-owned firms (Chandra & Fealey, 2009; Timm, 2012). 

Timm (2012) found that incubator managers in the U.S. and Brazil tend to have relatively more 

market experience. Nonetheless, Theodorakopoulos et al (2014) point out the lack of in-depth 

investigation of the business incubation manager’s role, specifically how incubation 

management contributes to the development and growth of incubatees.  

 

Other critical success factors from the literature include the nature and quality of incubation 

services, tenant selection criteria, and network partners (Isabelle, 2013; von Zedtwitz and 

Grimaldi, 2006) A central question concerns the performance of business incubators: their 

effectiveness to grow sustainable ventures. Mainstream performance indicators include space 

and occupancy, cost effectiveness, graduate firms, level of founding received, growth and 

survival of firms, and employment growth (Abetti, 2004; Lalkaka, 2001; Theodorakopoulos et al, 

2014).  

 

Results of such studies have been mixed (Schwartz, 2013; Scillitoe and Chakrabarti, 2010). 

Several studies have demonstrated that ventures associated with business incubators succeed 

at a greater rate than non-incubated ventures (Amezcua, 2010; Cumming and Fischer, 2012). 

However, others have not found statistically significant higher survival probabilities for firms 

located in incubators compared to firms located outside (Schwartz and Blesse, 2011; Schwartz, 

2013), and some studies have demonstrated lower rates of survival for incubated start-ups 

(Schwartz, 2013; Scillitoe and Chakrabarti, 2010). Finally, some debate the extent to which 

business incubation adds value (Bruneel et al, 2012).  

 

Theodorakopoulos et al (2014) summarizes the challenges associated with such studies: lack of 

precise definition of success, impact of local factors, small-scale nature of these studies 

preventing the generalization of findings, lack of empirical studies and control groups. Aaboen 

(2009) points out that analyses conducted on earlier generations of incubators may not apply to 

current generations. Addressing an acknowledged gap in the literature, Berrel and Xu (2009) and 

Chen (2009) have examined the performance of business incubation from the perspective of 

incubates. Recent effectiveness studies have shifted toward less tangible elements as key 

success factors such as business support and networks (Cumming and Fischer, 2012; Scillitoe and 

Chakrabarti, 2010; Theodorakopoulos et al, 2014; Voisey et al, 2006). 
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In spite of a rich literature on business incubation, the field of research suffers from deficiencies, 

some stemming from a lack of an accepted definition of the term and its many variations 

(Hackett and Dilts, 2008). In particular, aspects of business models of incubators to become 

sustainable are clearly lacking. 

 

Business Incubators and business model 

 

Definition 

There has been an increasing scholarly and practitioner interest in the concept of business 

model. Amit and Zott (2012) define business model as a bundle of activities conducted to satisfy 

the perceived needs of the market, along with the specification of which parties conduct which 

activities, and how these activities are linked to each other. Amit and Zott (2012) also point out 

that business model addresses which revenue models will be adopted to complement these 

activities. Put shortly, the business model spells out how customers are identified and satisfied 

by creating value, and how the organization and its partners monetize the value (Baden-Fuller 

and Mangematin, 2013). Therefore, business models are highly relevant for business incubators.  

 

Governments have viewed incubators as tools of addressing the liabilities of newness and lack 

of visibility for new ventures, bestowing financial support for both incubators and their client 

firms (Chandra and Silva, 2012). However, government sponsorship is not a sustainable model 

under economic and political fluctuation, and incubators need to find more sustainable funding 

to ensure their operation (Chandra and Silva, 2012). Given that business model enables the 

construction and sustained operation of techno-economic networks of innovation (Doganova 

and Eyquem-Renault, 2009), and that they help to explain, run, and develop an organization’s 

operations (Spieth et al, 2014), research on business models of incubators has been sparse 

(Aggarval et al, 2011; Chandra and Silva, 2012; 2015). 

 

Elements 

Attempts to describe business models in the academic and practice literatures rarely deal 

properly with all dimensions of customers, internal organization, and monetization (Baden-Fuller 

and Mangematin, 2013). On the other hand, business model is a simplified extraction of business 

focusing on the key aspects that define what the business does and how it differs from the 

others. Yet, studies have put forward numerous components that compound the business 

model. These include, e.g., identifying the customers, value proposition, monetization (revenue 

and cost model), managerial cognition, purpose/ambitions, resources, key processes, channels, 

and value network linkages (Hedman and Kalling, 2003; Morris et al, 2005; Schweizer, 2005; 

Tikkanen et al, 2005; Rajala & Westerlund, 2007; Johnson et al, 2008; Mason and Spring, 2011; 

Baden-Fuller and Mangematin, 2013; Bohnsack et al, 2014; Dijkman et al, 2015).  

 

These elements address both value creation and value capture (Zott et al, 2011). Casadesus-

Masanell and Ricart (2011) stress that the choices regarding these elements lead to 

consequences that define whether the business model is effective and competitive. However, 

business models face erosion due to changes in environment and competition (McGrath, 2010). 
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Thus, organizations need to manage business models by monitoring the performance, 

reevaluating the design, and implementing necessary change (Wirtz et al, 2015). 

 

 

 

Business model types 

Previous literature has not only suggested typologies of business model elements, but has also 

put forward categories of business model types. These categories have served as a basis for 

strategy- or performance comparison in academic research, while they have also provided 

managers with business model archetypes to apply in the organization. Categorizations are 

typically grounded on principles of operation, operational philosophy and operational context, 

or the discovery method of the business model.  

 

Such business model dimensions include, e.g. product uniformity versus relationship proximity 

(Rajala and Westerlund, 2007), value creation versus value capture (Kujala et al, 2010), 

replication versus adaptation (Dunford et al, 2010), efficiency-centered versus noveltycentered 

(Brettel et al, 2012), complement versus substitute nature (Casadesus-Masanell and Tarzijan, 

2012), innovation versus imitation (Casadesus-Masanell and Zhu, 2013), efficiency- versus value-

based focus (Chatterjee, 2013), social- versus economic value (Boons and Lόdeke-Freund, 2013), 

value proposition versus value creation process (Bocken et al, 2014), and incumbent versus 

entrepreneurial foundation (Bohnsack et al, 2014). Yet, resulting business model types are but 

simplified conceptualizations of reality for the purposes of discussing and comparing distinct 

businesses (Teece, 2010), and actual business models tend to be more complex and change over 

time (Muzellec et al, 2015). In addition, an organization often employs several co-existing 

business models (Benson-Rea et al, 2013). 

 

Recommendations 

 

The business model is fundamentally a concept based on a network structure (Nenonen and 

Storbacka, 2010; Mason and Spring, 2011; Mason and Mouzas, 2012; Palo and Tδhtinen, 2013; 

Frankenberger et al, 2013; Hu, 2014). Hence, studies on business models have paid significant 

effort on developing measures for examining interorganizational network relationships of 

organizations. Given that business incubators are networks or ecosystems aimed to foster 

entrepreneurship and that they are increasingly linked with other incubators both domestically 

and internationally, it is not a surprise that recent research has called for more research on 

business models of incubators from the network perspective.  

 

For example, Canto (2015) investigated the business model of an incubator founded on external 

networking, and claimed that there has been insufficient attention on networks among 

incubators, incubatees, and other stakeholders. Studies have attempted to describe the value-

creation components of incubators (e.g., Vanderstraeten and Matthyssens, 2012) and have 

classified incubators into archetypes for comparison purposes (e.g. Barbero et al, 2012). Yet, 

these studies have not made use of the business model concept, which would be useful for 

conceptualizing an organization’s complex, and networked operations, and which can explain 

how to create value for the organization and its stakeholders and how to monetize the value.  
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Thus, we propose that: 

 

P1: The concept of business model is well suited for understanding value creation – the 

underlying components, their linkages, and consequences – of networked business incubators. 

It can explain particularly the clients (startups), value proposition (incubation services), resources 

(skills, experience, premises), and networks (mentors, advisors, funders, international partners) 

of incubators. 

 

In addition to describing how to create value to stakeholders, the business model spells out how 

that value can be monetized to ensure sustained operations (Teece, 2010). This has led to 

typologies of business or revenue models. Cantω (2015) discussed an incubator whose business 

model is founded on selling value-added services to incubatees, yet the provision of services also 

takes place in networks between start-ups and external actors. The incubator has become a 

knowledge intermediary, and its business model may become a substitute to government funds.  

 

Aggarval et al (2011) argued that incubators utilize different business models and serve different 

clients, but each incubator has similar infrastructures to increase interest in external 

involvement and support, stimulate client activity, and establish standards that are flexible for 

incubator growth and development. Incubators often generate some complementary revenue 

from the facilities and services (e.g. rent, fax, photocopying services) offered to the start-ups 

located on the premises (Aggarval et al, 2011). Further, Chandra and Silva (2012) note that the 

majority of business incubators around the world are run as non-profits sustained by funds from 

the government. Given their non-profit business model and lack of self-sustainability, set in a 

context of non-existent capital markets, government funding plays a major role in incubator 

financial support. Thus, we propose that: 

 

P2: The concept of business model is well suited for investigating and designing value capture – 

monetization types of networked business incubators. It can explain particularly the revenue 

streams (government grants, complementary services such as rents or consulting, substitute 

models such as taking equity or license fees) and cost structure (premises, wages, and 

operations) of incubators. entrepreneurship ecosystem in developed and emerging economies. 

However, many incubators are dependent on government funding, which makes them 

vulnerable to economic fluctuation and political changes. Incubators support startups in 

developing entrepreneurial business models, but typically lack a sustainable business model of 

their own.  

 

There is therefore a need for further academic research on the perspective of business model, 

particularly business model innovation applied to business incubators to move the field forward 

and promote future theory development. The concept of business model has received lots of 

attention over the recent years, and literature on business model elements, types and design 

principles have taken major steps forward. We propose that by better understanding the 

evolving concept of business model and the evolutionary changes in business incubation, 

incubators worldwide can design efficient ways to create value and monetize that value to 

become self-sufficient. 
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Guidance support for career management  
 

An entrepreneur is usually thought of as someone who is responsive to change, who sees 

opportunities that others may not see, and who takes risks to mobilise resources to make new 

opportunities happen. Academic literature on entrepreneurship shows that entrepreneurs often 

display similar personality traits: they are risk takers, they like being in control, they need to 

achieve, they are ambitious and they are ‘creative’ (Envick and Langford, 2000; Llewelly and 

Wilson, 2003). Such characteristics have contributed to entrepreneurs being described as a 

‘certain kind of person’ (Llewelly and Wilson, 2003). 

 

This view of entrepreneurs implies that entrepreneurial people are born, rather than ‘made’ 

(Akola and Heinonen, 2006). However, literature and practical experience suggest that 

entrepreneurship can be taught, and that a creative environment encourages entrepreneurial 

thinking. They also suggest that guidance and education for entrepreneurship can stimulate the 

interest, skills and confidence of people to take a business idea forward. 

 

Each individual entrepreneur has unique skills, competences, strengths, weaknesses, and wishes 

and aspirations. The development of career management skills can help entrepreneurs to 

survive and succeed in a challenging/changing business world. Specifically, the assumption is 

that career management skills can: 

 

 enhance self-awareness and awareness of the changing world of work; self-observation 

helps to monitor personal and business progress; 

 help entrepreneurs to identify their strengths and weaknesses in relation to managing 

people or a business; 

 improve the ability to take responsibility for their own career and personal development; 

 strengthen the ability to manage the relationship between work, business and learning 

throughout all stages of life; 

 help to assess when there is a need to seek external advice or expertise to carry out a 

certain business transaction or overcome a specific problem during the set up phase; 

 identify where entrepreneurs can find and access further training to improve their skills 

in specific areas. 

 

For these reasons, helping both aspiring and new entrepreneurs to develop their career 

management skills is crucial to new business formation and the development of successful 

growth-focused businesses. Our research has identified that there are six types of strategy and 

practice available for both prospective and new entrepreneurs to help them in their early 

careers. These include: 

 

 mentoring; 

 information, advice, coaching and training; 

 tv/media and other awareness raising campaigns; 
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 online career assessment tests for entrepreneurs; 

 private sector interventions; 

 specific measures for under-represented and disadvantaged groups. These are discussed 

on the following pages. 

 

Mentoring 

 

Background 

Research shows that aspiring and new entrepreneurs require tailored and personalised support 

delivered in a time-effective manner (St-Jean and Audet, 2008). Literature suggests that 

mentoring at both the pre-start and start-up stages of a business can reduce business failure 

rates (Cull, 2006). Mentoring schemes for new and aspiring entrepreneurs tend to run over the 

first 0-36 months of the life of a new business, with meetings held between mentors and 

mentees every 2-6 weeks. It is usually a one-to-one and face-to-face form of support, although 

online and group mentoring is increasing (Johnson et al., 2008; Wikholm et al., 2005). 

 

At its best, mentoring can provide a tailored service for new and aspiring entrepreneurs to 

improve their business and career management skills and learn through action, through the 

support of a person with extensive business experience. Mentoring constitutes an adaptable and 

versatile form of guidance/support that can be adjusted to the entrepreneurs’ experience, 

needs, and the specific context and sector within which their firm is operating (St-Jean and 

Audet, 2009). The Oslo Agenda for Entrepreneurship Education in Europe recognises mentoring 

as a basic element in all entrepreneurship training (European Commission, 2006a). Typically, 

mentees have specific individual expectations and needs according to the nature and stage of 

their business (Gravells, 2006; Wikholm et al., 2008). Personalisation of the mentoring 

arrangement to an individual’s needs means that the precise nature of the support – and 

therefore whether it can be described as mentoring – can be blurred (Gravells, 2006). 

 

Successful mentoring relationships 

Mentors tend to be older, more experienced self-employed entrepreneurs or executives/senior 

management who are either still active or recently retired. The stereotypical image of a business 

mentor is the ‘white, male retired bank manager’ though evidence from the EQUAL programme 

illustrate that mentors can come from more diverse backgrounds (Johnson et al., 2008), for 

example, through unlocking the considerable entrepreneurial skills possessed by those from 

more disadvantaged backgrounds who are engaged in small-scale commerce. 

 

Successful mentoring relationships are dependent on six features (identified in Figure 12). In 

addition, clear ground rules on what the mentee/mentor relationship is expected to achieve and 

the right ‘chemistry’ play an important role in a successful relationship (Cull, 2006; Gravells, 

2006). 
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What works in entrepreneurial mentoring relationships 

 

Self-efficacy of both the mentee and mentor is a key-determinant of a successful mentoring 

relationship (Pittenger and Heimann, 2000). In mentees it allows them to take full advantage 

of the developmental opportunities provided by mentoring arrangements while for mentors as 

it helps them embrace all possible opportunities available to the mentee. 

 

The mentor’s expertise, experience and availability to perform the mentor role are all 

important to the success of the mentoring relationship. In particular, mentors should be able 

to adapt or tailor their approach to the needs of the novice entrepreneur to support the 

desired learning outcomes (St-Jean and Audet, 2009). Approaches that empower mentees, and 

that reduce their dependency on their mentor, helping increase their self-confidence, prove 

particularly successful (Cull, 2006). 

 

Matching mentors to mentees in terms of demographic and sector experience (Wikholm, 2005) 

or attitudinally, contributes to mentee satisfaction with the support received from their mentors 

(St-Jean and Audet, 2009). That said, many programmes prefer not to pair a mentor and mentee 

together from the same type of firm to avoid possible competition and prevent discussions from 

becoming too technical, which falls outside the scope of mentoring. 

 

Mentoring relationships that go beyond simple verbal exchanges can help mentees develop 

their understanding of their personal attitudes, values, motivation, self-efficacy and goal 

setting (St-Jean and Audet, 2008). Explanations of why things work (or do not), the opportunity 

to question an experienced mentor and the simple process of working with a trusted individual, 

can assist personal development through affective learning. 

 

Trust is essential in a mentor-mentee relationship, considered necessary to upholding the ‘moral 

contract’ which establishes the goals, means, roles, plan of action and timeline for the 

relationship (Erdem and Aytemur, 2008). Willingness to plan and set goals appears to go hand 

in hand with trust; these two dimensions appear mutually supportive. 

 

The mentees’ own characteristics can affect the success of the relationship; a ‘typical’ 

entrepreneur might be characterised as resisting help. The following mentee attributes have 

been identified (St-Jean and Audet, 2008) as crucial to a solid mentor relationship: openness to 

feedback; sincerity about one’s needs and weaknesses; setting realistic expectations with the 

mentor; the ability to communicate problems clearly; initiating frequent contact; willingness to 
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discuss failure as well as success; recognition of the importance of mutual respect; and 

confidence, openness, and readiness to do all that is possible and appropriate to develop a solid 

relationship. 

 

As well as identifying the key success factors contributing to effective mentoring relationships, 

it is also important to reflect on problems within mentor- mentee relationships, described as 

‘toxic mentoring’ (Gravells, 2006). If the mentor spends times ‘boasting’ to the mentee of 

his/her successes, it presents an unassailable image of success that inhibits the mentee from 

being open. The relationship will not work if the mentor fails to listen carefully to the needs and 

situation of the mentee. The mentor should not be too formal or distant and nor should the 

mentor try to live vicariously through the mentee, becoming too involved in trying to make the 

mentee business work and setting up unhealthy dependencies. 

 

Information, advice, coaching and training 

 

Both prospective and novice entrepreneurs can benefit from expert information and advice on 

the early stages of their entrepreneurial careers. Information and advice is typically provided by: 

 chambers of commerce and associations representing entrepreneurs/SMEs; 

 public employment services (PES); 

 business support networks (such as Business Link in the UK, Nyföretag network in Sweden, 

etc.); 

 online services. 

 

Business advisers are usually employed by such service providers to offer information, business 

support and contacts. Business advisors are not business coaches or mentors, but instead help 

prospective and new entrepreneurs to identify their needs and challenges, and then introduce 

them to other individuals or organisations who can help them further (Thompson and Downing, 

2006). Fundamentally they have a brokerage function and their services can be offered through 

one-to-one tuition, group advice and large seminars (Johnson et al., 2008). Primarily, general 

advice is provided free of charge, especially for aspiring and new entrepreneurs, while there can 

be a charge for specialist services. In some cases (e.g. in the context of associations of 

entrepreneurs), business support may be only available for members. 

 

Individuals providing information, advice and business support hold a range of qualifications and 

their expertise varies greatly from one individual to another. Some are trained guidance 

counsellors but most are recruited to such posts due to the business experience they possess. 

 

Chambers and associations of entrepreneurs 

Many chambers of commerce and associations representing entrepreneurs employ advisers 

whose role is to support entrepreneurs with the questions relating to their business. Typically 

advice focuses on financial, regulatory and training challenges. Advisers also help entrepreneurs 

with networking and signposting to specialist advisers when necessary. 
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Public employment services 

Public employment services (PES) in the Member States offer different levels of support and 

guidance to individuals who aspire to set up their own business. The type and depth of support 

and guidance provided depends on the PES service delivery models and whether aspiring 

entrepreneurs are considered as core clientele. Some PES provide separate services such as 

training, written information on their website, or merely act as a referral agency to other 

specialist organisations, while others provide an integrated service that combines several 

different elements and types of support and guidance. 

 

The service delivery models primarily consist of referrals to specialist agencies, information 

provision or integrated support and guidance service comprising several types of support and 

guidance. For example: 

 in Denmark, Luxembourg, Romania and the United Kingdom, aspiring 

entrepreneurs are referred to a specialist agency with no service provision within the 

PES; 

 in Spain, all information is provided on the PES website; the PES does not provide any 

other services to aspiring entrepreneurs; 

 in Finland and Sweden, a combination of one-to-one adviser support, provision of internal 

training courses, written material on setting up own business and referrals to specialist 

agencies are delivered; 

 in Ireland, the service offer combines internal training programmes with referrals 

to specialist agencies, whereas in Malta, training courses are provided without the 

referral to specialist agencies. 

 

Business support networks 

Business support networks are run by national, regional and local authorities and organisations 

such as ministries and other authorities with responsibility for business or economic 

development, chambers of commerce, and business organisations. Their primary goal is to help 

new business owners with finance and grants, taxes, payroll and employment issues, sales and 

marketing, etc. While their focus tends to be on technical and practical matters, they also help 

to signpost entrepreneurs towards more specialist services, inform about appropriate training 

opportunities and provide general advice. Many networks also manage programmes of events 

for personal and business development. Such activities can help entrepreneurs to network with 

potential business partners and establish contacts with their peers. 

 

Regional consultancy information centres (RCIC) in the Czech Republic offer introductory advice 

free of charge to SMEs as well as business consultancy services at a reduced cost. They provide 

assistance in drawing up business plans and implementing projects, arranging bank loans and 

job creation. There are 35 county and city enterprise boards (CEBs) in Ireland located throughout 

the country. Their role is to provide support for micro-enterprises in start-up and expansion 

phases, to promote and develop indigenous micro-enterprise potential and to stimulate 

economic activity and entrepreneurship locally. Similar business support networks include  

Business Gateway in Scotland, Gründer-Service in  Austria, Uusyrittäjyyskeskus in Finland, 

Center for Entrepreneurship and Executive Development (CEED) in Slovenia and the Enterprise 

Europe Network Hellas in Greece. 
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In Sweden, around 15 000 people are involved with the new business support network 

Nyföretagar Centrum each year, with two out of three starting up their own business within two 

years of receiving the advice. More than 80% of those who start their business with the support 

of Nyföretagar Centrum are still operating after three years and less than 1% of those go 

bankrupt after three years. 

 

Online services 

Online business support tools provide information and guidance to aspiring and novice 

entrepreneurs through various different methods, via the internet. They have the potential to 

be a cost-effective way of reaching out to a wide and diverse target audience. Examples of 

these tools were found in Austria, Germany, Iceland, Portugal, Spain, Sweden and the UK. The 

tools are often hosted on websites or platforms which provide a variety of services and can be 

national or regional in focus. Some also are tailored to entrepreneurs in specific sectors. 

 

Many interactive enterprise platforms provide one-to-one guidance over the internet for 

individuals are running a business, developing a business idea or on the verge of starting up their 

company. The guidance is provided by experts and experienced entrepreneurs. They can have 

specific questions answered in a clear and quick manner, rather than having to search different 

sites for the information required. The answers given by the experts can give them confidence to 

make the decisions they were hesitant to make without hearing a second opinion. They do not 

have to make or attend an appointment and, in the examples we have identified, they are not 

charged for the guidance provided by the experts. 

 

Example 1: Business start-up portal 

 

Online tools to support the development of a business plan or idea are mainly aimed at 

those entrepreneurs who are in the initial stages of setting up a business and need extra help 

and guidance to expand their ideas. Such tools can test the feasibility of a business idea. Examples 

of this type of tool are found in Spain and Austria. For example, the Austrian website, ‘i2b & GO!’ 

(‘Ideas to business’), was launched in 2000 by the Austrian Chamber of Commerce (see Example 

1). 

 

The Business start-up portal was developed by the Federal Ministry for Economics and Technology 

(Bundesministeriums für Wirtschaft und Technologie, BMWi) for those seeking information on 

starting up a business. 

The portal includes an expert forum, with a team of experts who are able to answer the questions 

of new and aspiring entrepreneurs who use the site. This tool requires the user to send their question 

to their chosen expert from the forum. The user must first select a theme from a list displayed on the 

site. Once the theme is selected the user will see a list of experts and a selection of questions that they 

have previously answered. The user can select the expert they feel is most appropriate to their query 

and then input and send their question via e-mail. A response is then sent by email within three 

working days. 
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Example 2. i2b & GO! Businessplan-Wettbewerb 

 

Blogs, online forums and networks of new and aspiring entrepreneurs have also been established 

as a form of peer-to-peer support. They enable new business owners to communicate with their 

peers and provide each other with valuable support and guidance. The rationale for these 

tools is that many new and aspiring entrepreneurs will find they face the same problems and 

challenges. 

 

Communication between individuals and groups with similar experiences will help new business 

owners to overcome their problems. They can share information on what they have learned from 

their own experiences, for example in terms of mistakes they have made and how they overcame 

them. Seeing how others have succeeded in setting up and running a business can also be 

inspiring and provide the motivation to users to progress their plans. 

 

The If we can, you can web portal (29) allows users to see what their peers are doing and thus 

compare their own experiences with those of their peers and/or develop ideas for their own 

business. The portal includes a blog where information is regularly updated with news of the 

members of the portal. 

 

Training 

Training courses on entrepreneurship are usually non-formal and aimed at an adult audience, 

usually those with strong intention or aspiration to set up their own business. Such courses 

typically cover business development (searching for business opportunities, planning, decision-

making) and management (financial management, sales, managing people) skills but can also 

The ‘i2b & GO! Businessplan-Wettbewerb’ website is aimed at individuals in the process of 

developing a business plan. The overall goal of the site is to increase the success rate of new 

businesses by providing detailed guidance in the early formation of a business plan. 

In order to gain feedback on their business plan, individuals must register on the website and 

upload their plan. Within five weeks of uploading their plan they receive, free of charge, two 

separate sets of written feedback from independent experts. The network of experts is made up of 

127 individuals from across Austria with expertise in start-ups, promotion and financing. 

Entrepreneurs can also contact experts independently for help and advice. 

There is also a handbook available to download from the website (Keine Angst vor dem 

Businessplan, Ein Handbuch für Gründerinnen und Gründer). The handbook includes detailed 

explanations of all the components of a business plan, common errors to avoid, recommended 

literature and important websites. 

The website provides a variety of other free services that can positively contribute to 

developing a business plan. These services include a template for developing a plan, information 

about local coaching evenings and tutorials on technical issues related to business start-ups, and a 

list of other available business tools and contacts. 

Users of the site can also take part in the i2b & GO! Business plan competition by entering 

their final business plan. 
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address other ‘enterprising’ skills, such as self-assessment and awareness, communication and 

seeking advice from others (White and Kenyon, 2001). 

 

TV/media and awareness-raising campaigns 

 

There are a number of channels through which key messages on entrepreneurship can be 

disseminated. Using different media, such as television and radio, provides the opportunity to 

reach a large audience, to raise the profile of entrepreneurship across Europe and to raise 

awareness of it as a viable career path. Awareness-raising methods can (European 

Commission, 2007): 

 raise a broader awareness and increase people’s interest in entrepreneurship. 

 Programmes can get people who have never thought of self-employment to consider it as 

an option; 

 improve the image of entrepreneurship (in terms of the risks associated with 

 being self-employed) and the image of entrepreneurs; 

 convey ideas about what entrepreneurial life is like, the problems and solutions, benefits 

and risks; 

 convey specific practical information about different aspects of entrepreneurship, e.g. 

procedures for starting up a company or how to access state support for self-employed 

people. 

 

Television in particular, allows the subject of entrepreneurship to be portrayed in an interesting 

and engaging way, with role models presented to attract people, especially the young, to the 

path of entrepreneurship. Besides showing what being an entrepreneur could be like, TV can 

also provide factual information in an entertaining and easily understandable way. 

Different types of TV programme have different strengths and attract different audiences.  

 

Reports best convey factual information and can react quickly to new developments, but are 

likely to only be viewed by people who are already entrepreneurs or those who are seriously 

considering this option. For example, every episode of the programme Firma in Poland shows 

step-by-step how to start a particular type of business, how much money needs to be invested, 

which regulations have to be observed, which equipment is necessary and how much one can 

expect to earn. 

 

Documentaries on famous business people can glamorise self-employment and offer inspiration. 

To make entrepreneurship seem a feasible option, documentaries of ordinary people setting up 

a business are important. TV reaches a very large audience, but may not offer a very realistic or 

positive image of entrepreneurs. 

 

Docu-soaps that follow the life of entrepreneurs are a good way to show what 

entrepreneurship means in reality. While programmes about exceptional entrepreneurs can be 

inspiring, there are several ‘docu-soaps’ on normal self- employed people that are very 

important in showing that entrepreneurship is something feasible and a viable career 

opportunity for many people that does not automatically involve heroic efforts or big sacrifices. 

One example is The Hustlers, UK (30) which depicts the journeys of five entrepreneurs in the arts, 
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media and fashion industry who set up businesses in the North of England where traditionally 

the focus for businesses has been on industrial services. Another series, described in Example 

33, that not only shows the daily life of ordinary entrepreneurs but generates interest through 

being interactive is Dvanáct odvážných (The Courageous Twelve) in the Czech Republic. 

 

Example 3. The Courageous Twelve, Czech Republic 

 

Contests among would-be entrepreneurs are relatively new and immensely popular, attracting 

a wide audience. In a light-hearted way they get across the opportunities of an entrepreneurial 

career and create greater awareness of what is involved in a business idea. For example, 

Skaperen (Creator) searches for the best business idea in Norway. Auditions are held and 15 

finalists are selected to present their business idea on the programme; participants must 

encourage viewers to vote for their ideas. Every week a contestant is eliminated and, in the last 

show, viewers vote for their favourite business idea; the winning contestant receives NOK 1 

million (EUR 120 000). The programme was produced in cooperation with Innovation Norway, 

the national business support organisation funded by the Ministry of Trade and Industry. Similar 

programmes can be found in Finland, Ireland, Norway, Portugal, Spain and the UK (e.g. AUDAX 

Negócios à Prova, Business Challenges AUDAX) in Portugal and Generación XXI in Spain. 

 

Alongside television programmes based on the subjects and principles of entrepreneurship, 

there are also a small number of radio programmes. In Lithuania, there are several radio 

programmes that specifically address business- related themes (e.g. Verslo dvasia, 

Entrepreneurship spirit, a discussion programme about entrepreneurship). 

 

There are also many occasions that celebrate entrepreneurship in various countries (Bulgaria, 

Ireland, Spain, Sweden and the UK). For example, the Entrepreneurs’ day, in Spain is a 

nationwide event that enables entrepreneurs to share knowledge, experiences and best 

practice. At a European level, the European SME Week, began in 2009, as a campaign to promote 

entrepreneurship. The SME week in 2009 saw over 1 200 national, regional and local events 

focusing on a variety of topics. 

 

Dedicated enterprise ambassadors are another way of stimulating entrepreneurship in schools, 

universities, community groups and the media. The ambassadors demonstrate, through their 

own experience, that a career as a business owner is a feasible and attractive option. In Sweden, 

more than 800 women’s entrepreneurship ambassadors have been appointed to make women’s 

entrepreneurship more visible. 

 

 

The Courageous Twelve (Dvanáct odvážných) programme tells the stories of 12 entrepreneurs who 

have overcome certain obstacles to succeed in the business world. Nomination of entrepreneurs is  

made by the public with the final selection made by the Vodafone Company, which produces the 

programme. It is a good example of the third way (see introduction) of how businesses can promote 

entrepreneurship. This programme is popular, with each episode drawing around 400 000 viewers. 
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Online career assessment tests 

 

There are various self-management strategies, tools and practices that can be helpful to the 

career development of aspiring and new entrepreneurs. Often available online, they provide a 

means by which the aspiring and new entrepreneurs can focus their efforts, understand the skills 

they need and what steps they have to take to develop them and whether they are suited to a 

career as an entrepreneur. 

 

One of the many types of online career and self-management tools available for aspiring and 

new entrepreneurs is online career assessment tests. These range from tests to establish how 

an individual personality and skills set maps against the skills, competences and attitudes 

required to pursue a career as an entrepreneur, to tests for already established entrepreneurs 

to check their ‘entrepreneurial skills’ and ascertain areas for future development. The tests 

usually consist of questionnaires that allow users to gain an impression or indication of their 

entrepreneurial qualities, for example, using a series of questions or profiles. Some are aimed at 

specific target groups such as aspiring entrepreneurs, those who already have their own 

business, young or female entrepreneurs. Others are much more generic. 

 

Evidence suggests that the number of online career and self-assessment tests available for both 

would-be and current entrepreneurs is increasing. They are being developed and administered 

by a growing range of partners, primarily associations representing entrepreneurs and/or 

organisations promoting entrepreneurship. However, a growing number of ‘commercial’ tests 

were found (i.e. tests developed by commercially-oriented websites and/or companies), 

especially in the Netherlands and the UK. 

 

The variety of tests available for entrepreneurs can be differentiated into four categories that: 

 examine the users’ personality traits in relation to a career as an entrepreneur; 

 assess entrepreneurial skills and competences of would-be or current entrepreneurs, and 

seek to identify training needs; 

 provide a comparison to successful entrepreneurs; 

 act as a reflection tool. 

 

Some self-assessment tests fall under a number of the above categories. They have been 

categorised below according to the element that is strongest within each test. Personality tests 

that establish if the user is suited to a career as an entrepreneur are typically aimed at aspiring 

entrepreneurs. They tend to pose questions regarding their suitability to run a business and the 

likelihood of future success. The aim of these tests is to make aspiring entrepreneurs aware of 

the pressures and challenges that new entrepreneurs face while the rationale for them is that 

business success rates improve when aspiring and new entrepreneurs are prepared. 

 

Examples of personality tests for aspiring entrepreneurs were found in Spain and UK, as well as 

international examples of such tests. The British online business journal Businesswings 

(www.businesswings.co.uk) has an established Entrepreneur personality test. It seeks to help 

would-be entrepreneurs by asking them to question their personal characteristics and abilities, 

financial situation, and the relevance of their skill-base. 
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Entrepreneurial skills tests help users identify existing skills and those that they need to develop. 

Skills tests often prompt users to identify the skills and competences that they believe are 

important for an entrepreneur they are based on the examples identified and often include 

elements of personality testing. Such tests are one of the more common self-assessment 

methods for entrepreneurs in countries such as Austria, Germany, Spain Netherlands and 

Finland. The Spanish Ministry of Industry, Tourism and Trade has developed a Self-assessment 

of entrepreneurial attitudes test (Autodiagnóstico de Actitudes Emprendedoras). The test 

comprises 25 closed questions on seven areas that relate to the skills of an entrepreneur; it 

results in an assessment of entrepreneurial attitudes and provides recommendations for future 

action. 

 

The Finnish financing company Finnvera has developed an entrepreneur test, for aspiring 

entrepreneurs. What differentiates this test from others is that it is accompanied by a film that 

guides individuals through the test. The film offers background information on the questions 

posed and provides an insight into being an entrepreneur. It also directs users towards 

organisations to help entrepreneurs and additional information sources. 

 

Example 4. Entrepreneur test (Yrittäjätesti), Finland 

 

In Austria, a similar test was developed by psychologists for the Federal Economic Chamber. 

Some of the questions ask users their opinions on the best action to take in fictional situations. 

Participants first answer some general questions about themselves (gender, age, education, 

location) then move on to 60 multiple-choice questions that explore their motivations in 

becoming an entrepreneur and determine the best action to take in a fictional situation. 

Finnvera plc is a specialised financing company owned by the State of Finland. It provides its clients with loans, 

guarantees, venture capital investments and export credit guarantees. 

The Finnvera personality test is available on its website. The test requires the user to have an idea of the type 

of business they are interested in setting up. It starts with an introduction to being an entrepreneur and 

seeks to clarify any myths. Individuals are guided through the test by an interactive film, which pops up 

before and after each question. The accompanying film provides information as well as encouraging 

users to think about their answers alongside their aspirations, key strengths and weaknesses. It also aims 

to see how well prepared individuals are to set up their own business. 

At the end of the test, individuals are provided with an entrepreneur profile. The profile comprises: 

 a summary of their strengths in relation to being an entrepreneur; 
 training and development needs; 
 key challenges and barriers to success; 
 an estimate of the time needed to run the type of business they have in mind; 
 required income to set up the business they have in mind, and information on profitability and cash 

flow; 
 information about the business idea (i.e. services/products of the company and how customers are 

going to benefit from it), main competitors and unique selling points. 
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Comparative tests allow the user to compare themselves against successful entrepreneurs and 

identify if they are on the path to becoming successful entrepreneurs. This kind of test can be 

found in Spain and the Netherlands. A Spanish example maps a users profile relative to the 

experiences of 150 successful entrepreneurs. 

 

Example 5. Entrepreneur self-diagnosis, Spain 

 

Reflection tests differ from the career management tests described above as they use open 

ended questions to aid the reflection process. These tests are aimed at both would-be and 

existing entrepreneurs. A test developed by Almi in Sweden encourages new and aspiring 

entrepreneurs to develop a clear understanding of their business idea and to reflect on certain 

aspects of the business. It comprises three sections. The thinking section asks the user to assess 

their business idea and consider the possible profitability of the project. The preparation section 

encourages the user to formulate their business idea by identifying issues for the user to think 

through using a business start-up checklist. The early years section allows users to focus on issues 

such as the external factors that affect the company and how to balance personal life and 

business. 

 

It is important to be aware that there are many tests where methods or results have not 

been scientifically tested. This means that many can only provide an impression of the 

individual’s characteristics or skills and the results should be seen as indicative only. Few tests 

offer any personalised support in a form of telephone helplines or question or answer service. 

For these reasons, they should be seen as one of many helpful methods available to improve 

career and self-management skills of entrepreneurs (rather than as one critical one) and their 

strength lies in the fact that they tend to be easily-accessible and inexpensive. 

 

Private sector interventions 

 

Private sector structures such as business incubators, venture capital companies and business 

parks are involved in providing support for prospective and novice entrepreneurs, and they have 

a pivotal role to play in this process. Experienced entrepreneurs start new businesses ‘habitually 

The Entrepreneur self-diagnosis (Autodiagnóstico emprendedor) test, on the Emprendedores website 

tests aspiring entrepreneurs’ strengths and weaknesses. Experts from the Autonomous University of 

Madrid (UAM) created a tool to test the skills of those who want to become entrepreneurs based 

on the experiences of 150 successful entrepreneurs. 

The test consists of 25 questions that focus their attention on qualities needed to develop a business. 

After completing the questions the site will calculate the result and identify what stage the user has reached 

as follows: 

 their idea needs further development; 
 they are almost ready to become an entrepreneur, they need to think about the reason for 

starting a business; 
 they are ready to become an entrepreneur, they are committed to the project. 
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and serially’ by acting as investors in other start-ups (Thompson and Downing, 2006). In this way 

they coach and mentor other new entrepreneurs without any public funding, shile continuing 

to run their own companies. Some venture capitalists and business parks also appoint 

mentors for new starters (i.e. their own experienced members of staff) to protect their 

investment. These are not formal mentoring arrangements but they are significant to the 

entrepreneurship context. Another common feature is that the entrepreneurs and their private 

partners share the same goal: to succeed in the entrepreneurial effort, as both have invested in 

the venture. 

 

Much of the guidance linked to private initiatives is informal and not structured as such. It is 

practical, action-oriented and directly linked to the new business, rather than guidance in a 

broader sense. There is also little evidence of ‘holistic’ support – addressing career management 

skills – although the contact between the novice entrepreneurs and their 

mentor/coaches/investors is regular. 

 

Biocant Business Park in Portugal provides a description of typical support activities of a private 

seed funding company (see Example 36). It supports researchers with projects at the ideas stage 

to develop their business strategies. 

 

Example 6. Biocant Business Park, Portugal 

 

Biocant Business Park, in the Coimbra region of Portugal, is the country’s first biotechnology business 

park. The park also provides research services for pharmaceutical, diagnostic, biotechnology, 

environmental and agricultural industries. Fifteen companies on the park employ around 137 people, 

with a further 17 individuals involved in park administration. Established in 2006, Biocant Ventures (BV) 

is a seed funding company that helps new entrepreneurs develop their business and strategic plans, 

build their networks and develop links with investors and buyers. BV is a partnership of three companies 

and it tests and validates early stage business ideas emerging from biotechnology projects that cannot 

be legally supported by venture capitalists. 

Typically, applicants present their idea or business plan to the BV management team, who 

evaluate it and undertake a financial and commercial analysis. BV receives around 30 applications per 

annum and is currently supporting six projects in the food industry, biomedical devices, drug 

(pharmaceutical) discovery and analysis services. 

BV supports researchers with projects at the ideas stage to develop their business strategies. Much 

of the support provided is informal as the company does not provide ‘structured’ or ‘formal’ business 

mentoring, coaching or training. Support can help with: 

 the logistics of setting up and operating a business; 
 developing the skills needed to present their plans to potential investors; 
 linking projects/start-ups to other companies (e.g. putting in place supply chain links). 

The two BV directors spend around one day each per week, providing support to the start-up 

projects/companies they are working with. New entrepreneurs can take part in publicly funded 

entrepreneurial learning opportunities. 

Entrepreneurs in receipt of funding from BV are usually young PhD graduates. Most are working 

on their first commercial project; five are men and two are women. 

To date only two projects have reached the commercial stage. These companies are currently 

presenting their projects to companies for commercial investment so it is too soon to draw 

conclusions about the effectiveness of BV support and its impact on start-up success or failure rates. 
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The example from Portugal supports the finding that private companies independently provide 

support to entrepreneurs, without funding, alongside their main business activity: the directors 

of BV venture capital company evaluate business ideas financially and commercially and commit 

one day per week to support start-up companies and projects. This time commitment and 

company knowledge of the sectors and markets involved is invaluable to entrepreneurs in 

commercialising their ideas. 

 

 

 

Guidance for specific groups 

 

Self-employment provides a route through which people identified as marginalised or 

disadvantaged can actively engage with the labour market and/or the economy. While guidance 

and support for groups such as women, young people, immigrants and ethnic minorities, and the 

unemployed or low skilled mirrors that delivered to aspiring and new entrepreneurs in general, 

efforts also need to focus on raising awareness of available activities through outreach. 

 

This section identifies the types of activity developed via programmes typically oriented towards 

marginalised, disadvantaged or underrepresented groups. 

 

Migrant entrepreneurs 

While migrant entrepreneurs are likely to face the same sorts of difficulty as any person trying 

to set up their own business, the following specific barriers exist: 

 restricted access to financial and institutional support services; 

 language barriers; 

 limited business, management and marketing skills; 

 disproportionate concentration in low-skilled activities where the scope for growth, 

diversification or entry into mainstream markets is limited. 

 

Even though certain migrant communities are noted for their entrepreneurial activities, limited 

business, management and marketing skills are identified as barriers to establishing one’s own 

business. Findings from a report by Middlesex University from 2000 also identified that migrants 

access general management skills and business support less frequently and are more likely to 

rely on informal sources of assistance (CEEDR, 2000) (37). However, there is a danger that informal 

sources of advice (family and friends) can be misinformed, hampering individuals’ efforts to start 

their own businesses. Migrant entrepreneurs might also be less likely to utilise wider 

marketing techniques, as they often form a niche market within their community or locale. 

 

Despite such problems and constraints, successful programmes exist that deliver guidance and 

support to migrant communities. Migrant populations might be more likely to rely on support 

from family and friends rather than expert guidance and they are less likely to have access to the 

kind of support provided by authorities and institutions. It is imperative that targeted business 

support services come up with innovative ways of reaching these clients. 
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One successful approach is to set up offices in the middle of the hard-to- reach communities, 

while at the same time creating a style attractive to the target public with good referral networks. 

For example, in order to set up the Copenhagen Business Centre, the project officers first spent 

six months of intensive outreach in targeting particular areas of the shopping district of the city 

that are dominated by migrant populations. In doing so it managed to create the trust and 

rapport necessary to encourage its target clients to attend the business centre when it opened. 

 

Another approach is to train local NGO's to provide business advice, thereby, building on the trust 

they have acquired within their communities. An EQUAL project from France targeted migrants 

living in the deprived Parisian suburbs who principally come from sub-Saharan Africa, are 

illiterate and have been working in the informal economy. ADIE used links within the 

communities and word-of- mouth contacts to reach out to members of the community 

(principally women) and encourage them to bring their traditional activities such as crafts 

production into the mainstream. Other examples of such outreach work are illustrated in 

Example 7. 

 

Example 7. Business support outreach projects funded by EQUAL Initiative 

 

Another way of supporting migrant entrepreneurs includes holistic, business incubator types of 

environment, offering services that help young businesses to grow. Statistics show that they are 

very successful in improving survival rates, raising the three-year survival rate of new business 

from 50% to 85% (Johnson et al., 2008). Positive and recognisable roles models also help to 

encourage new and diverse people into the entrepreneurial sector, so awareness-raising and 

media support can help significantly with this. 

 

Women 

Women have specific guidance needs because of the ‘gendered’ barriers they face in setting up 

businesses. Appropriate guidance can also significantly increase the survival rate of companies 

set up by female entrepreneurs. In Germany, for example, training designed specifically for 

Bridge (Hungary): 

 staff on the Bridge project managed to reach the target Roma community by working through 
the local community council. 

 

Faith in business project (London, UK): 

 pastors in African Caribbean Baptist churches help inform African and Caribbean migrants in 
their congregations about community business support resources. 

 

Transformando (Madrid, Spain): 

 staff engage with migrant communities on the street. They try to attract potential clients who 
would not be prepared to come into a formal office and identity or nationality papers are not 
requested. The project is based on a respectful and proactive attitude and further clients are 
recruited by word-of-mouth. 
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women led to business survival rates of around 80% compared to an average of 30% on normal 

courses (Johnson et al., 2008). 

 

For this reason, a number of studies indicate that women who are aspiring to be entrepreneurs 

need support specifically targeted at women such as financial incentives, mentoring, links to 

business networks, and role models. Women can experience difficulties in dealing with banks 

and entering informal financial networks, so they need information and guidance on business 

finance. The balancing act related to the reconciliation family and work life is another barrier 

for some potential women entrepreneurs. The lack of access to networks that provide 

information, advice, and business contacts is another concern, and links to business networks, 

contacts and peer support are vital. More than anything, many women lack a belief in their own 

skills as entrepreneurs: female entrepreneur role models may be an effective method of 

showing that women can be skilled and successful in ‘doing’ business. 

 

A study in the UK found that prospective women entrepreneurs need appropriate finance 

mentoring and coaching and access to ‘networks’ or social capital (Prowess National Policy 

Centre, 2008). They also need greater incentives to move into enterprise than their male 

counterparts: these may include measures such as role models, as well as tax relief on childcare. 

Research has shown that women find mentoring, in particular, attractive, preferring more 

'transformational' support which is long-term, relational and holistic’ (ibid.). Mentoring support 

for women was found to be most effective when provided by peers, and when mentors were 

experienced and well- connected, matched carefully to their mentees, and when e-mentoring 

was complemented by face-to-face support. 

 

 

Summary of ways to improve career management 

 

General assessment 

This chapter discovered that there are various self-management and guidance strategies, tools 

and practices available that can be helpful to the career development of aspiring and new 

entrepreneurs. Sometimes the impact of such interventions on the career management skills 

of entrepreneurs is direct (e.g. in the case mentoring) while in others it is indirect (e.g. in 

the case of media activities, and information and advice services offered by business advisers 

and coaches). Much of the guidance is provided through non-formal means by individuals with 

greater enterprise, rather than career guidance, expertise. 

 

Career management skills help novice and prospective entrepreneurs to understand and 

appreciate their potential as an entrepreneur and how other entrepreneurs network, think and 

learn. CMSs also improve the ability to learn, deal with changes in business and career, and to 

overcome problems. Career management skills also have a practical dimension. They help 

entrepreneurs to become more aware of the opportunities for support, advice, grants, loans and 

networks and what needs to be done to access them. Career management skills are important 

to new business formation, sustainability and growth. 
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Successful practices 

Mentoring arrangements are seen as one of the most effective, though not yet widely available 

across Europe. There is an acute shortage of well-coordinated and facilitated mentoring services 

for entrepreneurs. Evidence from literature and case studies illustrates that entrepreneurial 

mentoring arrangements can yield many benefits to prospective and new entrepreneurs related 

to their career management skills. Through the mentoring relationship, the aspiring and new 

entrepreneurs are able to develop both professionally and personally. Mentors encourage 

novice entrepreneurs to think and learn from their own actions in critical situations, with the 

result being either a change in their behaviour or drawing out of lessons. Mentoring allows 

entrepreneurs to examine their (prospective) companies from a more objective standpoint, 

while continuing to play a role as a leader and think about its development. Mentoring is 

particularly useful in the transfer of knowledge about the business world and the development 

of entrepreneurial skills. 

 

Networking can improve the ability to identify available opportunities for personal, professional 

and/or business activities and understand the ‘bigger picture’ such as a broad understanding of 

the workings of the economy, and the opportunities and challenges facing an employer or 

organisation. Peer-to-peer learning opportunities allow sharing of experiences, discussing 

practical ways of solving problems and accessing information about training and support 

services. Media activities on entrepreneurship can raise awareness and readjust expectations 

about life as an entrepreneur. They can help to understand the reality of being an entrepreneur 

(including failures and successes), teach them about risk assessment, and improve their 

understanding of products and market demand. 

 

Online business guidance and support tools can offer many benefits. If created and managed 

appropriately, they have the potential to reach out to wider/different audiences than more 

conventional means of support as they can be made available to users, regardless of where they 

are based. They provide an ‘instant’ source of information/advice (e.g. for information which is 

already online). They can be more resource-efficient than face-to-face support or traditional 

methods such as the distribution of hard copy publications and help people to establish a 

network of contacts or get advice/share experiences with their peers. 

 

The study countries differ greatly in terms of information and advice offered by public authorities 

(PES and business support networks), employer representatives (associations of entrepreneurs 

and chambers of commerce) and online enterprise services. They can contribute indirectly to the 

development of career management skills of new entrepreneurs by acting as brokers between 

general and specialist support services. The example from Portugal reinforced the finding that 

private companies independently provide support to entrepreneurs. This support is tailored to 

the individual needs of the entrepreneur and, while not formally guided, often takes place 

regularly due to the commitment of the company and entrepreneur to make the venture 

succeed. 

 

Support and guidance for migrant entrepreneurs is being encouraged in Member States in 

reaction to both political trends (led by the EU) and social developments such as economic 

decline and immigration increases. Research has also shown that such support and guidance can 
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pay off: the EQUAL experience shows that business start-ups have been steadily increasing in 

regions where holistic interventions to support entrepreneurs from disadvantaged backgrounds 

have been implemented (EQUAL, 2004). 

 

While migrants do not differ too much from native populations in terms of the issues they face, 

as a non-native group which might be hard for support services to reach, they need services 

which are tailor-made and targeted. Migrants need coaching and mentoring from professionals 

who have up-to- date institutional and administrative knowledge of the host society, rather than 

informal networks of personal contacts who might not have accurate information. They need 

training within their community by trainers who understand the specific cultural needs of that 

community: this can be achieved by specific outreach programmes and ‘training of trainers’. 

Community based ‘business incubators’ help migrants who are already entrepreneurs to expand 

their business and bring it into the mainstream successfully. Positive role models of  migrant 

entrepreneurs in the media can overcome some of the psychological barriers holding back 

migrants from pursuing their enterprises. 

 

Challenges in delivery of career management skills 

The challenge facing the expansion of mentoring opportunities concerns the difficulties in finding 

both funding and organisations to connect start-ups with available and appropriately skilled 

mentors. In order to convince more authorities to invest in mentoring, more scientific and 

longitudinal ‘value-for-money’ assessments are needed to demonstrate their value. So far, most 

studies related to mentoring schemes focus on analysing the attitudes of mentors and mentees 

about the programmes; such attitude surveys illustrate very positive results. All parties involved 

in mentoring initiatives are convinced that they are good value for money. However, it takes 

time and thorough research to demonstrate the longer-term ‘effects’ in monetary terms. 

 

The cost of guidance and advice offered by entrepreneurial mentors is another complex matter. 

Mentors can be paid or they can offer their services free of charge. Some stress that mentee 

commitment is better guaranteed when they pay a fee for this type of service (e.g. the approach 

sometimes used in the UK); the Nordic model tends to encourage mentoring based on voluntary 

support. It is believed that mentees who are paying for professional mentoring sometimes 

expect ‘guaranteed answers’ because that is what they are paying for. There is also danger that 

this confuses some mentees about responsibility; the ownership and responsibility of business 

problems and resolutions must always lie with the mentee (the entrepreneur). However, this 

can confuse some mentees who pay for a mentoring service. 

 

Mentors need to be able to acknowledge that they may not be the right person to provide a 

specific piece of guidance. In these cases they need to be able to introduce the mentee to 

someone who can be more effective. However, this is not easy if the mentor is paid for their 

work: they are expected to be able to provide this help or they may not be seen to provide ‘value-

for-money’. There are potential disadvantages to the provision of support and guidance through 

online measures. Online services based on mentoring and provision of one-to-one advice are 

rarely a substitute for face-to-face interaction, especially if the guidance needs of the individual 

are complex; such online tools cannot go into the same depth as is possible through face-to-

face interventions. Some online services also require quite intensive management of the site, 
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e.g. forums, matchmaking services for mentors/mentees. This means that the online provision 

does not necessarily equal inexpensive provision. 

 

For these reasons, online business guidance and support tools should be seen as complementary 

to other mainstream provisions, though their role might continue to grow in years to come as 

young people are increasingly operating in the ‘online’ sphere; their work, studies and even their 

free time is centred around the internet and its services. As shown by the face-to-face mentoring 

case studies, there are many experienced entrepreneurs who are willing to volunteer their time, 

free of charge, to support their less experienced ‘peers’. It is important that this voluntary 

resource is used, whether it is for online or face-to-face support purposes. 

 

The media have a relatively strong influence on attitudes towards things that listeners do not 

know well from direct life (European Commission, 2007), but they media are more likely to 

reinforce existing attitudes than to change them. Their main contribution to entrepreneurship is 

perhaps encouraging people who are considering setting up a business that it is feasible. Both 

European and Member State policies increasingly emphasise the importance of providing 

targeted and tailored entrepreneurship support and guidance to women. Courses teaching 

entrepreneurship skills to women and internet resources and databases of support services 

seem to be quite widely available in Europe.  

 

It seems, however, that the kind of face-to-face, customer- focused and relational support that 

women would prefer, such as centres that provide women-specific entrepreneurship advice and 

mentoring schemes, are scarcer. Many national agencies exist for women entrepreneurs but 

they do not necessarily have sufficient regional/local (‘grass-root’ level) presence to reach to 

women all over the country and from all walks of life. Mentoring schemes are seen by some as 

challenging and/or expensive to set up. Some question the understanding of the policy-makers 

of the women’s enterprise agenda and, in particular, whether the critical role of all-

encompassing, women-friendly support is sufficiently understood and how it should sit alongside 

mainstream provision in inspiring and supporting women’s enterprise. 

 

 

Young People: General context 

 

There has been a considerable shift across Europe in relation to entrepreneurship in recent 

years and there is clear evidence that education and guidance have roles to play in supporting 

Europe’s future entrepreneurs. Assisting individuals to think creatively and embrace innovation 

is essential to developing the future workforce. Not everyone needs to become an 

entrepreneur, yet all members of society need to be more entrepreneurial. Getting people to 

face challenges and uncertainty in the world of work with entrepreneurial spirit will provide the 

European economy with independent and creative doers who can ‘think outside of the box’, 

respond to challenges and adapt to change. 

 

Most young people are interested in getting to know better who they actually are; they tend to 

be open to self-exploration. Guidance presents an opportunity to influence their attitudes 

towards entrepreneurship and to make young people aware of the prospects and feasibility of 
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becoming an entrepreneur. Guidance has the potential to increase participation in 

entrepreneurial learning opportunities and other activities aimed at stimulating the interest, 

skills and confidence of young people to take forward a business idea. This should increase the 

number of people who launch and grow new companies. 

 

Entrepreneurial guidance and learning must be seen as a lifelong process of developing 

individuals’ confidence, skills, attitudes and behaviours. This study confirms the findings of 

previous research in that it is important to familiarise children and young people with 

entrepreneurial attitudes and skills as early as possible. Entrepreneurship should be integrated 

into the education system at primary and secondary levels as well as in higher and adult and 

continuing education. Guidance professionals and teachers operating in all learning contexts 

need to be confident in dealing with entrepreneurialism to provide appropriate information, 

advice and support. 

 

Formal and non-formal guidance 

 

The research conducted to prepare this report has shown that a range of guidance-based 

approaches are being implemented in European countries to develop aspirations among young 

people towards starting a business as a career option. Guidance is also increasingly being 

embedded in the entrepreneurship learning processes. The high level of interactivity in 

entrepreneurship education and the focus on solving real-life challenges faced by companies and 

entrepreneurs allow students to explore entrepreneurialism as a career option. Learners have 

access to a range of different guidance and learning experiences: they can establish how their 

personality, skills and core attributes match entrepreneur profiles and participate in practical 

assignments, exposing them to the demands and rewards associated with entrepreneurship. 

 

Guidance for an entrepreneurial career is seen to play an even greater role in today’s society, 

where young people can no longer expect to find a job-for-life but instead spend shorter periods 

of employment at one company/organisation. They must undertake different career pathways 

and make occupational choices at varying points in their lifetime. While it can still be argued that 

a career as an entrepreneur continues to be less secure than a career as an employee, careers 

services are already preparing young people for a working life which is characterised by much 

greater uncertainty than before. Within this context, VET and HE institutions that help to equip 

young people to develop entrepreneurial attitudes (e.g. creativity, flexibility and responsibility) 

and skills (e.g. identification of opportunities, team work, networking, etc.), serve a broader 

purpose in that they help young people to learn to cope with the uncertainty of today’s labour 

market. Schools, colleges and universities need to be entrepreneurial in their approach to 

preparing individuals for the future; this is an idea also promoted by the Oslo Agenda for 

Entrepreneurship Education. 

 

Engaging young people in entrepreneurial activities 

 

The study identifies a number of lessons regarding the role of guidance in engaging young people 

in entrepreneurship learning and related activities. Awareness-raising and information provision 

(i.e. printed and digital information and guidance on becoming an entrepreneur) is still the most 
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common method of engagement for VET and HE institutions across Europe. However, while such 

methods are common and have an important part to play in information- dissemination, they 

may not necessarily be the most effective method of engaging students in entrepreneurial 

learning. Non-formal guidance methods, utilising the power of recommendation in the form of 

student ambassadors and student led clubs and networks, prove very successful at informing, 

and thereby engaging, students in entrepreneurship learning. In some universities, up to 80% of 

learners have been engaged through this method. It is particularly useful to tap into the 

enthusiasm and motivation of former students who have just participated in entrepreneurship 

learning and guidance. 

 

Awareness-raising through taster sessions about entrepreneurship provide an alternative 

method of informing young people about entrepreneurial concepts and approaches. Guidance 

services have an important role to play in progressing interested young people from such 

familiarisation activities towards entrepreneurship education that will allow them to deepen 

their knowledge and to develop the entrepreneurial ability to identify and capitalise on business 

opportunities, to launch a business and manage its growth. 

 

Events and festivals can be an effective way of reaching large groups of students at one time but 

focus on events and other project-based approaches tends to rely on short-term funding which 

makes such approaches fragile. Consequently, they need to be combined with approaches that 

have a more long- term view and higher impact on entrepreneurial skills and competences. 

 

Although some of the newer media methods are criticised by some, case studies indicate that 

social networking sites are another successful way of reaching out to the wider student 

population, and several universities are looking further into this form of recruitment. Some 

online-based guidance platforms have been created for students and aspiring entrepreneurs to 

assist networking, and to provide support. However, the case studies demonstrate that there is 

immense value in real person-to-person interaction; while online services within VET/HE can 

support entrepreneurial activities, they cannot replace one-to-one support. Role models and 

mentors underpin most successful guidance-oriented entrepreneurship programmes; students 

want to see, and get to know, those who have success stories to tell. The involvement of 

entrepreneurs themselves is also critical. 

 

There has also been an increase in entrepreneurial publicity campaigns and TV/radio 

programmes attracting mass audiences. Such items present ordinary people pursuing 

entrepreneurial goals. Despite there being numerous criticisms due to a lack of assessment of 

their methods or educational value, these activities have a significant symbolic value in fostering 

people’s aspirations, raising awareness about entrepreneurship, showing ‘ordinary’ people that 

everyone has the potential of being an entrepreneur and also presenting lessons about 

entrepreneurship. Extracurricular activities can serve a dual purpose and are useful where 

entrepreneurship is not embedded in curricula as follows: 

 raising awareness about entrepreneurship as a career choice and about 

entrepreneurship learning opportunities; 

  strengthening students’ transversal skills for entrepreneurship, e.g. innovation, creativity, 

problem-solving and adaptability, and entrepreneurial competences, e.g. business planning, 
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market awareness, understanding of regulation and legislation. 

 

However, the focus should shift from extra-curricular ‘add-ons’ to a model of education in which 

entrepreneurship is embedded in the curriculum. Different engagement methods are needed. 

For example, evidence from the HE sector suggests that students with business and economics 

backgrounds are more easily attracted to entrepreneurship learning than students with 

technical, social or science backgrounds. This said, the recruitment of technology and 

science students is particularly important if the HE education sector is to pay particular attention 

to the high-growth business agenda and the commercialisation of research. 

 

 

 

Key lessons 

 

Business involvement in entrepreneurial initiatives at all levels has been generally patchy and 

unstructured. However, evidence implies that there is growing interest from companies, 

entrepreneurs and business professionals to engage in entrepreneurial ventures, moving 

towards the strengthening of links between education, business, research and innovation 

desired by the Europe 2020 Strategy. Some business professionals are motivated by potential 

opportunities to advertise their business (for possible later recruitment purposes) and others 

simply want to support entrepreneurialism among students. Some are motivated by the 

opportunity to seek student views on their business challenges. The case studies show that 

companies have been impressed by the results, and have gained much from participating. 

Resources, however, need to be dedicated to identifying and then engaging business, especially 

business owners, to ensure that their involvement benefits the entrepreneurship agenda. 

 

A key lesson generated through the dialogue between entrepreneurs and aspiring entrepreneurs 

is that there are no linear pathways or privileged routes that must be taken to achieve one’s 

career goals, but that pathways can be diverse and sometimes unexpected. Many organisations 

outside mainstream public education have played a key role over the years in introducing and 

supporting the entrepreneurship agenda of VET and HE institutes. Examples include associations 

representing entrepreneurs and/or SMEs, or chambers of commerce; the financial investment 

made by such organisations is impressive (e.g. the Nuits de l’Orientation initiative funded by the 

French chambers of commerce and industry). The level of investment afforded can be a proxy 

for the importance attributed by such organisations to activity in this field. However, such 

commitment is not evident uniformly across Europe. International organisations such as Ja-Ye 

and     EuroPEN have also made significant investments. These organisations are the main source 

of entrepreneurial activity in many countries in different ways. 

 

Future challenges 

 

It would be a significant task to create universal access to entrepreneurship education and 

guidance. Ensuring that teachers involved in entrepreneurship education are trained/retrained 

and supported to apply the experiential, hands-on approach required to deliver 

entrepreneurship education, and have access to guidance materials to support their work, is 
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a major task. The study confirmed that while most countries offer teachers some level of 

training on entrepreneurship, this is generally provided by external organizations and delivered 

on an ad-hoc basis and less likely to be part of a coherent, systematic approach to 

entrepreneurship training delivery. Guidance professionals will also need to be equipped with 

information and skills about the career opportunities offered by entrepreneurship. It is necessary 

to introduce cross-disciplinary approaches to entrepreneurship education, to integrate 

entrepreneurial support activities for guidance professionals and teachers/lecturers, and to 

embed interactive teaching. These changes will all require new models of working and new policy 

frameworks. 

 

The role of guidance is also limited by the fact that guidance professionals currently have limited 

contacts with the business world. Also, real entrepreneurs are not adequately included in the 

promotion of entrepreneurship as a career option in all IVET and HE institutions, though 

significant development has taken place. Despite a growing focus on entrepreneurship and a 

range of awareness- raising activities having been implemented, many students are still not 

always aware of entrepreneurship as a career option. Evidence indicates that many students still 

prefer more traditional employment positions rather than self- employment. Attitudes need to 

change, which requires investment in promoting entrepreneurship (and teaching children 

entrepreneurship for younger children as well), especially in mentoring and role model 

approaches. 

 

Significant anecdotal evidence is available to support the positive effects of guidance-related 

interventions discussed in this report, but empirical and longitudinal studies are less commonly 

available. This report has provided examples of evaluation results which are mainly linked to 

mini-companies, mentoring initiatives and the activities of some individual universities. 

 

The challenge lies in demonstrating the impact of specific entrepreneurial learning activities as 

well as the impact of formal guidance related to entrepreneurship. Impact assessment and 

evaluation work is hampered by a lack of commonly accepted indicators for success. Most often, 

entrepreneurship- related support programmes are evaluated on the basis of academic 

knowledge about entrepreneurship, academic performance more generally, business formation 

and wealth generation, and personal values and aspirations (Volkmann et al., 2009). If the 

guidance value is to be included, such evaluations should investigate entrepreneurship as a 

broader concept, including awareness of entrepreneurship as a career option and career 

aspirations of young and adult learners. They should also explore broader entrepreneurial 

attitudes, skills and competences. 

 

Policy 

 

In looking forward, a key starting point is the development of a policy agenda and associated 

policy framework for guidance related to entrepreneurship learning, covering education and 

training, employment and enterprise development, which promotes: 

 

 entrepreneurship as a career option for all, to aid diversification in the population 

of entrepreneurs; 
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 entrepreneurship as a mandatory element of the career guidance offer at all levels, for all 

pupils and students, in all types of education and training; 

 progressive and coordinated curricula for entrepreneurship education, where basic skills 

are developed in primary and lower secondary education and are further developed 

through upper secondary, IVET and HE which is then taken forward by individuals as they 

enter working life; 

 training for career guidance professionals (and other education and training 

professionals) to ensure they are equipped to support individuals to acquire 

entrepreneurial skills/competences. 

 

As emphasised in the 2008 Council Resolution on better integrating lifelong guidance into 

lifelong learning strategies, entrepreneurship guidance and learning cannot operate in a 

vacuum: it has to be intrinsically linked to the employment and enterprise development policy 

agendas. 

Practice 

 

As part of this policy framework, schools, VET and HE institutions need to be encouraged to 

provide learning environments that develop students’ entrepreneurial skills and competences 

and embrace entrepreneurial principles across curricula: developing initiative, confidence, self-

efficacy, creativity, responsibility and determination. Measures taken to support the 

development of entrepreneurship skills and their application in the world of work need to be 

complemented by appropriate start-up support. 

 

Appropriate media need to be used to promote entrepreneurship to students and workers 

interested in establishing their own businesses. Guidance practitioners and education and 

training professionals need to ensure that individuals interested in entrepreneurship have 

access to credible role models and possible mentors, hence links are to be established with 

appropriate business people: former students, local entrepreneurs, etc. Such role models play an 

important role in explaining the path they took to entrepreneurship, what it entailed and how 

their studies linked to self- employment, enabling aspiring entrepreneurs to understand the 

challenges they might face. Schools, authorities and project promoters should seek to tap into 

the willingness of many experienced and/or retired entrepreneurs to volunteer their time to act 

as a role model or mentor. 

 

The types of extra-curricular activities described in this report should continue to play a key part 

in helping to develop entrepreneurship. Cross- disciplinary initiatives enable students to draw 

on expertise of colleagues with different outlooks and skill sets and thereby help to build 

entrepreneurial characteristics such as teamwork and creativity. 

 

A ‘meeting of minds’ that brings together academic theory on entrepreneurship and practical 

experience is necessary so theory and practice becomes intertwined. Practical experience is 

crucial and allowing students time in businesses learning from entrepreneurs, as well as bringing 

entrepreneurs into education and training institutions, provides the necessary exposure to 

understand day-to-day business practices. Many underachieving students excel in practical, 
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entrepreneurship-oriented activities. Work placements and internships in SMEs, start-up 

companies in particular, can also be useful for stimulating interest in business formation. 

 

In pursuing an entrepreneurial policy agenda, it is paramount that careers guidance and 

education and training professionals are equipped with the necessary skills and knowledge to 

support students. Such skills and knowledge need to underpin their day-to-day activities, and so 

should be built into initial and continuing training. Guidance services, including those aimed at 

supporting aspiring and new entrepreneurs, should be accessible to everyone. They also should 

take into consideration the specific barriers to entrepreneurship faced by individuals from 

disadvantaged backgrounds and groups which are currently under-represented in the 

entrepreneur community. 

 

This study also reinforces the recommendations of the 2008 Council Resolution on lifelong 

guidance in that it emphasises the importance of equipping individuals with skills to manage their 

careers throughout their lives. Career management skills can help prospective and new 

entrepreneurs to survive and succeed in a challenging business world. Mentoring between new 

and experienced entrepreneurs is one of the most effective ways of equipping novice 

entrepreneurs with skills and competences to manage not only their new business but also their 

career. Networking and peer learning and support opportunities should also be made available 

for new entrepreneurs. 
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Entrepreneurial guidance in higher education              
 

Guidance needs and requirements change as students mature and attain higher levels of 

education. By the time young people leave secondary school and enter higher education, they 

need entrepreneurial learning and guidance that is more sophisticated and diverse than the 

support offered at upper secondary level. Higher education institutions (HEIs) in Europe have 

a particularly important role in supporting students in their efforts to establish and run potential 

high-growth companies that are built around innovation and scientific research. 

 

HEIs across Europe are starting to respond to this demand for entrepreneurship-oriented 

guidance and other support, though to a varying degree. While mainstream guidance 

approaches are still used, many HEIs are finding that many of the new, innovative and student-

focused approaches to guidance are having a real impact on the entrepreneurial aspirations of 

students, participation rates in entrepreneurship education, and enterprise start-up rates. 

Undoubtedly, the degree to which guidance supports the entrepreneurial agenda of HEIs varies 

from one country to another as well as between HEIs. Differences in approaches can be detected 

also between vocational and academically oriented HEIs. 

 

This chapter aims to illustrate in practical ways some of the mainstream and more innovative 

approaches to entrepreneurship-oriented guidance in Europe: it does not cover all practices in 

Europe but sheds light on some successful ones. The overall goal is to illustrate how guidance is 

being utilised by HEIs in Europe as a tool to foster entrepreneurial aspirations, to encourage 

participation in entrepreneurial learning and to support the entrepreneurial efforts of students. 

Our research shows that guidance has a role to play in three different stages of student life in 

higher education: 

 

 entering higher education: guidance plays a pivotal role in guiding young people into 

entrepreneurial learning opportunities offered by HEIs. HEIs use innovative guidance 

based approaches to raise awareness about entrepreneurship, to engage young people 

and to promote the entrepreneurship learning opportunities offered by the institution. 

This is in addition to standard methods of information-dissemination through course 

brochures and online information hubs; during studies: 

 more HEIs are incorporating guidance into entrepreneurial learning opportunities in 

higher education to shift the focus of entrepreneurship education from theory to 

practical activity. This can help to steer the entrepreneurial career path of young people 

in a more authentic and inspiring manner than theory-based approaches; 

 HEIs are increasingly providing entrepreneurial activities as part of their extra-curricular 

offer. Such activities enable students to develop their own ideas, build self-confidence 

and guide them in the early stages of their entrepreneurial careers. Many of such 

activities therefore rely on non-formal guidance methods; 

 post-study period/enterprise start-up phase: HEIs provide guidance and other support 

for the start-up phases of business formation. 
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The role of entrepreneurial guidance in higher education 

 

The section has been grouped into four categories identified above: 

 guiding students into entrepreneurial learning opportunities; 

 embedding guidance in entrepreneurship education; 

 encouraging entrepreneurial activity in students; 

 provision of enterprise start-up support for students. 

 

Guiding students into entrepreneurial learning opportunities 

 

It is widely recognised that HE students across Europe need more opportunities to participate 

in entrepreneurship education, and that more work needs to be carried out to raise awareness 

of such learning opportunities among prospective and current students (e.g. European 

Commission, 2006a; European Commission, 2008a; Herrman, 2008; Potter, 2008; Volkmann et 

al., 2009). Guidance has an important role to play in ensuring that young people are aware of 

the entrepreneurial learning opportunities offered by HEIs, and in helping students to identify 

which of the opportunities is appropriate for them. 

 

This study has shown that HEIs typically use four different channels for informing and guiding 

students into entrepreneurial learning: mainstream information and guidance channels, such as 

prospectuses, recruitment campaigns and other mainstream activities of careers services; 

student ambassadors; student entrepreneur clubs; and general awareness-raising activities.  

 

Mainstream information and guidance channels 

HEIs promote their entrepreneurship education offer to several different types of student: both 

prospective and current undergraduate and postgraduate students, and professionals interested 

in returning to learning or setting up their own business. The method of engagement varies for 

each of these with mainstream channels primarily used to guide undergraduate students into 

entrepreneurship learning opportunities. Channels include the distribution of course 

prospectuses, information and recruitment campaigns, student fairs, open and taster days, 

‘master classes’, and other events with local schools and colleges, as well as websites and 

posters. The online survey (see 1.4. Methodology) carried out among policy-makers and 

practitioners from the field of guidance in Europe revealed that printed and digital information 

and guidance on becoming an entrepreneur remain the most commonly used methods of 

disseminating information. HEI career services have a central role in the process of informing 
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and advising prospective students about education and training opportunities, including courses 

and activities on entrepreneurship. 

 

For other target students, one-to-one and group meetings with the prospective students 

are more commonly utilised. Those returning to learning are often steered towards 

entrepreneurial learning by training and guidance professionals within organisations such as the 

chamber of commerce, associations representing entrepreneurs and the public employment 

service (PES). Websites of such organisations are also used to a greater degree than in the case 

of undergraduate students. As many entrepreneurship courses are delivered in English, 

especially at a master degree level, a growing number of European universities have also 

widened their target group to include prospective foreign students from Europe and beyond. 

 

Example 8. Newcastle University, the UK 

 

Newcastle University (NU) is a major research-intensive university located in Newcastle upon Tyne in the north-east 

of England. It has a core population of around 18 000 students. The university is one of a number of the UK academic 

institutions which have integrated an entrepreneurial development unit into their careers services. Even though 

similar services are offered by other universities in the country, the scale of support provided to students at 

Newcastle distinguishes it from others. The aim of having the unit and careers service under the same roof is to 

strengthen the students’ general (e.g. innovation, creativity and adaptability) and technical (e.g. business planning, 

market awareness, understanding of regulations and legislation) entrepreneurial skills. By ‘mainstreaming’ 

entrepreneurial skills – ensuring that all students have the chance to develop or improve their entrepreneurial 

skills, such as creativity and a sense of initiative– the objective is to widen the career prospects of university students 

and graduates, and improve employability. To achieve this, the unit organizes entrepreneurial activities in three main 

areas: 

 

 awareness-raising activities (e.g. business idea competitions and networking events); 

 education and training on entrepreneurship (e.g. a university enterprise programme and academic 

modules); 

 pre- and post-start-up business support (e.g. online tests, mentoring, one-to-one meetings with business 

advisers and entrepreneurs in residence). 

 

All full-time and part-time students and graduates of the university are eligible to take part in the unit’s services as well 

as non-Newcastle University graduates who fulfil certain predefined criteria and seek to develop a business idea. 

By organizing a range of different activities and ensuring that all students of the university have the opportunity to 

access these, the unit seeks to attract a large number of students, not only the ones who are ready to start their own 

business. The unit provides services to approximately 10% of the student population (around 1 800 students) each 

year. In the past the, largest number of students attended awareness-raising activities and only around 10% (or 180 

students) would participate in enterprise training. Even fewer (approximately 18 students) would move on and start-up 

their business. More recently, it has been noticed that there is a change in attendance rates for the unit’s activities. 

The number of students who attend awareness raising activities has fallen to approximately 1 000 students per year. 

 

Ensuring that the staff at careers services of HEIs have expertise in entrepreneurship is one way 

of making sure that prospective and current students are informed about available enterprise 

support and related learning opportunities. At Newcastle University in the UK, this has been 
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arranged by integrating the enterprise support unit with the career service offer of the university 

(see Example 15). This change was prompted by an employer survey conducted by the careers 

service; the findings suggested that new business creation is vital to the local economy and that 

employers value entrepreneurial skills and are more likely to employ students who have 

developed these skills and demonstrate an entrepreneurial spirit. The members of the 

enterprise team at the university realised that enterprise as a means of living, working and 

learning needed to be mainstreamed. This led to the establishment of the entrepreneurial 

development unit in the careers service of the university. 

 

Student ambassadors 

Another innovative method used by European HEIs to guide students and other young people 

into entrepreneurial learning is the peer-to-peer method. Many HEIs employ student 

ambassadors on a voluntary or paid basis to inform and advise other students about 

entrepreneurship courses available. This form of guidance has two advantages as it utilises the 

power of recommendation: students are more likely to relate to, and in some cases trust, 

another student than a senior or another outsider; and the information is more likely to be based 

on the experience of a former attendee rather than someone who has had no experience of the 

course. A further advantage is that student ambassadors have the potential to reach students 

who do not tend to use the careers services or who have not considered entrepreneurial 

studies or a career in this field; instead information can be passed from one student to another 

in an informal manner. 
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Example 9. Students ambassadors of the Norwegian entrepreneurship programme 

 

HEIs using this guidance method employ either former students of the entrepreneurial courses 

or other students at the university. The entrepreneurial development unit of the career services 

department at Newcastle University runs an intern scheme to raise the profile of 

entrepreneurship. Three student interns are hired every year on a part-time basis to inform their 

peers about the benefits of entrepreneurial learning and skills and the training and support 

services offered by the enterprise unit. In Norway, the national entrepreneurship programme, 

which involves all Norwegian universities and most university colleges, also runs a student 

ambassador programme. Former students are recruited to promote the entrepreneurship 

programme; this has proven to be a successful way of recruiting new students as 70-80% of 

course attendees learn about the course from students who previously completed the 

programme. 

 

Student-led enterprise clubs 

Another peer-to-peer method used by HEIs is the student-led enterprise club. Such clubs are 

established by universities in a range of countries, including Belgium, Denmark, Spain and 

France. Enterprise clubs provide students with the opportunity to understand what it means to 

be an entrepreneur and support access to entrepreneurship training. In Belgium the FREE 

Foundation and the non-profit organisation Les Jeunes Enterprises established 11 student 

entrepreneur clubs across HEIs. Currently, some 500 students are members of these clubs, 

organising entrepreneurship activities for thousands of students in different universities 

(European Commission, 2008a). 

The Norwegian entrepreneurship programme (Gründerskolen) is a joint programme offered by all seven 

universities and most university colleges in Norway. The programme consists of three parts: an introductory 

course on entrepreneurship that is run within all the participating universities and university colleges; a 

three-month internship in a start-up company abroad; and evening classes in partner universities abroad. It is 

offered to students who have completed their bachelor degree and it can be attended on a full-time or part-time 

basis (five and nine months respectively). 

The programme uses a variety of traditional recruitment methods to engage students on the programme. 

Information is disseminated through posters, brochures and information events. However, about 70-80% of 

students who participate in the programme have heard about it from students who previously completed the 

programme; this is down to the student ambassador scheme. 

The ambassadors are students who have just finished the course themselves, normally at the end of August 

when the participants return from their placement abroad. The ambassadors are recruited to promote the 

programme mainly during September and October as the closing date for the applications is in October. Recent 

attendees are mainly used as the programme coordinators want to tap into the enthusiasm and motivation of 

the students who have just participated in the programme. 

At least one student ambassador is active in each university, though some of the larger universities have up 

to three ambassadors. They are paid for their work on an hourly basis. Each ambassador is given the freedom 

to plan and choose the most appropriate information and engagement method for their university/college. 

They submit a plan to the programme coordinators in Oslo together with an indication of the time required to 

carry out the work. The time spent on guidance activities ranges from 10 to 100 hours per ambassador. 
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The student entrepreneur club at the University of Navarra in Spain is a good example of the way 

in which student-led clubs are guiding HE students into entrepreneurial learning. The club 

provides information to the university’s students through blogs, social and professional 

networking sites and via word-of-mouth, in addition to traditional information tools. According 

to the leaders of the club, engaging with students when they first join the university (for example 

at open days, induction fairs, etc.) is the best method for reaching a wide student population. 

 

Example 10. Entrepreneurs’ Club, University of Navarra 

 

Awareness-raising activities 

The lack of exposure to entrepreneurship as a viable career option can be a barrier to 

participation in entrepreneurship education. Chapter 2.3 showed that a high percentage of 

people have never considered building a career around their own business venture. The surveys 

carried out among European policy-makers and guidance practitioners also confirmed these 

findings; respondents were asked to estimate the proportion of HE students in their country who 

express an interest in becoming an entrepreneur. The majority of those who answered (12 

out of 15) stated that less than a quarter of students were interested in becoming an 

entrepreneur. It is important that HEIs find ways of raising awareness and thereby generating 

motivation to take up learning in this field. 

 

Our research shows that events, such as entrepreneurship days and weeks, are one of the main 

channels through which HEIs disseminate key messages regarding entrepreneurship education. 

Such events are sometimes organised directly by individual HEIs and on other occasions they are 

developed in partnership with other stakeholders such as the ministry of education, local 

The University of Navarra, in the city of Pamplona, Spain, has a strong interest in developing 

entrepreneurial spirit among its students. The ethos of the university is to create employers (and not only 

employees). The commitment to the development of future entrepreneurs is demonstrated by the 

establishment of the Entrepreneurs’ Club (Club de Emprendedores). The Club, established in 2006, is for 

students interested in developing their business careers. The Club offers activities for students ranging 

from work placements and opportunities to network and meet entrepreneurs, to entrepreneurship 

training. 

To ensure that all students are aware of the entrepreneurship training and other activities of the club, 

various methods are used to advertise its activities. First, all students are sent a letter inviting them to join 

the club at the start of the academic year. Social networking sites such as Facebook, Tuenti, Club Blog, 

YouTube and LinkedIn are used to promote the activities. Training activities are also advertised in the 

weekly university newsletter, and displayed on TV screens across the university campus. The university 

radio also has a weekly time-slot for the club to promote and discuss its activities. Assigned club members 

in each faculty promote the activities in lectures and tutor groups, and former participants of 

entrepreneurship courses and the alumni association of the club spread information about the courses 

through word-of-mouth. The club also has a stand during open days and other welcoming events for new 

students to introduce its activities. 

While all faculties are involved in promoting the activities of the club, students from the communication, 

economy, engineering and law faculties most frequently join it. 
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communities or the private sector. In Iceland, the Ministry of Education organises four annual 

events on entrepreneurship, targeting students in secondary and higher education. ‘Make it 

happen’ is a UK public/private initiative sponsored by universities, national business support 

service (Business Link) and one of the leading banks (HSBC). As part of the initiative, a 

roadshow is organised every year around the UK universities to advertise the services on offer 

to graduates who want to start their own business. 

 

In Bulgaria, the ‘Rising stars’ youth business forum was held for the first time in 2009. The forum 

is an opportunity for secondary school and university students to meet business professionals 

and entrepreneurs. In France, the University of Nantes organises an entrepreneurial marathon 

with multidisciplinary teams. The aim of this event is twofold: to raise student awareness of 

entrepreneurship as a career option and to encourage communication of students of different 

disciplines (NIRAS Consultants et al., 2008). Every year the European SME week engages HE 

students from across Europe: in 2009 a range of seminars were held for Lithuanian HE students, 

which were facilitated by young entrepreneurs. 

 

 

Embedding guidance in entrepreneurship education 

 

Aspiring entrepreneurs appreciate practical learning opportunities, since mastering essential 

skills like networking, business planning, business idea development and opportunity 

recognition, client relations, communication, research, team work and leadership demands more 

than reading or learning theory. Instead, group assignments, presentations, real-life case studies, 

assignments for companies and mock scenarios help to build the necessary practical skills. 

 

Such approaches to teaching entrepreneurship have guidance embedded in the learning process. 

The high level of interactivity and the focus on solving real- life challenges faced by companies 

and entrepreneurs engage the student in career exploration so that they become an active 

participant in the process itself. HE students can see how their personality matches a career as 

an entrepreneur as the practical assignments get them involved and can inspire them to think 

about their personality, and demands and rewards associated with entrepreneurship. Guidance 

associated with hands-on teaching methods is also strengthened by the fact that they allow 

students to get a taste of a typical day of an entrepreneur and get a feeling of the types of skills 

and attitudes they need to develop before embarking on an entrepreneurial venture. Typically, 

practical assignments also strengthen student capability to act on their own authority and 

therefore improve their decision-making skills, which are necessary for any entrepreneur. 

 

Our research shows that under- and postgraduate level courses and modules on 

entrepreneurship use the following practical teaching methods to stimulate learning and the 

student career exploration: 

 case study based assignments and course work; 

 group assignments to plan and launch a new business; 

 real-life assignments for companies; 

 development and assessment of business plans and strategies; 

 business simulations and games; 
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 visits by entrepreneurs and visits to companies; 

 observations and shadowing senior managers and entrepreneurs; 

 work placements in start-up companies. 

 

These teaching methods are typically combined with lectures and more traditional forms of 

teaching. Examples of courses which are purely theoretical or practical in their approach can also 

be found, but there is a clear shift in focus towards practical approaches (e.g. European 

Commission, 2008a; Herrmann et al., 2008; Volkmann et al., 2009). 

 

Action-oriented, interactive teaching pedagogies methods are already prevalent in HEIs across 

Europe, but are seen as comparatively new and innovative in countries such as the Baltic States. 

The extent to which such methods are integrated into curricular or extra-curricular education 

opportunities varies. Some of these approaches are discussed next: 

 case studies, practical group work and assignments for companies; 

 internships and shadowing opportunities; 

 ‘fully’ entrepreneurial delivery models; 

 business simulations and games, and the role of new media channels. 

 

Case studies, practical group work and assignments for companies  

It is increasingly common for HEIs to use the ‘business cases method’ in association with 

businesses and entrepreneurs; examples were found in most European countries. When 

businesses provide students with real business problems to solve, the learning becomes 

mutual as the students learn from the practical experience and contacts, and the company 

gains further insight and a different perspective from the students. This also helps to build 

cooperation between established businesses and the prospective entrepreneurs. The method 

can result in better quality entrepreneurship learning for students and the possibility of gaining 

further perspectives in practical business problem-solving. 
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Example 11. Hec-Ulg Entrepreneurs, University of Liege, Belgium 

The business case method is embraced by the entrepreneurial programmes of the Bocconi 

University in Italy, the Bucharest Academy of Economic Studies (ASE) in Romania, the European 

University of Cyprus and the University of Liege in Belgium. The Hec-Ulg Entrepreneurs 

postgraduate level course at the University of Liege (see Example 18) is run with close guidance 

from senior business professionals and entrepreneurs who participate in student practical 

assignments, teaching, mentoring and evaluating student performance. The programme also 

offers an opportunity for students to shadow experienced business managers. 

 

The direct involvement of entrepreneurs in the teaching of entrepreneurship education has been 

ensured at the University of Valencia in Spain by having business owners finance and manage a 

Chair on entrepreneurship education. This means that teachers/lecturers on the accompanying 

course on entrepreneurship are drawn exclusively from the local business community; they not 

only act as role models but are involved directly in teaching entrepreneurship education 

(McCoshan, 2010). 

 

The University of Liege is one of the two universities in the Walloon region, Belgium, which has developed 

a specific master’s degree programme on entrepreneurship. The Hec-Ulg Entrepreneurs is a master's degree 

focusing on equipping students with the information, tools, and self-confidence required to become 

entrepreneurs. This master's degree is centred around providing students with soft, transferable skills and 

practical experience, which can help them with their entrepreneurial aspirations. The pedagogy of the 

degree course is unique through its use of a range of interdisciplinary ‘missions’ which tackle all aspects 

of the business cycle. 

The degree offers the following seven missions: 

 business creation – the development of a real and exhaustive business plan; 
 corporate recovery – with support from a specialist in transfer and acquisition; 
 selling and negotiating – one-week of intensive seminars followed by a work placement; 
 strategy and growth – a diagnosis of business and growth and/or redeployment strategy; 
 assistant to a manager – supporting and shadowing a senior business person; 
 international communication – creating communication tools and plans; 
 development of a personal project – after validation by a jury. 

The missions/assignments are based on real contracts commissioned by businesses. These businesses 

wish to expand, evaluate corporate recovery, develop a new strategy, or plan an international expansion 

and thereby give students the opportunity to acquire hands-on experience, with the expectation that the end 

result will be readily useable by the client company. 

The mission on business creation is overseen by a mentor from an enterprise. The mentor shares 

his/her experience with the participant and supports the set up of the work programme, fostering team 

work and developing the rigour of their work, while leaving the student with the overall responsibility 

for the result. 

Students also have a chance to shadow and support a senior manager (to be their right-hand 

man/woman). The student learns how to overcome problems in a stressful environment and the impact 

this can have on business decisions and practices. 

Experienced businessmen and women are included in the teaching panel. The degree is taught by a group 

of 60 lecturers and business experts, including entrepreneurs. The jury for the development of a personal 

project also includes professionals from the private sector. 

Since September 2005, an average 20 students per year have participated in the programme. 
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Internships and shadowing opportunities 

Some other HEIs use internships/work placements as a method of familiarising students with the 

world of entrepreneurship. Internships can be an effective method of equipping students with 

entrepreneurial skills and careers provided that they are well organised and tailored, and 

supported by pre- and post- placement evaluations that allow students to reflect on the 

objectives and lessons they have learnt. Another important element is tailoring the placement to 

the needs of prospective entrepreneurs, for example, by organising internships in start-up 

companies. While it is mandatory for HE students in some countries/courses/HEIs to take part 

in a placement as part of their course, unless the placements are tailored to the entrepreneurial 

context, the impact on the skills and aspirations gained may not be as great as initially hoped. 

 

There is usually a cost attached to organising high quality, targeted internships in start-up 

companies. Consequently, relatively few entrepreneurship programmes identified as part of this 

study use this method. A lack of such opportunities can also depend on the HE system of the 

country and the extent to which work placements are used. Work placements are not a 

mainstream feature of HE systems in some countries (e.g. the UK) and in others they are used 

primarily by vocationally orientated HEIs, such as polytechnics (e.g. Finland). In some countries 

work placements are only used in the context of business and management studies and are yet 

to be introduced as part of entrepreneurship courses (e.g. Iceland). In Lithuania, the government 

made a decision in March 2010 to invest an additional EUR 4.6 million (LTL 16 million) in work 

placement schemes for HE and VET students. In the Netherlands, the number of opportunities 

for prospective student entrepreneurs to participate in internships is being increased in the 

context of the HOPE programme. The HOPE programme is a public/private initiative to increase 

the entrepreneurial offer of universities of Leiden, Delft and Rotterdam. 

 

The Norwegian entrepreneurship programme (Gründerskolen) is an example of a successful 

entrepreneurship programme that involves shadowing and a work placement; students are 

required to participate in a three-month internship in a start-up company abroad.
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Example 12. Internships in a start-up company: the case of the Norwegian entrepreneurship 

programme (Gründerskolen), Norway 

 

Fully entrepreneurial delivery models 

General business and management courses can also be built around a fully entrepreneurial 

delivery model. One example comes from the Laurea University of Applied Sciences in Finland. 

They have developed a peer-to-peer teaching method which is used on some of their 

undergraduate business programmes (see Example 20). Project work with companies, 

entrepreneurs and organisations prepares students to direct and manage projects that are 

involved in running a business. The teaching method ensures that students learn to be 

independent, possess skills of initiative, communication and teamwork. As students have to take 

responsibility for their own learning, a certain level of maturity is also gained. Students regard 

the prospect of discussing and working with real entrepreneurs as providing the best opportunity 

for gaining knowledge of entrepreneurship. Further, through working in a project-based 

environment with others, students increase their self-knowledge, learn about their own 

strengths and ways of working, and what motivates them. 

 

The programme combines the theoretical aspect of business creation with practical assignments such as 

preparation of a real-life business plan or a marketing strategy. Classroom and course work based studies are 

followed by an internship in a product or service focused start-up company abroad. As the programmes 

seeks to boost the number and success rate of potential high-growth companies, the internships are 

usually hosted by high-tech companies, in companies such as IT, biotech or other technology sectors, 

which are less than three years old. The entrepreneurship programme is open to students from all 

academic disciplines but attended usually by students with either technical or scientific research 

background (e.g. science and engineering), or economics students. 

The programme has had a very positive impact on the entrepreneurial aspirations of participants. 

Based on the feedback from a 2009 survey (21) administrated by the alumni association, 40% of students 

had either founded or co-founded a company. Many students had continued their studies further, e.g. 

through undertaking a PhD, or were working in consultancy. About 94% of students felt that participation 

in the programme had a positive impact on their chance of getting a job. The number of students participating 

in the programme has also increased rapidly, from about six students in 1999 when the programme was 

launched to about 150 in 2010. 



 

The Project is co-funded by the European  Regional  Development  Fund  (ERDF)  and  by  national  funds  of  the  countries 

participating  in  the Cooperation Programme Interreg V-A “Greece-Bulgaria 2014-2020” 

 

Example 13. Laurea University of Applied Sciences, Finland 

 

Laurea University of Applied Sciences is a Finnish (22) vocationally oriented higher education institution located near the 

capital city, Helsinki (23). A key principle in Laurea’s teaching philosophy is learning through working on real-life business 

projects. Laurea aims to prepare students for employment by promoting entrepreneurship through professional 

advice and support to students in developing their own business ideas. 

 

Peer-to-peer teaching method 

A central pedagogical tool for this entrepreneurial model is a peer-to-peer (P2P) teaching method. Laurea has been using 

a P2P teaching method on its bachelor degree on business management (Tradenomi) since 2008. Previously, the method 

has been used in internationally renowned universities like Harvard and MIT to teach languages, mathematics and 

physics. On the P2P stream, students learn by working in groups on real life business projects with public and private 

sector organizations. Students get to experience how projects are run in real life businesses, and apply their newly 

acquired knowledge to solve real life problems. The cornerstones of the approach are experience, partnership, 

creativity, authenticity, and research orientation. 

All project work on the P2P stream is undertaken in groups of four to five students. There are no lectures and the only 

individual project is the final year thesis. Projects usually last around half a year, so students typically work on 

four projects a year; two are international projects which require students to carry out their assignment in 

English. 

The P2P method relies heavily on self-management and independent work. Students start each project by constructing 

a mind-map that defines what they should study and what steps they should take to be able to solve the problem. Teams 

develop a project plan, setting roles for each team member, defining the process and the sources of information that 

need to be found, as well as agreeing on milestones and deadlines. P2P projects are always authentic assignments 

for companies and organizations, enabling students to experience how real-life projects are run. Projects involve a 

range of topics and tasks, such as developing a marketing plan, undertaking a competitor analysis, and analysing 

strengths and weaknesses of businesses or business ideas. 

The role of the teacher on a P2P course is markedly different from that of a teacher on a ‘normal’ course. 

Teachers assume the role of ‘older colleague’ or ‘facilitator’, and they have to be flexible and multi-task. 

 

Outcomes 

The course has been received well by all parties. On average, student satisfaction on the P2P course is higher than on 

the ‘traditional’ Tradenomi course. Students feel positive about the practicality of the course, and the way it meets 

the demands of real companies and workplaces. Students like testing and trying things themselves, rather than 

learning about topics through lectures. The interaction and working with other students and employers receives positive 

feedback. Students stress that they have learned to work more independently and take responsibility for their own 

learning. Students must also be able to handle uncertainty and to be able to work from often nebulous and unclear 

information. One of the teachers describes this as ‘packaging initial chaos into order’. Because most of the 

students on the course are just out of school, many starters are too young to have real, ‘set-in-stone’ career 

aspirations. But the process of learning through project work with companies and other students helps to clarify 

their career direction and work areas and processes in which they enjoy working. Teachers report that companies 

have been positively surprised by the results, and have gained much from participating in the programme. As many 

small companies operate with squeezed resources, they do not often have time to develop new initiatives or systems 

themselves. For instance, a small translation company that participated on P2P now has a marketing plan, a brand  

 

http://hyvinkaalaureap2p.blogspot.com/2010/03/marketing-plan-for-healthcare.html
http://hyvinkaalaureap2p.blogspot.com/2010/03/marketing-plan-for-healthcare.html
http://hyvinkaalaureap2p.blogspot.com/2010/03/competitor-analysis-for-paint.html
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It is also important to note that this type of ‘entrepreneurial’ teaching and learning may 

discourage some students from starting a career as an entrepreneur, as students experience the 

negative aspects of entrepreneurial career paths. In some cases, this involves long hours, a heavy 

workload, and risk taking. However, it is also expected that the knowledge, tools and methods 

gained through studies will help them to overcome problems they may encounter as an 

entrepreneur. Such experience can also help students to realise that they can take on any 

project, such as running their own business, and be able to cope with it. 

 

Example 13. Queen’s University, Belfast, Northern Ireland 

Queen's University is situated in Belfast, Northern Ireland. It opened in 1849, and today has more than 17 

000 students and 3 000 members of staff. The Queen’s University has developed a pioneering model of 

entrepreneurship education. Since 2000, 67 modules on entrepreneurship have been developed in non-

business disciplines, reaching 11 000 students across the university. Initially entrepreneurship was 

embedded in the curriculum for science and engineering subjects, but in the academic year 2007-08, 

entrepreneurship modules were also made available for all students in humanities and social sciences. 

The main elements of the entrepreneurship modules are as follows. They are: 

 practically oriented; 
 based on an experiential model of learning; 
 tailored to the students’ field of study; 
 compulsory, not elective subjects. 
 

To develop the tailored modules on entrepreneurship, academics selected a compulsory module from each 

discipline and developed teaching material that was customised to student needs on the course. Members 

of staff chose to integrate elements of entrepreneurship into the second year history module on heritage 

sites. Students first study the history of heritage sites and then develop a project which focuses on the 

commercialisation of heritage sites. Entrepreneurship modules are compulsory for all undergraduate students. 

The idea of making the modules elective was rejected as it was thought to be counterproductive. 

Compulsory attendance is based on the idea that entrepreneurship skills can benefit all students, rather than 

just those who want to start a business. Also, students often do not consider entrepreneurship as a career 

option because they are unaware of the ways it could apply to their field of study. Compulsory 

teaching, therefore, gives them a genuine opportunity to explore how they can use their skills and knowledge 

in a business context. Once they have this experience they can make an informed decision regarding 

whether it is an attractive career option for them. On graduation, all students who pass the module receive 

a certificate in entrepreneurship together with their degree. The model developed at Queen’s University has 

now been adopted by universities in China, India, Canada, Sri Lanka and a number of universities throughout 

the UK. 

strategy, internet pages in several languages, as well as a logo. The company owner reports that working with 

students made him think about things that he has never had time for, such as strengthening his marketing 

methods. 

Despite encountering some resistance in the beginning from other staff members, the course has begun to 

influence ways of teaching and working in the university and is today seen as Laurea’s own development project. 

The model will soon be used to teach the health and social services degree. 
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The Queen’s University in Belfast, Northern Ireland, is an example which has taken the 

entrepreneurial dimension to a different and ‘higher’ level than most other HEIs in Europe. Since 

2000, the university has been operating a pioneering model of entrepreneurship education, 

which means that an experiential and practical entrepreneurial training dimension has been 

embedded in the curriculum for all science, engineering, humanities and social science students 

(see Example 21). Entrepreneurial modules are compulsory for all students in these courses; in 

2010 alone 11 000 students studied at least one module on entrepreneurship. As a result, in 

2009, the Queen’s was named the entrepreneurial university of the year by the National Council 

for Graduate Entrepreneurship (NCGE), a national body which aims to raise the profile of 

entrepreneurship and the option of starting-up new business as a career choice among students 

and graduates. 

 

Business simulations and games, and the role of new media channels 

New media channels and technologies are also used in some courses to aid practical learning 

opportunities for students on entrepreneurship courses. In Denmark, some HEIs use video 

lectures where successful entrepreneurs speak on a certain topic, such as how to assess 

business ideas. Students are also given access to a web-tool which they can use to evaluate 

their business idea. In Luxembourg, HE students have the opportunity to create business plans 

with face-to-face or online support from business coaches through a web portal 

(www.businessplan.lu). Sogn og Fjordane University College in Norway has developed the REAL 

tool to support entrepreneurial teaching in secondary and higher education. The material 

contains exercises/activities emphasising creativity and creative processes, teamwork and 

communication skills, and understanding of the local community, economy, accounts and 

marketing/sales. 

 

New technologies have also been used to develop virtual business games for HE students. In 

generic terms, business simulations and games are used by HEIs in Europe, however not 

necessarily to the same degree as in upper secondary education. According to a survey of 

national experts on entrepreneurship, such activities are available in HEIs in Belgium, France, 

Latvia, Lithuania, Luxembourg, Netherland, Norway, Poland, Slovakia, Slovenia, Spain and the 

United Kingdom. In Slovenia, the Gea College of Entrepreneurship uses commercial games and 

decision-making simulations, business negotiation simulation, and composition of different 

kinds of commercial reports as pedagogical tools to guide students in entrepreneurship. It seems 

that such activities are not available in Malta whereas in Bulgaria, Greece, Hungary, Iceland, 

Ireland and Portugal business simulations are only occasionally used by HEIs. In some countries 

HEIs do not regard business simulation games as an important pedagogical tool (e.g. Greece).
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In Lithuania, one university, supported by EU funding, has developed an international business 

simulation game for university students across Europe. Between 2006 and 2008 the ISM 

University of Management and Economics in Lithuania developed the project OfficeInterActors, 

which is a virtual platform through which students and mentors meet and participate in role-

plays that are realistic and linked to their professions. This particular project involved a business 

simulation game for entrepreneurial learning. For six weeks the participants from different 

European countries (Belgium, Bulgaria, Spain, France, Lithuania, Romania and other countries) 

met once a week through the online learning platform and participated in joint various problem-

solving tasks. The project aimed to motivate young people to use their entrepreneurial ideas, 

but also to improve communication, intellectual, information management skills. 

 

 

Encouraging entrepreneurial activity in students 

 

HEIs across Europe are also involved in encouraging entrepreneurial activity in students 

through a range of extra-curricular activities. These include: 

(a) entrepreneurship competitions and awards (business plan competitions); 

(b) dedicated programmes on building self-confidence and self-efficacy; 

(c) networks of student entrepreneurs and meetings with business experts and 

entrepreneurs. 

 

The goal of such activities is normally to ‘demystify the start-up world’; to make young people 

more aware of their entrepreneurial attributes and skills and encourage them to see 

entrepreneurship as an option for professional life. They are often also a platform for learning 

about and meeting successful entrepreneurs and other students who have recently started a 

business; role models are seen as a key to motivating students (European Commission, 2006a; 

European Commission, 2008a; European Commission, 2010a; Potter, 2008; Schoof, 2006). 

 

Business plan/idea competitions and awards 

Business plan/idea competitions and awards have become an established feature in European 

HE. They give potential young entrepreneurs an arena to compete in, where business 

professionals and experienced entrepreneurs can evaluate their business ideas/plans and 

provide a critique (Volkmann et al., 2009). Competitions, which typically have a monetary (or 

other) prize, incentivise and drive young people into ‘performing to the best of their ability’ and 

pursuing their entrepreneurial ideas. At the same time, business competitions allow investors, 

entrepreneurs and other business professionals a means to connect with and meet students and 

to disseminate good practice for business management, leadership and development. They are 

also an effective promotional tool as they provide a means of reaching ‘masses’ of students. 

 

Examples of high profile business competitions for HE students were found in most European 

countries, including Austria, Belgium, Czech Republic, Denmark, France, Hungary, Ireland, Latvia, 

Lithuania, Luxembourg, Norway, Poland, Portugal, Sweden Slovenia, Slovakia and the United 

Kingdom. They often involve private sector partners as sponsors and jurors. For instance, in 
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Austria the nationwide business plan competition ideas2business i2b is subsidised by the 

chamber of commerce and a bank. Competitions for HE students tend to be more ambitious and 

longer than the ones involving secondary school students. 

 

Example 14 illustrates an example of an international business competition from Latvia which is 

hosted by the Stockholm School of Economics in Riga (SSE Riga). The competition aims to 

promote intercultural understanding as well as entrepreneurial skills. 

 

Example 14. The Peak time competition, Latvia 

The Peak time competition is organized by first year students of Stockholm School of Economics in Riga (SSE Riga). 

This is an international event which attracts many participants from all over the world. Its aim is to challenge 

talented and energetic young people with complex corporate problems by testing them with a set of various 

tools: business simulation (Cesim), case studies and guest lectures (inter alia). In 2010 alone there were 1 

200 participants from 202 universities, 43 countries and six continents. The competition is organized in three 

stages before 20 ‘best teams’ are selected and invited to Riga for the final. Only undergraduate students are 

eligible to apply. 

The first phase of the competition starts around January each year as teams form and apply for the 

competition. Teams may consist of students from the same university/country or from multiple 

establishments/countries. 

The second phase of the competition takes place in a computer-simulated business environment called 

CESIM-On-Service. Each team represents a virtual company and for one month, they must compete against 

each other for the largest market share and highest share price. Given certain economic and financial 

constraints, the teams have to make decisions in relation to their company’s finance, investment, R&D, 

production planning, marketing and logistics, etc. Company-management decisions have to be made 

approximately twice a week. After one month each company is assigned assessment points based on their 

performance and position within their ‘regional group’. 

The third stage of the competition lasts one week and consists of a problem-solving task. Teams are given 

real-life problems prepared by professionals from the business and government sectors. The teams must come 

up with a solution to the task which they then have to present to the judges. 

Finally, the remaining teams ranked according to their points from the three previous rounds, and the 20 

highest-ranked participants who will be able to enter the fourth and final round, are announced at the end 

of March. The finalists are invited to Riga at the beginning of May where they compete in more advanced 

simulations and case studies and submit a short movie about their team. The team that performs best at the 

Peak time final is declared champion title and awarded a monetary prize. 
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The Latvian example above also shows that the role of private businesses is developing. They are 

still involved as sponsors and members of juries but more and more companies are involved in 

such competitions by giving real-life business challenges for students to solve. This is also the 

case with the Excitera innovation challenge open to students at the Royal Institute of Technology 

in Sweden. The objective of the challenge is to bring together students and researchers to work 

on projects proposed by companies. The competition is eight weeks long and participating teams 

are made up of a maximum of three people. In the Czech Republic a popular competition called 

Czech head is aimed at scientists, researchers and students (European Commission, 2008a). 

 

Dedicated programmes on building self-confidence and self-efficacy  

The entrepreneurial activities of university students depend largely extent on perceived barriers 

to and support for new venture creation (Volkmann et al., 2009). A perceived lack of relevant 

experience and a lack of self-confidence are two reasons often cited by students and new 

graduates for not engaging in entrepreneurship after graduation (European Commission, 2008a, 

p. 24). Confidence is also closely linked to another important characteristic highly relevant to the 

entrepreneurship agenda, self-efficacy (25). The primary reason is that a highly efficacious 

student will have greater confidence in their own abilities to accomplish a range of activities 

pivotal to the creation of a new venture. Self- efficacy also is concerned with commitment to 

accomplishing goals, which is necessary for novice entrepreneurs as most have to go through 

times during which they need to persist in the face of adversity to convert abstract ideas into 

marketable products and services (Vyakarnam, 2005). 

 

Dedicated programmes and activities focused on building the confidence and self-efficacy of HE 

students are still few. It is often expected to be the by-product of many extra-curricular activities 

but is less frequently the primary focus; instead many activities seek to build the skill base and 

raise awareness. The Enterprisers programme is one of few exceptions (see Example 23). It is 

built upon values and activities, which seek to cultivate self-efficacy of participants so that they 

will try, learn and persist in the pursuit of entrepreneurship (Vyakarnam, 2005). The programme 

was jointly developed by Cambridge University in the UK and MIT in the US, but is now offered 

also by universities in Australia, France, Germany and Malaysia.



  

Example 15. The Enterprisers programme, Cambridge University, the UK 

 

Enterprisers is a four-day residential programme held usually in conference locations near to Cambridge. It is targeted 

primarily at PhD students from the UK and international universities, although it was originally set up for undergraduates 

and is also generally open to the general public. 

 

Content 

The programme is seen as an ‘educational experience’ rather than as a traditional entrepreneurial education 

programme. The goal is to develop entrepreneurial confidence in individuals so that they can begin to apply their 

knowledge and skills in entrepreneurial ways to create new business ventures or support existing ones through being 

more proactive and innovative. Content is characterised by a highly participative approach that enables people to 

gain the motivation and intent to make things happen. Day one focuses on self-awareness activities. It looks at values, 

ethics and goals in setting up a business. The day is also about defining and better understanding entrepreneurship. The 

second day focuses on idea creation (‘ideation’) and project planning. Day three focuses on teamwork, leadership and 

utilisation of resources to achieve desired outcomes. Learning how to lead others effectively in different environments 

is a particularly important outcome for day three, as is understanding the need for a strong network. The final day is 

about maintaining motivation and commitment in self-employment. Enterprisers is run by the programme 

coordinators with a support network of other speakers and mentors. For each programme there are 3-4 panel 

speakers who are invited to share their knowledge, insight and experience with the nascent entrepreneurs and 

students at the programmes. The programme also employs 16 mentors who facilitate group sessions and act as a point of 

contact and information for participants. The mentors come from different industries, companies and government 

agencies. 

 

Beneficiaries and results 

Between 2002 and 2009, 22 programmes were organised and more than 1 200 students participated in them. 

Participants come from a diversity of backgrounds but most come from arts and social science (41%) and sciences, 

maths and engineering backgrounds (39%). Enterprisers has been successful in developing skills and increasing the 

likelihood that participants will follow an entrepreneurial career-path: 

 more than 60 participants have subsequently started businesses (since 2003). This accounts for around 5% of 

participants; 

 studies show that the proportion of participants who feel they had a ‘good’ understanding of what it takes 

to start a business rises from 24% at the beginning of the course to 73% at the end (Vyakarnam and Hartman, 

2010); 

 the percentage believing they have the ability to start a business more than tripled from 20% at the beginning 

of the course to 67% at the end (Vyakarnam and Hartman, 2010). 

 

An earlier study has also shown that the programme has a strong and long-lasting impact on the participants’ continuing 

sense of efficacy, particularly for skills related to leadership and entrepreneurship. 

Sources: Barakat and Hycla, 2009; Vyakarnam, 2005; Vyakarnam and Hartman, 2010. 

 

 



  

Networks of student entrepreneurs and meetings with business experts and entrepreneurs 

Networks of student entrepreneurs are another non-formal guidance method used by European 

HEIs. Such networks are usually for current student entrepreneurs and other students who are 

contemplating the idea of launching a business during or after their studies. Personal and 

professional networks can be an invaluable resource, and it is particularly important that student-

led entrepreneur networks engage as much as possible with entrepreneurs, business experts and 

coaches, chambers of commerce, the public employment service, associations representing 

entrepreneurs, and other support infrastructure for entrepreneurs. At the early business formation 

stage such networks can help students to establish themselves and their ideas in the 

entrepreneurial community and pave the way for the development of business relationships. The 

role of networking groups here is in providing the softer benefits such as credibility/legitimacy, 

advice and problem-solving, confidence and reassurance, motivation/inspiration, 

relaxation/interest (Edmondson, 2000). They can also provide peer-to-peer learning opportunities 

by allowing students to share experiences, discuss practical ways of solving problems and to access 

information about training and support services. At the start-up stage there is a shift towards using 

networks to gain more tangible benefits to develop new business relationships (ibid.). 

 

Networks of (HE) student entrepreneurs can be found in Denmark, Hungary, Latvia, Lithuania, 

Luxembourg, Netherlands, Norway, Spain, Sweden, Poland and the United Kingdom. Such 

networks are only infrequently available for students in Bulgaria. In small countries, such as Iceland, 

these networks can be informal: they are not formalised due to the size of the student population. 

In the Netherlands one can find international networks on entrepreneurship and in Sweden 

partnerships often involve several universities. In Greece, a new HEI network infrastructure has 

been recently established with the hope of increasing collaboration between HEIs and venture 

capitalists. In Romania, the Academy of Economic Sciences and the Polytechnic University together 

with other state universities and the Group of Applied Economy are currently working to launch a 

national network on entrepreneurship in HE. Networks involving student entrepreneurs are 

usually coordinated by universities but they can also be organised by local authorities (this is the 

case in Sweden), chambers of commerce (as in Luxembourg and Hungary) or student-led 

associations (Spain and Norway). 

 

The Entrepreneur Club at the University of Navarra organises networking evenings, business 

breakfasts and company visits, and coaching and training sessions; these provide real opportunities 

for students to develop their networking skills through direct interaction with successful 

entrepreneurs, experts and business consultants. Such opportunities provide candid but helpful 

feedback on business ideas and can uncover the business founders’ journey and answer any 

questions people have about the start-up world. 

 



  

Example 16. Networking opportunities offered by the Student Club at the University of Navarra, 

Spain 

Few students set up a company straight after their studies; graduates often prefer to gain practical 

work experience before pursuing entrepreneurial aspirations. Therefore, alumni networks and 

clubs are particular useful way of supporting recent graduates. One such example can be found from 

Latvia where the Stockholm School of Economics in Riga runs an alumni entrepreneur club. The club 

regularly brings together current and future young businessmen to help them build networks, learn 

from one another and encourage new ventures. 

 

In Slovenia, the Faculty of Management at the Slovenian Rectors' Conference (Univerza na 

Primorskem) has designed an intranet service for HE students. Through this platform HE students 

can network or learn from experiences of other students who have gone to set up a business. 

 

Providing enterprise start-up support for students 

 

Higher education institutions, technical HEIs in particular, are potential breeding grounds for high 

technology and high-growth companies (Volkmann et al., 2009). For this reason there is a clear 

rationale for supporting students in practical, technical and financial ways in their efforts to start 

and grow enterprises that benefit society. Traditionally, however, European universities and 

polytechnics have placed a greater focus on developing entrepreneurial capacities and mindsets. 

This has been demonstrated by key literature in this field (e.g. European Commission, 2008a; 

Volkmann et al., 2009). In North America (and some Western European universities as well), the 

emphasis has been much more on the commercialisation of research and innovation. 

 

This Cedefop study has found that many HEIs are involved in providing pre- start-up and start-up 

support for aspiring student entrepreneurs, though this is often not as widely available as some of 

The Entrepreneurs’ Club (Club de Emprendedores), introduced in Example 17, offers a combination of various 

networking activities for would-be and novice student entrepreneurs. Twice weekly thematic seminars are 

organised for students, and the members of the club can attend business breakfasts with invited 

entrepreneurs, allowing them the opportunity to discuss their issues and obtain information and advice 

directly from them. Conferences are also organised by the club, though students can offer proposals to invite 

specific entrepreneurs. At the international networking evenings, students organise working groups to discuss 

their views and opinions on different topics from different cultural perspectives. 

Ideas originating from the student members of the club include company visits, conferences and thematic 

seminars. In 2006, when the club launched, there were 30 registered members. Four years later, the 

Entrepreneurs’ club had approximately 750 members and some 2 100 students per annum participating in 

the club’s activities. The average age of club members is 20. There are slightly more women than men enrolled as 

members of the club, though this reflects the composition of the total student population at the university. 

Many of the club members are from the engineering and economy faculties. The growth in membership 

and participation in activities suggests that students value the experience they can gain from participating in 

club activities. Students appear to be attracted by the club’s activities as an adjunct to their studies as they help 

give students grounding in the reality of business. 



  

the other entrepreneurial interventions. Enterprise support offered by European HEIs can be 

grouped into two types: pre- start support is offered to students who have an interest in business 

formation but do not have concrete business ideas; and start-up support is provided to students with 

advanced business ideas and includes personalised technical support on a number of issues, such 

as business plan preparation, marketing of business ideas, preparation of funding applications, 

financial management of new ventures, and legal training (e.g. intellectual property rights). 

 

There are, however, great differences in the delivery methods of pre- and start-up support. Such 

support is typically provided by: 

(a) in-house enterprise and guidance experts; 

(b) business incubators; 

(c) entrepreneurship centres; 

(d) mentors and business coaches; 

 

 

Business start-up support offered by careers services and in-house business experts 

Surveys carried out as part of the study to investigate the views of policy-makers and practitioners 

with a guidance remit showed very clearly that many guidance practitioners do not have the 

necessary competences to support students interested in becoming entrepreneurs. This is one of 

the key reasons why only a relatively small share of European HEIs provide start-up support. Some 

HEIs simply provide a referral service but others and their careers services go further and team up 

with experienced enterprise coaches and business start-up advisors. 

 

Start-up advisors offer technical support to students and graduates. They can guide students 

and graduates through the business planning process, help them to understand the strengths and 

weakness of their business idea, find sources of finance, and understand the principles of intellectual 

property and company formation. Business advisors can also assist students to explore their abilities 

and address the reality of starting-up a business. They are often brought in from local enterprise 

agencies and are either entrepreneurs or trained as business advisors. They make positive role 

models for students. 

 

Example 17. Pre-start-up and start-up support offered by Newcastle University 

The entrepreneurial development unit in the careers service of the university offers business pre- start-up and start-

up support to students and graduates. 

 

Enterprise pre-start support 

On their first visit to the unit, students arrive in a creative open space known as the ’elevator’. There they can do online 

research, test their entrepreneurial skills and assess their capabilities. 

At the elevator, students have a diagnostic meeting with a start-up advisor. Start-up advisors are members of the unit’s 

team who have an introductory discussion with students about their interests and experiences and guide them 

through the services available at the unit. Start-up advisors make an assessment of student needs, and make referrals 

to other members of staff (entrepreneurs in residence and business advisors) or to further training, if needed. Start-

up advisors can also help students to develop key skills, such as networking, and to build their confidence. Four start-



  

up advisers work full-time at the unit; they are employed by the unit because they have good enterprise skills 

(innovation, creativity, resourcefulness) and are interested in personal development. 

 

Business start-up support 

Students with more advanced business ideas can be referred directly to business advisors and entrepreneurs in 

residence. Business advisors offer technical support to students and graduates. They can guide students and graduates 

through the business planning process, help them to understand the strengths and weakness of their business idea, 

find sources of finance, and understand the principles of intellectual property and company formation. Business advisors 

can also assist students to explore their abilities and look at the reality of starting-up a business. 

Newcastle University usually receives business advisors from a local enterprise agency called TEDCO. Business advisors are 

either entrepreneurs themselves or are trained as business advisors. The TEDCO partnership is a good example of 

regional cooperation because it has a significant regional retention element; students build a local support network 

and this encourages them to start-up their business in the area. Entrepreneurs in residence are successful 

entrepreneurs themselves who have interesting stories to share with students and are well aware of the challenges 

students might face when they try to their business ideas into practice. They help the unit’s members of staff to deliver 

their services by mentoring, providing specific technical support to students, connecting the university with their 

networks and teaching some of the training sessions. Entrepreneurs in residence can discuss the student’s business 

ideas, share their personal experiences and help them generate a plan for business. The charismatic personality and 

wealth of business experience make entrepreneurs in residence positive role models for students. The university 

provides start-up support to around 80 students a year, of which around 25-30 will launch a new business with the 

support of the unit. 

 

Many German (e.g. the University of Wuppertal) and British (e.g. Birmingham, Cambridge, 

Lancaster and Leeds) universities offer in-house start- up support to students who want to start-up 

new ventures. This is delivered by established entrepreneurs or business advisors in one-to-one 

meetings. The start-up service offer of the entrepreneurial development unit in the careers service 

of the Newcastle University serves as another example of good practice. As shown in Example 25, 

besides diagnostic meetings with start-up advisors, prospective (student) entrepreneurs have an 

access to experienced business coaches and entrepreneurs. 

 

 

Business incubators 

Invention, research and technological development can be transformed into innovation; 

entrepreneurship is important as a diffusion mechanism to transform scientific inventions 

(academic spin-offs) into new products, services and businesses. Consequently, many individual 

HEIs, or networks of HEIs, have set up incubators to nurture enterprises that can be spun off, 

sometimes with the support of venture capital provided by the HEI or with the help of HEI 

connections (Volkmann, et al., 2009). Incubation is a business guidance process that accelerates the 

successful development of start-up companies by providing entrepreneurs with targeted resources 

and services. The main goal of the incubation process is to produce successful enterprises that are 

financially viable and freestanding. While much of the support offered by HE-related incubators is 

technical, practical or financial by nature, advice from experts and investors is fundamental to the 

service. 



  

 

Examples of successful incubators situated in HEIs were provided by HE entrepreneurship experts 

interviewed from Austria, Cyprus, Denmark, Finland, France, Germany, Greece, Ireland, Iceland, 

Latvia, Lithuania, Liechtenstein, Netherlands, Poland, Slovenia, Spain, Sweden and the United 

Kingdom. In Hungary and Portugal incubators are predominantly run by regional authorities, not 

universities. Incubation services are run by national public bodies in Luxembourg and Malta (Malta 

Enterprise and public research centres). In Bulgaria and Romania business incubation opportunities 

do not exist for HE students or are very rare. In countries where business incubators do exist, the 

quality of services differs between institutions. For instance, in Iceland technology parks and 

business incubators are either well established with developed services, or new and in need of help 

to function well. 

 

In some of the new Member States (e.g. Latvia and Lithuania) there is growing interest in 

business incubation. In Latvia, several business incubators are currently being developed, which 

will provide entrepreneurial possibilities to a variety of individuals, including HE students (Zarins, 

2009). For example, the Riga Science and Technology Park (RSTP) attached to the Riga Technical 

University (Latvia’s principal technical university) is set to be one of the largest innovation hubs in 

the country. A number of incubators exist in Lithuania, but only a few target HE students. One of 

these is the recently established business incubator at Siauliai University. 

 

The Temporary entrepreneurial positions (TOP) programme is a good example of an incubation 

programme from the Netherlands (see Example 26). It provides multiple forms of support to new 

entrepreneurs including scientific mentoring, a course on entrepreneurship and administrative 

support. These forms of support guide new entrepreneurs through the first year of the company’s 

operation, the year most crucial to the company’s success. 

 

Example 18. TOP programme, University of Twente, the Netherlands 

The University of Twente’s Temporary entrepreneurial positions (TOP) programme has been running for 25 years. The 

scheme was set up to guide new businesses – in particular knowledge- based firms – through their difficult first year 

and enable the local region to benefit from the knowledge available from the university. The programme has been a 

great success and has benefited over 400 entrepreneurs to date. The objective of TOP is to encourage graduates of 

the university who are starting their own knowledge-based companies by housing them for one year within one of the 

university’s participating research-groups relevant to their business. 

Prerequisites for entering the programme are ownership of a business idea matching the interest of staff members in 

one of the university’s research-groups and a consistent business plan. The programme offers the entrepreneur the following 

support: 

 office space at the research-group’s premises, paid by the programme; 

 secretarial support (within certain limits), use of all communication aids: computer, fax, copier and 

telephone in arrangement with the research-group; 

 laboratory facilities – as some companies require access to expensive equipment, by arrangement with 

the research-group, entrepreneurs may be provided with access to such equipment; 

 financing – to allow entrepreneurs to concentrate fully on product/business development, the TOP-

entrepreneur is granted an interest-free loan of EUR 14 500 where necessary, to be repaid within four years; 



  

 the Becoming an entrepreneur course – to help participating entrepreneurs develop important skills such as 

how to write a sound business-plan. The course is part of the university curriculum and is offered for free to 

students; 

 scientific mentor – the researching staff member who ultimately decides upon the entrepreneur’s 

participation in the programme also acts as ‘scientific mentor’; 

 business mentor – the entrepreneur is matched with an experienced businessman who started his own 

business in the past. 

Participation in the TOP programme is granted on the basis of a business plan. The plan then forms the basis for further 

business development in the incubation phase and its production is guided by advice of the programme manager. 

Participants in the programme receive both a mid-term review and exit interview with the TOP commission. The commission 

monitors whether the entrepreneur is achieving his/her objectives. For example, if the entrepreneur is found to 

concentrate too much on desk research and too little on business the commission will intervene. 

Source: http://www.utwente.nl/top/general_information/the_offer.doc/ [cited 03.09.2010] 

 

Some HEI based incubators target students from specific sectors. For example, the Aalto Start-Up 

Center at the Aalto University, Finland, is a business incubator focused on developing innovative 

business ideas from the creative sector into successful enterprises. Other incubators are aimed at 

academic staff at universities (including former Ph.D. and other research students). For example, 

the QUBIS Centre at the Queen’s University Belfast has helped to create more than 50 companies 

and generated more than 1 000 jobs through support it provides for academic members of staff and 

researchers to commercialise their research. 

 

Example 19. Qubis Ltd, Queen’s University Belfast 

 

Often the guidance value of incubation services such as QUBIS Ltd. is not highlighted; instead more 

attention is paid to scientific and financial support they provide. However, the representatives of 

universities such as Queens’ University Belfast emphasise that even though these guidance activities 

on entrepreneurship are often provided informally through one-to-one meetings with the new 

Qubis Ltd was established in 1984 as an investment which takes an equity holding in a new venture in return for 

an investment of cash and/or intellectual property. Academic members of staff and research students can 

receive funding from QUBIS to start a business. As individuals who receive the financial support are not 

experienced entrepreneurs themselves, QUBIS also provides soft support and guidance to potential 

entrepreneurs in an informal manner. This includes: sourcing appropriate business partners; help with 

business planning; advice on intellectual property issues; advice on various legal agreements; company 

secretarial services; access to incubation centres; advice on the relevant government assistance programmes 

for funding and further support; membership of an informal network of over 30 other similar companies in 

the region; and strengthened management team through the appointment of experienced non-executive 

board members. The advantages of the holistic approach adapted by Queen’s are not only limited to students. 

The continuous support offered to students and academics benefit also the local economy by creating new 

jobs in the region. Since its establishment, QUBIS has created more than 50 companies and generated more 

than 1 000 jobs. Most companies supported by QUBIS are active in high-tech sectors such as software development, 

chemicals, and engineering. Despite the negative economic climate, in the last two years QUBIS has created five 

new high-tech companies. 

http://www.utwente.nl/top/general_information/the_offer.doc/


  

entrepreneur, they are considered to be of paramount importance and contribute substantially to 

the high success rates of new businesses. 

 

Reykjavik University’s Idea House is a rare example of a bottom-up ‘incubation’ initiative which 

sprang up as a reaction to the financial breakdown of Iceland. It is run by the University and the 

Iceland Academy for the Arts and operates as a meeting place/entrepreneurship centre for seed 

companies. The house is located in an abandoned factory and provides workspace, internet 

connection and meeting facilities as well as a cafe. Entrepreneurs have to apply to be able to use 

the office facilities, but the cafe is accessible for all. Advice is provided by people from the university 

or other hub ‘residents’. According to an Icelandic expert, ‘this is a real grassroots movement; the 

students organised themselves and have found a way to transmit the positive message in midst of 

a crisis; to be a doer and take command of your own situation’. 

 

Entrepreneurship centres 

In some countries, HEIs or national/regional authorities have established entrepreneurship centres 

to foster enterprising activities among students and staff. These centres often pave the way for 

business incubators (see above). Entrepreneurship centres coordinate entrepreneurial activities, 

such as courses, awareness-raising activities and entrepreneurship education programmes. 

Entrepreneurship centres were identified in Denmark, Hungary, Iceland and Netherlands. 

 

Six entrepreneurship centres are located in Dutch HEIs (NIRAS Consultants et al., 2008). One of 

these, the entrepreneurship centre of the Delft University of Technology, provides a good practice 

example in this field. The centre has embedded entrepreneurial educational activities in the curricula 

throughout the university on the bachelor and master levels and recently introduced a programme 

for PhD students. Lectures have an interdisciplinary character and are developed and delivered 

by members of staff from different faculties. The centre also organises several extracurricular 

activities, such as a summer school programme or guest lectures (Ibid.). 

 

Mentoring and business coaching 

A mentor is someone with more experience, sharing and imparting knowledge to someone younger 

or less experienced. The concept can work well in a business environment where an entrepreneur 

may have a great idea for a business but needs guidance in turning it into a successful and profitable 

venture. Though entrepreneurial mentoring has been identified as one of the most successful 

guidance relationships in the context of entrepreneurship (e.g. European Commission, 2006a; St-

Jean and Audet, 2009), one-to-one mentoring programmes are less common than the other three 

start-up guidance methods in HEIs in Europe. Nonetheless, our research identified HEIs using 

mentoring as a form of enterprise start-up support in Belgium, Spain, France, Latvia, Hungary, 

Portugal, Finland, Sweden and the United Kingdom where they are most commonly used as part of 

a business degree. Mentoring and coaching programmes are organised by universities, by university 

career centres and by student unions (the latter is the case in Sweden). Mentoring programmes 

are only rarely available for HE students in Bulgaria, Ireland, Luxembourg, Netherlands, Poland and 

Slovenia. In Norway mentoring arrangements are being piloted. In Luxembourg, the Chamber of 

Commerce has developed a mentoring programme which is not only available to HE students but 



  

also to other potential entrepreneurs who might need guidance and support. Mentoring schemes 

are not available in HEIs in Malta, Romania and Slovakia. 

 

A good practice example of a mentoring scheme for HE students is that of the Stockholm School 

of Economics in Riga. As detailed in the case study (Example 20), the mentor club provides high 

quality free-of-charge mentoring support to business-starters of young companies, prospective SSE 

Riga students, and aspiring entrepreneurs in Latvia. Mentors help those individuals to develop their 

business ideas and pursue their business careers. 

 

Example 20. The mentor club, Stockholm School of Economics, Latvia 

 

In Finland, the HE focused mentoring activity is linked to the urgent need to ameliorate the negative 

impacts of demographic change. The Lahti University of Applied Sciences has created a programme 

called Business succession school, linking students with business owners who are looking for a 

successor. This is a training/mentoring programme for universities of applied sciences, providing the 

skills to plan and run a controlled transmission of the enterprise to the student, who will be able to 

continue the profitable business and ensure business regeneration. This practice is now being 

extended to 10 other universities of applied sciences in Finland. Similar mentoring practice can be 

found in France. In Hungary, the Corvinus University organises a business plan competition whose 

winner is provided with an experienced mentor to help to implement their business plan (NIRAS 

Consultants et al., 2008). 

 

 

The mentor club was established by graduates at the Stockholm School of Economics (SSE) in Riga (Latvia) 

in 2007. The main objective of the club is to provide high quality free-of-charge mentoring support to 

business-starters of young companies, prospective SSE Riga students and aspiring entrepreneurs in Latvia. 

Staff at the mentor club are SSE Riga alumni who have gained significant business and management 

experience and who are recognized as successful experts in various businesses. They boast a wide range of 

expertise including knowledge of finance, venture capital management, marketing, advertising, public relations 

(PR), information-communications technology (ICT), sales, consultancy and production. The SSE Riga mentor 

club provides mentoring support to individuals whose companies have growth potential and who have the 

ambition to pursue their business development. Mentors are usually experienced business persons who 

provide practical management and business advice, consultation, feedback on various business development 

scenarios, contacts and possible solutions. In addition to individual mentoring, the mentor club organizes 

up to 10 meetings a year at which mentors discuss specific up-to-date business issues. Individuals who have 

been accepted to receive business mentoring support also attend: they make presentations of their companies 

to the mentors, following which the mentors discuss and analyze each case and its potential development 

opportunities; following the discussions, a company is matched with a mentor. Any company interested can apply 

to provide mentoring. At the moment the SSE Riga mentor club partners and supporters include Swedbank 

(general partner and sponsor), Eko Investors (development partner), DDB (marketing partner), LETA 

(information partner) and SSE Riga (administration partner). 



  

Summary assessment of the role of guidance in HE 

 

General assessment 

Until recently entrepreneurship was not considered a ‘sufficiently’ academic topic to be taught in 

HEIs, nor were universities thought to be the best source of support for individuals who want to 

start their own business. The skills that students develop within academic institutions were not 

considered to match those needed to be a successful entrepreneur. 

 

This study, however, has demonstrated that HEIs have the potential to offer education, guidance 

and support to students that enable them not only to pursue business ventures but also become 

more entrepreneurial in their approach to life and work more generally. 

 

To be more specific, guidance within higher education has the potential to support the 

entrepreneurship-related goals of HEIs through supporting students in various stages of their 

higher education life. Guidance can be used to inform students about the entrepreneurship learning 

opportunities offered by HEIs, and to help them identify which opportunities are appropriate. 

Practical, real-life orientated teaching methods have guidance embedded in the learning process, 

as this type of entrepreneurship education is entrepreneurial in its activity. Many extra-curricular 

activities have guidance elements integrated in them through the involvement of non-formal 

guidance providers, such as role models, experienced entrepreneurs and other business 

professionals. While there is still room for improvement in the availability of actual start-up support, 

when such support is available, it can be a very effective method of assisting students in the early 

stages of their entrepreneurial careers. 

 

Formal and non-formal guidance services 

Formal career guidance services of HEIs are much more active in entrepreneurship and involved in 

more diverse ways than guidance services at lower levels of education, including IVET. It is, however, 

still fair to say that in most HEIs career centres are still more focused on providing information to 

students about employment positions rather than about self-employment roles. In those countries 

where career services do offer guidance for entrepreneurship, they usually inform students of the 

career option and then organise working life familiarisation opportunities, placements or business 

coaching. Business support is less frequently available in career centres, and guidance professionals 

themselves do not feel that they are well-equipped to provide this form of assistance to students. 

According to the online survey of European guidance practitioners and policy-makers, the 

proportion of HE students who benefit from formal guidance in entrepreneurship is relatively low 

in Europe. Most respondents thought that less than a quarter of students benefit from guidance 

for entrepreneurship. 

 

Entrepreneurship based guidance is more commonly available and present in more diverse forms 

in Western rather than Eastern European countries. Formal guidance for entrepreneurship in East 

and South East European countries is still weak and, until recently, provisions in new Member States 

were relatively rare. However, significant progress has been made in the last two years in many 

Eastern European HEIs in (e.g. Latvia and Lithuania). Financial shortcomings remain a real problem 



  

for HEIs in these countries (e.g. Estonia) and the financial crisis has accentuated this problem. 

Nonetheless, non-formal guidance activities are available in most European countries, although the 

number of activities and quality of support varies significantly between countries and within them. 

European funding, especially ESF, has played an important part in enabling many European countries 

to invest more in enterprise support (e.g. Greece). 

 

Integrating the enterprise support unit with the career service offer of HEIs is one successful way of 

mainstreaming entrepreneurship as a means of living, working and learning. This was showed by 

the example from Newcastle University. The arrangements ensure that the staff of HEI careers 

services possess expertise in entrepreneurship and that all prospective and current students are 

informed about available enterprise support and related training. 

 

Successful non-formal (and non-conventional) guidance channels include peer-to-peer methods, 

such as student entrepreneur clubs, student enterprise ambassadors and opportunities offered by 

new media (e.g. social networking sites and online student support services). These methods have 

made a real and immediate impact on entrepreneurial education in HEIs which have used them (see 

examples from the University of Navarra, Spain and the Norwegian Entrepreneurship Programme). 

 

Opportunities offered by HEIs for entrepreneurial career exploration Group assignments, real-life 

case studies and assignments for companies are particularly relevant to today’s HE arena. 

Businesses are the source of the real- life examples and experiences that are essential for student 

learning. They allow students to become active participants in the entrepreneurial career 

process; they can see how their personality matches a career as an entrepreneur as the  practical 

assignments get them to think about their personality, and demands and rewards associated with 

entrepreneurship. 

 

Another important career exploration tool is internships, especially when they are organised in start-

up companies, and supported by pre- and post-placement evaluations that allow students to reflect 

on the objectives and lessons they have learned. A particularly good example of such an approach 

that involves student placements in high-tech start-up companies was found in Norway. Many other 

universities, colleges and polytechnics rely on the same approach, although they may not be equally 

committed to tailoring the placements to fit the ‘entrepreneurship’ agenda as such. 

 

One key lesson behind the real-life, ‘entrepreneurial’ way of teaching and guiding is that it can 

discourage some students from starting a career as an entrepreneur, as students experience the 

negative aspects of entrepreneurial career paths. At the same time, it is expected that such learning 

opportunities teach students to be independent and possess initiative, communication, team- 

working skills, and a certain level of maturity, as students have had to take responsibility for their 

own learning. 

 

Dedicated programmes and activities focused on building the confidence and self-efficacy of HE 

students are still few. This is often expected to be the by- product of many extra-curricular activities 

and is less frequently the primary focus; instead, many activities seek to build the skills base and 



  

raise awareness. The Enterprisers programme from Cambridge University presented an example of 

good practice in this field. 

 

Business simulations and games are used by HEIs in Europe, though not to the same degree as in 

upper secondary education. Business plan/idea competitions and awards have become an 

established feature in the European HE arena. They are useful in the sense that they drive young 

people into ‘performing to the best of their ability’ and pursuing their entrepreneurial ideas. 

They are also an effective promotional tool as they provide a means of reaching large numbers of 

students, as award ceremonies are normally associated with a high profile event or a prize. 

 

Both undergraduate and postgraduate degrees on entrepreneurship are still primarily taught in 

business schools. However, within this study some good practice examples of HEIs have been 

identified which have taken an interdisciplinary approach to entrepreneurship learning. For 

example, universities in some countries have started offering modules on entrepreneurship to 

science and engineering students; similar specialised courses offered to humanities and social 

science students are, however, still rare. There are even fewer HEIs which have embedded 

entrepreneurship in the curriculum across all subjects. 

 

Pre-start-up support 

Pre-start-up support, especially with a goal of creating high growth companies and helping to 

commercialise research, is important for HEIs. HEIs also need to engage in providing more business 

support to students with more advanced business ideas. Business incubators and HE 

entrepreneurship centres offer a range of technical, practical and even financial support, alongside 

advice and guidance from experts and business professionals. Incubators/enterprise centres were 

found in most European countries. 

 

Business advisors employed by careers services can offer vital support by guiding students and 

graduates through the business planning process, helping them to understand the strengths and 

weaknesses of their business idea, finding sources of finance, and understanding the principles of 

intellectual property and company formation. Few examples of HEIs were identified which provide 

this support in a systematic manner: those HEIs which have a unified careers service/enterprise 

support unit seem to demonstrate the most cohesive approach (e.g. Newcastle University). 

 

One-to-one mentoring programmes between HE students and experienced entrepreneurs are still 

rare in Europe. 

  



  

  

MODULES & TOOL KIT 



  

 

Incubator Development & Implementing Practices 
 

 

Understanding of Good Practices 

 

Keeping in mind that good practices must be analyzed and adjusted to the local context, it is 

important to gain an understanding of good practices in the business incubation industry. A firm 

understanding of the following practices will better enable an incubator manager to establish a 

successful incubator: 

 

1. Commit to the three key principles of business incubation, as presented earlier. 

 Realize the incubator should be dynamic, sustainable, and an efficient business operation that must 

be managed as such. 

 Focus the energy and resources of the incubator on assisting companies through the development 

process, thereby maximizing the companies’ chances of success and their positive impact on the 

community’s economy. 

 Develop a sophisticated range of services and programs directed at companies, according to their 

needs and stage of development. 

 

2. Obtain consensus on a mission that defines the incubator’s role in the community and develop 

a strategic plan containing quantifiable objectives to achieve the mission. 

 Incubators should establish their mission and strategic plan early and consensually in order to guide 

their growth and serve as a reference point during future strategic decisions. 

 

3. Plan for financial sustainability by developing and implementing a realistic business plan. 

 Incubators must plan for financial success by outlining goals, revenue streams, expenditures, and 

investments on a realistic basis and constantly monitoring these through established key 

performance indicators. 

 

4. Recruit and provide appropriate salaries (incentive based) to an incubator management team 

and board of directors to ensure that they are capable of delivering the mission of the incubator 

and have the ability to help companies grow. 

 

5. Management is one of the most important key factors to a successful incubator. 

 An effective board can provide the incubator with guidance, suggestions, alternatives to current 

strategy, and a vision for the future.  

 In turn, managers that provide services, are ambassadors for the incubator, and run its operations. 

Strong managers and directors with the skills necessary to run the incubator are essential.  

 The management’s salaries should be structured to encourage results and linked to the success of 

their incubatees. If the incubatees’ profitability improves the management’s salaries should improve.  

 Similarly, if the incubatees’ profitability decreases then the management’s salaries should decrease 

as well. Prioritize management time to place the greatest emphasis on client assistance, including 



  

proactive advice and guidance that result in company success as measured by wealth and job 

creation. 

 Incubator managers must work effectively on a variety of tasks. However, providing support to 

incubatees is the most important task of the manager. Therefore, managers must spend most of their 

time supporting the needs of their incubatees. 

 

6. Develop the incubator’s facilities, resources, methods and tools to address the evolving needs 

of each client. 

 An incubator’s facilities must match its incubatees’ needs as well as meet the incubator’s goals.  

 This means incubators must update their facilities, services, equipment, and human capacity to meet 

the changing demands and needs of incubatees. 

 

7. Seek to integrate the incubator program and activities into the fabric of the community and its 

broader economic development goals and strategies. 

 Incubators cannot operate in a vacuum since partnerships with local stakeholders are required to 

deliver high level services to their clients.  

 Therefore, incubators should align their goals with those of their local communities.  

 This means nurturing relationships with local leaders and aligning the incubator’s activities to the 

goals and strategies of the community. 

 

8. Develop stakeholder support, including a resource network that helps the incubation program’s 

incubatees and supports the incubator’s mission and operations. 

 By developing a network of stakeholders that are willing to support the incubator’s program in some 

form, due to a variety of shared interests, the incubator will fulfill many of the service and networking 

needs of its incubatees. 

 

9. Maintain a management information system and collect statistics and other data necessary 

for ongoing evaluation, thus improving the incubator’s effectiveness and allowing it to evolve 

with the needs of the incubatees. 

 Incubators should constantly monitor their performance. To do so, managers should gather 

information from their incubatees (financial, sales, employment, etc).  

 The incubatees and the incubator can be benchmarked, trends can be determined, comparisons can 

be made, and lessons can be learned from collecting this data. 

 

Summary of key Good Business Incubation Practices 

 

 Commit to the three key principles of business incubation. 

 Obtain consensus on the incubator’s mission and develop a strategic plan to achieve its 

mission. 

 Plan for financial sustainability by developing and implementing a realistic business plan. 

 Recruit and provide appropriate salaries to an incubator management team and board of 

directors. 

 Prioritize management time to place the greatest emphasis on client assistance. 



  

 Develop the incubator’s facilities, resources, methods and tools to address the evolving 

needs of each client. 

 Seek to integrate the incubator program and activities into the fabric of the community and 

its broader economic development goals and strategies. 

 Develop stakeholder support. 

 Maintain a management information system for ongoing evaluation. 

 

Phases of Incubator Development 

 

Business incubators, like the process of incubation itself, grow in a phased way. Incubator phases 

are phases of development, rather than milestones on the path to completing a process. The three 

phases, as described by the United Kingdom Business Incubation (UKBI), are the Foundation Phase, 

Development Phase and Mature Incubation Phase. 

 

Foundation Phase 

This phase is comprised of those actions taken before an incubator is established. It includes 

planning, feasibility studies, raising funds, marketing, relationship building, assembling the right 

management team and board, and determining the legal structure. In this phase, the activities 

conducted and decisions made will define the incubation environment, the effect the incubator can 

have on its incubatees, and the effect the incubator can have on the local economy. 

 

Development Phase 

This is a complex phase and encompasses many actions and stages. At the beginning of this phase, 

incubators will focus on marketing, relationship building and reaching a critical mass of incubatees 

to secure a positive cash flow. After this phase is completed, incubators begin to operate beyond 

their immediate surroundings, seeking to influence the outcomes and growth of a wider economic 

area. Incubators could be concerned, for example, with the availability for grow-on space for 

graduating incubatees and other related items. This is potentially the time when many of the tax-

incentives and subsidies, which the incubator may have relied upon, will expire or decrease, 

requiring the incubator to ensure that its business model is sustainable and that other forms of 

funding and/or revenue streams are available. 

 

Mature Incubation Phase 

Incubators in this phase seek to offer high quality and comprehensive incubation services, which 

are flexible and sustainable. At this stage incubators have demonstrated their impact on the wider 

economy through the successful graduation of incubatees. Mature incubators will often specialize 

further than younger incubators, offering a wider range of support services and training 

opportunities for incubatees. They will also link their alumni network with current and future 

incubatees, which enable the incubator to become a reference point for business networks and a 

platform for developing business relationships. 

 

  



  

Guidelines for implementing mentoring activities 
 

The key to successful implementation of mentoring is sound preparation including planning and 

design, an effective communication strategy and regular feedback with a readiness to adapt as 

necessary. These guidelines, distilled from experienced sources, provide a checklist of key issues and 

tasks that contribute to successful outcomes. 

 

What is mentoring? 

 

As a part of the staff development framework, the underlying philosophy for mentoring is self-

managed learning. The mentoring policy defines the concept as a private, non-reporting relationship 

that enables developments in knowledge, work or thinking mainly through dialogue and reflection. 

Mentoring relationships should be based on trust, acknowledgment of mutual benefit and a 

balanced responsibility for conduct with attention to the confidential nature of the relationship as 

well as Incubator’s policies on code of conduct and equity issues. Supervisors and line managers 

have no direct role in mentoring relationships arranged for their reporting staff so should not expect 

to receive information that is confidential to the relationship. Mentoring cannot substitute for good 

quality performance management or all other forms of training. 

 

Why should we do it? 

 

Reasons for mentoring include but are not limited to induction, career advancement, diversity 

management, professional development, retaining talent, supporting returning staff, succession 

planning, managing change, leadership and management development and as a training support 

strategy. 

 

Benefits to individuals 

The mentor can experience enhanced self-esteem, better fulfilment of own developmental needs, 

organizational recognition and an extension of influence in and on the organization. As a bonus, the 

relationship may bring exposure to new ideas, other perspectives and intellectual stimulation. The 

mentoree gets support in targeted development activities and help in avoiding mistakes. Benefits 

should include access to an informed second opinion, gaining insight into own performance through 

a ‘critical friend’, identifying personal development needs and opportunities as well as learning from 

the experience of the mentor. 

 

Benefits to organizations 

These can include better use of existing skills, development of additional competencies and happier 

staff. At Incubator this may also spin off improvements to productivity and quality in research, 

teaching and services. Where mentors are external to the unit opportunities increase for cross-

disciplinary knowledge and collaboration. 

 

 

 



  

How to do it well 

 

A standard format for design and implementation of a mentoring program includes these steps: 

1. Determine the goals of the program. 

2. Consider the mentoring structures and program activities that could accomplish those goals. 

3. Select mentoring structures and activities that fit your unit’s culture, available resources, and 

situation. 

4. Formalize the plan to the degree that seems necessary. 

5. Determine how you will assess the results of the program. 

6. Implement your plan, periodically review its results, and, when appropriate, adjust your goals, 

structures, activities, and assessment measures. 

 

In keeping with this format, this handout is organized as follows: 

 The section “Setting Goals for a Mentoring Program” lists the different goals. 

 The section “Designing a Mentoring Program to Fit a Department” discusses several department-

specific factors to take into account. 

 The section “Assessing the Effectiveness of a Mentoring Program” discusses evaluation. 

 At the end of the handout, lists of possible mentoring structures and program activities are provided 

in three appendices: 

o Options for Structuring the Mentoring Relationship 

o Characteristics of Effective Mentoring Programs 

o Group Mentoring Activities 

 

 

Setting Goals for a Mentoring Program 

 

What goals have you set for your mentoring program for early career faculty? 

You might want to compare your goals with this list of goal statements. Some goals are stated in 

terms of the benefits for faculty members being mentored. Other goals focus on the benefits for 

the unit as a whole. 

 

1. Provide accurate and timely information about the expectations and standards for renewal 

and/or tenure. 

2. Provide timely assistance in developing effective packages for renewal and/or tenure. 

3. Provide the support and guidance faculty need to reach their full potential as scholars, teachers, 

and university citizens. 

4. Improve the retention of effective faculty members. 

5. Create a competitive advantage in hiring the best faculty. 

6. Strengthen general teaching skills and ability to work effectively with students. 

7. Develop flexibility in use of teaching methods. 

8. Reach a high level of research productivity. 

9. Raise the research profile of the unit. 

10. Develop skills in additional research methods in order to undertake new lines of inquiry. 



  

11. Guide new faculty toward becoming independent scholars. 

12. Develop skill in writing research proposals and acquiring research grants. 

13. Assist early career faculty in taking on research projects of greater scope and impact. 

14. Build the capacity for collaboration in teaching and scholarship. 

15. Build supportive relationships with colleagues and staff in the department. 

16. Become active and known in the discipline, both nationally and internationally 

17. Develop a capacity for interdisciplinary work. 

18. Assist faculty in developing skills in engagement and public service. 

19. Help new faculty take on and learn department and university service roles consistent with their 

success in the tenure and renewal process. 

20. Assist new faculty in developing connections and relationships with faculty across campus that 

will foster their research productivity and intellectual growth. 

 

How to do it well 

 

Successful programs most often have the following characteristics: 

 A clear statement of program goals. 

 A clear statement of roles, responsibilities and limits to expectations for all involved. 

 The same information accessible to all staff whether involved or not. 

 A program sponsor with access to resources for the program. 

 A coordinator with responsibility for day-to-day management of the program. 

 Voluntary participation for both mentors and mentorees. 

 Selection of mentors based on published criteria consistent with program goals. 

 Mentorees are given responsibility and training for managing the relationship. 

 A procedure for fault-free re-arrangement of match in the case of mismatches. 

 On-going qualitative evaluation backed up in the longer term by some effort to link this with 

individual and organizational outcomes as part of normal review processes. 

 Support is provided for mentors and mentorees with encouragement to improve mentoring skills 

using existing training modules plus occasional specific workshops, seminars and other events 

supported at central level. 

 All party agreement on how to feed outputs from mentoring partnerships into the performance 

review system if desired by the mentoree(s). 

 

Planning a mentoring scheme 

 

Preparation 

This should identify the level of support among potential participants, including program sponsors, 

as well as the risks involved in setting up a program. It will make it easier to set effective program 

objectives and establish the mentoree target group. 

 

 

 

 



  

Why do you need a mentoring program or other mentoring arrangements? 

 

Verify the needs of the staff and the organization (unit) as well as the applicability of mentoring as 

the solution. Base your case on solid internal research. 

 

What do you want to achieve? 

 

You will probably have a good idea of why your unit may need a program but if there is no 

enthusiasm at senior level seek alternate solutions to meet that need. For example, if junior staff 

members are not getting adequate support the most appropriate solution may not be a mentoring 

program for them. Refresher training for senior staff in supervision skills with a mentoring 

component to support practical application may more effective as a first stage in a longer term 

strategy to provide mentor support for other groups. 

 

Who will be mentorees and what can they expect? 

 

Once you are clear about the needs and objectives, the target group for mentoring is often quite 

obvious. Sometimes it is too obvious, such as the junior staff in the example above. As a thought 

experiment, switch the group or groups you have in mind as mentors and mentorees. What can they 

offer each other? Who is going to ask for a mentor and why? How can the program meet their needs 

and will this actually achieve your objectives? 

 

Who will be mentors and what can they expect? 

 

There is no ideal mentor “profile”. However, as with any position description, identify key areas of 

experience, competence and attitude both as a professional and as a person that should meet 

potential mentoree needs and the program objectives. Mentors need not come from within the 

unit. There are substantial benefits to be gained by all parties in recruiting from elsewhere in the 

University or even outside the organization. 

 

Who will support the program? 

 

Mentoring programs, even informal arrangements, are not resource-free although enthusiasm and 

innovative approaches can reduce the financial requirements. Will executives and supervisors 

commit their own time, provide the resources and support the strategies needed so that the 

program can achieve its goals e.g. internal and external advocacy, workload rearrangement, 

recognition? How many people will volunteer as mentors or mentorees? 

 

Who will develop the program? 

 

Sharing ownership is a good principle for encouraging support. 

 

Who should be involved in developing it? 



  

Bring in at least a few potential mentors and mentorees and one or two supervisors. These people 

will become your first line marketing staff. 

 

Who will sponsor the program? 

The program sponsor need not be one person, it could be a pair or small group of senior executives. 

The critical issue is commitment to providing essential resources, influencing strategies and 

promoting for success. 

 

Who will coordinate the arrangements? 

Programs, even informal ones, require someone to send out information, recruit participants, 

arrange training and support events, monitor relationships, evaluate progress and provide a 

point of support. 

 

What are the logistical issues including time lines? 

 

These points may change during program design but you need preliminary answers in order to 

cost your proposal: 

 

 When would the program start? 

 How long is needed (ie when can people get together) to develop the program? 

 What lead-time is required for marketing the program? 

 What materials will you need? 

 What orientation events and other training will be necessary? 

 You will also need to have some ideas about where, when and how often participants are going to 

meet. 

 

How are you going to measure your outcomes? 

 

Measuring mentoring outcomes is not a simple task. There are existing quality indicators at the 

University relating to human resource management as well as other strategic areas. If not already 

available for your unit establish baseline data for those that link directly and indirectly to the 

program objectives. Supplement annual indicators, after the program start, with qualitative 

evaluations as the program progresses. 

 

How are you going to market your program? 

 

This is about making the program a desired but normal part of daily life in your unit rather than 

heavy advertising and a big launch. Personal recommendation, good word-of-mouth reputation and 

no leaks in confidentiality are your aim. Develop a communication strategy and implement it. 

 

Design 

Your proposal together with information from the support package in section 6 below can provide 

initial resources. Get your design/ development team working on the questions below. 



  

What are the specific objectives of the program? 

 

Try to keep these simple and measurable. 

 

What and how will you evaluate? 

 

See the resource section for suggestions. 

 

Who and how many do you hope will participate? 

 

This is your target group for mentoring. You may have to return to this after you have looked 

carefully at the availability of suitable and willing mentors. 

 

What degree of formality? 

 

The more administrative control you impose the less up-take you’re likely to get. Complete 

informality may leave participants without adequate support and program goals unmet. 

 

What sort of model is appropriate? 

 

Don’t forget there are a number of alternative models available. 

 One-to-one need not be senior-junior, it could be peer or junior-senior. The key point is which 

experiential differences are most appropriate in light of mentoree needs and program goals. 

 A pool or panel of mentors is an option when short on mentors or dealing with varying mentoree 

needs. 

 Group or team mentoring may be a useful option particularly in research areas or projects. 

 Further details are available in the references listed in section 6. 

 

Characteristics and skills needed in the mentor? 

 

The specific experience sought in a mentor depends on the aims of the program and the needs 

of the mentorees. Other important characteristics are: 

 Listening with empathy 

 Sharing experience and learning 

 Being a sounding board. 

 Providing professional friendship. 

 Developing insight through reflection. 

 Being interested in the development of others. 

 

What individual goals are appropriate for mentorees? 

These may be obvious but write them down and use them in your briefings and other program 

information. Individual ideas on what mentoring is and can do vary a lot. Manage expectations from 

the start. 



  

 

How will you recruit? 

 

This covers both mentorees and mentors. Will you call for nominations as well as or instead of 

personal application? How are you going to persuade people to join up? Check that your recruiting 

messages are tailored to the groups that you are targeting. 

 

How will you screen and match? 

 

Leave some choice available to both mentor and mentoree in deciding partnerships. Make sure they 

know how to end the relationship without blame if the match doesn’t work. 

 

How will you deal with the “feel equal” factor? 

 

This includes mentoring partnerships that cut across gender, culture, language, disability 

and/or generation as well as experience. Some points to bear in mind: 

 Cross-gender relationships can provoke gossip if not handled openly. 

 People often feel more at ease with mentoring partners of the same sex, culture or generation. 

 Partners who differ in one or more of these characteristics may be unable to provide the exchange 

sought by their partner, because priorities and experience are too far apart. 

 Dependency arises more easily when the “feel equal” factor is low. 

 

On the other hand 

 These differences in experience and perspective can provide insights not otherwise obtainable. 

 Matching too closely for personal characteristics may leave you with few if any mentors or a demand 

for a mentor “profile” that previously did not exist. 

 

What procedures do you have for handling partnerships that don’t work as intended? 

 

One suggestion is to arrange that mentoring partners meet with or feedback to the coordinator 

after their first or second meeting to confirm that the partnership feels positive and that learning 

goals have been agreed. If this is not the case, the coordinator should propose and arrange meetings 

with alternate partners emphasising that personal fit is a priority for all involved. 

 

What is your orientation and training plan? 

 

A standard orientation package is available from the Staff Development web-site. There is an 

information pack (Module 1: “Mentoring – what is it?”) that can be sent out prior to your local 

program orientation (Module 2 gives outline help for your presentation). Module 3: “Getting the 

most from your mentoring relationship” contains the material for a one-hour workshop. This can be 

run separately for mentors and mentorees or may be a joint session in part or full depending on the 

needs and numbers of your participants. See Resources section for a list of other staff development 

courses that may be suitable for some or all of your participants. 



  

 

How will you support participants? 

 

This covers support for the coordinator as well as mentors and mentorees. It could be informal 

networking opportunities or more formal sessions where a particular group e.g. coordinators 

or mentors can get together to discuss common issues and possible solutions. 

 

What is your communication strategy? 

 

Some suggestions: 

 Encourage your development team and program sponsors to spread the word. 

 Provide information (e.g. fliers, posters). 

 Pre-program orientations and progress events. 

 Mention regularly at staff meetings (a point on the standing agenda is good) and in other staff 

circulars. 

 Ensure that supervisors are kept aware of the program, its goals and progress. 

 

Putting it into practice 

 

Is your communication and marketing strategy ready to go? 

Double-check that all resources in place prior to start date. 

Troubleshooting 

The most common problems arise because people have inappropriate expectations (adapted from 

Lacey, 1999) 

 

Resources 

 

Selection forms 

A variety of examples are available in the references and web-links listed in the last section. 

Apart from contact details, qualifications and current manager, questions for both mentor and 

mentoree could look as follows (Lacey, 1999): 

 What do you consider to be your most significant achievements to date? 

 What do you hope to achieve by participating in the mentoring program? 

 What skills/ knowledge/ expertise can you offer your mentoring partner? 

 Do you have any particular constraints or requirements we need to consider when making a match? 

 Please indicate any of the following competencies you would like to use as a focus for your own 

development (insert a list of competencies that are compatible with program objectives) 

 Please describe any previous involvement in formal or informal mentoring relationships 

 

Mentorees should also be asked what experiences they would like to have during the mentoring 

program. If you plan to take nominations from others for staff to participate you’ll also need a 

nomination form. Apart from contact details, for themselves and the nominee, and space to indicate 

what role the nomination is for, ask 



  

 What their relationship is with the nominee? 

 What their reasons are for nominating the person? 

 Have they discussed this with the nominee? 

 

Existing courses and resources, available from time to time, that may be appropriate: 

 

The Better work life program has 

 “Positive workplace communications” 

 “Listening skills lunchbox session”  

 The Customer Service program also offers 

 “Communication skills designed to get results”  

 Fundamental management series 

 “Communication skills”  

 Leadership and management development series 

 “Advanced communication - negotiation/ conflict resolution”  

 Training videos on active listening, questioning and conflict resolution. 

 

Mentoring training package (Outlines and materials for 3 modules in the basic package) 

 

Mentoring Module 1: Mentoring – what is it? 

 

Target audience: all 

Duration: May be sent out as an information package prior to Module 2. Alternately may be 

presented independently (30 minutes) and/or supplemented by a discussion session depending on 

local requirements and context. 

Aim: 

To broaden understanding of mentoring beyond the traditional one-to-one, senior-junior informal 

teaching and sponsoring model. 

Objectives: 

 To promote the University’s preferred definition of mentoring. 

 To explore alternate roles for mentors and mentorees. 

 To raise awareness of risk management issues. 

 To increase awareness of alternate models such as panel, team, peer and reverse mentoring. 

 (Optional) To provide examples of how mentoring can support different staff and organisational 

development needs. 

Content: 

 An information package (available from web-site) on mentoring including the Incubator’s policy, 

information on roles, models and behaviours. 

 Optional discussion of where and how these may apply locally and those benefits and risks that could 

apply. 

 

 

 



  

Mentoring Module 2: Local program orientation 

 

Target audience: all local staff – mentors, mentorees, line management, senior management 

and support staff. 

Duration: approx. 30 minutes 

Aim: To brief staff on the program “facts” 

Objectives: 

 Ensure that everyone shares a common understanding of what the program involves, why it is being 

run and who will be involved. 

 Encourage suitable participation and support from everyone else. 

 Establish the foundation for expectation management, covering acceptable goals and roles for 

mentors, mentorees and supervisors. 

Content: 

 The purpose and objectives of the program as well as who can apply. 

 Expected benefits to participants and the organization unit (could come from an interactive 

discussion). 

 The people behind the program (sponsor, development team, coordinator etc.). 

 The scope of the program – how many people are or will be involved and what roles will they have, 

how will it affect others. 

 How and from where the mentors will be recruited. 

 Time frames – when will it start, how long will it run, how long are relationships meant to last? When 

evaluated? 

 Organizational and administrative details of the program – e.g. application and evaluation 

procedures. 

 

Mentoring Module 3: Getting the most from a mentoring relationship 

 

Target audience: mentors and mentorees (separately or together depending on context) 

Aim: To provide participants with the essential resources to manage their mentoring 

relationship and achieve positive outcomes. 

Objectives: 

 To ensure that participants are aware of the rules of conduct such as confidentiality and equity issues. 

 To introduce one or more methods for developing goals. 

 To raise awareness of the need and some ways to proactively manage the relationship 

Content: 

 Code of conduct, confidentiality and other rules of engagement. 

 Setting goals and limits for the mentoring relationship. 

 Behaviours to avoid. 

 Handling problems in the relationship and constructive challenge. 

 

Evaluation 

On-going formative evaluation should help you troubleshoot the program proactively and ensure 

quality as well as provide a check on how well the program objectives are being met. 



  

 

 

What are you going to measure? 

 

 Is the program meeting its objectives? 

 Is it functioning as it should? 

 How are the administrative and other procedures working? 

 Are all the procedures actually necessary and well received/ helpful to everyone? 

 How are the relationships working? 

 How is the program affecting those not directly involved? 

 What issues are mentors having difficulty with? 

 What issues are proving difficult for mentorees? 

 Have you covered everyone’s training needs? 

 How is your communication strategy working? 

 What can you improve? 

 

How are you going to collect this information? 

 

It is probably worth using several different methods: 

 Interviews or feedback sessions (singly or as groups) with mentors, mentorees and line managers at 

appropriate intervals on their perceptions of the program and its outcomes. 

 Self-report questionnaires from mentor and mentoree – annually if the relationship is to be long-

term or at the close of shorter-term relationships. 

 Assessing personal development or learning plans against outcomes (this could be done jointly by 

the mentor and mentoree and delivered without personal names attached). 

 Statistical measures in line with mentoring objectives (e.g. alterations in productivity, staff turnover, 

promotions awarded, skills acquired). 

 Document changes that occur in the organisation and its environment during the life of the program. 

 

When the program comes to an end a summative evaluation can then draw on the on-going 

evaluations to help answer the question: has the program achieved its objectives? 

 

Information on Individual roles 

The role of University Executives 

 

 Ensure that knowledge of the University mentoring policy is disseminated at staff meetings and other 

normal channels on a regular basis. 

 Include mentoring as a topic at every appropriate opportunity. 

 Arrange a few suitably spaced discussions or briefing events for colleagues and staff and participate 

yourself. 

 Volunteer as a mentor or mentoree in someone else’s program and encourage colleagues to do so. 

 Participate in mentoring training events. 



  

 Keep informed of developments at central and local level and offer personal support to orientation 

and recognition events as well as recruiting efforts. 

 Be seen supporting the policy in practice e.g. become program sponsors if requested. 

 

The role of a Program sponsor 

 

 Provide the resources necessary to design and implement the program. 

 Oversee progress in both design and implementation. 

 Act as a sounding board and provide ideas and suggestions as necessary. 

 Ensure that internal strategies regarding recognition, workload planning and training work for the 

program. 

 Receive and discuss evaluation reports for example as a member in the steering groupif there is one 

or with the coordinator if there is not. 

 Participate in all main orientation and recognition events. 

 

Coordinator role 

 

 Action and manage the communication strategy. 

 Arrange orientation, training and other support events. 

 Accept and deal with applications from mentors and mentorees. 

 Keep participants informed of progress in matching. 

 Monitor mentoring partnerships to ensure they are proceeding smoothly and in linewith codes of 

conduct. 

 Undertake on-going evaluation and provide regular feedback to the program sponsor,steering group 

and participants. 

 Provide or arrange support for participants experiencing difficulties in their mentoring partnerships. 

 Ensure that all involved are and remain clear about roles and limits to expectations. 

 

Mentor role 

 

The principal role of a mentor is to: 

 Support mentorees in discovering and defining their own development needs. 

 Share expertise and experience to help mentorees develop their talents. 

 Foster independent learners. 

 Provide a safe space for mentorees to raise and talk about their issues. 

 Listen, clarify, reflect back and, when called for, challenge. 

 Help mentorees reflect on their beliefs, thoughts, feelings and behaviours and to view issues from a 

variety of perspectives. 

 Enable mentorees to gain confidence in analysing and solving problems and become effective 

decision-makers. 

 



  

Mentoring can involve acting in a variety of capacities depending on the needs of the mentoree and 

purpose of the mentoring arrangement. During the course of a mentoring relationship a mentor 

may act as: 

 A catalyst by being a sounding board, confidante or role model. 

 A broker by opening doors, helping the mentoree network or acting as a sponsor. 

 A solutions guide by listening, facilitating or advising. 

 A problem solver by tutoring, training, coaching or teaching. 

 A professional friend by offering emotional support, showing respect and admiration as appropriate. 

 

Mentors need to be able to: 

 Spend time with mentorees. 

 Be accessible and positive. 

 Give and receive constructive and honest feedback. 

 Be non-judgemental. 

 Respect confidences. 

 

Mentoree role 

 

The principal role of mentorees is to: 

 Take responsibility for identifying and achieving their own development goals. 

 Initiate meetings with the mentor, manage meeting dates and times and set the agenda for the 

partnership. 

 Share expertise and experience. 

 Listen, clarify, reflect back and, when called for, challenge. 

 Be open to and appreciate different perspectives. 

 Learn how to find their own solutions. 

 During the course of a mentoring relationship3 a mentoree may act as: 

 A conduit by sharing own useful knowledge and facilitating the mentor’s insight into the organisation. 

 A broker by networking and opening doors for the mentor 

 An advocate by publicly giving credit to the mentor for useful ideas and speaking up on behalf of the 

mentor as a developer of people. 

 A professional friend by offering emotional support, showing respect and admiration as appropriate. 

 

Mentorees need to be able to: 

 Spend time with their mentor. 

 Be accessible and positive. 

 Give and receive constructive and honest feedback. 

 Respect confidences. 

 

The role of the Supervisor 

 

 Keep informed of the program, its objectives and progress. 

 Suggest participation to potential mentors and mentorees. 



  

 Provide the opportunity for appropriate candidates to participate. 

 Support participants when the need to change mentoring partners arises from mismatching or 

changed circumstances. 

 Encourage participants to feed outcomes from the mentoring relationship into their formal personal 

development plan and annual review. 

 

Qualifications of Mentors 

 

The general qualifications of a mentor are something that needs to be determined by the individual 

firm or enterprise. There is no bright-line rule which says a mentor must have a certain amount of 

experience with a certain subject matter expertise. However, in order for a mentoring program to 

serve its objectives, it must seek individuals who have exhibited interpersonal skills and the ability 

to impart quality lessons about the legal profession. A mentor must be able to devote the time 

necessary to allow for a meaningful relationship to develop. This should be an on-going relationship 

in which the mentor shares their experience, provides guidance, and engages in dialogue with the 

mentee. In determining who would be a good mentor, it is important to look to the needs of the 

mentee and how their goals can best be achieved.  

 

Selection vs Appointment of Mentors 

 

The process of matching mentors and mentees can be the most important part of a mentoring 

program. The mentor and mentee need to get along or at least be compatible to be able to form a 

meaningful relationship. This is important because one of the main purposes of mentoring is to 

promote professional growth through personal relationships.18 The most effective form of 

mentoring results from a natural relationship that develops between two lawyers. This natural 

mentoring relationship is most effective because of the trust that exists in the relationship allowing 

for the sharing of personal and professional information.19 Arranged mentorships can also be 

effective assuming the mentor and mentee can find some common ground and form a relationship 

that will allow for an effective mentoring relationship.  

 

One way to accomplish the matching task is to match a mentor’s strengths with a mentee’s needs.20 

Additionally, simply asking the mentee if he/she has a mentor in mind, or certain qualities and 

characteristics he/she seeks in a potential mentor will also prove useful. Mentoring is a very 

different skill than practicing law and the best lawyers do not always make the best mentors. 

 

Goal Setting 

 

It is important to set out from the very beginning the purpose and goals of the mentoring 

relationship, as the mentor and mentee may have significantly different views, as well as far 

different expectations.22 As a new generation of lawyers enters the legal community, it is important 

to recognize that the career goals of the current generation of lawyers may be far different than the 

goals of a new associate.  

 



  

As previously mentioned, one the most important aspects of an effective mentoring program is 

setting out the goals of the relationship at the outset as well as some general guidelines to follow in 

striving to achieve these goals. By defining the focus of the relationship, it is understood what the 

final goals are, and the mentor and mentee can devise a plan to achieve these goals in the most 

effective way possible.  

 

A mentoring program should have clear operation guidelines as well as minimum requirements. 

These minimum requirements might include:  

 Procedures for matching  

 The length of the relationship  

 The frequency of interactions  

 Training of the mentor  

 The topics to be covered  

 How the success of the program will be evaluated  

 

Whatever the requirements may be, the goal should always be geared toward facilitating the 

mentor and mentee in achieving the goals set at the outset of the relationship in the most effective 

manner possible.   



  

Writing a Business Plan 
 

Why Write a Business Plan? 

 

As the owner of your business, you probably have an extensive knowledge of your business and the 

industry you are in.  Nevertheless, regardless of your current business stage, it is worthwhile for you 

to take one step away from your daily operations and spend some time to prepare a business plan 

and review it regularly as you work along.  A business plan visualizes your thinking process about 

your own business and helps you to focus on where you want to go.  It also acts as an operating tool 

to help you to evaluate your business performance.  Hence, during the process of preparing your 

business plan, you will be able to assess how viable your business is, and what options and 

alternatives you may have for future business growth. 

 

In practice, a business plan can also serve a critical role to obtain funding for development and 

growth of the business.  It is an effective tool to facilitate your communication with external parties 

including banks, financial institutions and potential investors by means of a systematic presentation 

of your business.   

 

While we stress the importance of a business plan, business owners should not deem that the 

preparation of a business plan ensures any financing opportunity.  Each financial institution and 

investor has its own guidelines and criteria when considering a financing proposal, so conducting a 

business plan itself DOES NOT guarantee a higher chance in getting external funding.   

 

Business Plan helps you evaluate the feasibility of a new business idea in an objective, critical, and 

unemotional way. 

 Marketing – Is there a market? How much can you sell? 

 Management – Does the management team have the skill? 

 Financial – Can the business make a profit? 

 

It provides an operating plan to assist you in running the business and improves your probability of 

success. 

 Identify opportunities and avoid mistakes 

 Develop production, administrative, and marketing plans 

 Create budgets and projections to show financial outcomes 

 

It communicates your idea to others, serves as a “selling tool,” and provides the basis for your 

financing proposal. 

 Determine the amount and type of financing needed 

 Forecast profitability and investor return on investment 

 Forecast cash flow, show liquidity and ability to repay debt 

 

Who will use the plan? If you won't use the plan to raise money, your plan will be internal and may 

be less formal. If you are presenting it to outsiders as a financing proposal, presentation 



  

quality and thorough financial analysis are very important. 

 

Basic Business Plan Guidelines 

 

Writing a Business Plan will probably take a lot of time. Up to 100 hours or more is not uncommon 

for a new business that requires a lot of research. 

A typical plan will have three sections. Section one is a written section describing Management and 

Marketing aspects of the business. Section Two includes financial projections. Section Three is 

supplemental information. 

 

A short (3-5 pages) Executive Summary is often added at the beginning of more complex business 

plans. 

 Section One should be thorough, but concise and to-the-point. Use headlines, graphs and "bullets" 

to improve readability. Length of this section is usually 10 - 20 pages. 

 Section Two describes in numbers the outcome of your business strategies and plans. Your financial 

projections should be based on facts and research, not “wild guesses.” Be prepared to justify your 

numbers. 

 Section Three contains supporting information to reinforce the first two sections. This section’s 

contents will vary with your type of business. 

 

Owners should be very involved in the planning process. Hiring someone to do it or delegating it to 

someone who is not a key member of the company will result in an inferior plan. 

No plan (or a poor plan) is a leading cause of business failure. You can improve your chances of 

success with a good Business Plan. 

 

General Principles of Writing a Business Plan 

 

 Make your business plan user-friendly, easy to read and understand. 

 Use charts and figures along with descriptions and interpretations. 

 Decide who is the reader: bank or investor, and tailor your business plan for specific 

purpose.  For instance, you should focus on cash flow adequacy for banks and potential 

return with payback period for investors. 

 Follow a complete structure to present your business in an organised way. 

 Include a general market overview / market analysis to show your understanding of the 

industry and your business position. 

 Emphasize your business uniqueness, strengths and competitive advantages. 

 Develop realistic but aggressive projections, explain use of fund and expected payback 

period. 

 Complete all the sections of a business plan first, then put all the highlights in the Executive 

Summary concisely. 

 Review and edit before presenting it. 

 

 



  

Tips to write a Business Plan 

 

 Tailor your business plan to suit different readers. 

 Focus on what the reader is looking for in a business plan, e.g., payback period, return on 

investment, etc. 

 Emphazise your real strengths. 

 Write in plain words, get to the point and make it clear and comprehensive. 

 Use figures, percentage and quantifiable information. 

 

Ten Ways to Ruin Your Business Plan 

 

These errors in business plan preparation and presentation will undermine the credibility of the plan 

and hurt your chances to receive funding: 

 Submitting a “rough copy,” (with coffee stains and typos) tells the reader that management doesn’t 

take the planning process seriously. 

 Outdated historical financial information or unrealistic industry comparisons will leave doubts about 

the entrepreneur’s planning abilities. 

 Unsubstantiated assumptions can hurt a business plan; the business owner must be prepared to 

explain the “why” of every point in the plan. 

 Too much “blue sky” - a failure to consider prospective pitfalls - will lead the reader to conclude that 

the idea is not realistic. 

 A lack of understanding of financial information. Even if someone else prepares the projections, the 

owner must be able to explain them. 

 Lack of specific, detailed strategies. A plan that includes only general statements of strategy (“We 

will provide world class service and the lowest possible price.”) without important details will be 

dismissed as fluff. 

 

Especially important if the business plan is prepared for a lender: 

 No indication that the owner has anything at stake. The lender expects the entrepreneur to have 

some equity capital invested in the business. 

 Unwillingness to personally guarantee any loans. If the business owner isn’t willing to stand behind 

his or her company, then why should the bank? 

 Starting the plan with unrealistic loan amounts or terms. Do your homework and propose a realistic 

structure. 

 Too much focus on collateral. Even for a cash-secured loan, the banker is looking toward projected 

profits for repayment of the loan. Cash flow should be emphasized as the source of repayment. 

 

Business Plan Outline 

 

Cover Sheet: Business Name, Address, Phone Number, Principals 

Executive Summary or Statement of Purpose 

Table of Contents 

 



  

Section One: The Business 

A. Description of Business 

B. Products/Services 

C. Market Analysis 

D. Marketing Plan 

E. Location 

F. Competition 

G. Management and Operations 

H. Personnel 

I. Application and Effect of Loan or Investment 

 

Section Two: Financial Data 

A. Projected Financial Statements 

Income Statements 

Cash Flow Statements 

Balance Sheets 

Assumptions to Projected Financial Statements 

B. Break Even Analysis 

C. Sources and Uses of Funds 

 

Section Three: Supporting Documents Historical financial statements, 

tax returns, resumes, reference letters, personal financial statements, 

facilities diagrams, letters of intent, purchase orders, contracts, etc. 

 

Section One: The Business 
 

The following pages describe in detail each part (A through I) of the previous Business Plan Outline. 

Disregard any questions that do not apply to your business. 

 

A. Description of the Business 

Part A provides an overview of key information which is developed in greater detail in the following 

pages. Aim for clarity and simplicity in this part. Too much detail here gets in the way of the main 

ideas. The Elevator Test - Can you explain your basic business idea in the time it takes to get from 

the lobby to the 5th floor? 

 

Basic Questions: 

1) What general type of business is this? 

2) What is the status of the business? Start-up, expansion or take-over? 

3) What is the business form? Sole Proprietorship, Partnership, Corporation or Limited Liability 

Company? 

4) What are your products? 

5) Who are (will be) your customers? 

 



  

Additional Questions for Start-Ups: 

1) Why will you be successful in this business? 

2) What is your experience with this type of business? 

3) What will be special or unique about this business? 

4) Why will your business be successful? 

 

Additional Questions for Purchase of Existing Business: 

1) When and by whom was the business founded? 

2) Why is the owner selling? 

3) How was the purchase price determined? 

4) What are the current financial conditions and trends? 

5) How will your management make the business more profitable? 
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B. Products/Services 

 

In this section, describe your product offering. This will include details of product features and an 

overview of unique technology or processes. But don’t stop there and don’t focus too much on 

technology. You must also describe the product benefits and why customers will want to buy. For 

most businesses, the products/services are not totally unique. If yours are, take advantage of this 

while you can and plan for the competitive battles that will come. If your products/services are not 

unique, you must find a way to position your products/services in the mind of your customer and 

to differentiate them from the competition. Positioning is the process of establishing your image 

with prospects or customers. (Examples include: highest quality, lowest price, wider selection, Best 

customer service, faster delivery, etc.) 

 

Basic Questions: 

1) What products/services are you (will you be) selling? 

2) What are the features and benefits of what you sell? 

3) What Position do you have (or want to have) in the market? 

4) How do your products/services differ from the competition? 

5) What makes your products unique and desirable? 

6) Why do (will) customers buy from you? 

 

C. Market Analysis 

For start-ups or existing businesses, market analysis is important as the basis for the marketing plan 

and to help justify the sales forecast. Existing businesses will rely heavily on past performance as an 

indicator of the future. Start-ups have a greater challenge - they will rely more on market research 

using libraries, trade associations, government statistics, surveys, competitor observation, etc. In all 

cases, make sure your market analysis is relevant to establishing the viability of the business and 

the reasonableness of the sales forecast. 

 

 



  

Questions for Existing Businesses: 

1) Who are your current customers? (List largest customers or categories.) 

2) What do they buy from you? 

3) Why do they buy from you? (Quality, Price, Reputation, etc.?) 

 

Basic Questions: 

1) Who are the purchasers of your products or type of products? (Geographic, Demographic and 

Psychographic characteristics) 

2) What is the size of the market? Is it growing? 

3) What is (will be) your share? How will your share change over time? 

4) What is the industry outlook? 

5) Are there segments of users who are under-served by competition? 

6) Do any of these under-served segments present opportunities? 

 

D. Marketing Plan 

 

In this section, you include the highlights or your detailed marketing plan. The basic components of 

a Marketing Plan are: 

 What are you selling? (What benefits do you provide and what position or image do you have?) 

 Who wants the things you sell? (Identify Target Markets) 

 How will you reach your Target Markets and motivate them to buy? (Develop Product, Price, and 

Promotional Strategies) 

 

Product Strategies 

1) How will products be packaged? 

2) How broad will your product line be? 

3) What new products will you introduce? 

4) What Position or Image will you try to develop or reinforce? 

 

Pricing Strategies 

1) What will be your pricing strategies? (For example: Premium, Every Day Low Price, Frequent Sale 

Prices, Meet Competitor Price, etc.) 

2) How will you compare with competition and how will they respond? 

3) Why will customers pay your price? 

4) What will be your credit policies? 

5) Is there anything about your business which insulates you from price competition? 

6) Can you add value and compete on issues other than price? 

 

Promotional Strategies 

1) Who are your Target Markets? 

2) How will you reach your Target Markets? (What Media will you use?) 

3) How will you motivate them to buy? (What Message will you stress?) 

4) What is the cost and timetable for implementation of the marketing plan? 



  

 

E. Location 

 

Locations with greater customer traffic usually cost more to buy or rent, but they require less 

spending for advertising to attract customers. This is especially true of retail businesses where traffic 

count and accessibility are critical. 

 

Basic Questions: 

1) What is the business address? 

2) Is it owned or leased? If leased, what are the terms? 

3) Are renovations or modifications needed, and what are the costs? 

4) Describe the property and the surrounding area. 

5) Why is this a good location for your business? 

 

For Mail Order, Telemarketing, Manufacturing, Consulting, or other companies where the customer 

does not purchase while physically at the business address, less location detail is needed. Modify 

the location section to fit your situation. In some cases, a good location may be one close to 

suppliers, transportation hubs or a complementary business that will also attract your Target 

Market. 

 

F. Competition 

 

"Who is your competition?" is one of the first questions a banker or investor will ask. Business by 

nature is competitive, and few businesses are completely new. If there are no competitors, be 

careful; there may be no market for your products. Expand your concept of competition. If you plan 

to open the first roller skating rink in town, your competition includes movie theaters, malls, bowling 

alleys, etc. 

 

Basic Questions: 

1) Who are (will be) your largest competitors? List them. 

2) How will your operation be better (and worse) than your competitors? 

3) How are competitors doing? What are their sales and profits? 

4) (If Start-Up) How will competition respond to your market entry? 

 

G. Management and Operations 

 

Because management problems are the leading cause of business failures, it is important to discuss 

management qualifications and structure. Resumes of Principals should be included in supporting 

data. If your business will have few employees and rely heavily on outside professionals, list these 

key people and their qualifications. If you are seeking financing, include personal financial 

statements for all principals in supporting data section. 

 

 



  

Basic Questions: 

1) What is the business management experience of the management team? 

2) What are the functional areas of the business? 

3) Who will be responsible for each functional area? 

4) Who reports to whom? 

5) What will salaries be? 

6) What management resources outside the company are available? 

7) How will your products/services be produced? (Describe manufacturing processes, proprietary 

technology and key supplier relationships.) 

 

H. Personnel 

 

The success of many companies depends on their ability to recruit, train and retain 

quality employees. The amount of emphasis in your plan will depend on the number 

and type of employees required. 

 

Basic Questions: 

1) What are the personnel needs now? In the future? 

2) What skills must they have? What training will you provide? 

3) Are the people you need available? 

4) What is their compensation? What fringe benefits will be provided? 

 

I. Application and Effect of Loan or Investment 

 

This section is important whether you are seeking a loan, outside investment (equity) or investing 

your own money. It may be necessary to complete Section Two, Financial Data, before completing 

this part. 

 

Basic Questions: 

1) What is the total investment required? 

2) How will the loan or investment be used? 

3) How will the loan or investment make the business more profitable? 

4) When will the loan be repaid? 

5) If you are seeking equity (selling part of the business to an investor): 

-What percent of the company are you willing to give up? 

- What rate of return is possible for the investor? (Note: If your business plan will be presented to 

private investors, seek legal counsel to be sure you are in compliance with securities laws.) 

 

Section Two: Financial Data 
 

A. Projected Financial Statements 

 

The basic purposes of financial projections are: 



  

 Establish the profit potential of the business, given reasonable assumptions 

 Determine how much capital the company needs and how it will be used 

 Demonstrate the business can generate the cash to operate and re-pay loans 

 

It is usually helpful, but not necessary, to complete at least a rough draft of Section One (the written 

section) before attempting the financial section. In the written section, you will develop and 

describe your strategies for the business. In the financial section, you will estimate the financial 

impact of those strategies by developing projected Income Statements, Balance Sheets, and Cash 

Flow Statements. 

 

It is usually recommended that these projected statements be on a monthly basis for at least the 

first twelve months or until the business is profitable and stable. Activity displayed beyond the 

monthly detail may be in summary form (such as quarterly or annually.) The forecast period for most 

business plans is two to four years.  

 

Before you start developing projected financial statements, gather the suggested information on 

the following pages. The personal computer is an excellent tool for financial projections; and those 

with a good background in accounting and personal computer spreadsheets may want to create 

their own financial forecast model. (There are also some specialized software programs which have 

basic templates to help with your financial forecast.) 

 

The quality of your projection depends on the accuracy of the assumptions. (Garbage in - Garbage 

out.) Existing businesses will rely heavily on past financial results as the basis for their forecasts. 

Start-ups have greater challenges. They must do extensive research to prove the reasonableness of 

their numbers. Examples of sources include: 

 

Industry data from public sources and trade associations, personal interviews with potential 

customers and people in the business, competitive observation and analysis, etc. 

If you would like assistance, gather the suggested information on the following pages and contact 

the Small Business Development Center. The SBDC will review the information from your research 

and help you develop your projection. 

 

Steps in Financial Projections 

For items 1 and 2, use the following “Fixed Asset/Start-up Expense List.” 

 Estimate fixed asset requirements for the first year. Include Land, Buildings, Leasehold 

Improvements, Equipment, and Vehicles. 

 Estimate any start-up or one-time expenses. Include any expenses needed to begin operation such 

as legal fees, licenses, and initial marketing costs. For item 3, use the following “Unit Selling Price and 

Cost Analysis” sheet. 

 Define each “unit” of your product or service and estimate the selling price and direct cost per unit. 

In the appropriate places on the form, estimate Cost of Sales and calculate Gross Profit as a 

percentage of the selling price. For items 4 through 6, use the following “Projected Income 

Statement”. 



  

 Estimate sales by month for at least one year. (Unit sales price times the number of units.) Consider 

how start-up, marketing, and seasonal factors affect sales. 

 Estimate monthly Cost of Sales and Gross Profit based on the percentages of sales calculated in #3 

above. Use a weighted average if multiple product lines. 

 Estimate and itemize fixed expenses by month for at least one year. Include things like rent, 

insurance, utilities, salaries, marketing, legal/accounting, etc. Determine all categories which apply 

to your business, but don’t include expenses here that are in “cost of goods (services) sold.” 

 Research items 7 through 10, and provide a short narrative. 

 Describe the amount of inventory (if any) required to support the sales forecast. Express in number 

of days sales or turnover if possible. 

 Describe your credit, sales, and collections policies. If you will make sales on credit, estimate the 

number of days after the sale before the average customer pays. 

 Describe how fast you must pay your vendors for any items you will purchase. 

 Estimate obligations for Income Taxes. - Businesses already in operation will need the latest 

Balance Sheet. 

 

B. Break Even Analysis 

 

Break even (B/E) analysis is a simple, but very effective financial feasibility test. B/E is used to find 

the amount of sales necessary to pay all fixed costs (and have zero income.) In your business plan, 

it represents a minimum acceptable performance. Follow these steps to calculate: 

 Determine Contribution Margin Percent. Contribution Margin (CM) equals Sales minus Variable 

Expenses. CM% equals CM dollars divided by Sales. Note: The biggest variable expense is usually Cost 

of Goods Sold (CGS), which is the direct material and labor necessary to make a product or service 

ready for sale. 

 List and total all Fixed Expenses for a specific time period (usually one month.) Fixed expenses do 

not rise or fall with sales volume. Examples: rent, insurance, utilities, etc. 

 Break Even Sales is Fixed Expenses divided by Contribution Margin %.  

 

 

  



  

Scenario Building 
 

Changing Contexts 

 

‘Scenarios are stories about the future, but their purpose is to make better decisions in the present.' 

Ged Davis 

 

Contexts are changing faster today than in previous times - context itself has become a variable. 

Scenarios deal with the uncertainty arising from the fact that we don't know in what kind of future 

today's plans and decisions will unfold. Just as maps help us to find our bearings and move around 

in space, a set of scenarios can illustrate different possible pathways into the future. 

 

There are different ways to arrive at an image of the future. In 1865, the English scientist William 

Jevons was worried about the finite availability of domestic coal deposits which he saw as a great 

threat to his country's status as world power. Today, 150 years later, Great Britain still has significant 

deposits of coal which, in all likelihood, will never see the light of day. Domestic coal extraction 

currently contributes less than 7 per cent of British energy consumption, while the Commonwealth 

lost its role as colonial superpower for altogether different reasons. 

 

Any glance into the future is necessarily tied to imponderables; there is always more than one 

possible development path - because there is so much that simply cannot be foreseen and because 

the future will also be shaped by decisions that we still have to be taken. Today, context is changing 

much faster than in previous times. Who could have forecast, even one year before they happened, 

the fundamental changes in the Arab World, Fukushima, or the serious problems that have befallen 

the euro? The future is not an extension of present trends - it is full of surprises. We do not know 

what the future will look like; we know only that it will be different from today. Moreover, whether 

we are speaking of the financial and economic crisis, of the depletion of fossil fuels and other non-

renewable resources, of global warming, the loss of biodiversity or the increasing lack of drinking 

water in many regions, the challenges facing humankind are considerable and the prospects often 

represent cause for concern. Scenario-building has proven to be particularly helpful in situations of 

great uncertainty and discontinuity. Instead of neglecting these areas of uncertainty, scenarios make 

them explicit and offer a framework for exploring them with others. 

 

To reflect in terms of scenarios is a tendency inherent in human thought. The neurologist David 

Ingvar coined the term ‘memories of the future' to illustrate the way in which our decisions and 

actions are closely interwoven with the pictures we conjure up of the future. We anticipate possible 

futures and prepare for them in the present. But our anticipation of alternatives is normally based 

on very personal assumptions and interests; and all too often our picture of the future is somewhat 

narrow and short-sighted, lacking both an adequate time horizon and a broad image of existing long-

term potentials and risks. For this reason it is important to engage in deeper conversations with 

others on what the future might hold and what individual or collective actions we can or might take 

to deal with it. While you can't write the future on your own, you can certainly be involved in shaping 

it. Moreover, whichever scenario becomes reality, there is always room for manoeuvre in dealing 



  

with it. 

 

A scenario is a presentation of a possible future situation in narrative form. As a rule, it also portrays 

causal relationships, which explain how, from the vantage point of the present, we arrived at that 

particular future in this particular story (‘How might things come to this?'). One important 

characteristic of the scenario method lies in its explicit inclusion of uncertainties and its comparison 

of development alternatives that could shape the course of events. Scenarios are distinct from 

prognoses because they do not set out to predict the future. They are also distinct from utopias (or 

dystopias), which draw up a desired (or feared) future in the absence of any concretely established 

connections with the present. While prognoses are suitable for questions dealing with the nearer 

future, in relation to which developments can be ‘calculated' with high probability and without 

major difficulty, utopias deal with the distant future, in relation to which many of today's certainties 

no longer hold good. Scenarios, however, play themselves out amidst the realities of today and the 

mid- to long-term uncertainties (see graph).  

 

The scenario method, which originated in the military sphere, was adapted and further developed 

by various companies and consulting firms in the 1950s and 1960s. The futurist Herman Kahn is seen 

as the founding father of the scenario method. In the 1950s, he developed this approach for the US 

Ministry of Defence initially to outline future conflict potentials and later also to look at economic 

and social questions. Further pioneering work was conducted in the 1970s by the company SHELL 

and in particular by Pierre Wack who led the company's scenario unit from 1971 to 1981. It was 

through the report The Limits of Growth to the Club of Rome in 1972 that the scenario approach 

first entered the public consciousness. Based on the System Dynamics Approach of Jay Forrester at 

MIT, this was the first time that a set of scenarios was discussed with significant public participation. 

These scenarios were developed through a number of computer-based simulations on the 

development of global economic and population growth, poverty projections, as well as resource 



  

consumption and environmental pollution (and they were often misinterpreted by critics as a 

prognosis). Over the years, more and more companies and organizations, confronted with the 

necessity of long-term investment decisions in a rapidly changing market environment, started to 

utilise scenarios for their strategy developments. 

 

Scenario Building is also a tool for political deliberations, in spheres such as foreign policy, regional 

planning or decisions on pending long-term infrastructure projects. It can be used for dealing with 

complex social challenges and conflicts. One example of the latter are the ‘Mont Fleur Scenarios', 

which were developed in South Africa in 1991 and dealt with perspectives on the post-Apartheid 

co-existence of the different ethnic groups. Many actors participated in their development, which 

was also accompanied by wide public interest and response. Similar projects have been carried out 

in Israel, Colombia, Burundi and other conflict regions. The future-directed and understanding-

oriented approach of the scenario method further makes it an effective tool for regional, 

interdisciplinary or intercultural dialogue projects. Since the 1980s, the scenario method has 

increasingly been understood as a structured (group-) learning process. 

 

This learning process is directed towards finding one's bearings and moving forward in situations of 

great uncertainty. It is directed towards developing several - each taken separately - consistent 

scenarios and, lastly, towards reflecting upon the consequences and options for action deriving from 

the scenarios. The approach can be modified depending on the goals, resources and participating 

group of stakeholders involved in the project. Scenario-building usually constitutes a process 

consisting of an interview phase and several workshops and work phases, where a larger group of 

participants - with the assistance of a smaller facilitating core team - develops a set of scenarios, 

which will then be edited by the core team into a final version of the narratives. 

 

In line with these general remarks, Scenario Building processes have a threefold aim: to broaden 

the view; to have a frame of reference for orientation and exchange with others; and to be prepared 

for different future alternatives. 

 

Reasonigs for engaging in Scenario Building Processes 

 

Scenario building: 

 Raises awareness of different future-alternatives, as well as of the possibility that these 

future-alternatives can be shaped. It also broadens our perceptions of the present and of 

future opportunities as conscious or unconscious constructions, which have both limiting 

and empowering potential. 

 Enhances the analysis of issues, situations and trends holistically and in all their 

complexities, as it encourages systemic thinking at different levels and across different 

spheres, highlighting linkages, as well as interdependencies in the form of self-reinforcing 

or limiting feedback loops. 

 Provides a means of thinking prospectively (i.e. with a view to the future) in medium- to 

long-term timeframes, whereas habitually our learning and thinking are retrospective and 

our day-to- day decision-making often deals with rather short time horizons. In a fast-



  

changing, fast-paced globalising world, we need increasingly to learn how to anticipate and 

deal with uncertainties that lie just around the next corner and far beyond. 

 — Allows different stakeholders who might be currently confused and dismayed by 

problems and conflicts ‘to take a step back by taking two steps forward'; by looking towards 

the greater or common good in the future, it allows participants to break out of the 

straitjacket of today's perceptions and attitudes, opening up the view to long-term interests 

which might be much closer together than today's protagonists and antagonists believe. 

Thinking about the future together can develop relationships of trust and mutual 

understanding between diverse groups of stakeholders. 

 

Setting the stage 

 

A scenario project is composed of different phases and ‘ingredients'. You need a compelling topic 

and an adequate time horizon for the scenarios. You begin by talking to people and gathering their 

differing perceptions. You need a group of motivated and curious participants who together create 

- in one to three (but in most cases two) workshops - a frame of reference and draft scenarios about 

basic future alternatives. You need a small core team to facilitate the process and to edit the final 

narratives of the scenarios. And, depending on the aims, the design, the (geographical) composition 

of the participants, and the duration of the project, some financial resources will also be necessary. 

 

In choosing the underlying question of the scenario project some specific aspects should be 

considered: it must deal with a matter that is really important and at the same time associated with 

great uncertainty (in relation to which, in other words, it is impossible to give an answer about the 

direction in which things will develop in the coming years). The envisaged participants should be 

involved in this future which is open to question; they should have a certain potential impact on it. 

For trade unions, an important question might be: ‘In what context will our organization, our sector, 

etc. have to operate in the future?' 

 

All scenarios developed in a scenario project relate to the same time horizon. Scenario projects lend 

themselves particularly for timeframes that are far enough removed from the present to leave room 

for change, but that do not reach so far into the future that they drift into utopia and thereby lose 

all relevant connection with the present. The time horizon has to be chosen in relation to the topic. 

If the question relates to the future of a football club, a company or sector, three seasons or three 

production cycles might represent a suitable timeframe. For political processes, such as the 

development of a certain region or the development of multilateral institutions, a timeframe of 20 

to 25 years might be more suitable, as here changes happen much more slowly. However, not too 

much energy and time should be spent on deciding on an appropriate time horizon, for it is the 

anticipation of the qualitative characteristics of development processes that lies at the center of 

scenario creation - and not the exact moment of their realization. A good time horizon for the 

questions ‘that really matter' may often be found in practice by shaping the scenario around the 

world of the participants' children. 

 

To run a scenario process you need a core team, which facilitates the process, and a certain budget. 



  

Normally, the core team members have to be paid, while the participants in the process do not 

receive a fee or honorarium, but their expenses (for example, travelling costs) should - if possible - 

be reimbursed. Financial resources are also needed for the workshops in which the scenarios will 

be elaborated (accommodation, meeting rooms, technical equipment). And if the interviews carried 

out at the beginning of the project are to be transcribed or the scenarios published in a printed 

version, further resources are necessary. 

 

The core team of a scenario project normally consists of four small-group facilitators, a scenario 

editor/writer and a plenary facilitator, who also acts as the project coordinator. The central task of 

the core team is to facilitate the scenario workshops. Every workshop requires at least one day of 

preparation by the core team. The tasks of the core team also include organization and scheduling, 

identifying and recruiting the participants for the scenario workshops, conducting and analyzing 

interviews, as well as editing the final version of the scenarios. Sometimes a few committed and 

curious project participants join the core team in this editing process to lend their support to the 

final elaboration of the scenarios. 

 

The participants in a scenario project should be a group of at least 20 to 30 individuals who are 

really affected by the issue in question. They should be interested, curious and open-minded. And 

they should bring together different points of view representing a broad range of perspectives on 

the issues at hand. Initially, they will be interviewed individually by members of the core team. 

Together, they will develop the scenarios in one to three workshops. Empirically, they are also the 

most important multipliers of the results (the scenarios) and predestined as active agents for (ex-

)change. 

 

While all of the abovementioned resources, manpower and number of involved people empirically 

contribute to the success of a scenario project, numerous variations are possible, depending on the 

resources available. At the end of the day, just a handful of truly committed people might suffice to 

come up with a provocative set of scenarios. 

 

The various steps of scenario creation 

After defining the question and the time horizon of the scenario project and planning the schedule, 

the first step is to conduct qualitative interviews with the participants (and if possible even with a 

larger and more diverse group of people) to gain a good sense of their diverging mind-sets and 

expectations. Therefore, the core team prepares a set of open trigger questions. The interviews are 

confidential; in other words, the information received will be used and made available but neither 

the identity nor the affiliation of the originator(s) may be revealed (‘Chatham House rule'). The 

interviews should be recorded to make the subsequent analysis easier. They will then be analyzed 

by the core team, and the answers and statements will be clustered into core issues and questions 

that emerge. A synopsis distilled out of the interviews serves as input for the first scenario 

workshop. 

 

It is in the workshops that the space in which the participants believe their future will unfold is 

created. And the scenarios elaborated here are narrative illustrations of the basic alternatives in this 



  

time space. 

 

The scenario building process (in the variation presented here) can be divided into six phases: 

 Approaching the question and the time horizon of the scenario project; 

 Identifying and ranking of uncertainties and givens; 

 Describing the fundamental future alternatives (for the two most important and uncertain 

influencing factors); 

 Calibrating a ‘future compass' out of the elaborated results; 

 Plotting scenario narratives for each quadrant of the compass (basic dynamics, actors, 

conflicts, story lines and titles); 

 Reflecting on the outcomes: implications and room for manoeuvre. 

 

In the project workshops the participants create, in a group effort, a common language, a common 

frame of reference for the future. They identify basic uncertainties, dynamics and chains of causality 

that will shape this future. They develop rough story lines of the scenarios, which illustrate the 

fundamental alternatives revealed in this learning process. 

 

The various steps of the process described below take place alternately in small groups (expansive 

phase of the scenario workshops) and in the plenary group (reflection and bundling the results of 

the small groups' work). A clear timeframe for the whole working process and a visualization of each 

working phase in the room (for example, with flip charts) should give participants orientation from 

the very beginning. 

More often than not, the participants in a scenario-building process are not accustomed to the open 

learning process of a scenario project. 

 

The tasks of the facilitating core team include therefore: 

 creating an atmosphere of trust and openness, in which different opinions are respected 

(seeking to avoid a dynamic of defending and defensive viewpoints); because scenario 

projects are always a creative and, for all participants, open dialogue about an uncertain 

future, the workshops are also held under the Chatham House rule; 

 being aware of group dynamics and helping to strengthen trust and dialogue; 

 motivating all participants to contribute actively and to ensure that everyone is heard; 

 recognizing misunderstandings and supporting the group in finding a common language; 

 keeping the process going by asking good questions; and 

 ensuring that the timeframe for each of the different work phases is observed. 

 

After the workshop phase, the core team - composed of the facilitators of the scenario process, an 

editor with good story-writing skills, and perhaps supported by a few interested workshop 

participants - edits the final narratives of the scenarios. This stage normally requires two to four 

meetings and a lot of deskwork in between. 

 

 

 



  

Scenario Building 

 

‘By creating these stories you re-perceive reality in a new way, you create opportunities and you 

widen your horizon. 

We no longer simply endure the future but begin to shape and form it.' 

Ulrich Gokke 

 

Building scenarios is a creative process and normally it should be a group effort: in the real world 

too it is true that ‘you cannot write the future on your own'. And because the future will be shaped 

by different mind-sets, actors and interests, scenario projects bring together different people with 

different perspectives. Scenarios deal with uncertainties and the most compelling task in the process 

of scenario creation is to identify the really important underlying uncertainties - the ‘drivers' of 

future development - and the different pathways they might take. Once a common frame of 

reference - a ‘future compass' - has been built, the task is to create the scenario narratives that 

illustrate the alternative future spaces with a story. Finally, the participants explore each of the 

scenarios, reflecting on their implications for their actions and strategies today. 

 

Step 1 - Approaching the topic and time horizon 

A scenario project first needs a clearly defined question and time horizon. And the first task for the 

participants is to become acquainted with the underlying question and time frame of the project. 

The goal is to ‘have everyone on board' and to establish a common starting point for further 

exploration. 

 

In many cases, a general frame of reference is already given by the title of the project: for example, 

‘Managing energy supply in our region in the next two decades' or ‘Worker participation in 2030'. 

In the first workshop, the participants have to fill this general frame of reference with concrete 

questions and issues for consideration. ‘What is this project about?' ‘In what way will we be 

affected?' Themes that are very likely to have a significant influence on the participants' own lives 

and which at the same time are associated with developments whose outcomes are difficult to 

assess, are particularly suitable for scenario projects. 

The more strongly and convincingly the connection or 

relationship to one's own living conditions can be 

demonstrated, the higher, as a rule, is the motivation to 

make an active contribution to elaboration of the 

scenario. 

 

To approach the time horizon of the project - and given 

the fact that people are often inclined merely to repeat 

the ‘official future', with a linear extrapolation of 

current trends or some other version of the denial of 

possible changes in their minds - a good exercise to get things going is to reflect on changes in the 

past: for example, if the project concerns a future horizon of 20 years, you can start a conversation 

about what changes have taken place over the previous 20 years. To make things more personal, 



  

you might also ask the participants (if it is not a youth project) to bring a photo that shows them 20 

years ago and to discuss - in small groups - how their personal viewpoints, goals and circumstances 

have changed in the meantime. 

 

A useful initial input to the topic of the scenario project is a synopsis of the interviews conducted 

before the first workshop and prepared by the core team. The presentation of core questions and 

issues should not take more than 20-30 minutes. If it was not possible to conduct interviews in 

advance - due to time limitations or for organizational reasons - participants' associations in relation 

to the topic should be ascertained at the beginning of the scenario workshop, for example, through 

card collections (in other words, some sort of brainstorming exercises between two people or in 

small groups) that are then clustered accordingly. The more different the future views you obtain in 

this way, the better. 

 

Step 2 - Identifying major uncertainties (and givens) 

A central - and the most difficult - task in thinking about the future with regard to the scenario 

project's topic is the identification of central influencing factors. What are the most important, and 

at the same time the most uncertain, factors that will shape the future of the scenario topic? What 

will be the main driving forces of development? And what influencing factors might we consider as 

more or less given for the time horizon envisaged? 

 

For example, market access, economic growth and productivity, as well as ecological capacity and 

income distribution, could be seen as very important factors in the economic development of a 

country. If the topic is demographic change, the main factors to be examined could include life 

expectancy, the birth rate, migration and society's appreciation of maturity and life experience. In 

small groups, participants collect influencing factors for the future - which they judge very, very 

important as well as very, very uncertain in their future development. 

This is followed (at first in small groups and then in a discussion in the plenary) by a division of the 

thus identified factors into two categories: 

 

1. How important is the factor? 

2. Is the direction of development of the factor for the chosen scenario timeframe already more 

or less clear or still totally open? 

 

In order to visualize this working step, the following simple schema is suggested. Those factors that, 

within the chosen timeframe of the underlying time horizon, are seen as important and whose 

direction of development can also be assumed with a reasonable degree of certainty are defined as 

GIVENS. Factors that can be put into the top righthand corner of the diagram below, on the other 

hand, are driving forces whose future direction of development is as yet uncertain. They are called 

DRIVERS. 

 

 

 

 



  

In theory, an unlimited number of futures are possible. In practice, the range is much narrower. This 

is because the future cannot develop out of anything but the past. In order to move from the endless 

range of possibilities to plausible development alternatives, a look at the history of the chosen topic 

or issue is necessary. How did we get to this point? What were the driving forces and what were the 

motivations? And therefore what is more or less already given when looking into the future space 

of the scenario question? 

 

 

Givens are of major significance for the development of stories about the future because they are 

important and because the probability that they will actually occur is great. The most important 

Givens should appear in all scenarios developed during a scenario project. Increasing global 

environmental pollution and a continuing rise in world population can be seen as ‘Givens' for the 

next two decades. Meanwhile, changes in a country's energy mix are realized rather slowly in the 

face of the path dependency created by investments made in the past. Examples of this are the - on 

average - ten-year lifespan of a car, the thirty- to forty-year lifespan of power plants or long-lasting 

pipelines and distribution networks. Betty Sue Flowers, who has edited the results of numerous 

scenario processes, gave this category of influencing factors the name ‘TINA', being short for ‘There 

Is No Alternative'. TINAs or Givens, in other words, are what, already today, we more or less know 

for certain about the future. Naturally, however, one aim of scenario projects is to investigate and 

to question whether factors presumed to be TINAs really do allow of no plausible alternatives. 

 

More important in this working phase is to identify the most important influencing factors whose 

future development is still very uncertain and therefore extremely hard to judge from today's 

standpoint. For the topic ‘The Future Energy Supply in the European Union', for example, we have 

to deal with major uncertainties with regard to environmental costs resulting from our (present) 

energy model. Equally open are the questions of whether energy in 2030 will be cheap or very 

expensive and whether, by that time, conflicts over resources in the world will have come to a head 

or not. Closely related to this is the uncertainty with regard to what we can expect from new 

technologies that are ‘in the pipeline'. For the further elaboration of the scenarios such ‘Drivers' 



  

play an essential role. The scenarios created in the following working phase will become 

differentiated from one another mainly because of the different development paths of their 

underlying Drivers. 

 

Influencing factors High influence (important) Low influence (unimportant) 

DRIVERS 

Variable (uncertain, open for 

the period in question) 

Differ in each scenario Are not included in further 

deliberations 

GIVENS 

Fixed (certain for the period in 

question) 

Defined and fixed for 

all scenarios 

Can be included 

in further deliberations 

 

The goal of this working phase is the formulation of two central Drivers (very important and very 

uncertain) on which the scenario development will focus from this point onwards. The objective, 

however, is not to find the ‘best' notion, but rather to identify some overarching, encompassing 

concepts under which all the important uncertainties raised by participants can be bundled. Limiting 

the task to identification of just two Drivers - identified as central by the participants - is necessary 

in order to achieve a limited, manageable number of scenarios (see below). Theoretically, of course, 

it would be possible to develop a whole multitude of scenarios, but cognitive psychology has taught 

us that the human mind cannot handle more than five or six alternatives at any one time. 

 

Moreover, a short list is prepared at this point of the most important Givens which we have to take 

as our vantage point (individual standpoints can also be documented as interventions and be 

visualized in the room). As a rule, participants have very different mental models and therefore this 

working phase is usually the most difficult part of a scenario project. 

 

Step 3 - Naming the alternatives 

The aim of the third working phase is to formulate, for the two previously identified Drivers (or 

bundles of Drivers), different paths, in other words, possible development outcomes for the chosen 

timeframe. For this, we also use the development alternatives that we considered in phase two. 

 

Here the task is to consider the different endpoints that the two (important and uncertain drivers) 

might achieve in the envisaged future by identifying two opposing development results for each 

factor and writing them down on post-it or index cards. The price of oil can be high or low. Or 

formulated more generally, the availability of energy in the year 2030 can have a very high price or 

a very low price. The costs in terms of environmental pollution or degradation can be enormous or 

fairly modest. The two endpoints of an axis must describe alternative development trends which 

are clearly discernible (for example, ‘more expensive' and ‘much more expensive' are trends that 



  

are not diverging but that merely represent different intensities of the same trend). The aim is also 

to uncover interrelationships and to establish a concrete reference to real life. 

 

What are the practical consequences if a development goes in this or that direction? This feedback 

is necessary again and again, so that the scenario development does not lose itself in the realm of 

abstract considerations. Also important in this context is the question of how this or that 

development can be dealt with or how people would react to it. In a scenario project that looked at 

the actors involved in media communications the participants formulated the endpoints in the 

following way: 'Will the future of the media belong to a few major players or many small players?' 

Both options triggered very concrete associations in the participants' lives. Another example: if 

participants in a scenario project see the ‘social cohesion' of a society as a central Driver for its 

future, two extreme projections (that is, opposing endpoints for the Driver) could be ‘Someone is 

looking after me' and ‘I have to do things on my own'. In defining the endpoints of the two Drivers 

a critical question is: ‘Keeping the time horizon of the scenario project in mind, how far do we go?' 

That means that the participants have to find a consensus on how far the future development might 

go in one or the other direction with regard to the Driver in question. 

 

Step 4 - Calibrating a future compass (for the time horizon) 

Similar to a compass whose North-South and East-West axes enable orientation in geographical 

space, the Drivers formulated hitherto and their respective projections (end points) can be used as 

a reference system to navigate the future space of the scenario topic. 

 

In order to create such a ‘future compass', the two Drivers are visualized as the axes of a coordinate 

system with the respective opposing end points serving as direction pointers: 

 

 



  

 

Where the two axes meet is, by definition, the present. If the time horizon for scenario development 

has been chosen as twenty years, all directions in this diagram point twenty years into the future. 

From the diagram we can derive four different future spaces. It is important that all participants 

develop a feeling for the differences between these four quadrants, an idea about what their main 

qualitative characteristics and implications are. To ‘calibrate' the quadrants, questions such as 

‘What sort of car, nutritional habits, which familiar song, which working environment, what kind of 

wealth distribution, political party, etc. would best fit?' are a good exercise to establish whether or 

not there exists a common understanding of the four quadrants in the group. 

 

Step 5 - Creating scenario narratives (for each quadrant) 

The medium of the scenario method is the story: scenarios are stories about possible futures. The 

aim of the following working process is to develop a scenario for each of the quadrants. This involves 

developing four stories that juxtapose different alternatives (and their different consequences) and 

therefore make them comparable. 

 

The functions of a narrative approach are multi-layered: stories serve as individual and social 

identity shapers. Stories are a form of communication. Complex and ambiguous interconnections, 

interlinked events and circumstances, can be portrayed through stories in a way that makes it 

possible to experience them because they represent concrete imaginings that resonate not only 

intellectually but also emotionally. Stories can be used to support processes of change, as they can 

uncover and call into question existing patterns of perception, enhance awareness of a topic and 

increase the motivation for personal participation. 

 

In this work phase the participants are once again divided into small groups. Each small group 

develops one scenario for one quadrant. The scenarios developed are then presented and discussed 

in the whole group. Are the scenarios plausible in themselves? Are they new? What is their 

relevance? Do they incorporate in an appropriate manner the results obtained so far?  



  

Scenarios should have a logical and consistent structure. Good scenarios should be distinguished by 

the fact that they contain both light and shadow, thereby painting a picture of the future that is 

differentiated and rich in contrasts. This is, after all, what the present looks like. A participant once 

expressed this thought in a nutshell: ‘I understood that no matter which scenario would actually 

become reality, one could do something with the situation.' 

 

Sketch a first story : 

 

 

 

 

 

 

 

 

 

 

 

 

 

 What is 

the basic dynamic / logic of the scenario? 

 Tensions, givens, conflicts, solutions, relationships (picking up the results from the previous 

working steps) 

 Storyline (causality, not chronology, keep the eyes on the future) 

 Illustrate the development, the actions and their different impacts with concrete examples 

 Suitable title 

 

Scenarios have a plot - a causal (not chronological!) chain of events that shows how it is that this 

future that now characterizes the quadrant has come into being. At the same time, it should be 

possible to summarize the basic logic or story line of a scenario in about three sentences. When 

developing the details, several levels should be highlighted. The cultural, political, economic and 

social framework of this future should be apparent. How does such a future affect various groups 

within society? Scenarios also have protagonists, in other words, recognizable, purposeful actors 

who influence events and react to developments on various levels (shaping actors). These may be, 

for example, individual persons in their day-to-day lives, NGOs, charismatic political leaders, 

governments or multilateral organizations. 

 

There is the danger that participants will try to develop the ‘right' scenario. One key value of the 

scenario method lies exactly in its anticipation of diverging but equally plausible future courses. All 

scenarios should be developed with the same creativity, intensity and energy. If the timeframe 

allows for it, all participants should work on at least two to three quadrants/ scenarios. This means 

that participants go through several rounds and small-group compositions, in turn refining the ‘raw 



  

scenarios' prepared by their predecessors. 

 

A memorable title should express the basic mood of the scenario in a nutshell. In one scenario 

project about the future of genetic engineering, one of the scenarios was characterized by 

consumers' broad acceptance of genetic engineering and a situation in which genetic modifications 

were becoming a basic technology for future economic growth. This scenario was given the title 

‘BIOTRUST'. Just as in the case of books and films, a good title aids memorability and 

communication. If a scenario is called ‘BURN OUT', ‘ICARUS' or ‘LAME DUCK', everyone immediately 

has an inkling of its content. 

 

Step 6 - Reflecting on the outcomes 

In the last phase, the participants reflect on the plausibility, relevance and implications of the 

scenarios developed. They play with various forms of communicating the scenarios to others. And 

they draw their conclusions on how to prepare for, or even influence, the different alternatives 

identified in the scenario-building process. 

 

Are the scenarios - in other words, their causal event chains and shaping actors - really plausible? In 

other words, can one imagine something like that really happening? Or, in the case of participants 

working with narrative elements, do their analogies and pictures succeed in showing the 

connections elaborated during the scenario-building process? Are the scenarios novel and 

demanding? Can one easily narrate them to other people and are they likely to inspire continuing 

thought on the chosen topic? Apart from all those points, however, the main objective of the 

reflection phase is - on an individual basis and for the group as a whole - to make a normative 

judgement and to draw from these fictional scenarios conclusions that are of practical relevance to 

present demands and real life action. 

 

Example: Worker Participation 2030 - Four scenarios 

 

 



  

 

 

Basic characteristics of ‘good scenario’ 

 

‘The really important part in getting to a good story is the switch from chronology to causality.' 

Ulrich Gokke 

A good scenario is: 

 Novel: The future is not just an extension of the present; it will contain elements of surprise. 

 Multifaceted: The present is neither one-dimensional nor black and white, so why should one 

impose such limitations on the future? Every scenario developed in one process should be 

equally complex, likely and ambiguous. 

 Believable: A scenario should be surprising and unexpected, but it has to be consistent in itself 

and logical, showing relationships of interdependency, cause and effect or self-reinforcing back-

ward loops (for example, vicious or virtuous circles). 

 Comprehensive: It should combine trends and developments on several levels and on various 

issues, as individuals, communities, business and government can all affect and are all affected 

by social, political, economic and cultural trends and developments. 

 Never right or wrong: A scenario, by definition, analyses that which has not yet happened: we 

are projecting, speculating, guessing. So there is no single correct scenario, only potential 

alternatives, which should be expressed in a logical and consistent manner. 

 

Of course, these characteristics are deeply subjective and always in the eye of the beholder! 

 

 

From scenarios to strategy 

 

‘Each of us has a choice to make about how we look at the future. Will we be most effective by 

trying to adapt to what is happening in the world around us? 

Or by choosing to participate in shaping the future?' Adam Kahane 

 

Scenarios offer different ways of approaching the future. One central aim of scenarios is to 

encourage people to join in discussions about what may happen in the future, the implications of 

the way things may come to be, and strategies for today to contribute to positive developments. 

Explore 

 

The first step is to explore the four ‘futures' for your concrete context. What are your personal 

feelings when you listen to the different stories? Which of the scenarios would you consider positive 

developments, which ones negative? 

 

Try to find evidence for the scenarios, for example, events, trends, stories or personal anecdotes, 

which point to developments in the direction of scenario 1, 2, 3 or 4. Look for examples of all four 

scenarios. Which, in your opinion, is the scenario most likely to happen and why? Do others share 

your view? 



  

 

You may also work with a matrix to explore the scenarios with regard to different layers and aspects. 

Of course, the topics compared can be adapted to the specific interests of the group. 

Scenario 1 Scenario 2 Scenario 3 Scenario 4 
Society     
Economic 

development 

    

Environment     
Technology     
Politics     
Values     
Conflicts     
Chances     

Risks 
    

     
 

Think further 

Of course, the scenarios can also be developed further, for example, to explore the consequences 

of a decision which has to be taken in the rather near future. What would be the implications of a 

certain decision or action for a company or organization, your occupational sector or your business 

model in each of the different scenarios? Where do you see important leverages in each of the 

scenarios? 

 

Build strategies 

Scenarios are not intended to provide immediate advice for action. However, they are extremely 

useful as a starting point for thinking about and discussing possible strategies in order to be 

prepared for different futures, both as an individual and as an organization: 

 

1. Develop a ‘strategic plan' for your organization: How can you prepare 

proactively for the implications of the different scenarios? How would you (re)act in the scenarios? 

How could you contribute to positive developments? How does your organization have to change 

today to be well prepared? Try to prioritize the measures. 

 

2. Develop a ‘success scenario': Starting from today, develop an ambitious but achievable positive 

future for your organization (or your country) for the time horizon in question. 

 Step 1: What would you consider a positive development for the timeframe of the 

scenarios? Identify several criteria for measuring success. 

 Step 2: Identify the leverage points for achieving these goals. What are the key measures 

needed and which actors need to be involved in what way? 

 Step 3: What obstacles have to be overcome on your way (for example, resources, time, 

power, conflicting interests)? Are your aspirations and measures robust - given the fact that 

they might evolve in different possible ‘futures' (the different scenarios elaborated before)? 

 Step 4: Write a short story, a ‘road map', depicting your success scenario (beginning from 

today), explaining what and why this development happened. 



  

 Step 5: Identify and prioritize measures for today. 

 

 

Guiding questions for working with scenarios 

 

What if? 

For each scenario: 

 What does this story mean for you / your organization / your sector? 

 What would be the impacts if your environment were to behave / change in this way? 

 Risks and dangers? Opportunities and chances? 

 How might you / your organization contribute to the outcomes of this scenario? 

 

What could you do? 

For each scenario: 

 What could you do? - Possible actions and strategies 

 How would these options fit into the different scenarios? 

 What would be the best strategy for you / your organization to succeed in this scenario? 

 

Being prepared for an uncertain future 

 Are your current strategies prepared for the different futures envisioned in the scenarios? 

 What is your preferred scenario? Why? 

 What could you / your organization do to support your preferred scenario? 

 

Resume 

 

‘The best scenarios aren't necessarily the ones that come true; they're the ones that subvert 

expectations, providing deep insights into the changes happening all around us. The better the 

scenarios are, the more they penetrate to the deepest possible understanding of the present.' 

Nancy Ramsey 

 

The scenario method allows for an open, yet structured, learning process, which strengthens 

sensitivities in relation to possible future developments and changes. The scenario approach 

supplies the tools to systematically identify alternatives for the future and to analyze the 

preconditions for, and consequences of, these alternatives, as well as the possibilities of shaping 

and influencing them. 

 

The participants, depending on their needs and abilities, take a look into the future and have the 

opportunity to express their interpretations of reality, their expectations and their uncertainties. 

This form of learning takes place in a light-hearted format - it is not a forum for discussing ‘rocket 

science'! Building scenarios improves social and communicative exchange and creativity. Generally 

speaking, participants in this learning process develop a high degree of motivation. They are the 

actors, the authors of the final outcomes. Scenario projects allow participants to offer their 

viewpoints in a constructive way, geared to a common understanding of the issues at stake. 



  

 

Scenarios sensitize people to the broader context and encourage thinking in terms of alternatives. 

Even though they refer to the future, their significance lies in how they influence the perceptions 

and actions of the people who developed them or are anticipating them. What is more, as Stuart 

Brand once put it, ‘Thinking in long time horizons inevitably leads to taking responsibility.' Scenario 

projects encourage the realization that the future is, in principle, ‘shapable'. 

 

Thus, a set of elaborated scenarios serves as an orientation framework and common ground for 

strategic conversations. Experience shows that dealing with diverging ‘futures' frees up energy and 

interest. ‘Can this really happen?' 'What has to be done to ensure that scenario C or D does not 

become reality?' Alongside the influencing factors that have to be seen as givens, the open factors 

also make visible those aspects that can be shaped through individual decisions or through decisions 

on the level of society as a whole. 

 

Scenarios are not prognoses of what will happen in the future. However, by strengthening our ability 

to anticipate different futures and to exchange our opinions on them we become better prepared 

to perceive changes and to deal with them proactively. After all, Louis Pasteur already knew that 

‘luck favours the prepared mind'. 

 

  



  

Living Lab Methodology 
 

 

Definition 

 

A Living Lab is a research and innovation concept. Living labs deal with user-centred, open 

innovation ecosystem, often operating in a territorial or regional context (e.g. city, agglomeration, 

region), integrating concurrent research and innovation processes within a citizen-public-private 

partnership (C3P). The concept is based on a systematic user-driven co-creation approach 

integrating research and innovation processes. These are integrated through the co-creation, 

exploration, experimentation and evaluation of innovative ideas, scenarios, concepts and related 

technological artifacts in real life use cases. Such use cases involve user communities, not only as 

observed subjects but also as a source of creation. This approach allows all involved stakeholders to 

concurrently consider both the holistic performance of a product or service and its potential 

adoption by users. This consideration may be made at the earlier stage of research and development 

and through all elements of the product life-cycle, from design up to recycling. 

 

User centred research methods such as action research, crowd sourcing, empathic design, 

participatory design and other usability methods, already exist but fail to sufficiently empower users 

for co-creating into open development environments through the whole product/service life cycle. 

The Web 2.0 developments have demonstrated the positive impact of involving user communities 

in new product development (NPD) such as crowd sourcing projects in collectively creating new 

content and applications. 

 

A living lab is not a test bed as its philosophy is to turn users, from being traditionally considered as 

observed subjects for testing products/services against requirements, into value creation in 

contributing to the co-creation and exploration of emerging ideas, breakthrough scenarios, 

innovative concepts and related artifacts. Hence, a Living lab rather constitutes an experiential 

environment, which could be compared to the concept of experimental learning, where users are 

immersed in a creative social space for designing and experiencing their own future. Living labs are 

also used by policy makers and users/citizens for designing, exploring, experiencing and refining 

new policies and regulations in real-life scenarios for evaluating their potential impacts before their 

implementations. 

 

Description 

 

The term living lab has emerged in parallel from the ambient intelligence research communities 

context and from the discussion on experience and application research (EAR).The emergence of 

the term is based on the concept of user experience and ambient intelligence (AmI). William Mitchell 

argued that a living lab represents a user-centric research methodology for sensing, prototyping, 

validating and refining complex solutions in multiple and evolving real life contexts. Nowadays, 

several living lab descriptions and definitions are available from different sources. Recently Mitchell, 



  

along with Kent Larson and Sandy Pentland, formed the first US-based living labs research 

consortium. 

 

According to the consortium website: 

The convergence of globalization, changing demographics, and urbanization is transforming almost 

every aspect of our lives. We face new choices about where and how we work, live, travel, 

communicate, and maintain health. Ultimately, our societies are being transformed. MIT Living Labs 

brings together interdisciplinary experts to develop, deploy, and test – in actual living environments 

- new technologies and strategies for design that respond to this changing world. Our work spans in 

scale from the personal to the urban, and addresses challenges related to health, energy, and 

creativity. However, the term "living lab" or "living laboratory" is also used for representing a 

residential home research facility where the behavior of people living in this house is observed and 

usage patterns are collected by researchers that are investigating methods for merging new 

technologies with user-centered design. In this type of living lab, users are more observed subjects 

than engaged in the co-creation of ideas and breakthrough scenarios. There are examples of such 

research facilities like PlaceLab at MIT and ExperienceLab at Philips Research. 

 

How it works 

 

The living lab process, which integrates both user-centered research and open innovation, is based 

on a maturity spiral concurrently involving a multidisciplinary team in the following four main 

activities: 

 Co-creation: bring together technology push and application pull (i.e. crowd sourcing, crowd casting) 

into a diversity of views, constraints and knowledge sharing that sustains the ideation of new 

scenarios, concepts and related artifacts. 

 Exploration: engage all stakeholders, especially user communities, at the earlier stage of the co-

creation process for discovering emerging scenarios, usages and behaviors through live scenarios in 

real or virtual environments (e.g. virtual reality, augmented reality, mixed reality). 

 Experimentation: implement the proper level of technological artifacts to experience live scenarios 

with a large number of users while collecting data which will be analyzed in their context during the 

evaluation activity. 

 Evaluation: assess new ideas and innovative concepts as well as related technological artefacts in real 

life situations through various dimensions such as socio-ergonomic, socio-cognitive and socio-

economic aspects; make observations. 

 

Harmonization Cube Good Practices Criteria – Living Lab features 

 

The definition of Living Labs given beforehand leads to the question how to implement Living Labs 

in a given context. The LEADERS approach (from Francesco Molinari) is a good starting point for this 

endeavor, however the results that will be implemented, from the application of this approach, will 

differ drastically due to the fact that every Living Labs will have to take its local context into account 

and thus no two Living Labs will be the same. Thus the result of the good practice can usually not be 

used to define a clear Best practice ranking of LL. In order to help Living labs to assess their 



  

performance we have thus developed a framework to assess the different aspects that are most 

important for a Living Lab, providing a sort of quality framework. However while the defined 

indicators are in-line with the major goals of a Living Labs, depending on the particular setting 

certain Living Lab will not be able to reach maximum points in every category. I.e. an automotive 

Living Lab that deals with the cooperation for inbound logistics will have difficulties integrating the 

citizen/final end user. Thus the indicators described are in general better suited to characterize the 

specifics of a Living Lab in a particular sector than to judge upon the overall quality of a Living Lab 

and try to make a ranking out of it. 

 

As part of the Corelabs project (http://www.ami-communities.eu/wiki/CORELABS) a framework was 

developed to assess the performance of Living Labs according to the relevant dimensions and 

characteristics of living labs. Seven categories for analysis and evaluation of the Living Labs were 

identified. These categories are derived from the “interoperability cube”, also known as 

“harmonization cube” developed within the CORELABS CA (EP# 035065). 

 

“The harmonization cube not only represents the most important elements of a Living Lab, but also 

enables specifying bridges between existing Living Labs, i.e., to learn from each other, benchmark 

the validation of user behavior studies, exchange best practices, and interconnect the Living Labs. 

Next to facilitating a common ground for sharing, the cube model enables recognizing the degree 

of harmonization of used methods and tools in Living Labs.” 

 

User Involvement 

 

User involvement is one of the key elements of a Living Lab, and as such should be a focal point of 

mature Living Labs. In creating usable systems it is generally accepted that they should be designed 

according to an iterative approach, and that user involvement is crucial. The focus is on finding out 

what the relevant experiences, methods, tools that Living Labs benefit from are. Users are important 

to define context-aware services, think for example of cultural differences. Organizational issues 

include questions like How to organize user involvement? How to find the right users? What about 

the validity? How to motivate the users? From a technological point of view: How to get access to 

large user groups? How to analyze large amounts of data? Analyzing social context data, application 

usage data and user experience data collected in real-life settings presents new challenges - it’s not 

clear a priori which data is relevant. Therefore, new analysis and reporting modules might be needed 

along with scalable, flexible storage and computing resources to cope with large amount. 

 

Service Creation 

 

Service creation with relevance to the Living Labs describes the value added components that Living 

Labs can bring to innovation and validation. ‘Value-added’ implies we are ‘bringing something new 

and needed to the table’. Historically, the development of Living Labs has been stimulated by the 

cross-regional need to improve innovation and competitiveness. Service creation within the 

European Network of Living Labs (ENoLL), a community of international Living Labs 

(http://www.openlivinglabs.eu/) should have pan-European relevance as opposed to that national 



  

or regional relevance. The resultant objectives of such an environment provide us with three 

underlying categories of required services [5]: services supporting collaborative innovation, services 

supporting validation and demonstration, and services specific to stakeholder requirements. On a 

more operational level of Living Labs and ENoLL, three types of horizontal services structure the 

service matrix: technical services – communication, collaboration, demonstration, prototyping, 

validation, product deployment etc., customer services – innovation, idea generation, community 

services, training, specific service needs, business support, market customization, and thirdly, intra-

network services (within ENoLL) – governance, management and training. 

 

Infrastructure 

 

Within this context, a simple definition of infrastructure can be given as the basic facilities, services, 

and installations, or underlying framework or features required for the operation of a Living Lab. In 

order to harmonize the infrastructures used and/or developed in the different Living Labs, 

infrastructures can be categorized by their use during the entire life cycle of the Living Lab. The first 

set of criteria determines which infrastructures are chosen to be used at the establishment of the 

Living Lab. Infrastructures will be chosen depending on the environment in which the Living Lab is 

to be deployed and the objectives which are to be achieved. The second category includes criteria 

defining which infrastructures are candidates to achieve the Living Labs’ self-sustainability. The key 

ones in each Living Lab will be shared within the network. The third set of criteria will determine 

infrastructures are more apt to evolve and adapt than others. These are the ones that will be 

considered with a higher level of scalability. 

 

The organizational perspective describes the infrastructures used in each Living Lab with the 

purpose of supporting the organization of the Living Lab. The contextual perspective describes the 

infrastructures used in each Living Lab in the context of the Living Lab. Finally; the technological 

perspective describes the infrastructures used in each Living Lab as the technology backbone of the 

Living Lab. 

 

Organization and Governance 

 

The governance structure of a Living Lab describes the way it is organized and managed at different 

levels such as the operational or strategic ones. The strategic level deals with issues like: the way 

Intellectual Property Rights and exploitation of results are dealt with; the way stakeholders are 

involved (financial contributions, commitment, responsibility, influence), financing: public-private-

partnership, commercial; ownership of the Living Lab, i.e. its services, infrastructure, and the 

responsible entity for Living Lab (dedicated organization or consortium); the management structure, 

e.g. director, steering board, (technical) program committee, user committee; driver and nature of 

the Living Lab, e.g. community driven, research driven, business/industry driven, technology driven, 

open/closeness: sharing resources/network; Living Lab development: consortium dynamics (e.g. 

additional partners, user groups), subsidy/funding policy and the definition and adjustment of the 

agenda.  

 



  

The operational level includes aspects like: working practices for the day to day management; 

execution & monitoring of the living lab goals regarding the synergy, quality and progress 

monitoring, internal communication; the way new software and services are introduced and 

validated, responsibilities and liabilities; the definition of user group/ awareness of being part of 

Living Lab; dissemination and external communication: national and international consolidation; the 

way projects are organized and funded. 

 

Innovation Outcomes 

 

Per Eriksson, Director at the Swedish Agency for Innovation systems stated ‘research is making 

knowledge out of money – innovation is making money out of knowledge.’ This implies a relation 

between research and innovation. The problem is that the processes of research and innovation 

don’t simply appear automatically. Current research presents a view of a sociological perspective of 

innovation and a change from a linear process — from research to innovation — to a user centric 

approach where technological research and sociological aspects are equally addressed. Innovation 

is the process by which new ideas are put into practice and can be seen as a learning/knowledge 

process within a community. Independent of innovation type, a Living Lab needs to be set up from 

an organizational point of view to guarantee specific Innovation Outcomes. One of the major factors 

is the involvement of qualified personnel to guide and assist the innovation process. Additionally, 

the Living Lab should be able to involve all necessary stakeholders in the innovation chain, 

specifically in the area of user centricity and user knowledge. 

 

From a contextual point of view, considerations regarding Living Labs’ strategic market position 

need to be taken into account. This can be guided by the consideration, which is the target market 

for innovation outcomes – examples are creating value for industry, specific industry sectors, SMEs, 

society, etc. The degrees of flexibility the Living Lab can handle with regards to these target markets 

also signify its scalability in this area. Technological systems, mainly ICT, need to be set up to 

facilitate the innovation processes. These necessarily support interaction and communication, 

which empower creativity. These technologies can range from simple conferencing tools via 

telepresence to virtual, game-like environments. Virtual marketplaces can be employed for example 

for the brokerage of ideas and patents. Organizationally speaking, a suitable approach to IPR must 

be adopted to guarantee the financial sustainability of the Living Lab’s innovation outcomes. 

 

Methods and Tools 

 

Several surveys and analysis have shown that existing Living Labs are using a huge diversity of 

technologies, infrastructures and applications and some host specialist technology providers and 

research institutes. Best Practices have been analyzed in order to ensure interoperability by either 

defining the use of de-facto standards or suggesting extensions to existing ones where applicable. 

The methods & tools category within the interoperability cube describes different methods and 

tools used within the existing European Living Lab at all stages. 

 

Integration of the project in the Living Lab infrastructure: A full Living Lab service offering not only 



  

requires product and service development and evaluation methodologies but also a mechanism for 

the integration of the customers’ product or service into a Living Lab to provide it to the users. The 

efficient, transparent and smooth integration accomplished by the Living Lab provider is the key for 

trust and convenience of the customer. It also can work as a first product/service testing depending 

on the level of development (market launch testing). 

 

Co-creation: The core service of the Living Lab is to facilitate the co-creation of a product, service or 

application development. This co-creative product development process can be decomposed into 

four phases: Product Idea, Product Concept, Product Development, and Market Launch. 

For the four phases specific methods for user integration are assigned. 

Data preparation: To fulfill the customers’ expectations regarding the results and to reduce the 

complexity of the evaluated data, the Living Lab provider offers a standardized data preparation. 

The great advantage of the standardization is the comparability with the results of other Living Labs. 

 

Supporting SME Innovation 

 

SMEs are by far the most important category of companies. Within the European Union about 23 

million SMEs provide around 75 million jobs and represent 99% of all enterprises. Their role in the 

regional and national innovation system as creators of new products, services and markets and 

partners for larger companies is really crucial. As globalization of markets and industries continues, 

these innovation systems become more and more open and cross-border. SMEs must be able to 

participate in international value networks in order to survive. Networking capabilities and 

competencies to engage in open innovation therefore must be enhanced. 

 

There is a need to introduce new solutions enabling SMEs participation into the innovation process. 

The Living Labs concept, based on ICT-based services and open innovation, offers the new 

organizational dimension, processes, services and ICT-infrastructures to improve SME 

competitiveness and innovation potential and to enable SME to become protagonist on the 

innovation process, through partnership building among themselves and in collaboration with 

supporting institutions, such as university research centers and regional development agencies. 

 

Indicator Wrap-up 

 

A best Practices Assessment was conducted for some of the Living Labs (organized in the European 

Network of Living Labs) investigating the dimensions defined above as part of the CO-LLabs Project 

(further information can be found on the website: http://www.ami-communities.eu/wiki/CO-

LLABS) The goal was to provide benchmarks for other Living Lab in order to allow a self-positioning 

of Living Labs as part of a self-assessment. The Study should provide hints about the level of 

sustainability and to share good practices within ENoLL. 

 

 

 

 



  

Good Practice Living Labs 

 

Alcotra Innovation project has in the early stages identified 4 thematic areas that are of most 

interest to the regions involved in it. As such a survey was conducted in the LL Database to identify 

Living Labs in the same thematic area in order to allow the upcoming Alcotra Living Labs to connect 

with these existing thematic Living Labs. 

 

Normandy Living Lab 

Living Lab 

Normandy Living Lab 

APTES - 14 rue Alfred Kastler 

14000 

France 

Tel: 0033 231 536 330 

Fax: 0033 231 536 334 

Web: http://pole-tes.com 

Contact Person 

Managing Director 

Daniel Lengrand 

Email:magali.scelles@pole-tes.com 

 

Short Description 

The Normandy Living Lab encompasses the various phases involved before an innovative product 

can be made available on the market: societal observation and study (usage, legislation, 

economics...), positive development of product concepts and, finally, life-size experimentation of 

prototypes on large populations. Its field of activity covers e-secure transaction technologies and 

usages, targeting both individuals (payment via mobile phones, NFC, computer ticketing...) and 

organisations (secure B2B exchange, public authorities etc.). Collaborative projects with other 

competitiveness clusters within the territory have provided an opportunity for other sectors to 

express an interest in such technology. Of course, industrial partners from other clusters will use 

NLL services or will contribute to the NLL's development, in particular through the provision of 

resources 

 

ITL - Living Lab for Logistics 

Living Lab 

ITL - Living Lab for Logistics 

Via Aldo Moro 38 - 40127 Bologna 

40127 

Italy 

Tel: 0039 051 283 831 

Fax: 0039 051 283 541 

Web: http://www.fondazioneitl.org 

Contact Person 



  

General Director 

Rino Rosini 

 

Short Description 

ITL was founded in 2003 by Emilia-Romagna Region as a non-profit foundation and as a supporting 

expert body to operate in the transport and logistics field. ITL main shareholders are Emilia-

Romagna Region as well as Bologna, Piacenza and Ravenna Provinces and all the main regional 

universities. ITL has a triple mission, of Research, Training and Professional Services, and plays a 

central role of coordination, dissemination and combination of the resources already available in 

existing organizations in these three fields of activity. As such, the Institute does not only develop 

its own services in these activities, but it also brings the professional frame for the competent actors 

to perform these tasks. Manufacturing companies, logistic operators and public institutions benefit 

from the ITL. 

 

Slovenian automotive living lab 

Living Lab 

Slovenian automotive 

Dimičeva 9 

1000 

Slovenia 

Tel: 00386 123 617 35 

Fax: 00386 123 617 33 

Web: http://www.acs-giz.si 

Contact Person 

Managing Director 

Dušan Bušen 

Email: dusan.busen@acs-giz.si 

 

Short Description 

The Slovenian Automotive Living Lab stands for an integration of suppliers from different economic 

fields, to get an integrated supply of systems and subassemblies. The automotive industry as a whole 

is inclined to the reduction of number of suppliers and favours large system suppliers who are able 

to develop and manufacture entire automobile assemblies or sub-assemblies, or even automobiles. 

In order to acquire the necessary resources for research activities, it is important that the synergetic 

effects of vertical and horizontal integrations are fully utilized. The success of the Slovenian 

Automotive Living Lab is therefore strongly connected with knowledge and competences 

management and integration. 

 

The Swedish Living Lab on Vehicle and Transport 

Living Lab 

The Swedish Living L 

Horselgangen 4 

41756 



  

Sweden 

Fax: 0046 317 728 963 

Web:http://www.vikoria.se 

Contact Person 

Professor and Research Program Manager 

Ola Henfridsson 

Email: ola.henfridsson@viktoria.se 

 

Short Description 

The Swedish Living Lab on Vehicle and Transport ICT is a competitive living lab for user-driven 

development of automotive and transport applications and services. The objective is to leverage 

Sweden’s strong cluster of automotive and transport firms through the development, adoption, and 

use of co-creation approaches to product and service innovation. The Swedish vehicle and transport 

innovation system currently consists of a mix of business, research, and governmental partners. The 

role of the SVT-LL is to further enhance the capacity of the cluster to incorporate processes, 

methods, and tools for user involvement in the development of new applications and services. The 

ambition with the Living Lab is to build a strong basis for knowledge sharing between its members, 

devised to implement user and open innovation processes. 

 

FIAPAL Living Lab  

Living Lab 

Camino de Vera, SN 8G Building, Access B, 3 f 

2950-402 

PORTUGAL 

Tel: 00351 212 389 128 

Fax: 00351 212 389 129 

Web: http://www.fiapal.com 

Contact Person 

Sr. Antonio Pombinho 

Largo do Municipio 

2951-505 

PORTUGAL 

Tel: 00351 212 336 654 

Mobile: 00351 935 321 037 

Fax: 00351 212 336 659 

Email: apombinho@cm-palmela.pt, 

ana.sarmento@fiabal.com 

 

Short Description 

FIAPAL LL has been evolving naturally from the creation of an automotive cluster in the early 90’s 

to one of the major export industries in Portugal. We have developed a co-creative environment 

where research, engineering and manufacturing partners get together to add increased value to the 

products and services that they create and supply to the industry. FIAPAL LL is the facilitator of this 



  

co-creative innovative environment providing supporting services and enabling the best practices 

that allowed the level of enterprise collaboration to increase all the time up to the level of creating 

and developing together complex product components and assemblies based on different materials 

and technologies which would be otherwise not possible. FIAPAL was created in 2003 as an 

Association of Economic Development that brings together public and private entities, as well as 

enterprises mainly SMEs. FIAPAL LL contributes to the sustainable development of the region by 

reinforcing its competitiveness through the practice of user driven collaborative innovation leading 

to the excellence of the automotive sector. Diversification and internationalization together with 

effective coordination with the National system of Innovation, Research, Education and Training has 

achieved the critical mass and knowledge basis for global competitiveness. 

 

The RECORD online Living Lab  

Living Lab 

The RECORD online Li 

PB 124 

0314 

Norway 

Tel: 0047 220 673 00 

Fax:0047 220 673 50 

Web: http://www.recordproject.org 

Contact Person 

Managing Director 

Ola Gaute Aas Askheim 

c/o Opinion AS, Holtegaten 26 

0355 

Norway 

Tel: 0047 213 004 00 

Mobile: 0047 922 340 56 

Fax: 0047 213 004 44 

Email: olag@opinion.no 

 

Short Description 

The RECORD Living Lab aims at improving user research, design-feedback, and co-creation in ICT 

innovation and development. In particular, the goal of the Living Lab is to improve the ability of 

Norwegian service and technology providers’ to develop online community solutions. The 

development of the Living Lab shall be conducted in a manner that moves the boundaries of the 

state-of-the-art for user-cantered development, through the development of new knowledge, new 

design solutions and new methods and processes. The primary target of the Living Lab is user 

research and early-phase design feedback and co-creation for web and mobile solutions, in 

particular within the service areas of online communities and rich media. The core RECORD Living 

Lab infrastructure is the user panel and online environment. 

 

 



  

Creative Media Lab – INTELI  

Living Lab 

Creative Media Lab 

Av. Conselheiro Fernando de Sousa, no 11, 12o 

1070-072 

Portugal 

Tel: 00351 711 22 10 

Fax: 00351 711 22 20 

Web: http://www.inteli.pt 

Contact Person 

Catarina Selada 

Studies and Projects Coordinator 

Av. Conselheiro Fernando de Sousa, no 11, 12o 

1070-072 

Portugal 

Tel: 00351 21 711 22 10 

Mobile: 00351 918 215 262 

Fax: 00351 21 711 22 20 

Email: catarina.s@inteli.pt 

 

Short Description 

The “Creative Media Lab” is an open innovative and creative environment with the objective of the 

conception, development, validation and testing of innovative services/products and 

applications/solutions in the area of digital media, namely digital journalism and participatory 

media, considering the citizens (readers) as lead users in a real-life context of an university, a 

neighbourhood, a city or a region. The mission has been defined, in a preliminary basis, on the 

following way: “Co-create, develop, produce and validate/test creative solutions in the area of 

digital media (contents and tools/platforms) to promote the reciprocal interaction between media 

and citizens in an open innovation environment”. 

 

Ecologies for learning in distributed project  

Living Lab 

Ecologies for learni 

Steinackerstrase 5 

5210 

Switzerland 

Tel: 0041 564 624 150 

Fax: 0041 564 624 151 

Web: http://www.fhnw.ch 

Contact Person 

Charles Huber 

Steinackerstrase 5 

5210 



  

Switzerland 

Tel: 0041 564 624 150 

Fax: 0041 564 624 151 

Email: charles.huber@fhnw.ch 

 

Short Description 

The main goal of the Swiss Living Lab Community is the creation, evaluation and continuous 

improvement of new products and services specifically designed to enhance the productivity of 

distributed project teams that have a strong learning focus within their mandate. The strategy is to 

continuously support and facilitate community building and common initiatives between all relevant 

actors in Switzerland and thereby enhancing the innovative capacity not only of single actors but of 

the whole country to meet the challenges to innovation learning of the knowledge age. The SLLC 

focuses on systematically bringing together relevant actors, methods, tools, and materials from 

different fields to foster learning and its basic processes -knowledge transformation and creation- 

across the traditional boarders of research, development, education, training, consulting, etc. 

Communication and collaboration processes are therefore seen as core processes within the Living 

Lab. 

 

Scottish Living Lab  

Living Lab 

Scottish Living Lab 

RCSS, Old Surgeons Hall, High School Yards, E 

EH1 1LZ 

United Kingdom 

Tel: 0044 131 650 63 92 

Web: http://www.issti.ed.ac.uk/research/sll 

Contact Person 

Dr. James Stewart 

RCSS, Old Surgeons Hall, High School Yards, E 

EH1 1LZ 

United Kingdom 

Tel: 0044 131 650 63 92 

Fax: 0044 131 650 63 99 

Email: j.k.stewart@ed.ac.uk 

 

Short Description 

The mission of the Scottish Living Lab is to develop an open collaboration and infrastructure to 

evaluate and develop new technologies and services based on user co-creation methodologies. The 

lab will engage a broad constituency of user stakeholders in innovation, breaking down traditional 

linear models of invention, testing and commercialization. The SLL will enable a range of commercial 

and research organizations to develop and test concepts, services, applications and products based 

on ubiquitous mobile and wireless technologies. It will draw on the wide range of complementary 

expertise in social research, innovation studies, user testing and user-centred design of the 



  

University partners, and the business expertise and facilities of commercial partners. The SLL will 

develop a multi-centre model of expertise in creating a Living Lab facility across Scotland. 

 

Segovia Tech Living Lab  

Living Lab 

Plaza Mayor 1, Segovia 

40001 

SPAIN 

Tel: 0034 921 412 798 

Fax: 0034 921 412 706 

Web: http://www.caytec.es 

Contact Person 

Agustin Lopez 

Managing Director 

Plaza Mayor 1, Segovia 

40001 

SPAIN 

Tel: 0034 921 412 798 

Mobile: 0034 608 800 057 

Fax: 0034 921 412 706 

Email: lopez@caytec.es 

 

Short Description 

Segovia Tech Living Lab is leaded by ”Circulo de las Artes y la Tecnologia”/Center of Arts and 

Technology (CAT). CAT supports public and private organizations to deliver their best through 

innovation, emerging industries and new technologies. The program includes exhibition, meeting 

and education spaces around the concepts of humanities and technology. CAT is involved on 

Techmedia (Communications Technologies and Digital Media) industry. Based on characteristics of 

Segovia as World Heritage Site according to the World Heritage of Unesco our LL is focused on Art 

and Technology topics both together, considering social objectives, economic objectives, and 

educational objectives. Our projects and activities comprise creation and promotion of digital 

contents, training, observatories and open source tools developments regarding areas of interest 

like 3D virtual platforms, animation, video games, simulation environments, arts, elearning, 

interactive/transactional TV, new tourism solutions and mobile platform solutions. Energy efficiency 

projects like Green Data Center best practices are also in our commitments. 

 

CEIT Living Lab Schwechat  

Living Lab 

Am Concorde Park 2, Gebaude F 

Schwechat 

AUSTRIA 

Tel: 0043 190 360 12 

Fax: 0043 190 360 12 99 



  

Web: http://www.ceit.at 

Contact Person 

Prof. Gunter Koch 

Am Concorde Park 2, Gebaude F, 

Kirchhasse 13/ 

2320, 1070 

AUSTRIA 

Tel: 0043 190 360 12 02 

Email: g.koch@ceit.at 

CEIT Strategic Advisor 

Robert Scheidl 

Am Concorde Park 2, Gebaude F, 

Kirchhasse 13/ 

2320, 1070 

AUSTRIA 

Tel: 0043 152 644 68 

Email: r.scheidl@defrag.at 

 

Short Description 

LivingLab Schwechat is part of Schwechat’s Information Society Initiative eSchwechat.at. It focusses 

on rehabilitation and Ambient Assisted Living technologies as well as on modern urban and regional 

planning technologies. It’s open both to companies and research institutes. Schwechat’s municipal 

facilities represent a perfect context for trying out ICT developments. The small town structure, 

manageable population numbers and short distance to the municipality administration enable an 

effective environment for user centric product development. The Municipality’s commitment to 

deploy and demonstrate new technologies provides a good basis for a sustainable LivingLab. 

LivingLab Schwechat’s major stakeholders are the Municipality of Schwechat, CEIT Central European 

Institute of Technology, CEIT ALANOVA, CEIT RALTEC, Innovation Consultancy (managing the 

LivingLab Schwechat) and their business partners. 

 

Cyber Care Clinique  

Living Lab 

I, Birkenmatt 

6343 

Switzerland 

Tel: 0041 417 906 312 

Fax: 0041 417 906 313 

Web: http://www.prolog-rtd.com 

Contact Person 

Tibor Toth 

Responsible for ICT Infrastructure and Service 

I, Birkenmatt 

6343 



  

Switzerland 

Tel: 0041 417 906 312 

Mobile: 0036 304 645 579 

Fax: 0041 417 906 313 

Email: prolog-rtdi@gmx.ch,t-toth@gmx.ch 

 

Short Description 

The swiss Cyber Care Living Lab (CCLL) aims to offer a novel virtual -reality-based healthcare system 

for integrated clinical and in-home services. It offers a viable and sustainable approach to addressing 

the complex needs of caring for people not only while they are being treated in a hospital, but follow 

them to their homes as well. As such it is strongly related to the EU’s Ambient Assisted Living (AAL) 

initiative. 

 

 

Technologies for Rurality, Ageing and Indepen  

Living Lab 

Technologies for Rurality, Ageing and 

Indepen (TRAIL) 

Shore Road, Newtownabbey, Co. Antrim 

BT37 OQB 

UNITED KINGDOM 

Tel: 0044 289 036 86 02 

Web: http://www.ulster.ac.uk 

Contact Person 

Mr Maurice Mulvenna 

School of Computing and Mathematics, Faculty 

BT37 OQB 

UNITED KINGDOM 

Tel: 0044 289 036 86 02 

Mobile: 0044 798 057 51 83 

Email: md.mulvenna@ulster.ac.uk 

 

Short Description 

The mission of Technologies for Rurality, Ageing and Indepen Living Lab (TRAIL) is to study the unmet 

needs of ageing citizens in rural locations in the region of the North of Ireland. The objective of TRAIL 

is to conduct community-facilitated and user-driven methodologies that create service and product 

innovations that will enable rural and age-impaired citizens to live independently in the heart of 

their communities. TRAIL will develop pilot products and services for this sector of the community, 

with the added benefit of validating and fine-tuning the innovation methods. The emerging TRAIL 

model is different to its predecessors, such as science parks and incubators, in that, it supports a 

community-facilitated end user-focused innovation that takes place in real-life contexts, rather than 

in a traditional lab or incubator. 

 



  

Living Lab for Teleassistance & Home 

Living Lab 

Emilio Vargas 6 

28043 

SPAIN 

Tel: 0034 913 374 009 

Web: http://www.tid.es 

Contact Person 

Luis Pablo Del Arbol Perez 

eHealth Project Manager 

C/ Recogidas 24, Portal B, Escalera A, 1o A-D 

18002 

SPAIN 

Tel: 0034 958 537 868 

Mobile: 0034 659 024 644 

Email: lpap@tid.es 

 

Short Description 

Telefonica I+D Granada have created a Living Lab to test the services and technologies involved in 

the teleassistance platform concept. For this, several homes have already been equipped with 

different kind of technology, and several more are planned to join the network. This allows the 

development teams to test their services as well as to check and validate the integration work that 

it’s been done. 

 

Renewable Energies Friendly Community 

Living Lab 

RENER 

Av. Conselheiro Fernando de Sousa, 11, 12o 

1070-072 

Portugal 

Tel: 00351 217 112 210 

Fax: 00351 217 112 220 

Web: http://www.inteli.pt 

Contact Person 

Eng. Jose Felizardo 

Av. Conselheiro Fernando de Sousa, 11, 12o 

1070-072 

Portugal 

Tel: 00351 217 112 210 

Fax: 00351 127 112 220 

Email: mpinto@inteli.pt 

 

 



  

Short Description 

RENER Living Lab mission is to induce the appropriate context, in the local community, to allow the 

research and development, the test and the implementation of new renewable energy technologies 

and solutions. This project will address both small scale energy production and wave energy 

technologies. To achieve its mission, RENER LL will address the issue of the appropriation of part of 

the economic benefits by the local community. RENER LL function is to act both as a test bed and a 

demo site for renewable energy technologies and solutions. 

 

ECO LivingLab@Chamusa (2005) 

Living Lab 

Rua Direita de S. Pedro 

2140-098 

PORTUGAL 

Tel: 0035 124 976 91 00 

Fax: 0035 124 976 02 11 

Web: http://www.cm-chamusa.pt 

Contact Person 

Dr. Joao Rodrigues 

Rua Anselmo de Andrade n.o 53 

2140-081 

PORTUGAL 

Tel: 00351 249 76 93 00 

Mobile: 00351 967 23 95 84 

Fax: 00351 249 769 309 

Email: cm-chamusca@sapo.pt 

 

Short Description 

The concept of a Living Lab is very much in relation to the work being developed at the Eco Industrial 

Park (EIP). The Industrial Symbiosis Network at Chamusca’s Eco Industrial Park supplies innovative 

goods and services, in accordance to the paradigm of Industrial Ecology, through the development 

of innovative businesses, creating jobs while safeguarding the areaecological equilibrium. The first 

phase of the EIP development is targeting mainly recyclers and logistics providers, in order to 

establish the critical base for attracting other industries. The main focuses are on recycle and energy 

reclamation. The services offered by the Living Lab are focused on R&D in recycling technologies, IS 

facilitation, certification provider (e.g. ISO and EIP certification), monitoring, data base collection 

and handling, business start-up services, environmental education and training and centralized 

logistics. The Living Lab assumes the role of the “umbrella” for the articulation and integration of all 

the services and tools to be developed. 

 

  



  

 

Co-Creative Workshop Methodology 
 

Participatory Design 

 

Initial user-centred design practices were conducted from an ‘expert perspective’. Users were given 

instructed tasks about product concepts that were generated by others, while experts were 

observing or interviewing them. This user-centred design approach (i.e. ‘user as subject’) is slowly 

evolving in an approach where the user is seen as an expert of his own experiences.  

 

Design participation began to emerge in the early 1970s and since then co-creation practices 

between end-users and experts are increasingly applied as a method to co-create monetary, 

experiential or societal value. Where co-creation is defined as the act of any collective creativity that 

is experienced jointly by two or more people, with the intent to create something that is not known 

in advance. 

 

Co-creation practices and tools enable end-users (i.e. ‘users as experts’) to become co-creators of 

their own experiences. During the process of co-creation, where collaborators define a joined 

problem and collectively create a solution, latent collective knowledge becomes tangible in the form 

of potential solutions. Consequently, social needs and experiences can be identified from appended 

explanations, forming rich insights to develop requirements informing system architectures. 

End-users however are not trained experts; their experiences are often inexplicit and can generally 

not be articulated on demand. The exploration and use of tools, materials and methods that put all 

the contributors on a common ground is needed. 

 

Also, the organization (e.g. invitation of a variety of relevant participants), facilitation (e.g. coor-

dinating discussions), analysis (e.g. transcribing recordings, interpreting and find patterns), docu-

mentation (e.g. formulating requirements) and implementation (e.g. communicating insights) 

requires preparation and experience. 

 

Co-Creative Workshop Methodology 

 

Experts, i.e. Sanders and Stappers, provided extensive research on co-creation. They provide us with 

numerous examples of co-creation practices in a variety of contexts with different end-users. Based 

on their research U4IoT consortium partner - Stembert Design, developed a multi-stakeholder Co-

Creative Workshop Methodology especially designed for IoT related contexts.  

 

This methodology was among others utilized in the SocIoTal project. The partners within SocIoTal 

did not have experience with the Co-Creative Workshop Methodology. After some initial 

consideration, the methodology was embraced and the partners wrote about and published the 

development of the toolkit and its iterations. Several workshops were organized on the pilot sites 

in Santander (Spain) and Novi Sad (Servia), also a workshop in Tunis (Tunisia) during the Level Up 

conference was held. A variety of stakeholders and end-users participated in the workshops to 



  

identify meaningful use cases and to specify needs and requirements informing IoT-solutions 

designed and developed within the project.  Some of the partners are currently using co-creative 

methods within their IoT-related projects in order to engage end-users in their innovation 

processes. 

 

Co-Creative Workshop Methodology Handbook  

 

The Co-Creative Workshop Methodology described in this handbook is especially designed for 

partners participating in European Large Scale Pilot (LSP) Programme with a focus on the Internet 

of Things (IoT) and contains materials for five topics corresponding to the context of the five LSP 

projects - Smart Mobility, Smart Entertainment, Smart Agriculture, Smart Cities and Smart Health. 

As a methodology, the Co-Creative Workshops are part of the Coordination and Support Action 

(CSA) User Engagement for Large Scale Pilots in the Internet of Things (U4IoT). As a CSA, U4IoT offers 

a variety of end-user engagement tools and support services to LSP projects participating in the 

European LSP Programme, to guide them to use these methodologies in their pilots’ use cases.  

 

The goal of the Co-Creative Workshop Methodology is to bring together multiple stakeholders to 

co-create solutions in a couple of hours. The Co-Creative Toolkit enables experts to empathize with 

the needs of end-users, whilst end-users are enabled to communicate on an expert level, leading to 

more meaningful IoT-solutions. The participants of the workshops are stakeholders and end-users 

who are preselected based on the context of the LSP projects. It is important to invite a mixture of 

participants with different expertise fields and characters. Ideally also LSP partners participate in 

the workshops in order to empathize with the stakeholders and end-users who are eventually going 

to use the IoT-solutions created in the LSP projects.  

 

Enabled by this handbook and the Co-Creative Toolkit, which consists of guidelines, templates, 

picture cards, actors, objects and sensors, LSP partners are enabled to autonomously organize, 

facilitate, analyze and document a Co-Creative Workshop. This handbook describes the guidelines 

for a co-creative cycle of four phases, the: Co-analysis, Co-design, Co-evaluation and Co-

implementation phase, together with practical tips on how to facilitate a Co-Creative Workshop.  

 

In the first phase, the Co-analysis phase participants are going to analyze the context to explore 

possibilities, define use cases and generate solution spaces. During the second phase, the Co-design 

phase, participants will give shape to the solution generated in the Co-analysis phase by defining 

the main functionalities of the solution. The objective of the third phase, the Co-evaluation phase, 

is to evaluate the solution generated in the Co-design phase by means of stakeholder values. In the 

last phase, the Co-implementation phase, participants are going to define the implementation 

process, with the aim to identify the factors of influence on a decision to adopt the solution or to 

reject it. During the workshop, latent end-user needs can be uncovered, it is therefore 

recommended to follow the discussion carefully in order to distillate requirements.  

 

During a Co-Creative Workshop, a large amount of data is generated. These data are qualitative and 

cannot be used to draw hard conclusions. The analyzed data are meant to inform and inspire LSP 



  

partners with the aim to evoke empathy for the stakeholders and end-users involved. 

Communicating Co-Creative Workshop results ideally encourages collaboration between LSP 

partners, stakeholders and end-users, in order to further inform future design and development 

processes of the LSP projects. 

 

Defining the Objective 

 

Before introducing the phases of the Co-Creative Workshop, we would like to provide you with some 

practical tips to prepare your workshop. In Appendix A, you can also find a template outlining the 

steps for preparation that are described in this Section.  

 

Defining a clear objective for your workshop helps you to identify the participants you need to 

select, how much time you will have to allocate for one or more workshops and what materials and 

equipment you need. First, define the context you want to generate solutions for based on the topic 

of your LSP project. According to this topic you can select the Contextual Package for Smart Mobility, 

Smart Entertainment, Smart Agriculture, Smart Cities or Smart Health. 

 

The Co-Creative Workshops can be utilized in different stages of your LSP project. Based on your 

objectives, you can start from a very open question or from a predefined design challenge. In the 

Co-analysis phase, it is possible to define different use cases and find a variety of ideas or to explore 

a predefined design challenge in more depth by analyzing the context and its stakeholders. The Co-

evaluation and Co-implementation phases can be utilized to assess newly co-created solutions or 

solutions that were already defined.  

 

Based on your objective, design challenge and allocated time, you can decide to complete a full co-

creative cycle or to make a selection from the four phases; Co-analysis, Co-design, Co-evaluation or 

Co-implementation. The phases can be used in conjunction with - or autonomous from - each other. 

However, for an optimal result, it is recommended to go through all phases. This can help you to 

uncover new insights, get the most out of possible new participants, think out of the box or to find 

new solutions. 

 

Facilitators 

 

It is recommended to allocate a facilitator and a co-facilitator to facilitate a Co-Creative Workshop. 

The facilitators ideally should be familiar with a creative process, have some in-depth knowledge of 

the subject and are able to manage participants. According to Tassoul, there are three conditions to 

make a good facilitator: 1) there is an implicit understanding between the facilitator and the group 

that has granted the facilitators’ role, 2) the facilitator is able to oversee the whole process and will 

leave enough space for creativity whilst keeping an eye on the objective, and 3) a facilitator should 

be neutral and free of conflicting interests.  

 

A maximum of four sub groups can be facilitated simultaneously by two experienced facilitators. For 

less experienced facilitators it is highly recommended to host only one group or a maximum of two 



  

groups per workshop session. The best results arise when focused solely at one group at a time. The 

facilitator takes on a leading role to facilitate the participant groups by guiding them through the 

workshop steps, clarifying critical moments and enabling breakthroughs.  

 

The booklet with ‘Guidelines for Participants’, a paper script, assists the facilitator in guiding the 

participants through the workshop steps. With every step the facilitator explains the participants 

what is expected from them, whilst simultaneously leaving the guidelines open enough for 

interpretation. When a group gets ‘stuck’ in the process, the facilitator tries to intervene by asking 

questions or by presenting the group with examples. During the full length of the workshop a 

facilitator tries to stimulate creative thinking, by avoiding criticism and time-boxing each of the 

tasks. Moreover, the facilitator makes sure all participants will be provided with an equal amount 

of time to express themselves and will manage possible more ‘dominant’ participants.  

 

The co-facilitator assists the facilitator in guiding the groups through the workshop process, more-

over the co-facilitator makes sure all materials are in place and data elicited through the workshop 

is captured. It is the co-facilitator who has most insight in the elicited data, the co-facilitator 

therefore often leads the analysis of the Co-Creative Workshop results. 

 

Participants 

 

A group of participants consists of five to six participants, since this group size enables group 

discussions, whilst all participants are still able to contribute individually [11]. The participants of 

the workshops are ideally stakeholders and end-users who are preselected based on the context of 

your LSP project. Depending on the objective, participants can be targeted directly (e.g. for a 

predefined design challenge) or a broader selection (e.g. to find new use cases) can be made. In 

either case, it is however important to invite a mixture of participants with different expertise fields 

(i.e. users as experts of their own experiences and characters (e.g. realist, innovator, creator, etc. 

[8])). When selecting end-users and stakeholders to form a group of workshop participants, it is 

important to anticipate on the group dynamics by taking local political issues or sensitivities into 

account [8]. Ideally also members of your organization (e.g. researchers and developers) participate 

in the workshops in order to empathize with the stakeholders and end-users who are eventually 

going to use the solutions created in the LSP projects. 

 

Preparing the participants on forehand can be useful to establish a shared mind-set among the 

participants in the group or to quickly ‘break the ice’. There are multiple methods to prepare 

participants for a workshop. Cultural Probes, in e.g. the form of a diary study, can be given to the 

participants in advance of the workshop. An assignment of which the results can also be beneficial 

to eventually put the workshop results into context. On the U4IoT website, the End-user 

Engagement Toolkit also offers a number of methods that can be used in conjunction with the Co-

Creative Workshop Methodology.  

 

Ideally participants will be able to participate also in later phases of the project. Engaging 

participants throughout the project can provide participants with a sense of ownership, possibly 



  

becoming ambassadors of the co-created solutions. Ambassadors can help to increase acceptance 

of solutions and ease implementation. 

 

Planning 

 

A workshop planning defines the workshop activities and the duration of each of the activities, it 

helps coordinating the organization and facilitation of a Co-Creative Workshop. The planning of a 

workshop mostly depends on the objective, number of groups and the selected phases. On the 

‘Preparation Template’ (Appendix A) you can find a planning example, which can be adjusted 

according to your needs.  

 

It can be helpful to pilot the workshop with members of your team, in order to estimate if the timing 

in the planning is correct, so you can make changes accordingly before actually organizing the 

workshop with participants. Remember that the timing is an estimation, it can differ per group how 

long the participants will need to complete each of the phases. Try to find the right balance, 

stimulating fruitful discussions whilst encouraging the group to finish within the set time. 

 

Space 

 

To stimulate creativity, it is important to make participants feel at ease, an informal environment 

can help to accomplish this. Providing participants with food and something to drink before, during 

and after the workshop session can help to break the ice, refresh and stimulate participants to start 

a conversation with one another.  

 

The size of the room depends on the number of groups you want to facilitate. The workshop table(s) 

in the room should be large enough for a group of participants to sit around and lay out the 

workshop materials, yet small enough to enable all participants to reach the workshop materials 

and have a group discussion. The facilitator should be able to move freely between the tables and 

the co-facilitator has to be able to capture data in the form of video, audio and pictures. Besides the 

table(s) to host the participants on, an extra table to put e.g. the (co-facilitators materials and 

equipment, but also the food and drinks on can be beneficial to maintain overview. 

 

Data Capturing & Consent 

 

During a Co-Creative Workshop, a large amount of information is generated. It is often difficult to 

capture all this information by taking notes. Intermediate results can be noted by the participants 

themselves on the ‘Location- and Stakeholder Templates’. Capturing the data of the workshop 

through video, audio and pictures is therefore evident to replay footage of the workshop and 

analyze results. The co-facilitator ensures the workshop process of all groups is recorded and that 

all results are photographed at the end of the workshop. If possible allocate a Dictaphone and a 

video camera on a tripod to each table, ask the co-facilitator to walk around with a camera to 

capture additional footage. It is evident that all the workshop results are captured to be able to 

communicate the results to members of your organization, LSP partners or other LSP projects.  



  

 

Take notice that you need consent from the people participating in the workshop to record them 

and to use the data generated in the workshop. An example letter of consent can be found in 

Appendix B. If possible inform the participants beforehand, print the letter of consent and ask each 

participant to sign it before the workshop starts. 

 

Co-Creative Workshop Toolkit 

 

This Section describes the materials in the Co-Creative Workshop Toolkit. A full overview of the 

content in the toolkit can be found in Appendix D, along with the Co-Creative Workshop Templates 

that are displayed in Appendix E of this handbook - the ‘Handbook for Facilitators’. This handbook, 

together with the ‘Guidelines for Participants’ can be downloaded online on the U4IoT website. The 

‘Co-Creative Toolkit’ can be provided by the U4IoT consortium on request. The toolkit consists of 

Guidelines, Templates and Toolkit Packages.  

 

Where moreover information is provided on the context in which the materials can be used and the 

number of items that are needed per workshop. Moreover, there is displayed where to put a video 

camera to capture the workshop process. Make sure you also record the workshop process of each 

table by means of a Dictaphone. 

When preparing the workshop tables, the ‘Smart- and Contextual Workshop Packages’ can be 

already made available on the table(s). Also provide the participants of each group with ballpoint 

pens (one per participant pair – three in total) to document their findings on the ‘Location- and 

Stakeholder Templates’, a black non-permanent marker (one per table) to draw the data-flows on 

the ‘Location Template’ and a white chalkboard marker (one per multiple tables) to draw their own 

icons or sensors if necessary. 

 

Co-Creative Workshop Methodology - 4 Phases 

 

A co-creative process can consist of many different phases. With each phase, another form of value 

creation can be accomplished. Enabled by this handbook and the ‘Co-Creative Workshop Toolkit’, a 

facilitator can assist participants to complete a four step co-creative cycle. In the first phase, the Co-

analysis phase participants are going to analyze the context to explore possibilities, define use cases 

and generate solution spaces. During the second phase, the Co-design phase, participants will give 

shape to the solution generated in the Co-analysis phase by defining the main functionalities of the 

solution.  

 

The objective of the third phase, the Co-evaluation phase, is to evaluate the solution generated in 

the Co-design phase by means of stakeholder values. In the last phase, the Co-implementation 

phase, participants are going to define the implementation process, with the aim to identify the 

factors of influence on a decision to adopt the solution or to reject it. When all the phases are 

completed the workshop results in a variety of use cases and a co-created solution including 

requirements that inform the future design and development phases of your LSP project.  

 



  

This section contains the guidelines for each of these four phases, accompanied with an intro-

duction, checklist, tips for facilitation and an example. The phases are in conjunction with the 

guidelines in the more concise booklet with ‘Guidelines for Participants’. With each of the phases a 

time indication is provided. Note, this is an indication and can differ per workshop group. 

 

The checklist indicates what workshop materials are needed per phase. The guidelines are described 

in concise steps that are meant to help the facilitator to guide the participants through the workshop 

process. After each step is indicated whether it is an individual-, pair- or plenary step. The tips are 

specified per phase and offer practical attention points that are useful for facilitation of the 

respective phase. The phases are concluded with an example in the form of pictures and a 

description to illustrate the outcome of each phase.  

 

The co-creation process that is taken as an example was focused on the topic ‘Smart Cities’ and was 

part of a by U4IoT facilitated workshop that took place during the IoT Week 2017 in Geneva. 

 

Co-Creative Workshop Methodology – (4 Phases) 
 

A co-creative process can consist of many different phases. With each phase, another form of value 

creation can be accomplished [16]. Enabled by this handbook and the ‘Co-Creative Workshop 

Toolkit’, a facilitator can assist participants to complete a four step co-creative cycle.  

 

In the first phase, the Co-analysis phase participants are going to analyze the context to explore 

possibilities, define use cases and generate solution spaces. During the second phase, the Co-design 

phase, participants will give shape to the solution generated in the Co-analysis phase by defining 

the main functionalities of the solution. The objective of the third phase, the Co-evaluation phase, 

is to evaluate the solution generated in the Co-design phase by means of stakeholder values. In the 

last phase, the Co-implementation phase, participants are going to define the implementation 

process, with the aim to identify the factors of influence on a decision to adopt the solution or to 

reject it. When all the phases are completed the workshop results in a variety of use cases and a co-

created solution including requirements that inform the future design and development phases of 

your LSP project.  

 

This section contains the guidelines for each of these four phases, accompanied with an intro-

duction, checklist, tips for facilitation and an example. The phases are in conjunction with the 

guidelines in the more concise booklet with ‘Guidelines for Participants’. With each of the phases a 

time indication is provided. Note, this is an indication and can differ per workshop group. 

 

The checklist indicates what workshop materials are needed per phase. The guidelines are described 

in concise steps that are meant to help the facilitator to guide the participants through the workshop 

process. After each step is indicated whether it is an individual-, pair- or plenary step. The tips are 

specified per phase and offer practical attention points that are useful for facilitation of the 

respective phase. The phases are concluded with an example in the form of pictures and a 

description to illustrate the outcome of each phase.  



  

 

The co-creation process that is taken as an example was focused on the topic ‘Smart Cities’ and was 

part of a by U4IoT facilitated workshop that took place during the IoT Week 2017 in Geneva. 

 

Phase 1. Co-Analysis 
 

INTRODUCTION 

 

In this first phase, the Co-analysis phase, participants are going to analyze the context by means of 

‘Picture Cards’. Pictures elicit emotions and memories and carry many different layers of meaning 

and associations [17]. ‘Picture Cards’ are therefore ideal to explore possibilities, define use cases 

and generate solution spaces. Based on the selected solution space participants will formulate a 

design challenge, identify the stakeholders involved, define the scenario and visualize the 

stakeholder journey for the selected stakeholders. The preliminary solution that is generated in this 

phase forms the main input for the next phase - the Co-design phase.  

 

*If you already defined a design challenge, but did not yet define the idea completely, then try to 

gather ideas based on this challenge with or without using the ‘Picture Cards’. A set of pre-defined 

cards is provided. If you need more specific cards to associate solutions for a more specific design 

challenge you can look for pictures online and add them to the toolkit yourself. 

 

CHECKLIST FOR THIS PHASE 

  

 Smart Package: Actors 

 Contextual Package: Picture Cards 

 Location Template (Co-analysis) 

 Stakeholder Template (Co-analysis) 

 

GUIDELINES* 

 

1. Introduce the Co-analysis phase and describe the context, then ask the participants to each 

grab five ‘Picture Cards’. Help them to associate and to generate an idea for one or several of the 

cards. The ideas can still be general and can even just be the starting point for a new use case. 

[Individually] 

2. Keep an eye on the time, ask if all participants are ready. Let them share the generated ideas 

with each other by presenting them one by one, make a complete round, until everyone presented 

their ideas. Map the ideas on the ‘Location Template’ according to the scale indicating feasibility 

(left side) and impact (at the bottom). Point out that the ideas in the top right corner are probably 

most interesting and ask the participants to collectively choose the most promising idea by each 

casting a vote. [Plenary]  

3. Help the participants to formulate a (more specific*) design challenge and ask them to write 

the design challenge down on the right side of the ‘Location Template’. Based on this challenge ask 



  

the participants to build out the scenario in terms of stakeholders involved (who), objective (what), 

location (where), time of day / month / year (when) and benefits (why). [Plenary]  

4. Ask the participants who are the most important stakeholders to take into account and ask 

them to choose a maximum of three direct / indirect stakeholders. Divide the participants in pairs 

of two and ask each pair to represent one stakeholder. Use the ‘Stakeholder Templates’ to identify 

the stakeholders, describe their goals and map their actions on the time line. This stakeholder 

journey map forms the main input for the Co-design phase. [Pairs]  

 

FACILITATION TIPS 

  

 Make participants feel at ease, let them introduce themselves to each other. 

 Emphasize that the participants are the experts in their domain and that they can express 

themselves freely. 

 Introduce the Co-analysis phase and encourage out-of-the-box thinking. 

 Make sure all participants are enabled to contribute. 

 Appoint participant pairs to represent the selected stakeholders and ask them to take notes 

on the ‘Stakeholder Templates’.  

 Try to form multi-disciplinary participant pairs (e.g. an end-user to represent the selected 

stakeholder and a member of your organization to empathize with the end-user). 

  

EXAMPLE 

 

Co-analysis on the ‘Location Template’  

Due to food- and parcel delivery, traffic in the city center has increased especially during rush hours 

and pollution rates have gone up. Package suppliers have more and more trouble to enter the city 

center, consequently reducing their delivery speed and costing them revenue. For the topic Smart 

Cities, a solution for the ‘Delivery of Small Packages’ was therefore Co-analyzed. 

 

By means of the ‘Picture Cards’ and especially triggered by the card with the delivery bike on it [Step 

1 & 2], the following design challenge was formulated during the Co-analysis phase: “How can the 

delivery system of small packages be optimized (what) in order to reduce traffic and pollution in the 

city center (where) during rush hours (when)”. The stakeholders (who) of this use case are compa-

nies, suppliers, the municipality, post offices and citizens (end-users / consumers). The main benefits 

(why) for these stakeholders are increased delivery speed, flexibility of delivery processes, less 

traffic and consequently less pollution (sustainability) [Step 3].  

 

After finishing the use case documentation on the ‘Location Template’ the Smart Cities team among 

others chose to elaborate on the Supply Companies as a stakeholder.  

 

Co-analysis on the ‘Stakeholder Template’  

As a supplier, I’m a direct stakeholder and I would like to have a more efficient delivery system to 

reduce my costs (goal(s)). My journey is as follows: (1) I stop the vehicle in an external parking lot 

and unload the packages, (2) I use the application to select the next transportation vehicle, (3) I 



  

make a match between the post office, vehicle and address, and (4) finally I monitor if the package 

is delivered. 

 

Phase 2. Co-Design 
 
INTRODUCTION 

 

During this second phase, the Co-design phase, the participants will give shape to the solution 

generated in the Co-analysis phase. By means of generative tools, participants are going to co-design 

a solution based on the perspectives of different stakeholders. Based on the actions of the different 

stakeholders, the main functionalities of the solution will be defined. With these functionalities in 

mind the participants will pin-point the location of the interaction, define the (smart) objects and 

sensors involved and visualize the network by mapping out the data-flows. For each stakeholder the 

input data, user interface and data settings will be defined. By presenting the co-designed solutions, 

latent needs can be uncovered, follow the discussion carefully to distillate requirements.  

 

CHECKLIST FOR THIS PHASE 

  

 Smart Package: Sensor Rings and Sensors 

 Contextual Package: Objects 

 Stakeholder Template (Co-design) 

 Location Template (Co-design) 

 Device Template 

 

GUIDELINES 

 

1. Ask the participants to put the ‘Location Template’ in the centre of the table, make sure 

everybody can reach it. If the desired location isn’t available on the template, invite the participants 

to fold the right-side column, flip the template and draw their own map on the back of the template. 

Refer to the scenario that was built in the Co-analysis phase. Try to move from idea to solution by 

specifying the functionalities the solution should contain (how). [Plenary] 

2. Provide participants with the ‘Smart and Contextual Packages’ and ask them to define which 

objects are relevant for the solution. If the objects needed are not available in the toolkit, invite 

participants to draw their own objects on the back of the object tokens with a white chalk board 

marker. Appoint them to the ‘Location Template’ and ask them to define the locations were 

interaction with the solution takes place. Let them then put the selected objects on the specified 

locations. [Plenary] 

3. Explain the participants how to make the respective objects smart by placing a ‘Sensor Ring’ 

around them. The toolkit holds metaphorical sensors, these representations of the human 

senses indicate a sensor for sight, scent, sound, touch and taste. Moreover, the brain symbolizes 

data storage, two blank sensors are added to draw on with a white chalk board marker, so 

participants can define their own sensors if needed. Ask the participants to select the relevant 



  

‘Sensors’ from the toolkit and place them in a ‘Sensor Ring’ around an object. Let them build 

the necessary hubs for their solution. [Plenary] 

4. The hubs can be connected by drawing the data flows on the ‘Location Template’. Ask the 

participants to define what kind of data is transmitted and write the data type next to the 

respective data flow. [Plenary]  

5. Ask the participants to return to the participant they partnered up with in the previous phase. 

Ask them which devices are relevant for the interaction, encourage them to imagine what 

device the stakeholder they represent would use in this situation. If the preferred device isn’t 

available on the ‘Device Template’, ask them to draw their own device on the ‘Stakeholder 

Template’. Let them define the input data, draw the user interface on a ‘Device Template’ and 

ask them to define if the generated output data should be public, semi-public or closed. [Pairs] 

6. When all participant pairs are ready, ask them to present and discuss the drawn user 

interfaces. Ask the participants why they chose to keep their data private or share it freely. When 

they chose to make their data semi-public, ask them with whom they share this data and what the 

sharing conditions are. Stimulate them to make changes according to the discussion and to 

document requirements on the ‘Location Template’. This step forms the conclusion of this phase 

and will prelude the Co-evaluation phase. [Plenary] 

 

FACILITATION TIPS 

  

 Introduce the Co-design phase and stimulate creative thinking. 

 Intervene during critical situations, ask questions or provide participants with examples if 

they can’t immediately think of relevant functionalities. 

 Ask the group to think out loud when building the solution. 

 Ask the group to present the designed system to understand their considerations.  

 Emphasize that the materials are available to be used freely. If you notice a participant is 

hesitant to write on the materials, e.g. the ‘Location Template’, make a first start by drawing or 

writing something on the template yourself.  

 If needed ‘borrow’ objects from other ‘Contextual Packages’. 

 Provide participants with a white chalk board marker to draw their own sensors or objects 

if they are not available in the toolkit. 

 

EXAMPLE 

 

Co-design on the ‘Location Template’  

Post offices are not working the whole shift hours anymore due to the decreased usage of letters. 

The co-created solution therefore uses the post offices and their knowledge to distribute packages 

more efficiently to the city centre. The packages will be dropped off at a bike sharing parking outside 

the city centre, close to the post offices. The bikers and the post offices will split the work to deliver 

the packages to both consumers and companies. The route of the bikers is optimized by sensors 

installed by the municipality in the city centre, e.g. on traffic lights. The sensor data is made 

accessible to all parties and can be shared and extracted for analysis, the sensors enable e.g. the 

municipality to monitor traffic streams (how) [Step 1]. During the Co-design phase the solution was 



  

visualized by means of the ‘Co-Creative Toolkit’ [Step 2, 3 & 4]. The IoT network was built with the 

‘Objects’ and ‘Sensors’, and the data flows between the sensor hubs were drawn.  

 

The following preliminary requirements [Step 6 - (figure 5c)] were formulated: 

 The solution has to contain a tracking system, to keep track of the packages and share 

information between the stakeholders to coordinate delivery processes. 

 The solution has to contain a platform to monitor the systems for data analysis and 

optimization. 

 The solution has to contain a fleet management system to control the vehicles used for the 

delivery processes. 

 The city has to be equipped with sensors to optimize the routes of the delivery bikers. 

 There has to be enough available parking space just outside the city Centre near the postal 

offices. 

 Human resources are needed to design, develop and implement the service. 

 

Co-design on the ‘Stakeholder Template’  

In order to complete the actions in my journey I need to gather data on the type of packages and 

location of the respective packages. From others, I need tracking data to follow the complete 

journey of each of the packages. As a Supplier, I use my mobile phone to access the application, to 

manage and analyse the data I use my laptop or iPad. The phone application is also used by the end-

consumers who order the packages and the bikers who deliver the packages. The municipality 

makes use of the laptop or iPad interface to monitor the sessions. [Step 5]. 

 

Phase 3. Co-Evaluation 
 
INTRODUCTION 

 

The objective of this third phase, the Co-evaluation phase, is to evaluate the solution generated in 

the Co-design phase by means of stakeholder values. Internal stakeholder conflicts or external 

conflicts between different stakeholders can arise, e.g. safety vs. security [18]. When values are in 

conflict with each other, it is necessary to adjust your requirements by making trade-offs. Values 

are very important and influence stakeholders in their decision to adopt the solution or to reject it 

and this phase therefore forms the base for the Co-implementation phase. 

 

CHECKLIST  

  

 Stakeholder Template (Co-evaluation) 

 Location Template (Co-evaluation) 

 

 

 

GUIDELINES 



  

1. Introduce the Co-evaluation phase and ask the participant pairs to use the ‘Stakeholder 

Template’ to map three gains (left side of the template) and three pains (right side of the template) 

they expect their stakeholder to experience when using the co-designed solution. [Pairs] 

2. On the back of the ‘Stakeholder Template’ there can be found a list with universal values. 

Ask the participant pairs to read through the list and match the values with the pains and the gains 

listed earlier. Emphasise that the values are generally interpretable, let participants define them in 

more detail according to their needs or to define their own values. [Pairs] 

3. Ask the participants to go through the listed positive and negative values, let them verify if there 

are values that are in conflict with each other. Ask them to map these internal value conflicts in 

the central column on the ‘Stakeholder Template’. Ask them to decide which value is of more 

importance, by choosing one value over another. [Pairs] 

4. Now let each participant pair one by one present their findings. After all pairs have 

presented, ask them what external value conflicts they could identify. Elicit discussion and 

encourage participants to determine contradictions. Let them define how they are going to choose 

between one value or another to make necessary trade-offs. Ask them to document the conflicting 

values and the trade-offs on the ‘Location Template’ by choosing one value over another. [Plenary] 

 

FACILITATION TIPS 

  

 Explain the values on the list, emphasise that they can be broadly interpreted. 

 Ask participants to explain the values they have chosen, what do they mean for the 

stakeholder they represent? 

 Elicit discussion between participants and listen carefully, why are certain trade-offs made? 

 Stop the discussion if the group wonders off too far from the original topic. 

  

 EXAMPLE 

  

 Co-evaluation on the ‘Stakeholder Template’  

 Advantages of the service would be that it makes my delivery processes, as a Supplier, more 

cost-effective (matching the value: Freedom from Bias), since optimisation (matching the value: 

Calmness) of the delivery process reduces delivery times. Moreover, it can increase customer 

satisfaction (matching the value: Ownership and Property). Possible pains can include losing control 

(matching the value: Trust) of the full process, since an additional step is added in the middle of my 

initial process. Because of this, managing the whole process (matching the value: Accountability) 

and tracking the packages (matching the value: Universal Usability) through the system could also 

become more difficult. Trade-offs between these internal value conflicts are necessary and should 

be incorporated in the design of the service [Step 1, 2 & 3]. 

 
 

 Co-evaluation on the ‘Location Template’  

The Co-evaluation phase was concluded with the following discussion. There are multiple 

stakeholders involved in order to establish this service and to enable it to work. It is not a one layer 

process and therefore can be difficult to manage. Trust plays an important role. As a trade-off, clear 



  

agreements have to be made in terms of the Accountability of the different stakeholders and the 

ownership of the data generated [Step 4].  

 

Phase 4. Co-Implementation 
 
INTRODUCTION 

 

During this fourth and last phase, the Co-implementation phase, the participant pairs are going to 

analyse the implementation process of the stakeholders they represent, with the aim to identify the 

factors of influence on a decision to adopt the solution or to reject it. The steps of implementation 

are derived from the Diffusion of Innovations model of Rogers [19]. Based on the implementation 

processes of the different stakeholders, concrete action points are formulated to form a roadmap 

to inform implementation of the solution on a broader scale. At the end of this phase, results are 

exchanged and the workshop is finalised with a discussion. 

 

CHECKLIST FOR THIS PHASE 

  

 Stakeholder Template (Co-implementation) 

 Location Template (Co-implementation) 

 

GUIDELINES 

 

1. Introduce the Co-implementation phase. Ask the participants to discuss and determine 

whether the solution that was co-created during the Co-design phase is optional to 

implement as an individual, will be collectively driven and implemented or implementation 

will be driven by an authority. Ask them to later document the conclusion on the ‘Location 

Template’. [Plenary] 

2. Ask the participant pairs to return to the ‘Stakeholder Template’ and complete the five steps 

towards implementation. First, ask them to identify when the stakeholder they represent 

experiences an actual need for the co-created solution and if this is based on e.g. its 

character, social influences or a functional need (try to elicit if the stakeholders belong to 

the category of innovators, early adopters, early majority, late majority or laggards). 

3. Second, let them identify the online or offline information channels their stakeholder uses 

to gain information about the solution. Third, ask them to identify what is needed to 

persuade their stakeholder to adopt the solution, e.g. usefulness (trialability, advantage, 

etc.) or ease of use (service, complexity, compatibility, etc.). Fourth, let them define if their 

stakeholder would adopt or reject the solution and at last ask them what is needed to 

implement the solution in the stakeholder’s daily life on the short-, mid- and long term (or 

in case of initial rejection to reconsider adoption). [Pairs] 

4. When all pairs have completed the previous step, ask each pair to present their imple-

mentation process to the other pairs. Try to steer their discussion towards concrete action 

points needed to implement the solution on a broader scale. [Plenary] 



  

5. Discuss the workshop results with the group, ask the participants to plenary reflect on the 

workshop and to write down their action points and conclusions on the ‘Location Template’. 

In case of multiple groups, provide each group with the opportunity to prepare a short 

presentation and share the results of their table with the other groups. Close the workshop 

with a short recap, explain the follow-up process and thank the participants for their time 

and efforts. [Plenary]. 

 

FACILITATION TIPS 

  

 Emphasise that the implementation cycle on the ‘Stakeholder Template’ should specifically 

address the adoption behaviour of the represented stakeholder. 

 If needed, support participants with examples of implementation processes in a similar 

context.  

 Try to elicit information on the factors that influence the implementation process of the 

stakeholders. 

 Link the insights to the Diffusion of Innovations model of Rogers [19] in order to understand 

the adoption process of each of the stakeholders. 

 Thank participants for their time, inform them when the results of the workshop will be 

communicated. 

 

EXAMPLE 

 

Co-implementation on the ‘Stakeholder Template 

To implement the solution, as a Supplier, I first need to realise that I have to find new ways to enter 

the city centre to make my delivery processes more efficient. In order to gain information about the 

service to decide if it can be interesting for my company, I need to search for online / offline 

information about the data that can be shared with the post offices and the municipality. I then 

have to persuade the municipality that the service is really needed and that the sensors have to be 

installed in the city centre. When all three stakeholders agree on how to proceed, I can decide to 

adopt the service. In order to implement the service in my current delivery process, I need to build 

the infrastructure, tracking systems, sensors and have to teach the right skills to my employees to 

operate the system [Step 2]. 

 

Co-implementation on the ‘Location Template’ 

The choice to implement the service is collective [Step 1], since the service is built on the principle 

of interdependency between the stakeholders. The following action points [Step 3 & 4] were 

formulated: 

 The stakeholders have to agree on an approach to realise the service. 

 The infrastructure for the service has to be built, sensors have to be installed in the city centre 

and a tracking system has to be realised. 

  

 A data sharing system has to be developed and made accessible to all stakeholders. 



  

 The employees of the suppliers, post offices and municipality have to be educated to work with 

the service. 

 End-users / consumers have to be invited to use the service to order their food or parcels 

(dissemination and production). 

 

The participants in the Smart Cities workshop group concluded that it can be a hurdle to agree on 

an approach to realise the service. Moreover, the necessary change in culture of the employees can 

make adoption more difficult. In the long run, the service can however become very efficient and 

beneficial to optimise delivery processes in the city centre [Step 4]. 

 

After completing all four workshop phases the participants of the Smart Cities group presented their 

co-created solution and findings to the other workshop groups [Step 4]. 

 

Co-Creative WorkshopAnalysis 

 

Documenting the findings of a Co-Creative Workshop can be an overwhelming process. During the 

workshop solutions were generated, designed, evaluated and participants indicated how to 

implement the solution. Moreover, discussions were captured, notes and pictures were taken. All 

this data has to be analysed in order to gain insights in the needs of participants, find patterns and 

define requirements for the design and development phases. In this Section, we provide you with 

some practical tips to analyse the data that was generated during a Co-Creative Workshop and 

communicate insights. 

 

The data gathered in a Co-Creative Workshop are qualitative and consist of anecdotes elicited in 

discussions, stakeholder profiles, visualised solutions and drawn user interfaces. The co-facilitator 

observed the participants and followed discussions during the workshop. It is recommended that 

the co-facilitator documents these insights directly after the workshop finishes. Moreover, also all 

co-created materials are ideally gathered and digitalised directly after the workshop by taking 

photographs. Do not leave behind any information that can be relevant.  

 

Playing back the footage recorded during the workshop provides the facilitators who now become 

analysts with the opportunity to carefully analyse the workshop activities to gain insights in the 

needs of stakeholders and end-users. Especially the discussions between participants contain 

important information. It can therefore be useful to transcribe the discussions, in order to highlight 

quotes, cluster reoccurring topics and identify patterns [20]. Highlighted quotes can then be written 

down on post-its and can be clustered into topics. The clustered information is now ready to be 

interpreted by the researchers and rephrased in order to communicate it to others. 

 

There is no fixed method or rule to analyse the data. The amount of data varies, according to the 

number of groups, and in case of a large number of groups the analysis phase can take up quite 

some time. In order to speed up the process a qualitative data software can be used to analyse large 

data sets. According to your objectives, the analysis phase can however be either less or more 



  

intense. Sometimes it is enough to be able to empathise with participants, whilst in other cases the 

objective can be to indicate specific requirements for the design and development phases.  

 

Documentation & Communication 

 

Remember that the data produced during the Co-Creative Workshops are qualitative and cannot be 

used to draw hard conclusions. It is meant to inform and inspire LSP partners with the aim to evoke 

empathy for the stakeholders and end-users involved.  

 

How you communicate the insights depends mostly on the audience and your objectives. Insights 

can be visualised through i.e. personas, customer journey maps, storyboards or sketches. It is 

however also possible to communicate quotes, use cases, written scenarios or requirements.  

Share your insights not only with members of your organisation, LSP partners, other LSP projects, 

but also with the people who participated in your workshop. Ask them if your interpretations are 

correct and invite them to think along in the next phases of your LSP project. 

 

Communicating Co-Creative Workshop results ideally encourages collaboration between members 

of your organisation, stakeholders and end-users, in order to further inform future design and 

development processes of your LSP project. An example report, documenting the two workshops 

held during the IoT Week 2017 in Geneva, can be found alongside the workshop materials on the 

U4IoT Knowledge Base. 

  



  

  

BUSINESS INCUBATORS 

ESTABLISHMENT: 

THE NECESSARY STEPS 



  

What is a business incubator feasibility study? 
 

A feasibility study should answer the simple question, “Will a business incubator be successful in 

our community?” Its primary purpose is to avoid making serious, even fatal, mistakes in the 

development of an incubator, although it also may have other value, including focusing the 

community’s attention on a specific incubator concept and meeting the expectations of potential 

funders. It is often confused, or unintentionally combined, with a business plan.  

 

 (The business plan should address the question “Now that we know the incubator will be feasible, 

how will we set it up and operate it?” Note that the business plan comes after the feasibility study, 

and typically is only undertaken if the feasibility study’s result is positive. Put it another way: Who 

cares what the incubator’s graduation policy will be –- (an issue in the business plan) if the incubator 

isn’t feasible and therefore isn’t going to be undertaken in the first place?  

A feasibility study is typically thought of as an activity that is undertaken when a community is 

considering developing a new incubator. That is certainly a situation in which feasibility studies make 

sense, but there are others as well.  

 

For example, we conducted a feasibility study for an existing, successful incubator that needed to 

decide whether to continue in its current and somewhat dilapidated facility, to raze that building 

and construct a new one on the same site, or to relocate the incubator to another part of the 

community. A feasibility study also can be valuable when an existing incubation program is 

contemplating the addition of a new program, such as when a mixed-use incubator is considering 

adding a kitchen incubation program. Finally, a feasibility study can be helpful for an existing 

incubator that isn’t performing up to expectations. In this latter case, we suggest the leadership first 

review the feasibility study that was, we hope, performed before the incubator was initially 

developed to determine if conditions have changed, if the incubator was developed in contradiction 

to the feasibility study, or the study was wrong in its conclusions. Undertaking a new study might 

still make sense, but the first step should be to review the original analysis. Of course, if there was 

no feasibility study done in the first place, then that could explain the problems that the incubator 

is now suffering.  

 

A feasibility study helps incubator developers and managers do these crucial things:  

 

1. Gain a greater understanding of the market for the incubator. We see a lot of well-intentioned 

communities that think they know what the market is and what it wants, but the feasibility study 

should test that knowledge to see if it is valid. In our experience, it often is not.  

 

2. Identify potential clients, including anchor tenants. If done properly, the feasibility study should 

begin to identify small, start-up, and emerging businesses that are  

interested in becoming resident clients or affiliates of the incubator. It also may help identify 

potential anchors, which can be important to the incubator’s feasibility potential.  

 



  

3. Evaluate alternatives for the incubator. We always look at multiple scenarios for a proposed 

incubator, because we have learned that some clearly won’t work, some will be marginally feasible, 

and possibly one or more will be feasible. This helps the community understand what the incubator 

needs to look like (in terms of focus, features, location, size and other important parameters) to be 

successful and, equally important, what needs to be avoided or it will cause problems or even the 

demise of the project.  

 

4. Identify needs of potential clients, and use of and satisfaction with existing sources of 

assistance. If there are no unmet needs for business assistance, there is less market demand for the 

incubator. But if there are unmet needs, and existing service providers are either not providing 

specific services or not providing them at the level needed by area entrepreneurs, that can help 

suggest the need for an incubator. This assessment also helps identify existing sources of assistance 

that the incubator may want to team with and/or refer clients to, as well as those that – ahem – 

should be avoided.  

 

5. Suggest the important financial parameters for the project. Financial projections for the various 

scenarios, both for development and operations, allows the community to understand the 

magnitude of funding that will be required for the project. Then, given those projections and the 

characteristics of the community and the market for the incubator, the feasibility study should 

assess whether the required funds can be raised and from what sources. Is support for the incubator 

so broadly based that its fate rests on no single funding source? More than one otherwise successful 

incubator has closed because of a change in the political breeze, or the tightening of an institutional 

budget.  

 

6. Collect and analyze information that is important to those potential funding sources. Those 

sources often want an independent analysis of the market, and financial projections that show 

whether the incubator can achieve breakeven in its operations (and if not, what level of subsidies 

will be required and over what time period). Note that this information is also very valuable to the 

community, so it serves a dual purpose.  

 

Set goals for the incubator.  

 

The feasibility study should help the community understand what its next steps should be. If the 

incubator appears to be infeasible, then the community may want to undertake a different initiative 

to assist small and start-up businesses. If it is feasible, then the study should suggest next steps like 

approaching potential funding sources, starting an ongoing communications effort with potential 

clients of the incubator, and preparing the business plan. If the conclusion is that the incubator is 

conditionally feasible, meaning the incubator appears to be feasible but its success is being hindered 

by one or more adverse conditions, then the next steps should focus on mitigating or resolving those 

conditions. Even if the incubator appears to be infeasible, the feasibility study should help the 

community understand why and therefore understand what changes in the entrepreneurial base, 

funding sources, or other key parameters may shift the conclusion from “infeasible” to “feasible.” 

Again, do not expect the feasibility study to address issues that really don’t matter much until the 



  

community knows the incubator would be successful. Those issues include things like a mission 

statement, entrance and exit criteria, and governance structure – issues that are very important and 

must be addressed before the incubator is developed, but that are not things that need to be 

resolved during the “will this incubator be successful?” feasibility phase of the project.  

 

Now, some folks will tell you that feasibility studies are not necessary when it comes to developing 

a new incubator or making major modifications to an existing one. This opinion can  

interested in becoming resident clients or affiliates of the incubator. It also may help identify 

potential anchors, which can be important to the incubator’s feasibility potential.  

 

1. Evaluate alternatives for the incubator.  

Always look at multiple scenarios for a proposed incubator, because we have learned that some 

clearly won’t work, some will be marginally feasible, and possibly one or more will be feasible. This 

helps the community understand what the incubator needs to look like (in terms of focus, features, 

location, size and other important parameters) to be successful and, equally important, what needs 

to be avoided or it will cause problems or even the demise of the project.  

 

2. Identify needs of potential clients, and use of and satisfaction with existing sources of assistance.  

If there are no unmet needs for business assistance, there is less market demand for the incubator. 

But if there are unmet needs, and existing service providers are either not providing specific services 

or not providing them at the level needed by area entrepreneurs, that can help suggest the need 

for an incubator. This assessment also helps identify existing sources of assistance that the incubator 

may want to team with and/or refer clients to, as well as those that – ahem – should be avoided. 

  

3. Suggest the important financial parameters for the project.  

Financial projections for the various scenarios, both for development and operations, allows the 

community to understand the magnitude of funding that will be required for the project. Then, given 

those projections and the characteristics of the community and the market for the incubator, the 

feasibility study should assess whether the required funds can be raised and from what sources. Is 

support for the incubator so broadly based that its fate rests on no single funding source? More 

than one otherwise successful incubator has closed because of a change in the political breeze, or 

the tightening of an institutional budget.  

 

4. Collect and analyze information that is important to those potential funding sources.  

Those sources often want an independent analysis of the market, and financial projections that 

show whether the incubator can achieve breakeven in its operations (and if not, what level of 

subsidies will be required and over what time period). Note that this information is also very 

valuable to the community, so it serves a dual purpose.  

 

5. Set goals for the incubator.  

The feasibility study should help the community understand what its next steps should be. If the 

incubator appears to be infeasible, then the community may want to undertake a different initiative 

to assist small and start-up businesses. If it is feasible, then the study should suggest next steps like 



  

approaching potential funding sources, starting an ongoing communications effort with potential 

clients of the incubator, and preparing the business plan. If the conclusion is that the incubator is 

conditionally feasible, meaning the incubator appears to be feasible but its success is being hindered 

by one or more adverse conditions, then the next steps should focus on mitigating or resolving those 

conditions. Even if the incubator appears to be infeasible, the feasibility study should help the 

community understand why and therefore understand what changes in the entrepreneurial base, 

funding sources, or other key parameters may shift the conclusion from “infeasible” to “feasible.”  

 

Again, do not expect the feasibility study to address issues that really don’t matter much until the 

community knows the incubator would be successful. Those issues include things like a mission 

statement, entrance and exit criteria, and governance structure – issues that are very important and 

must be addressed before the incubator is developed, but that are not things that need to be 

resolved during the “will this incubator be successful?” feasibility phase of the project. Now, some 

folks will tell you that feasibility studies are not necessary when it comes to developing a new 

incubator or making major modifications to an existing one. This opinion can come from someone 

with one or more of the following attitudes. We’ve also added our response to each.  

 

a. “Real men don’t do feasibility studies.”  

Some communities feel that they just need to “do it” and that means starting an incubator without 

a study. Maybe a building has been donated and everyone has concluded it should be an incubator, 

maybe an elected official wants an incubator as part of their legacy, maybe a large local employer 

is closing and immediate action is demanded. Our concern is that there are plenty of examples of 

communities that just “did it,” and ended up with an incubator albatross that sucks money, 

enthusiasm and entrepreneurial support out of the community. You might get lucky if you just jump 

in and start a new incubator without any analysis, or you might be taking your community down a 

very ugly, expensive path.  

 

b. “Don’t study it to death. 

” Some communities are frustrated that “everything around here gets studied and nothing ever gets 

done.” Sometimes that frustration is well founded, because the community does study everything 

and never implements anything. But sometimes those prior studies have said that the community 

should not undertake a contemplated initiative like downtown revitalization, a highway bypass, or 

a transit system because the conclusion was that these well-intentioned efforts would be disasters.  

 

c. “We need a needs assessment, not a feasibility study.” We could probably devote this entire 

discussion to the real differences between a needs assessment and a feasibility study. If the needs 

assessment includes careful evaluation of the important variables like market, location, financial 

viability (development and operations), needed business resources, and champion, then feel free to 

call it whatever you want.  

 

d. “We already have the data needed to conclude it is feasible.” Some communities feel that they 

have already done data collection that says the incubator will be a success, and therefore a 

feasibility study isn’t necessary. We’ve heard this a number of times, but never did it turn out that 



  

the community had already collected everything that was needed to determine the proposed 

incubator’s feasibility potential. For example, the community may have collected secondary data on 

the market, but not primary data from potential clients. Or it collected primary data, but did so two 

years ago and therefore the data are no longer accurate reflections of the current market for a 

business incubator.  

 

Getting Started  

 

The first step in preparing the feasibility study is to work for consensus among the local 

stakeholders. This may seem a lot like herding cats, so be prepared to take some time and put some 

effort into this important initial step. Start by getting everyone to agree on what is meant by a 

business incubator. That may sound too basic, but time and time again we have seen incubator 

projects run into difficulties because the community leadership and other stakeholders were not 

thinking the same thing when they undertook an incubator. For example, if you are thinking it should 

include existing small businesses and maybe an anchor tenant or two, and the mayor is thinking it 

is only for start-ups, then trouble lies ahead if this incubator is developed around your vision rather 

than the mayor’s.  

 

While gaining this consensus, be careful to not cast in stone specifics that should be explored in the 

feasibility study. For example, as soon as you have specified a location for the incubator (or even 

worse, have indicated the building it must be in), you have limited and hindered the feasibility study. 

The feasibility study should explore alternative locations for the incubator, and run financial 

projections for several buildings/sizes/development cost scenarios. The study also should find out 

where potential clients of the incubator want it to be located – the incubator needs to be where its 

clients want to be, not where your Main Street Coordinator thinks it should be.  

 

The next step is to decide whether you will do the feasibility study in house or have a consultant do 

it. Usually, you will want to go the consultant route, because it is hard to find the magical 

combination of expertise and credibility if you do it in house. Funding sources, in particular, want to 

feel comfortable that the feasibility study was done by a disinterested third party – it is tough to 

convince them that, for example, the local chamber of commerce executive director fits that 

description.  

 

Incubator consultants who do feasibility studies come in several flavors. Some have national and 

even international practices, and can be found in a list maintained by NBIA that is available on the 

NBIA Website. Some are more localized; they might be economic or community development 

consultants who include incubator feasibility studies among their capabilities. Others are local 

universities and colleges. You can probably find folks in these latter two categories by asking around 

your network of community and business leaders, and have those leaders look within their extended 

networks. You also can ask managers of incubators in your region who prepared their feasibility 

studies (and, of course, whether they were pleased with the consultant’s work).  

 



  

Wherever you find a consultant who might do your feasibility study, be sure to perform some due 

diligence to make sure you have identified a high quality service provider that has a strong track 

record. We strongly recommend that you hone in on those who have prior experience with the 

incubator industry and entrepreneurial support systems for small and start-up companies, and not 

someone with just a general knowledge and understanding of incubators. And if you are considering 

a university or college, be sure to find out if the feasibility study will be done by knowledgeable 

faculty with student input, or will it be a class project conducted by students with only faculty 

oversight (we don’t recommend the latter). At this point, you are building a list of consultants to 

whom you will send a request for proposals.  

 

So, what is the feasibility study going to cost? Years ago, NBIA reported the range is $10,000 to 

$100,000 for a feasibility study. You probably need a narrower range than that for your budget 

purposes. We think you can figure on something between $25,000 and $30,000. However, recognize 

there are many variables that can affect this. Those variables include:  

 

a. The more travel that is required, and the more expensive it is to travel, the more it will cost. If 

you want the consultant to make 4 trips and each will be 5 days long, you are in the Yukon Territory 

of Canada, and this is during the tourist season, then you should be prepared to pay dearly for the 

consultant’s travel costs.  

 

b. The more presentations and reports, the more expensive the feasibility study. Presentations have 

to be prepared, and travel is incurred to make them. Reports take time, even if they are only monthly 

progress reports. Formality of presentations and reports also drive cost.  

 

c. The more data collection the consultant has to do, the more expensive the project. We do 

extensive market surveys as part of our feasibility studies. It is more expensive if we have to do all 

the distribution, collection, and follow up efforts on those surveys, versus having someone in the 

community do it.  

 

d. Unnecessary components of the feasibility study can be costly. We had one feasibility study where 

cost was increased about 20% because the community wanted a wide variety of analyses that, 
while being interesting, were not necessary to determine the feasibility of the incubator. 
And once again, don’t ask the consultant to address things like mission statements and 
tenant entrance criteria in the feasibility study, because those important items don’t need 
to be done now but can wait for the business-plan phase of the project.  

 

The next step is to find the money to pay for a feasibility study. You may be able to fund the 

feasibility study from a federal source like the U.S. Department of Commerce Economic 

Development Administration (EDA) or U.S. Department of Agriculture (USDA); a regional source like 

the Appalachian Regional Commission (ARC); or state government (e.g., New Mexico had a 

statewide program where communities could receive a state grant to pay for a feasibility study). 

Local sources include city or county government, a bank that funds such initiatives, the chamber of 

commerce, or an economic development organization. Also consider foundations. We like the idea 



  

of a consortium or team effort; for example, a $27,000 feasibility study could be funded by the 

chamber of commerce, city government, and a local bank each putting in $9,000.  

 

A feasibility study typically takes about 90 days to complete. You will need to add to that the time 

to get an RFP on the street, a few weeks for consultants to submit proposals, and the 

evaluation/selection effort. “Speaking of RFPs,” you say, “is there somewhere I can find samples so 

I don’t have to develop ours from scratch?” Unfortunately, we don’t know of any central depository 

of samples, but you will likely receive plenty of them if you ask on the NBIA Member Listserv, to 

which you can subscribe free of charge if you are a member. (Joining NBIA as a developer member 

is a good idea for that and other reasons, not least being discounts on publications and other 

resources that you will surely need in the process, even if that process concludes that an incubator 

isn’t right for your community.) Ask other communities that have gone through the incubator 

feasibility study process if they will share their RFP with you. Also, ask consultants if they can share 

examples. Be careful that the RFP does not include unnecessary or expensive components, per our 

discussion above.  

 

We have compiled a list of common mistakes made by communities that are pondering or 

undertaking an incubator feasibility study. For each mistake, we will indicate its implications and 

how to avoid the problem in the first place.  

 

1. Not asking the market what it wants. 

 Assuming you are developing an incubator because you want to encourage entrepreneurship and 

free enterprise, then shouldn’t you practice what you preach and be “market driven?” It is to no 

one’s advantage if you create an incubator that doesn’t interest small and start-up businesses or 

doesn’t have the features and resources they need, or isn’t located where they want to be. 

Therefore, a major portion of the feasibility study should be a thorough analysis of the market for 

the incubator.  

 

2. Not collecting valid and comprehensive market data 

 Some feasibility studies only address the market for the incubator in vague, general ways. Others 

follow the “throw things at the wall and see what sticks” model, where a lot of disjointed snippets 

about the market are presented with the hope that something will satisfy the reader’s desire to 

understand the market for the incubator. It is important, in our opinion, that primary data be 

collected, preferably through a market survey of potential clients for the incubator. Secondary data 

are helpful but not sufficient to understanding the market for an incubator. 

 

3. Selecting (or even buying) a building before doing the feasibility study. 

This mistake has been made many times. Sometimes it occurs because a vacant building has become 

an eyesore or focus of public concern, and someone decides turning it into an incubator will cure 

the problem. Other times, someone thinks the community needs an incubator and decides in their 

humble opinion that a particular building would be a perfect location for it. In either case, the 

feasibility study is greatly hampered because it no longer is answering “Will an incubator work in 

our community?” but instead is addressing “Will an incubator work in this predetermined building?” 



  

We recommend three solutions to this problem. First, don’t restrict the feasibility study to a single 

building, although it is fine to ask the consultant to consider that building in its analysis. Second, 

don’t buy or commit to a particular building before the feasibility study is complete. Third, require 

that the consultant include a scan of potential buildings for the incubator (as well as sites, if new 

construction is being considered) as part of the feasibility study, to ensure that they don’t overlook 

other viable locations for the project.  

 

4. Ignoring the feasibility conclusion.  

Communities pay good money and devote considerable time to a feasibility study of a proposed 

incubator, so it can be baffling when they sometimes ignore the conclusions and/or 

recommendations. If you’ve already made up your mind regarding feasibility, then don’t waste 

resources on a study that you are going to ignore. And if you are only going through the study 

because a particular funding source requires an independent feasibility assessment, then don’t 

expect a reputable consultant to rubber-stamp your conclusions.  

 

5. Not understanding the feasibility conclusion.  

Sometimes the outcome of the feasibility study is uncertain or difficult to understand. Or the 

consultant may seem contradictory in the conclusions and recommendations. This project is going 

to be in your community and can be a thing of pride or an albatross hung around its neck – therefore, 

it is imperative that you understand the outcome and ask questions about anything you think is 

unclear, inconsistent, contradictory, or just plain wrong. Your consultant should welcome this 

inquiry, and be ready to further explain and justify their conclusions and recommendations (and 

make corrections if they made a mistake in their analysis).  

 

6. Going forward with an infeasible scenario.  

Typically, a feasibility study that has a positive outcome will indicate that an incubator with a specific 

set of characteristics and features is feasible. Those characteristics and features often include 

specifics regarding building size, location, market focus, funding mix, and lease vs. purchase of the 

building. The study’s consideration of multiple scenarios typically leads to an understanding of what 

characteristics and features are important to a feasible incubator. Oddly, some communities seem 

to feel that a positive feasibility conclusion means that any incubator with any set of characteristics 

and features will be feasible. This is seldom true. Therefore, realize that your community’s incubator 

(if it is feasible) will require adherence to a set of characteristics and features, make sure you 

understand what they are, and then stick to them as you move the project forward.  

 

7. Predetermining the feasibility study.  

We once were asked to determine the feasibility of an incubator for only hearing impaired 

entrepreneurs in a smaller, remote community – and it had to be located downtown. Without much 

analysis, we could conclude it was not going to be feasible, because the criteria were too restrictive 

(how many hearing impaired entrepreneurs are there in this small community, and how many of 

them want to be in an incubator in downtown?). Instead, tell the consultant that you have a 

particular interest in hearing impaired entrepreneurs, and you want a downtown location 

considered in the feasibility study. The consultant can then determine the size of the market 



  

segment consisting of hearing impaired entrepreneurs who are interested in becoming part of a 

downtown incubator, but also should look more broadly at what would be feasible. The consultant 

may determine, for example, that there are not enough hearing impaired entrepreneurs to make 

the incubator viable, but there are enough other entrepreneurs interested in an incubator to make 

a mixed-use incubator feasible. The community could then make hearing impaired entrepreneurs 

as one area of special focus or attention in that incubator.  

 

8. Predetermining the feasibility study II.  

This second form of predetermination comes when the community feels it has already analyzed the 

feasibility of the proposed incubator, has decided that it is feasible, and now only wants an outsider 

to verify that conclusion. This situation usually takes the form of “we just need an outsider to tell 

everyone how smart we are,” which means there is no receptivity to other options and conclusions 

that the consultant might reach. Instead, share with the consultant the work that the community 

has already done, but make it clear that he or she is expected to conduct an independent analysis 

and come to his or her own conclusions. And if the community has already envisioned a particular 

incubator, then ask the consultant to evaluate that scenario among those that he or she will consider 

in the feasibility study. Who knows, maybe you are really smart and the consultant will say so – but 

be prepared for the consultant to conclude that another scenario holds greater promise for the 

community.  

 

9. Not knowing what potential funders want to see in the feasibility study analysis.  

Do the funding sources require a feasibility study as part of your application? Do they require that 

the feasibility study address specific questions or issues, or include a particular analysis? If you have 

an idea, in advance, of what funding sources you might be approaching to cover the cost of 

developing your incubator, then ask them in advance what they expect from the feasibility study. 

(You might also ask if they are willing to help fund the feasibility analysis!)  

 

10. Don’t do the business plan until you know the incubator is feasible.  

We covered the differences between a feasibility study and a business plan earlier, so we won’t go 

into it again here. But it could be easier, faster and cheaper to issue one RFP in which you ask for 

proposals to prepare the feasibility study and then the business plan for a proposed incubator. 

When you negotiate a contract with a consultant, make sure that they initially only have authority 

to prepare the feasibility study. You should receive the conclusions and recommendations from that 

study, and decide if they are positive and encouraging enough to justify going on to the business 

plan effort. The contract, then, should say the consultant cannot continue on to the business plan 

tasks until authorized to do so after the results of the feasibility study are known and digested.  

 

11. Consider both development cost (and funding sources) and operating financials. 

Some incubators get started when the community determines they have enough money to create 

the project. But development and start-up costs are only half of the financial viability question of a 

proposed incubator: you also need to consider the operating financials and the incubator’s ability 

to generate revenue to cover its day-to-day costs. Specify that the consultant must address both 

financial issues in the feasibility study.  



  

 

12. Don’t confuse self sufficiency, sustainability and dependence on unreliable subsidies.  

Self sufficiency means the incubator generates enough revenues from its operations to cover its 

operating costs. Sustainability means the incubator can generate enough revenues from a variety 

of sources (including some that may not be related to the incubator’s operations) to cover its 

operating costs. Dependence on unreliable subsidies means the incubator will be bleeding cash, you 

can’t identify enough revenue from sources that value and support long term sustainability of the 

incubator, and therefore you must rely on subsidies that may not last more than a year or two. The 

latter situation is tolerable if the incubator will be sustainable or self sufficient after a couple of 

years, but it is very dangerous if it is going to be required in the long term or into perpetuity. The 

feasibility study should help identify scenarios that have the best potential for sustainability or self 

sufficiency, and those that should be avoided because of their dependence long term on shaky 

subsidies.  

 

13. Don’t be too focused on the building.  

Incubators are much more than buildings, so the feasibility study needs to consider more than the 

real estate side of the project. It is important to determine in the feasibility study, for example, 

whether there are unmet needs for business assistance in the community that could be met by the 

incubator, and whether there is a champion who is ready, willing and able to lead the incubator 

project (and who others in the community will be willing to follow). Therefore, make sure the 

feasibility study includes non-real estate aspects of the incubator. 

  

14. Be focused enough on the building.  

That said, the largest expense (both in development and operations) in a new incubator typically is 

the building, and therefore the facility cannot be ignored or minimized or the project runs the risk 

of being infeasible financially. Consideration should be given to the cost of new construction vs. 

renovation, size required to improve sustainability/self sufficiency potential, financial viability of a 

leased building versus one that is owned by the incubator, and pros and cons of various 

development funding sources (e.g., loans and bonds must be repaid and therefore affect operating 

financials of the incubator). Reducing the cost of operations also is an important consideration in 

the building, but that is an issue for the business plan, not the feasibility study, unless you are 

considering something like a LEEDS certified facility for the incubator.  

 

Beyond Feasibility: Developing the Business Plan  

 

If these common mistakes are avoided, then the conclusion from the feasibility study should give 

the community a good idea of the success potential of the proposed incubator. If the study 

concludes that the incubator is not feasible, or if the scenarios that appear to be feasible are not 

consistent with what the community wants in the way of an incubator, then the exercise ends at 

this point. Congratulate yourself for considering this important economic development tool, 

analyzing its potential, realizing it is not going to be a success, and putting the project to rest.  

 



  

But if the incubator is feasible and the community is prepared to move forward with a scenario that 

is feasible, then the next step is to prepare the business plan. As indicated earlier, the purpose of 

the business plan, primarily, is to answer the question, “Now that we know the incubator will be 

feasible, how will we set it up and operate it?” There also can be secondary purposes for the plan, 

including satisfying expectations of potential funding sources.  

 

If you followed our earlier advice, then you will need to authorize the consultant to prepare the 

business plan. If the incubator is not feasible, or for whatever reason the community does not want 

to go forward with the project, then you likely will want to terminate the consulting agreement at 

this point.  

 

What goes into a typical business plan? Good question! We would typically include the following 

major sections in that plan for a business incubator: 

 

1. Incubator Mission Statement & Goals  

2. Market Analysis  

3. Marketing Plan  

4. Location and Facility Analysis  

5. Office, Business and Technical Services  

6. Governance & Staffing  

7. Operations  

8. Financial Analysis  

9. Schedule for Initial Implementation Tasks  

10. Assumptions & Contingencies  

 

You may notice that some of these sections look similar to ones that would be addressed in the 

feasibility study. For example, the second section of the business plan is market analysis, and we 

have tried to argue repeatedly that you must analyze the market in the feasibility study. The 

difference here is in focus and level of detail. In the feasibility study, for example, you should cast 

the net broadly to see what market opportunities exist; by the business plan stage of your 

incubator’s development, you should honing in on the market segment(s) you will serve in the 

incubator. And section #4 on location and real estate, should in the business plan focus on a 

particular location and facility, whereas this discussion in the feasibility study should include 

evaluation of multiple potential locations and facilities for the incubator.  

 

This latter point deserves a bit more discussion. The feasibility study looks broadly at what might be 

possible in terms of an incubator in your community. By the time you get to the business plan, you 

should have identified the best scenario from the feasibility study, and should be writing the plan 

around that scenario.  

 

Obviously there is a lot of meat that has to be hung on the skeleton of the business plan. Here is 

where you need to rely on the consultant’s (hopefully) extensive knowledge of how incubators 

operate and are managed to provide that detail.  



  

 

  

A START-UP GUIDE FOR INCUBATOR 



  

Introduction to Incubation 
 
Business incubation formally began in the US in the 1960s, and later developed in the UK and Europe 
through various related forms (eg. Innovation centres, technopoles/science parks). It is recognized 
as a way of meeting a variety of economic and socio-economic policy needs which can include: 
 

 Employment and wealth creation 

 Support for small firms with high growth potential 

 Transfer of technology 

 Promoting innovation 

 Enhancing links between universities, research institutions 

 and the business community 

 Industry cluster development 

 Assessment of a company’s risk profile 

 
In general, an incubator is a physical location that provides a defined set of services to individuals 
or small companies. This may include specific types of office space, flexible lease terms, access to 
technology, financing, and technical assistance (such as marketing, legal, finance, HR, and other 
business development services). By locating similar or complementary entities in proximity to each 
other, the incubator may also play a critical role in promoting knowledge transfer, both formally and 
informally. 
 
Recently in developing countries, and under the guidance and promotion of infoDev, incubation has 
become an interesting approach to accelerate the development of technologies, industries and 
business skills. However, it should be noted that the needs of these communities can often be 
radically different to a more mature corporate environment where education, business training, and 
public institutional support may be a completely different context to Europe and the United States. 
This document is aimed at the context of developing countries, and is intended to be a useful tool 
for anyone considering setting up an incubator. These are the key questions that should be 
considered and what we hope to introduce in this booklet: 
 
 Why business incubation? 

 What challenges do SMEs face? 

 What are the models of incubation? 

 What should I consider for my market? 

 How do I determine the feasibility of such a concept? 

 What are the steps required to get up and running? 

 
Why Business Incubation? 
 
Understanding the role that SME’s play in the national economy and providing them with adequate 
office space doesn’t explain the value proposition of this initiative, or what makes it so unique. 
Young companies are particularly vulnerable in their early/start-up years, and particularly in Africa 
where there is a higher percentage of inexperienced workers starting businesses. A lack of exposure 
to the formal sector’s mature corporate governance (due to a widespread lack of employment 
opportunities) means that there are a significantly higher percentage of students or inexperienced 
entrepreneurs trying their luck at starting companies. ICT start-ups tend to attract technology 
professionals with little business experience. Further, the start-up environment can be significantly 
more hostile in a developing economy, where services remain inadequate, inaccessible or 



  

expensive. In a report quoted by the US Small Business Administration, the data shows that, across 
sectors, 66 percent of new establishments in the US were still in existence 2 years after their birth, 
and 44 percent were still in existence 4 years after1. Other analysts claim failure rates as high as 60 
percent in the first five years and some anecdotal evidence in South Africa would even suggest it 
may reach up to 80%. 
 
Although these rates remain controversial, it’s broadly accepted that incubation programmes can 
increase survival rates dramatically when programmes are well-run and start-ups pay for services: 
"Our experience has shown a success rate of 75-81 percent for companies participating in our 
incubation programmes" says Jill Sawyers, of The Innovation Hub in South Africa. Similar results are 
found at the Bandwidth Barn in Cape Town (started in 2000) with a tenant success rate of 65%: “In 
the past five years, of the 142 businesses that have passed through our doors, 111 of them are still 
in operation. This overall success rate is astonishing considering that most companies come to the 
Barn with little more than a laptop and a dream," (Odette Potter, general manager of the UUNET 
Bandwidth Barn). In addition to the provision of physical space, clearly there are critical 
interventions that can be made by incubator programs that significantly help these individuals, such 
as management coaching, mentors, help in preparing effective business plans, administrative 
services, technical support, business networking, advice on intellectual property, and help in finding 
sources of financing. 
 
It is clear that the critical success factors for these incubators include: 
 

 volume of companies co-located is important as it leads to natural clustering & collaboration 

 entrepreneurs will learn more from each other, and other businesses, than ‘consultants’ 

 combining start-ups with mature companies in same building encourages collaboration 

 diversified models (incubation + office rentals) keep programs sustainable and independent 

 not being 100% publicly funded keeps incubator focused on tenants and services provided 

 strict entry criteria (focused on innovation & implementation) can ensure high success rates 

 investors/entrepreneurs seeking to make new equity investments can be leveraged as mentors 

 businesses seeking future clients can provide discounted professional services 

 a strong manager who monitors both mentors and companies is key 

 use managers who have entrepreneurial experience and can ‘relate’ 

 incubation programs can remain lean and cost effective with few employees (2) 

 ensuring tenants pay for services screens out those that are not somewhat commercialized 

 incubators create a climate of collaboration & networking from the start 

 
What Challenges do SMEs face? 
 
Small and Medium sized businesses across Africa face many and varied challenges to their growth 
and operations. Incubation projects are designed to address the following challenges, which are 
particularly acute for ICT enterprises: 
 

 Appropriate office space 

 Appropriate support services 

 Professional networking 

 
 
 
 



  

Appropriate office space 
 
Poor electrical & water: SMEs need first and foremost an appropriate infrastructure in a building. 
This consists of dependable and redundant power supply, appropriate electrical installation, power 
conditioning for sensitive equipment, and water. This is rarely available in the cheaper office rentals 
that most start-ups and small enterprises can afford. 
 
Expensive Internet: ICT SMEs need good and low cost connectivity to the internet backbone; 
preferably a fibre optic connection that has less interference or latency than a wireless/satellite link. 
Most SMEs need to arrange their own wireless or DSL data links which prove to be less reliable and 
more expensive than if they could pool resources and demand and push for wholesale pricing on 
bulk connectivity options. 
 
Inflexible lease terms: leases can often be paid as much as three years in advance and do not 
provide flexibility in terms of changing the terms of the lease, or expanding or contracting into 
additional space as the company grows or contracts. 
 
Individual Resources: companies generally have to provide their own resources, like generators, 
receptionists, security, kitchens, water tanks, internet connections as they cannot rely on other 
building tenants for maintaining shared resources. An ICT SME is going to be much more vulnerable 
to downtime than other SMEs – it’s like a factory, no power, no income. ICT service industries 
supporting global customers need a 99% uptime. Building your own infrastructure and environment 
in an older building is expensive to setup, and expensive to maintain. 
 
Unattractive locations: SMEs will often locate in the cheapest real estate available and this can 
project a negative image to potential customers – often taking a garage or floor of a house, or 
locating in a crowded market area. Image is important for an aspiring SME trying to establish its 
credibility, especially one that has just a few employees and is seeking to get service contracts from 
larger corporations. 
 
Appropriate support services 
 
Most SMEs are launched by aspiring entrepreneurs who have had no previous experience, possibly 
even little exposure to a mature corporate environment. The enterprises are not planned 
appropriately, markets are not assessed, products not commercialized, marketing not adequate or 
imaginative, and good corporate governance frequently lacking. There is a crisis across Africa due 
to the nature of a tight labour market and few good opportunities for employment for the annual 
graduating students where they can watch and learn best practices.  
 
Business Plan competitions encourage individuals, understandably but regrettably, to embark on 
their own projects. They have little access to financial products and services, little training in project 
management and scheduling, and are unaware of basic business practices like feasibility studies. 
Worse still, they are unaware of the people, networks and support programs that do exist that could 
be of assistance. 
 
 
 
 



  

Appropriate Professional Networking 
 
Key to the development of an entrepreneur is their exposure to other professionals. This can be in 
the form of good employment opportunities that reinforce best practices in business management. 
But it is frequently a mentoring relationship that exists between an accomplished professional and 
a bright, ambitious younger person; sharing ideas, techniques, visions, or criticisms. These 
relationships can frequently develop into funding opportunities, business contracts, or even 
employment. Whereas this form of industry networking and lobbying is well developed in Europe 
and the United States, it appears inadequate in Africa, and can be possibly linked to the size of some 
markets and thus increased competition, rivalry and mistrust. 
 
Understanding the models 
 
Understanding incubators you must understand the startup cycle of a business 

 
The cycles of business can be directly related to the types of interventions that SME developers can 
participate in. For purposes of clarity, we have defined three types of interventions: 
 



  

 
 

 
 
Most incubators are not single purpose. They may provide assistance to very early-stage companies 
(germination) as well as mature companies (tenancies). This mixed use model is particularly 



  

appropriate where a diversified revenue model is required. To some they perhaps are serving only 
as a landlord, and to others they are deeply involved providing financial and business development 
support. The key is to build a model for yourself that allows you to stay flexible both in terms of 
what type of incubation you provide, and to what kind of companies you incubate. 
 
This flexibility will allow companies within your organization to move from one stage of evolution 
to another, while remaining a ‘customer’ of the incubator. It also allows you to respond to the 
market and adapt to the demand that you recognize. This flexibility is often not associated with 
classical types of incubation, but is driven by the context of the developing economies in which this 
handbook is focused. An incubator should build flexibility in from the start and be able to act as a 
landlord to some tenants, while as a germinator/incubator/accelerator to others. A fluid approach 
can be crucial to survival. 
 
Incubator Examples 
 
Some examples of incubators and how they are classified: 
As one of the world’s best-known innovation centres, MIT might not be considered a classic 
incubator for businesses, but it is a germinator, enabling young people to develop new technologies 
that could become business opportunities. It is very early-stage germination activities, closely linked 
to research and innovation and located close to Harvard and Yale Universities in the United States. 
 
Germinator  
A classic example of a US-style dot-com incubator, IdeaLab turns ideas into businesses through a 
direct, deep and extensive intervention and business development cycle. Huge capital is required to 
run an incubator of this nature, and companies incubated provide a return on investment by going 
public or being sold. This exit strategy is not available in many developing countries and thus such 
capital-intensive programs can be limited. 
 
The Bandwidth Barn provides business support and infrastructure to small and medium sized ICT 
businesses in the Western Cape, South Africa. It’s a mixed use incubator with some start-ups and 
some mature tenants. 
 
Mixed Use accelerator 
BusyInternet is also a mixed-use incubator that has acted as incubator, accelerator, landlord to a 
variety of different clients over the past seven years. Profitable and popular, Busy is best known for 
its flexibility as a model, and for the public services that it offers to complement the SME services it 
hosts. Busy has pioneered the ‘broad & shallow’ approach.  
 
Mixed use incubator 
A global network of fully equipped offices and meeting rooms provides businesses of all sizes and 
stages with exactly the space they need to succeed. But Regus has no integrated social program to 
help SME’s or to require existing tenants to provide support or networking to others. 
 
Understand your Market 
 
Of course, setting up an incubator is 1% about what you want, and 99% about what’s right for the 
market. So you need to think carefully about the kind of environment you are working in. Here are 
some key areas to consider: 



  

 
Real Estate 
The simplest and often most important issue to consider is what the real estate market looks like 
for SMEs. If there are many spaces available, at low cost, with good services like electricity and 
internet connectivity, then your facility will be competing directly with the rest of the market. You 
need to understand this aspect of the environment because a most incubators live or die by 
incorporating some aspect of landlord Real Estate rentals that has little to do with ‘traditional’ 
incubation. Anchor tenants can serve to protect your revenue stream in the event that government 
funding or donor support is not forthcoming for other riskier and expensive types of incubation. So 
if you can determine that there is market demand among SMEs for good office space, with a decent 
profile and address, and can provide excellent and affordable services like telephone, electricity and 
internet, and then you have a very strong foundation, or guarantee, that your investors will 
appreciate. In other words, if all else fails, your business could revert to being a simple landlord/real-
estate play, and this can serve as the foundation for investment. In many developing countries it is 
very difficult for new businesses to find locations that fit the ‘profile’ or image of their target market. 
It may be difficult to find buildings that are wired with voice or data. And it may be difficult to find 
places where they can easily access other types of companies and services. So having a very good 
idea of what the current market is like for a start-up is critical to guaranteeing the profitability of 
your enterprise. We will look later at how you can determine this. 
 
Questions to be answered:  

 How much office space exists?  

 What is the nature of that 

 office space?  

 What seems to be lacking?  

 What are the current occupancy rates?  

 What 

 are the average charges for an office?  

 What services are generally provided? 

 What does a cross section of SMEs say they are lacking? What are they willing to pay? 

 
Culture 
 
Understanding the culture of innovation in your community is also critical as that serves as an 
important metric both in terms of how you may determine market demand for the kinds of services 
you will be offering, and also will help you design the level and nature of services that you are 
considering. In many developed economies, there are established cultures of entrepreneurship, role 
models, success stories that serve to prepare and educate the broader population. If that is different 
where you are, then you need to consider building into your program a way to change attitudes and 
seed cultural changes.  
 
Changing awareness in the broader community by providing public programs about opportunities 
and sharing ideas about new technologies and basic entrepreneurship skills can shape the model 
you develop: focus on going broad and shallow in your incubation activities because there is a 
market opportunity (and challenge) within your community. It’s also important to understand the 
difference of entrepreneurship out of necessity versus entrepreneurship out of opportunity. A good 
understanding of your community will also enable you to add related services that could subsidize 
some other incubation activities... if the community aspires to technology, and positively associates 



  

with high-tech, then offering cinemas, restaurants, and other entertainment options around your 
core business will be a significant business opportunity. 
 
Industry 
 
What are the key industries and activities that are already established in your economy? How may 
you play an active role in meeting the demands of those industries? What is the competitive 
advantage that your economy may present to the increasingly global economy? This is also critical 
in understanding so that the incubator can fit into an already existing economy. If tourism is the 
mainstay, then consider shaping the incubator as a retail outlet for tourism start-ups. If trade and 
agriculture, then consider the location. If high-tech then consider the equipment and resources 
offered at the centre so that SMEs can take advantage of group access to otherwise inaccessible 
capital equipment. Understanding the local industries and profiling them are critical to 
understanding how your facility may serve a community.  
 
Whatever industries are targeted by your initiative, these should be profiled:  

 How many companies exist?  

 What percentage could possibly seek services from you?  

 How is it projected to grow over time?  

 
Industry-specific incubators are particularly vulnerable, and so if you want a software incubator, or 
an agri-business incubator, you must understand those industries well as you prepare your business 
plan. 
 
Policy 
 

 What is the policy framework in which you are considering to operate? What role does government 
or other public institutions aspire to play in the development of SMEs? 

 What real action or policy has emerged from these aspirations and what can you realistically expect 
from the public sector in terms of advocacy or financial support for the work that you wish to 
undertake?  

 
A good understanding of what realistically can be expected from the public sector will also help you 
shape your model, and determine how far you may go in expecting public subsidies to support some 
of your more noncommercial activities at the centre. 
 
Economy 
 

 Overall, how has the economy performed in the last few years?  

Is the country growing or contracting? What kind of projections can you make to determine the 
growth of SMEs to meet demand overtime? Looking at GDP, inflation, and getting some other 
metrics and understanding of the market is key to be able to approach investors and say that there 
will be a continuing and growing SME sector that you are going to service. Stagnant economies, or 
contracting ones, should be a warning sign that you cannot predict growth in this area, and thus 
your model must be tailored with that in mind. 
 
Here’s a checklist of what you need to know: 



  

 
 
Out of this survey of the market, you would be able to understand what kinds of companies would 
be attracted to your product, how many there are, what they may pay, what kind of product you 
should be offering, what blend of services, and whether or not the government and overall economy 
can be counted on to participate and support your initiative. In the end, you need to rely on your 
head to do the thinking, but you need to follow your heart in terms of how appropriate the idea is 
to serve your community, and how well the community will receive and support it. You have to be 
an entrepreneur to open an incubator, and you need to run it as a business. Incubators that are run 
as charities will not be driven by their customers and cannot relate to their needs. 
 
Market surveys and counts can look at ICT related businesses and categorize them accordingly. 
Simple overviews that take into consideration the age, rank and size of companies in a particular 
sector and can make sensible predictions for the future will give your incubator a good chance to 
refine its focus and tailor its product offering. 
 

 
 
 
 



  

Customize Your Model 
 
Once you understand the market, you can then proceed to formulate a picture and model of what 
will be appropriate. In general, you should consider your incubator as a real-estate play, with the 
ability to survive as a landlord only. Then if that strategy is successful, you can then work out how 
to subsidize more incubator-like activities. This foundation allows you to be sustainable on your own 
terms in markets where public support or external financing cannot always be relied on. 
 
If you can identify that there is a market opportunity and match it to a specific group of industries 
(high tech or service oriented) then you can develop a product that is differentiated in the 
marketplace and can be easily understood in the media. If you can associate an industry like 
software, or tourism, or agriculture, then that focus may enable you to attract further collaboration 
and investment from focused public institutions or universities. 
 

 
 
In the event that a university, government or other donor is willing to provide you with substantial 
and guaranteed funding over a period of time, then you can consider more ‘germination’ like 
activities where you are taking aspiring entrepreneurs on board (those who are really just starting 
up with an idea, but are not operational). This is particularly relevant with high-tech companies and 
truly innovative industries. Locating close to that institution will be critical in this regard. 
 
Without much public or strong institutional support, you move to the other end of the spectrum 
and create an accelerator model, where you focus on companies that are already able to pay for the 
services that you offer, and perhaps blend this with retail shopping services in the building that are 
directly related to the sector you are seeking to serve. 
 
As stated before, all incubators will have a blended approach which allows them to stay flexible, and 
give them some independence over the program they seek to run. In some cases you may state that 
x percentage of the building is focused on full-fee paying tenants, and they are leveraged to 



  

subsidize the rentals and services offered in your incubation program. It’s critical that you find this 
blended approach and build flexibility into your model. 
 
Write the Business Plan 
 
Writing a business plan will systematically record and layout all the assumptions that you have made 
by looking at the market opportunity and the demand from your target market. In essence, it is both 
a feasibility study, and a roadmap to move forwards and attract investment. It will be an overall 
presentation of what you plan to do, what kind of competition may exist in the marketplace, who 
will be part of your team, which partners you’ve identified, and where you will locate the business. 
It will also indicate a five year financial plan and proposed investment structure. Here’s an outline 
of what your business plan should include: 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



  

Key Considerations 
 

 
 



  

 



  

 
  



  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 



  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

10. 

Design Smart 
 
 
 
 
 
 
 
 
 
 
 
 

 
Flexibility and mixed-use may be of critical importance to your location and situation. In this sense 
here are some key considerations for designing your space: 
 
Consider a public, retail ground floor 
As a community centre for entrepreneurship, you can leverage that location and brand image to 
attract more foot traffic by co-locating public retail companies on the ground floor like a shopping 
mall. This will generate interest and traffic from the community – a commodity that can often be 
converted into business leads or employment opportunities for your incubates. It also diversifies 
your business model and introduces additional revenue streams. 
 
Consider your brand & image 
The look and feel and flow is critical to how people will perceive your services. The building should 
be stand-alone and immediately recognizable. The lines should be modern and clean.The logo and 
name should be aspirational and evocative. Keep it fun. 
 
 



  

Parking 
Critical, but often inadequately considered! Any anchor tenants with important established 
customers will require adequate parking for themselves and visitors. Public events will also.  
 
Separate entrances 
Sometimes corporate offices may feel more comfortable with their own entrance. 
 
A communal ‘networked’ feel 
All incubators will encourage social networking: your building should reflect this by encouraging 
common spaces and social services like restaurants, bars, food, cafes etc. Also, building an internal 
courtyard can encourage this sense of community interaction & visibility. 
 
Office floors 
Mix your start-ups with your mature companies. Don’t segregate them. Have fewer but longer 
floors, rather than a taller building with many floors. Encourage people to access others. 
 
Storage 
Often forgotten, but storage is critical throughout the building and should be strategically placed, 
particularly if some companies will have food or any kind of inventory. 
 
Meeting rooms 
Make sure you allow generous space for meeting facilities. Companies will need shared spaces to 
meet clients and run trainings. These should be available on every floor. 
 
Public facilities 
Consider access for the public and allowing the community outside your centre access to rent and 
use shared facilities within the building, like conference rooms. 
 
Wrong 
You’re going to get some of this wrong, it’s inevitable, so inform the architect that cabinets, desks, 
lights, wiring, electrical points should be as flexible as possible and as you settle into serving the 
community, you will want to move things around. Flexible options like wall trunking and movable 
desks and walls will be critical to reducing costs later. 
 
Incubate 
 
To distinguish yourself from a pure real-estate development, consider how you will integrate any of 
the following services into your model. These need to be well thought through and clearly described 
in your plan. Having clear strategies will allow you to set clear measurements of your success. 
 
 
 
 



  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Offices 
Provide excellent serviced office space at an affordable rate with flexible leases (or no leases). 
Consider a sliding scale for companies depending on their maturity and ability to pay. Leverage 
commercial tenant leases to subsidize the cost of these offices. Provide electricity, internet and 
voice. Allow tenants to contract or expand into other spaces without signing annual contracts. 
Provide shared access to resources like printers, faxes, reception, and voicemail. 
 
Referrals 
The incubator program should have a series of referral services available to the SMEs in their 
program. Local companies that provide a broad range of business services may provide discounted 
initial consultations and fees as negotiated by the incubator manager. These companies participate 
to develop future clients and for their corporate social responsibility program. Each year, the 
incubator manager will meet with each company in the program and do a needs assessment and 
remind the incubate of the services available. This is not intended as an active intervention in these 
companies, more as a resource centre. The idea is NOT to attempt to manage or run these 
companies, but rather provide resources to remove their bottlenecks when they recognize they 
have some. Companies and experts would be screened and approved by the incubator team, and 
made available that can assist with the following areas: business plan writing and market research; 
marketing & sales; financial planning; legal & HR; business setup and registration. 
 
Mentors 
The incubation program should match incubates with local entrepreneurs in a mentoring program. 
Incubates and mentors must meet every month, but it is up to the pair to determine the structure, 
format and content of those meetings. The program manager must carefully select and monitor 
these mentors. The mentors provide advice and will be drawn from the wider business community. 
A plan should be agreed if possible and written up by the incubate and the Mentor should help 
determine goals and a timescale and ensure that such objectives are being met. Mentoring can also 
lead to business opportunities and referrals for the incubates as the Mentor can provide much 



  

needed introductions. A simple ‘mentoring guide’ will be written and updated, giving an outline of 
how a mentoring program could work. 
 
Mentors are required to fill out a simple report after every meeting and to always meet with the 
incubator manager when they visit monthly to share the progress of the company and identify 
constraints. Incubates will also be required to assess the mentor and their progress after every 
meeting, although this report is not shared with the mentor. 
 
Support Groups 
Incubates could be organized into small groups of ten or less and required to meet monthly to share 
ideas, experiences, frustrations, services and generally network with each other. 
 
SME toolkit 
A CD could be compiled and be made available to incubates and also to SMEs in the wider 
community that will contain a range of useful materials, including accounting principles and tools, 
different government forms, lists of resources and companies, sample business plans and other 
materials. It will also be made available online. This material will be reviewed and updated annually, 
or on a case-by-case basis, and should be developed in partnership with other NGOs. 
 
Monthly Debates 
The centre could host a monthly debate/dialogue where topics that combine technology and 
business innovation and policy are addressed. Education, health, agriculture, security, policy are 
among the topics that specialists will be asked to present. Vibrant question and answer sessions will 
be encouraged, as well as a period of networking after the event. The debates should be recorded 
and notes made available and online. The debates will be open to the public and should try to help 
any business person or professional understand the role, impact and opportunity that technology 
offers for improvements in their field. 
 
Workshops 
In addition to the regular monthly debates, there could be a series of events held throughout the 
year which will focus on special areas of need for SMEs. This will be organized and funded in 
conjunction with other NGOs and resource centres within the community. Industry experts will be 
invited to provide insight into specialist needs of the SME community. Topics can range from writing 
business plans, financial management, human resources, marketing your product, commercial law, 
project management etc. Attendees will pay to attend these sessions, with discounts for incubates. 
These events should be collaborative with specialist organizations that have the resources, experts 
and materials available to deliver quality programs. The Centre will be responsible for coordinating 
and scheduling and providing the meeting facilities as well as providing marketing services outreach 
to the community. 
 
SME Calendar 
The Incubator Manager could maintain a calendar of all upcoming events for SMEs across the city, 
as well as coordinating with all the other programs that exist so that any SME requiring information 
about what programs or events or resources exist that could be of benefit to them are easily 
available. The Centre will be a clearing house of sorts, ensuring that the community knows where 
to go to find a comprehensive program of assistance. The manager will coordinate between all the 
agencies and organizations that provide these services, both commercial or not. This calendar will 
be published on the Centre’s website. 



  

 
Assessments & Contract 
The incubator manager should meet with each company at least once every two months to assess 
their progress against specific goals and to ensure that they are in compliance with their obligations 
as an incubate. Tenants in the incubation program (which can last between 12-24 months) will be 
required to sign a contract upon entering the incubator agreeing to monthly mentor meetings, and 
bi-monthly meetings with the incubator manager, as well as certain  other responsibilities. If an 
incubate fails to meet their obligations, they will be evicted from the program and will also become 
liable for the associated costs of the program to date. If they graduate, the program will be provided 
to them at no cost. 
 
Networking 
The incubation program will also provide a networking service linking incubates to other businesses 
and resources within the building and community. The program cannot manage that relationship, 
but it can use its influence and reputation, and links with the private sector and government to 
identify possible linkages, and to network foreign investors and companies with local companies 
and resources. Linkages with other incubators and programs will be part of this networking facility. 
In addition to these resources and programs, additional in-house technical support can be provided 
at competitive rates: database and server co-location, affordable internet rates, and hardware 
leasing. 
 
Partners & Investors 
 
Local Businesses Local businesses should be actively involved in the setup and ongoing activities of 
the incubator. They can provide services (technical, financial, legal etc.) to the tenant companies at 
discounted rates in anticipation of those companies becoming full-paying customers as they mature. 
Businesses can also leverage your centre as a location to launch, test or market goods and services 
to the broader market. Local investors can become involved in mentoring roles as a way of 
identifying potential investments, not just as potential clients. Mature companies may invest in the 
incubator because they recognize a corporate social responsibility, and helping SMEs to develop 
may also broadly help the economy to grow and thus generate tax revenues and more customers 
across the economy. 
 
Investment Funds Identify all the funds within the community and explain to them the goals of the 
incubator. Make sure you only meet with decision makers who will ‘understand’ the vision. Other 
participants are unlikely to entertain any ideas of discounted cash because of the merits of the 
business.Banks Important to have on the board and participate so that they can understand the 
needs of SMEs and develop packages for them, as well as provide financing as those companies seek 
to expand. If familiar with your business they will also extend credit to the incubator itself in times 
of need. 
 
Universities Sometimes slow, but frequently a key strategic ally in providing both research and new 
employees to start-up companies. Incubators can also create transition paths where they take 
graduate students into an incubation program straight out of the university. 
 
Government Important strategically, to leverage financing and support across the community. Try 
to give the government a non-executive role in the running or ownership of the company. The 



  

incubator can influence them in terms of policy. Government can generate much needed publicity, 
awareness, credibility and financing for incubators. 
 
NGOs & Donors Meet with the development community and donors and act as a clearing house for 
their services – a great challenge for these organizations is coordination between and among the 
different agencies. With a specific focus on SMEs, the incubator can be the local information point, 
helping SMEs recognize what assistance programs are available. Donors often have difficulty in 
access to the community and distributing their products and services, and the incubator can link 
them to a thriving innovative culture. 
 
Financials Needed 
 
Ultimately the project will hinge on how impressive your financial model is. Consider different 
scenarios changing your assumptions sheet. Make it all in a flexible and linked excel sheet so that 
you can easily change occupancy rates, inflation, currency depreciation, loan repayment schedules. 
See what are the key performance indicators for expenses and revenues. Play with the model at 
length so you understand that a small change in one critical number will dominate your business 
and make sure that those assumptions are safe. Find where profits lie. Your model will shape your 
business, indicating to you the scale of your business to reach profitability and how much subsidy 
you may require from the public sector to attract private participation/ownership. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



  

Rollout Schedule 
 
365 days to launch an incubator… 

 
 
A rollout manager with team should be hired quickly to oversee the construction, project, strategic 
alliances and hiring of key personnel. This team may become the permanent team based on 
performance. But this team will focus on logistics and construction/hr experience and will possess 
excellent project management skills. They will guide and accelerate the schedule while time is taken 
to find the key managers and personnel. 
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Annexes 
 

Time Schedule for a Scenario Project 

 

The duration of the different phases of the scenario project can be shaped flexibly, depending on 

the time and resources available. The whole project should have a time span of at least three months 

and should not last longer than 15 months. 

 

First meeting(s) of the core team 

(Clarifying the aims of the project, planning and scheduling the process, preparation of trigger 

questions for the interviews, organisation of the first workshop) 

 

‘Collecting voices' 

(Conducting interviews, identification of, and acceptance by, workshop participants, interview 

analyses and identification of core questions and diverging perceptions) 

 

First scenario workshop 

(Programme example see below) 

 

Meeting of the core team 

(Reflection and bundling of the results of the first workshop and preparation of the second 

workshop) 

 

Second scenario workshop 

(Programme example, see below) 

 

Editing of the scenarios 

(Elaboration of the final narratives of the scenarios) 

 

Publishing and working with the scenarios 

(Organisation of meetings/presentations for various groups of stakeholders, various ways of 

distributing stories, for example, through articles in journals and newspapers, disseminating them 

on the internet, etc., conducting anticipation workshops for different target groups)  



  

First scenario-workshop (programme example) 
Programme 

1st day 

18.30 - 20.00 Welcome & Introduction (aims of the project) 

Getting to know the group 

Short self-introductions and description of expectations by participants Some remarks on Scenario Building - 

WHY and HOW? 

Synopsis of the interviews (alternative: gathering different perceptions in the room) 

20.00 
Dinner 

Informal exchange 
2nd day 

8.00 - 9.00 Breakfast 

9.00 - 13.00 

Short discussion about GIVENS for the two decades ahead in plenary Identification of two KEY UNCERTAINTIES 

(DRIVERS) in small groups Presentation and discussion of the results in plenary 

Goal: Consensus about the two most important Uncertainties (DRIVERS) [Coffee breaks as needed] 

13.00 - 14.00 Lunch 

14.30 - 16.00 Naming the ALTERNATIVES of the two Drivers (possible divergent outcomes for the time horizon) in small 

groups 
Presentation and discussion of the results in plenary and arranging the two Drivers as two axes of a cross with 

described end points 

Goal: Creating a common FRAME OF REFERENCE with four different future spaces (“Calibrating the ‘Future 

Compass'”) 

16.00 - 16.30 Coffee break 

16.30 - 18.00 Development of first basic STORYLINES for each quadrant in small groups (Basic plot, conflicts and tensions, 

working title for the scenario, etc.) 

19.00 
Dinner 

Informal exchange 

3rd day 

8.00 - 9.00 Breakfast 

9.00 - 13.00 Presentation and discussion of the story lines in plenary 

Refining the raw scenarios in reassembled small groups (Implementation of plenary feedback; Causality!) 

[Coffee breaks individually as needed] 

13.00 - 14.00 Lunch 

14.00 - 15.00 
Searching for title, images, metaphors, 'sounds & features' for each scenario in small groups 

15.00 - 15.45 Presentation of the results in plenary 

15.45 - 16.00 Short coffee break 

16.00 - 16.45 
Final plenary gathering 

Where do we stand with the results of this workshop? 'Homework' and next steps 

16.45 End of the workshop 

  



  

Second scenario-workshop (programme example) 
Programme 

1st day 

17.30 - 20.00 
Welcome & Introduction (aims & tasks of the workshop) Impulse: the four future spaces elaborated at the 

1st workshop Reflection and Discussion 

20.00 
Dinner 

Informal exchange 

2nd day 

8.00 - 9.00 Breakfast 

9.00 - 11.00 

Refining the STORYLINES of the 1st workshop in reassembled small working groups (i.e. scenario writing: 

elaborating of causal loops and ‘behaviour over time' graphs, title, message and ‘mission' of the scenarios) 

11.00 - 11.15 Coffee break 

11.15 - 13.00 Presentation and discussion of the results in plenary 

13.00 - 14.30 Lunch 

14.30 - 16.30 Identifying IMPLICATIONS on various levels and contexts in small groups (consequences, restrictions and 

options of each scenario) 

16.30 - 17.00 Coffee break 

17.00 - 19.00 

Gathering in the plenary (state of progress and feedback) Cont. story development in small groups 

20.00 
Dinner 

Informal exchange 

3rd day 

8.00 - 9.00 Breakfast 

9.00 - 12.30 Presentation of and feedback on the scenarios in plenary 

Discussion: Do the scenarios cover the basic alternatives of the issue? What's left? 

12.30 - 13.30 Lunch 

13.30 - 15.00 Weak signals and evidence for the various scenarios in small groups 

15.00 - 15.45 Presentation of the results in plenary 

15.45 - 16.00 Short coffee break 

16.00 - 16.45 
Final plenary gathering 

Where do we stand with the results of this workshop? Next steps 

16.45 End of the workshop 

 

 

 

 

  

  



  

Options for Structuring the Mentoring Relationships 

 

This list describes several mentoring roles and associated models for assigning mentoring 

responsibilities. A program may use one model or mix two or more. 

 

General Mentor Model: A unit designates a general mentor whose responsibility it is to support 

pretenure faculty or any other defined group of faculty. The “general mentor” does not provide all 

services to all faculty members being mentored but is available for general advice or counsel and 

works to connect new faculty members to other helpful resources in the unit or on campus. This 

person might be considered a referral coordinator as well as a mentor. This model can be used 

where mentoring resources are dispersed across the unit or campus or where mentoring activities 

are designed for groups. 

 

Primary Mentor Model: Each faculty member being mentored is assigned or asked to select a 

primary mentor with defined duties, which may include keeping the faculty member on track with 

the tenure process, trouble shooting, counseling, and providing general support and advice. This 

approach is often used in smaller units or when there is a close connection between the primary 

mentor’s research and/or teaching interests and those of the new faculty member. 

 

Specialized Mentor Model: A unit designates multiple general mentors with narrow duties. For 

example, one mentor might be assigned to guide new faculty in teaching and another to provide 

research and grant writing advice. This can work well when there is a relatively large group of 

mentees and there are faculty members who are particularly good at particular kinds of mentoring. 

 

Team Mentoring Model: A unit assigns a team of experienced faculty to each person being 

mentored. The team approach allows a mentee to choose whom to consult for different needs. The 

team may represent different specialties within a unit, or it may include different mentors for 

teaching, research, and overall career development. It may also include an external mentor. 

 

External Mentor Model: Some programs provide for an additional mentor outside the unit as a 

source of advice and help. This may be an important “safety feature” in case a faculty member being 

mentored is in conflict with a mentor or if an issue arises that seems too sensitive to discuss with 

someone in the unit before having a preliminary confidential discussion with a trusted outsider, 

such as an inter-departmental conflict or serious personal problem. 

 

Cohort Mentoring Model: A group of new faculty meets on an ongoing basis with a faculty mentor, 

who answers questions and supports discussion about progress and concerns. The group may also 

invite speakers in to talk about issues of interest, such as tenure rules and processes, teaching, time 

management tips, or campus resources. Cohort mentoring groups sometimes mix brand new faculty 

and faculty who are farther along. 

 

Provisional Mentors: A provisional mentor is assigned with the understanding that the person being 

mentored may identify a more suitable primary mentor within a few months of coming to campus. 



  

The provisional mentor provides an orientation and temporary support to the new faculty member. 

This approach is typically paired with the primary mentor model. 

 

Source: This list of models was constructed based on responses to the CFE telephone survey of 

Deans and Chairs and a review of the major literature on faculty mentoring. 

 

 

Characteristics of Effective Mentoring Programs 

 

Effective mentoring programs utilize some or all of the following practices: 

 Have clearly articulated goals and measures of success. 

 Offer an orientation for mentors that clarifies policies and describes mentor and mentee 

responsibilities. 

 Provide training for mentors in how to be helpful, e.g., how to listen, advise and guide, provide 

constructive feedback, problem-solve. 

 Provide training for mentors in carrying out expected mentoring processes, e.g., 

 developing a plan for the first year with the mentee. 

 Offer training for mentees on how to find mentors and get the most out of the mentoring 

relationship, e.g., how to learn from those whose perspectives are different from the mentee’s. 

 Encourage regularly scheduled meetings of mentors and mentees but also encourage mentees to ask 

for meetings as needed. 

 Utilize the power of the group, e.g., joint discussions of mentors and mentees, meetings of 

mentor/mentee pairs. 

 Provide recognition for those who serve as mentors. 

 Make available multiple types of mentors, e.g., mentors both inside and outside the department or 

mentors for teaching, research, and service. 

 Provide access to mentors of the same race, ethnicity, or gender when this is helpful. 

 Pair mentors and mentees on the basis of assessed interests and needs. 

 Include networking opportunities, e.g., resources on campus, possible research collaborators, peer 

social contacts. 

 Build in ways that mentoring relationships can be assessed, changed, and renewed so that people 

are not locked into ineffective relationships. 

 Have clear expectations about confidentiality. 

 Make transparent what role the mentor will or will not play in promotion and tenure decisions. 

 Provide a process for evaluation and review of program performance. 

 Have an individual who is responsible for monitoring and trouble-shooting the operations of the 

program. 

 

 

 

 

 

 



  

Group Mentoring Activities 

 

Some additional group mentoring practices can supplement the one-on-one approach for early 

career faculty. One review of faculty mentoring studies, conducted between 2002 and 2007, 

concluded: 

 

Early career faculty build robust networks by engaging “multiple mentoring partners” in non-

hierarchical, collaborative, cross-cultural partnerships to address specific areas of faculty activity 

such as research, teaching, working towards tenure, and striking a balance between work and life. 

 

The mentoring program practices cited in this study include: 

 Workshops and forums to assist early-career faculty in building collegial networks in research and 

teaching. 

 Peer mentoring research groups where faculty can set research goals, discuss scholarship, and share 

successes and challenges in writing and publishing. 

 Peer mentoring groups focused on teaching. 

 Mentoring panels at national and regional workshops and conferences to build mentoring 

relationships across campuses within the discipline. 

 Groups in which first-year faculty are mentored by second- and third-year faculty. 

 Pairing early and mid-career faculty in mentoring relationships. 

 Creating and locating online mentoring resources. 

 Creating specialized group programs focusing on the needs of minority and female faculty. 

 

 


