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INTRODUCTION

The partnership is expecting to produce a concrete organisational structure to
drive an efficient acceleration process, through the DLTech-UP project. Based
on a sound operational plan, a highly involved roaster of advisors and mentors
across Europe and a through dissemination and support plan, DLTech-UP aims
to attract at least 20 eligible and high quality projects across several thematics
addressing societal challenges.

A well structured and co-designed acceleration program is expected to offer the
10 selected projects the right tools and incentives, through constant monitoring
and support, masterclasses, seed funding and mentor interactions, to drive
blockchain innovative projects forward faster in direct correlation with societal
needs and requirements. Exposure either physically through the events to be
organised or virtually through connections with market stakeholders aims to
further support their direct to society approach and expedite accelerated
project development.

Monitoring the effect of the acceleration program and continuously adapting to
the expressed needs and requirements of the accelerated teams is expected to
propel the DLTech-UP team to sourcing the right conclusions, addressing
challenges along the way and refining its strategy. The reporting of the
outcomes will fuel a sustainability plan focused on replicability and scaling up
societal benefits across Europe. The final report, the guidelines and replicability
and scalability blueprints are expected to be disseminated across a wide
network of academic and research institutes as well as market stakeholders
leveraging the extensive network of engaged partners available to EILD as well
as its subcontractors in the field of distributed ledger technologies, across
Europe

Finally, outcomes will become publicly available through open access journals
and conferences in the field, instigating further involvement into acceleration
best practices by non-traditionally involved stakeholders, such as academia, as
well as future acceleration programs in other cutting edge technological fields
for the benefit of the society.

Specific objectives have been set out and this Project investigates the
practicalities of achieving replicable results through the formation of a well-
structured, well laid out, scalable and replicable acceleration program
addressing its specific following objectives.
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Objective 1) Co-design and launch of the Accelerator

The design of the accelerator is considered the most crucial aspect of the whole
process, as it will be addressing researchers, developers, entrepreneurs, start-
ups and companies alike. Thus, the cocreation process is expected to attract
identifiable stakeholders from the whole quadruple helix and across several
European countries. The overarching goal is to reach a wider ecosystem of
stakeholders to adequately support the creation of the advisory board,
evaluation committee and mentor network accordingly to their preferred
capacity and involvement.

Objective 2) Open call for applications to the Accelerator

The Open Call drafted in line with the project goals will be carefully stated to
clarify the social aspects of the acceleration program and the targeted projects.
It will be subsequently disseminated via the appropriate channels, including
academic and research institutes, the start-up ecosystem, social media and
others.

Objective 3) Implementation, management and monitoring of the intensive
programme

The project will be supported operationally by consortium members across
several functions including daily operations, coaching of the admitted project
teams, online presence and dissemination, engagement and support of the
external collaborators, preparation of the masterclasses and the online/physical
events throughout the project lifecycle

Objective 4) Evaluation of projects for the final award

The projects will be evaluated at the end of the acceleration cohort based on
monitoring outcomes available to the evaluation committee and a set of criteria
identified at the design phase of the project. This evaluation process will reach
a conclusion following an evaluation of the project teams’ deliverables and an
office-hours process.

Objective 5) Organisation of final event

Following the conclusion of the acceleration cohort the operational team will
collect all the necessary information, prepare the dissemination material and
organise the final event at Brussels which will include the presentation of the
project outcomes and a pitching and award ceremony for the winning teams.
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Objective 6) Communication and impact assessment

The final part of the DLTech-UP project will be to record all the findings and
outcomes of the process and discuss the possible best practices that can be
extrapolated. The report will be complemented with a sustainability and
replicability strategy. In addition the findings will be leveraged for publication
and conference presentations to DLT and Entrepreneurship focused events.

This Deliverable focuses on Designing the acceleration program
characteristics.
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1. ORGANISATIONAL STRUCTURE

1.1 Overview

The proposed organizational structure for the intelligent Cross-Border
Accelerator for ICT-enabled start-ups focuses on enhancing efficiency,
promoting cross-border collaboration, and leveraging ICT capabilities. This
structure is designed to facilitate seamless operations between Greece and
Bulgaria, ensuring that the accelerator can effectively support start-ups in both
regions. The key components of the proposed structure include the Advisory
Board, the Evaluation Committee, and the Mentor Network.

1. Leadership and Governance

At the top of the organizational hierarchy is the Executive Committee, which
comprises the CEO, CFO, CTO, and representatives from major stakeholders.
This committee is responsible for overall strategic direction, resource allocation,
and ensuring alignment with the accelerator’s mission and objectives.

Rationale: Centralized l|eadership ensures cohesive decision-making and
strategic alignment across the entire organization. It also facilitates swift
responses to emerging opportunities and challenges in the dynamic ICT sector.

2. Advisory Board

Role and Responsibilities: The Advisory Board provides strategic guidance,
industry insights, and networking opportunities. It consists of seasoned
professionals from the ICT industry, academia, and Kkey cross-border
stakeholders. Their main functions include advising on long-term strategies,
identifying emerging trends, and fostering relationships with potential investors
and partners.

Structure:
Chairperson: A recognized leader in the ICT field with cross-border experience.

Members: Experts from Greece and Bulgaria, including venture capitalists,
successful entrepreneurs, and academic researchers.

Rationale: A diverse Advisory Board ensures a wide range of perspectives and
expertise, fostering innovative strategies and robust networks essential for
start-up growth.
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3. Evaluation Committee

Role and Responsibilities: This committee is tasked with developing evaluation
metrics, assessing start-up performance, and ensuring continuous
improvement. It comprises individuals with extensive experience in start-up
incubation, ICT evaluation methods, and cross-border business operations.

Structure:
Chairperson: An expert in start-up evaluation and incubation.

Members: Professionals from both regions with backgrounds in finance,
technology assessment, and business development.

Rationale: The Evaluation Committee’s structured approach ensures that start-
ups are rigorously assessed and supported to meet high standards of
performance and innovation.

4. Mentor Network

Role and Responsibilities: The Mentor Network is dedicated to providing hands-
on support, guidance, and expertise to start-ups. Mentors are drawn from
successful ICT entrepreneurs, experienced business professionals, and
technical experts from both Greece and Bulgaria.

Structure:

Lead Mentor Coordinator: An experienced mentor with a track record of guiding
start-ups to success.

Mentors: A diverse pool of mentors specializing in different areas such as
software development, business strategy, marketing, and international
expansion.

Rationale: A robust Mentor Network leverages the collective expertise of
successful professionals to provide tailored advice and support, which is crucial
for the development and scaling of start-ups.

5. Cross-Border Collaboration Teams

Role and Responsibilities: These teams are responsible for facilitating
collaboration and synergy between Greek and Bulgarian start-ups. They work
on joint projects, cultural exchange programs, and shared resource
management.
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Team Leaders: Bilingual professionals with experience in cross-border projects.

Members: Specialists in project management, cultural liaison, and bilateral
business development.

Rationale: Dedicated teams ensure that cross-border collaborations are
productive and mutually beneficial, addressing the unique challenges of
working across different regulatory and cultural environments.

6. Operational Units

These units handle the day-to-day operations of the accelerator, including
administration, finance, marketing, and IT support. Each unit is equipped with
professionals skilled in both general operational tasks and the specific needs of
the ICT sector.

Key Units:

Administration: Manages internal processes and ensures smooth operational
flow.

Finance: Oversees budgeting, funding allocation, and financial reporting.

Marketing: Develops and executes marketing strategies to promote the
accelerator and its start-ups.

IT Support: Provides technological infrastructure and support, ensuring the
accelerator leverages the latest ICT advancements.

Rationale: Specialized operational units ensure that all aspects of the
accelerator’'s functioning are optimized, contributing to a supportive
environment for start-ups.

1.2 Implementation Plan
To transition to this proposed structure, the following steps will be taken:

Stakeholder Engagement: Communicate the proposed changes to all
stakeholders, gathering feedback and securing buy-in.

Role Definition and Recruitment: Clearly define roles within the new structure
and recruit individuals with the necessary skills and experience.
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Training and Development: Provide training to ensure all team members are
aligned with the new structure and understand their responsibilities.

Technology Integration: Implement ICT tools to support collaboration and
operational efficiency across borders.

Performance Monitoring: Establish metrics to monitor the effectiveness of the
new structure and make adjustments as necessary.

Rationale: A phased implementation plan ensures a smooth transition,
minimizing disruptions and maximizing the benefits of the new organizational
structure.

By adopting this comprehensive and strategically designed organizational
structure, the intelligent Cross-Border Accelerator will be well-positioned to
support ICT-enabled start-ups in both Greece and Bulgaria, driving innovation
and economic growth in the region.
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2. OBJECTIVE AND SCOPE DEFINITION

The primary objective of this accelerator is to leverage ICT innovations to
enhance the productivity, sustainability, and market reach of the primary sector
in the Greece-Bulgaria border region. This involves:

1. Enhancing Productivity:

Precision Farming: Using sensors, drones, and satellite imagery to
optimize crop management.

Automation: Implementing robotics and automated systems to reduce
labor costs and increase efficiency.

Data Analytics: Utilizing big data and AI to predict crop yields, manage
resources, and improve decision-making.

2. Promoting Sustainability:

Resource Management: Developing smart irrigation systems and efficient
water management practices.

Pest and Disease Control: Using ICT tools to monitor and control pests
and diseases with minimal environmental impact.

Sustainable Practices: Encouraging sustainable farming practices through
technology that minimizes resource use and reduces carbon footprint.

3. Improving Market Reach:

Supply Chain Management: Implementing blockchain and IoT to enhance
traceability and transparency in the supply chain.

E-commerce Platforms: Creating online platforms to connect farmers
directly with consumers and markets, reducing intermediaries.

-Market Analytics-: Using data analytics to identify market trends and
opportunities for farmers.

The scope of the accelerator includes:

1. Geographical Focus:

Target Region: The Greece-Bulgaria border region, encompassing rural
areas with significant agricultural activities.

Accessibility: Ensuring facilities and resources are accessible to start-ups
from both countries.
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2. Types of Start-ups:

Agritech Start-ups: Focus on those developing technologies for precision
farming, smart irrigation, pest control, and sustainable agriculture.

Supply Chain Innovations: Start-ups improving the agricultural supply
chain through blockchain, IoT, and other ICT tools.

Market Access Solutions: Start-ups providing platforms or services that
enhance market access and direct-to-consumer sales for farmers.

3. Support Services:

Training and Mentorship: Providing specialized training in agritech and ICT,
as well as business development and market strategies.

Infrastructure: Offering co-working spaces, research labs, and access to
high-speed internet and modern agricultural technology.

Funding: Facilitating access to seed funding, grants, and investment
opportunities tailored to agritech start-ups.

4. Expected Outcomes:

Economic Impact: Increased productivity and profitability for farmers and
agribusinesses in the region.

Environmental Benefits: Adoption of sustainable practices leading to
reduced environmental impact.

Social Impact: Improved livelihoods for rural communities through
enhanced agricultural practices and market opportunities.

2.1 Detailed Breakdown

Enhancing Productivity

- Precision Farming: Utilize GPS and GIS technology to analyze soil health,
monitor crop growth, and manage resources efficiently. Start-ups can develop
tools for real-time data collection and analysis, helping farmers make informed
decisions.

- Automation: Encourage the development of automated machinery for
planting, harvesting, and processing crops. This can include drones for aerial
spraying, robots for harvesting, and automated sorting and packaging systems.
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- Data Analytics: Support start-ups that create platforms for collecting and
analyzing agricultural data. This can help farmers predict weather patterns,
optimize planting schedules, and monitor crop health.

Promoting Sustainability

- Resource Management: Focus on technologies that optimize water and
nutrient use. This includes smart irrigation systems that adjust water flow
based on soil moisture levels and weather forecasts.

- Pest and Disease Control: Develop ICT tools for early detection and
management of pests and diseases. This can involve remote sensing
technology, mobile apps for field scouting, and Al-driven prediction models.

- -Sustainable Practices-: Encourage start-ups that promote organic farming,
conservation agriculture, and other sustainable practices through technology
solutions that reduce input costs and enhance soil health.

Improving Market Reach

- Supply Chain Management: Implement IoT and blockchain technologies to
improve the traceability and transparency of agricultural products from farm to
table. This can help in ensuring food safety and building consumer trust.

- E-commerce Platforms: Develop online marketplaces and mobile apps that
connect farmers directly with buyers, reducing the dependency on middlemen
and improving profit margins.

- Market Analytics: Use data analytics to provide farmers with insights into
market trends, consumer preferences, and pricing strategies. This can help
farmers plan their production and marketing strategies more effectively.

Conclusion

By clearly defining the objective and scope, the Intelligent Cross-Border
Accelerator can effectively focus its resources and efforts on fostering ICT-
enabled innovations that address the specific needs of the primary sector in the
Greece-Bulgaria border region. This targeted approach ensures that the
accelerator not only supports the development and growth of start-ups but also
contributes to the broader economic and environmental goals of the region.



The Project is co-funded by the European Regional -
Development Fund and by national funds of the countries W ﬁ % é ? V@@ 2
participating in the Interreg V-A “Greece-Bulgaria 2014-2020” Creece- Bulga ria

- DLTech UP

n Regional Development Fund

3. PROGRAM DESIGN

The three key components of the program design for the Intelligent Cross-
Border Accelerator are identified as such: Curriculum Development, Mentorship
Programs, and Infrastructure Support.

3.1 Curriculum Development

Business Development:

- -Business Model Development-:

- -Topics-: Lean startup methodology, value proposition design, customer
discovery and validation.

- -Activities-: Business model canvas workshops, customer interviews,
feedback sessions.

Market Analysis and Go-to-Market Strategies:

- -Topics-: Market segmentation, competitive analysis, go-to-market
planning.

- -Activities-: Market research projects, developing marketing plans, pitch
practice sessions.

Financial Management:

- -Topics-: Financial planning and analysis, funding strategies, budgeting
and forecasting.

- -Activities-: Financial modeling workshops, investor pitch preparation,
funding round simulations.

Legal and Compliance Training-:

- -Agricultural Policies and Regulations-:

- -Topics-: Local and EU agricultural policies, compliance requirements,
subsidy programs.

- -Activities-: Seminars with legal experts, compliance checklist creation,
case studies on regulatory challenges.

Intellectual Property (IP) Management:

- -Topics-: Patent processes, IP protection strategies, licensing agreements.
- -Activities-: IP clinics, mock patent application exercises, IP strategy
development.
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3.2 Mentorship Programs
Mentor Selection and Matching:

Criteria for Mentors:

- Experience in agritech or ICT industries.
- Background in business development, scaling start-ups, or investment.
- Willingness to commit time and provide constructive feedback.

Matching Process:

- Match start-ups with mentors based on industry experience, start-up
needs, and mentor expertise.

- Use a matchmaking platform or process to ensure compatibility and
mutual interests.

Mentorship Structure:

- -One-on-One Mentoring-:

- Regular meetings between start-ups and assigned mentors to discuss
progress, challenges, and next steps.

- Personalized advice and tailored guidance to address specific issues faced
by the start-up.

Group Mentoring:

- Monthly group sessions where multiple start-ups meet with mentors to
discuss common challenges and share experiences.
- Peer-to-peer learning and support within the cohort.

Expert Sessions:

- Scheduled talks or Q&A sessions with industry experts on specific topics
like investment readiness, international market expansion, and advanced
technology solutions.

- Opportunity for start-ups to interact with a broader network of
professionals.

Mentorship Tools and Resources:

- -Digital Platforms-:
- Use platforms like Slack, Zoom, or custom-built apps for communication
and scheduling.
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- Online resource library with articles, templates, and toolkits for start-ups.

Progress Tracking:

- Tools for tracking milestones, setting goals, and measuring progress.
- Regular feedback forms and mentor reports to monitor development and
make necessary adjustments.

3.3 Infrastructure Support
Co-Working Spaces:
Facilities:

- Shared workspaces equipped with high-speed internet, meeting rooms,
and event spaces.

- Dedicated desks or private offices for start-ups needing a more permanent
base.

Amenities:

- Office equipment such as printers, scanners, and projectors.
- Common areas like lounges, kitchens, and recreational spaces to foster
community and networking.

Technology Infrastructure:

Connectivity Solutions:

- Ensure reliable internet access, especially in rural testing sites, through
partnerships with telecommunication companies.

- Support for setting up wireless networks and IoT infrastructure in remote
locations.

Cloud and Data Services:

- Access to cloud computing services for data storage, processing, and
application deployment.

- Data analytics platforms and tools for handling large datasets and
generating insights.

A well-designed curriculum, comprehensive mentorship programs, and robust
infrastructure support are essential for the success of the Intelligent Cross-
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Border Accelerator. By focusing on these areas, the accelerator can provide
ICT-enabled start-ups with the necessary knowledge, guidance, and resources
to develop innovative solutions that enhance the productivity, sustainability,
and market reach of the primary sector in the Greece-Bulgaria border region.
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4. LOCATION SELECTION

Location selection is a vital aspect of setting up the Intelligent Cross-Border
Accelerator, especially when targeting a specific geographical area like the
Greece-Bulgaria border region.

4.1 Criteria for Location Selection

1. -Proximity to Stakeholders-:

-Agricultural Regions-: The location should be close to key agricultural
areas where potential start-ups can test and deploy their solutions.
-Academic and Research Institutions-: Proximity to universities and
research centers specializing in agriculture and technology to facilitate
collaboration and access to expertise.

-Industry Hubs-: Nearby agribusinesses, technology firms, and innovation
hubs can provide additional support and partnership opportunities.

2. -Infrastructure Availability-:

-Connectivity-: Ensure reliable internet and telecommunication services,
particularly in rural and semi-rural areas.

-Transportation-: Accessibility via major transportation networks (roads,
railways, airports) to facilitate easy movement for participants and
stakeholders.

-Facilities-: Availability of co-working spaces, labs, meeting rooms, and
event spaces that can be adapted for accelerator activities.

3. -Economic and Business Environment-:

-Supportive Policies-: Local and regional government policies that support
start-ups, innovation, and cross-border collaboration.

-Funding and Incentives-: Access to local funding opportunities, grants,
and incentives for start-ups and investors.

-Cost of Living-: Consideration of the cost of living and operating
expenses in the location to ensure affordability for start-ups.

4, -Community and Networking-:

-Ecosystem-: Presence of an existing entrepreneurial ecosystem, including
incubators, accelerators, and networking groups.
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-Events and Conferences-: Regular industry events, trade fairs, and
conferences that can provide visibility and networking opportunities for
start-ups.

-Talent Pool-: Availability of skilled professionals and potential employees
in both ICT and agriculture sectors.

5. -Cross-Border Collaboration-:

4,

-Logistical Ease-: Ease of travel and communication between Greece and
Bulgaria to facilitate cross-border partnerships.

-Legal and Regulatory Harmonization-: Locations where there is alignment
in legal and regulatory frameworks between the two countries to simplify
operations.

2 Potential Locations

1. -Thessaloniki, Greece:

Pros:

Cons

Strong academic presence with institutions like Aristotle University.

Active entrepreneurial ecosystem with several incubators and innovation
centers.

Good infrastructure, including transport and connectivity.

Higher cost of living and operating expenses compared to more rural
areas.

2. -Plovdiv, Bulgaria:

Pros:

Cons

Significant agricultural activities and research facilities.
Lower cost of living and business operations.
Growing start-up ecosystem with increasing support for innovation.

Smaller talent pool compared to larger cities.

3. -Komotini, Greece:

Pros:
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- Close proximity to the border, facilitating cross-border collaboration.
- Presence of Democritus University of Thrace for academic collaboration.
- Lower costs and strong agricultural focus.

Cons:

- Limited existing entrepreneurial ecosystem and infrastructure.
4. -Gotze Delcev, Bulgaria:
Pros:

- Close to agricultural areas, providing ample testing grounds for start-ups.
- Proximity to the border for cross-border initiatives.
- Affordable cost structure.

Cons:

- Smaller talent pool compared to larger cities..
5. -Serres, Greece:
Pros:

- Significant agricultural activity, particularly in crop production.
- Affordable living and operating costs.
- Growing interest in innovation and entrepreneurship.

Cons:

- Limited access to larger talent pools and advanced infrastructure.

Selecting the right location for the Intelligent Cross-Border Accelerator is
critical to its success. By carefully considering factors such as proximity to
stakeholders, infrastructure availability, economic environment, community
support, and cross-border collaboration potential, the accelerator can establish
a strong foundation to support ICT-enabled start-ups. This will ultimately
contribute to the development of the primary sector in the Greece-Bulgaria
border region.
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5.PROGRAM EXECUTION

Program execution is the phase where the accelerator's plans and strategies
are put into action. This involves meticulous coordination, real-time
management, and ongoing evaluation to ensure the program meets its
objectives.

5.1 Participant Onboarding
1. -Orientation Program:

- -Welcome Session-: Host an introductory session to welcome participants,
introduce them to the accelerator team, and provide an overview of the
program structure, objectives, and expectations.

- -Resource Guide-: Distribute a comprehensive resource guide detailing
available tools, facilities, and support services.

2. -Initial Assessments:

- -Needs Assessment-: Conduct individual needs assessments to
understand each start-up’s specific requirements, challenges, and goals.

- -Baseline Metrics-: Establish baseline metrics for each start-up, such as
current revenue, customer base, and technological readiness, to track
progress throughout the program.

5.2 Curriculum Delivery
1. -Scheduling and Logistics:

- -Program Calendar-: Develop a detailed program calendar outlining all
workshops, training sessions, mentorship meetings, and key events.

- -Venue and Online Platforms-: Ensure all physical venues are booked and
equipped, and set up online platforms for virtual sessions and
communications.

2. -Workshop and Training Execution:

- -Technical Workshops-: Conduct hands-on workshops on precision
agriculture, data analytics, IoT, and other relevant technologies. Ensure
these sessions are interactive and practical.

- -Business Development Training-: Facilitate sessions on business model
development, market analysis, financial management, and legal
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compliance. Incorporate case studies, group exercises, and role-playing
scenarios.

3. -Expert Sessions:

- -Guest Speakers-: Invite industry experts, successful entrepreneurs, and
investors to share insights and experiences.

- -Panel Discussions-: Organize panel discussions on current trends,
challenges, and opportunities in agritech and ICT.

5.3 Mentorship Engagement
1. -Mentor Matching:

- -Initial Meetings-: Arrange introductory meetings between start-ups and
their assigned mentors to establish rapport and set initial goals.

- -Mentorship Agreements-: Develop mentorship agreements outlining the
frequency of meetings, communication channels, and mutual
expectations.

2. -Regular Check-ins:

- -One-on-One Sessions-: Schedule regular one-on-one sessions for
personalized guidance and problem-solving.

- -Group Mentoring-: Facilitate group mentoring sessions where mentors
can address common challenges faced by multiple start-ups.

3. -Progress Monitoring:

- -Milestone Reviews-: Conduct regular milestone reviews to assess start-
ups’ progress, provide feedback, and adjust plans as necessary.

- -Feedback Loops-: Implement feedback loops where start-ups and
mentors can provide mutual feedback to improve the mentoring process.

5.4 Resource Utilization
1. -Infrastructure Access:

- -Co-Working Spaces-: Ensure start-ups have access to well-equipped co-
working spaces for collaboration and work.

- -Labs and Testing Facilities-: Provide access to R&D labs and field testing
sites, ensuring they are stocked with necessary equipment and materials.

2. -Technical Support:
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- -IT Support-: Offer ongoing IT support to help start-ups with technical
issues related to software, hardware, and network connectivity.

- -Specialized Equipment-: Facilitate access to specialized equipment, such
as drones, sensors, and analytical tools, through partnerships with
universities or private companies.

5.5 Networking and Exposure
1. -Networking Events:

- -Industry Meetups-: Organize regular meetups with local agribusinesses,
technology firms, and investors to foster networking and collaboration.

- -Cross-Border Visits-: Arrange visits to counterpart regions in Greece and
Bulgaria to explore cross-border collaboration opportunities.

2. -Showcasing Opportunities:

- -Demo Day Preparation-: Provide extensive training and support to
prepare start-ups for demo day, including pitch coaching and presentation
design.

- -Demo Day Execution-: Plan and execute a high-profile demo day event,
inviting investors, industry leaders, and media to maximize exposure.

3. -Media and PR:

- -Press Releases-: Issue press releases at key milestones, such as program
launch, demo day, and significant achievements of start-ups.

- -Social Media-: Maintain an active presence on social media platforms to
highlight start-up progress, program events, and success stories.

5.6 Evaluation and Continuous Improvement
1. -Performance Tracking:

- -KPIs-: Monitor key performance indicators (KPIs) such as start-up
revenue growth, funding raised, customer acquisition, and technological
advancements.

- -Regular Reporting-: Require start-ups to submit regular progress reports,
which can be reviewed during milestone assessments.

2. -Feedback Collection:
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-Surveys and Interviews-: Conduct regular surveys and interviews with
participants, mentors, and other stakeholders to gather feedback on the
program'’s effectiveness.

-Feedback Sessions-: Hold feedback sessions post-workshops and events
to capture immediate insights and suggestions for improvement.

3. -Program Adjustment:

-Iteration-: Use the feedback and performance data to make iterative
improvements to the program curriculum, mentorship structure, and
support services.

-Annual Review-: Conduct a comprehensive annual review of the program,
involving all stakeholders, to evaluate overall success and plan strategic
adjustments for future cohorts.

Effective program execution involves a well-orchestrated blend of orientation,
curriculum delivery, mentorship engagement, resource utilization, networking,
and continuous evaluation. By carefully managing these elements, the
Intelligent Cross-Border Accelerator can ensure that ICT-enabled start-ups
receive the support and resources they need to innovate and succeed in the
primary sector of the Greece-Bulgaria border region. This structured approach
will help maximize the impact of the accelerator, fostering sustainable growth
and cross-border collaboration.
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©. MONITORING AND EVALUATION

Monitoring and evaluation (M&E) are critical components of the Intelligent
Cross-Border Accelerator program, ensuring that the program meets its goals,
provides value to participants, and continuously improves.

6.1 Monitoring
1. -Establishing Key Performance Indicators (KPIs):

- -Startup Progress Metrics-:

- -Revenue Growth-: Track the increase in start-up revenues over time.

- -Customer Acquisition-: Measure the growth in the number of customers
or users.

- -Product Development-: Monitor milestones in product development, such
as prototypes, MVPs (Minimum Viable Products), and full-scale launches.

- -Program Metrics-:

- -Participation Rates-: Record the number of start-ups participating in each
cohort.

- -Engagement Levels-: Track attendance and participation in workshops,
training sessions, and mentoring meetings.

- -Resource Utilization-: Measure the usage of co-working spaces, labs, and
other facilities.

2. -Data Collection Methods:

- -Surveys and Questionnaires-:

- -Pre-Program Surveys-: Collect baseline data on start-ups’ status and
expectations.

- -Post-Session Surveys-: Gather feedback after workshops and mentoring
sessions to assess immediate impact and satisfaction.

- -Exit Surveys-: Conduct surveys at the end of the program to evaluate
overall experience and outcomes.

- -Regular Reporting-:

- -Progress Reports-: Require start-ups to submit monthly or quarterly
progress reports detailing their achievements, challenges, and needs.

- -Mentor Reports-: Collect feedback from mentors regarding the progress
and engagement of their mentees.

- -Interviews and Focus Groups-:
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-In-Depth Interviews-: Conduct interviews with key stakeholders (start-up
founders, mentors, partners) to gain deeper insights.

-Focus Groups-: Organize focus group discussions to collect qualitative
data on program effectiveness and areas for improvement.

3. -Monitoring Tools:

-Project Management Software-: Utilize tools like Asana, Trello, or
Monday.com to track tasks, milestones, and deadlines.

-CRM Systems-: Implement Customer Relationship Management (CRM)
systems to track interactions with start-ups and stakeholders.

-Data Analytics Platforms-: Use platforms like Google Analytics, Tableau,
or Power BI to analyze data and generate reports.

6.2 Evaluation

1. -Formative Evaluation:

-Ongoing Assessment-: Continuously assess the program during its
execution to make real-time adjustments.

-Feedback Loops-: Implement mechanisms for regular feedback from
participants and mentors to identify and address issues promptly.

-Pilot Testing-: Pilot new components or changes to the program on a
small scale before full implementation.

2. -Summative Evaluation:

-End-of-Program Evaluation-:

-Outcome Analysis-: Evaluate the program’s impact by comparing pre-
and post-program data on KPIs.

-Success Stories-: Document and analyze success stories to highlight the
program'’s effectiveness and inspire future participants.

-Impact Assessment-:

-Economic Impact-: Measure the broader economic impact, such as job
creation, investment attracted, and contributions to the local economy.
-Social Impact-: Assess the social benefits, including improved community
engagement, increased technological adoption in agriculture, and cross-
border collaboration.

3. -Evaluation Methods:

Quantitative Methods:
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-Statistical Analysis-: Use statistical methods to analyze quantitative data
from surveys, reports, and monitoring tools.

-Benchmarking-: Compare program performance against industry
benchmarks and similar programs in other regions.

Qualitative Methods:

-Case Studies-: Develop detailed case studies of selected start-ups to
provide an in-depth understanding of their journey and the program'’s
impact.

-Narrative Analysis-: Analyze qualitative data from interviews and focus
groups to identify recurring themes and insights.

4. -Reporting and Dissemination-:

Internal Reporting:

-Regular Updates-: Provide regular updates to the program team and
stakeholders on monitoring findings and interim evaluations.

-Final Report-: Prepare a comprehensive final report summarizing the
program’s outcomes, impact, and lessons learned.

External Communication:

-Publications-: Publish key findings and success stories in industry
journals, local media, and on the program’s website.

-Presentations and Workshops-: Share evaluation results at conferences,
industry events, and workshops to disseminate knowledge and promote
the program.

6.3 Continuous Improvement

1. -Feedback Implementation:

-Action Plans-: Develop action plans based on evaluation findings to
address identified weaknesses and leverage strengths.

-Stakeholder Engagement-: Involve stakeholders in the continuous
improvement process to ensure their needs and suggestions are
considered.

2. -Program Iteration:
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-Curriculum Updates-: Regularly update the curriculum based on
participant feedback, industry trends, and technological advancements.
-Mentorship Enhancements-: Improve the mentorship program by
incorporating mentor feedback and adjusting matching processes.
-Resource Optimization-: Continuously optimize the use of resources
(e.g., co-working spaces, labs) to enhance participant experience and
program efficiency.

3. -Long-Term Impact Tracking:

-Alumni Network-: Establish and maintain an alumni network to track the
long-term progress and impact of former participants.

-Follow-Up Surveys-: Conduct follow-up surveys at regular intervals (e.g.,
6 months, 1 year, 2 years post-program) to gather data on long-term
outcomes and impact.

Effective monitoring and evaluation are crucial for the success and
sustainability of the Intelligent Cross-Border Accelerator. By systematically
collecting and analyzing data, implementing feedback loops, and making data-
driven decisions, the accelerator can ensure it meets its objectives, provides
value to participants, and continuously improves. This rigorous M&E process
will help the accelerator adapt to changing needs, demonstrate its impact, and
maintain stakeholder confidence and support.
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/. SUSTAINABILITY AND SCALABILITY

Sustainability and scalability are key considerations for ensuring the long-term
impact and effectiveness of the Intelligent Cross-Border Accelerator.

7.1 Sustainability

1. -Financial Sustainability:

-Diversified Funding-: Secure funding from multiple sources, including
government grants, corporate sponsorships, philanthropic organizations,
and revenue-generating activities.

-Revenue Streams-: Explore opportunities for generating revenue through
membership fees, equity stakes in start-ups, consulting services, and
event sponsorships.

-Cost Control-: Implement cost-saving measures and efficient resource
utilization to maximize the impact of available funds.

2. -Operational Sustainability:

-Capacity Building-: Invest in staff training and development to enhance
organizational capacity and effectiveness.

-Strategic Partnerships-: Establish strategic partnerships with universities,
research institutions, industry associations, and government agencies to
leverage resources and expertise.

-Community Engagement-: Foster strong relationships with local
communities, stakeholders, and alumni to build support networks and
ensure ongoing engagement.

3. -Programmatic Sustainability:

-Continuous Improvement-: Implement a culture of continuous
improvement, where feedback from participants, mentors, and
stakeholders informs program enhancements and adjustments.

-Alumni Network-: Maintain an active alumni network to provide ongoing
support, networking opportunities, and knowledge sharing among past
participants.

-Replication and Expansion-: Explore opportunities to replicate and scale
successful program components in other regions or sectors, leveraging
lessons learned and best practices.
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7.2 Scalability

1. -Standardized Processes and Procedures:

-Program Framework-: Develop a standardized program framework,
including curriculum, mentorship structure, and operational procedures,
that can be easily replicated and adapted for different contexts.

-Scalable Infrastructure-: Invest in scalable infrastructure, such as cloud-
based systems and digital platforms, that can accommodate growth and
expansion.

2. -Technology Integration:

-Digital Solutions-: Leverage technology to streamline program delivery,
communication, and data management processes.

-Virtual Programming-: Develop virtual program components (e.g., online
workshops, mentoring sessions) to reach a broader audience and facilitate
remote participation.

3. -Network Expansion:

-Partnership Networks-: Expand the accelerator’s network of partners,
mentors, and stakeholders to access a wider pool of resources and
expertise.

-Cross-Border Collaboration-: Foster cross-border collaboration with
accelerators, incubators, and ecosystem actors in neighboring regions or
countries to facilitate knowledge sharing and resource pooling.

4. -Resource Mobilization:

-Investor Engagement-: Cultivate relationships with investors and venture
capital firms to facilitate funding opportunities for start-ups and sustain
the accelerator’s operations.

-Corporate Engagement-: Engage with corporate partners and industry
players to explore sponsorship, mentorship, and collaboration
opportunities that support scalability efforts.

5. -Impact Measurement:

-Scalability Metrics-: Develop scalability metrics to track the accelerator’s
growth and expansion, including the number of start-ups served,
geographic reach, and program impact.
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- -Long-Term Impact Assessment-: Continuously assess the long-term
impact of the accelerator’s interventions on start-ups, communities, and
ecosystems to inform scalability strategies.

Sustainability and scalability are essential elements for ensuring the Intelligent
Cross-Border Accelerator’'s long-term success and impact. By prioritizing
financial sustainability, operational efficiency, programmatic effectiveness, and
scalability strategies, the accelerator can build a strong foundation for growth,
expansion, and continued support of ICT-enabled start-ups in the Greece-
Bulgaria border region. This approach will not only maximize the accelerator’s
reach and impact but also contribute to the sustainable development of the
primary sector and the broader regional economy.
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8. RISK MANAGEMENT

Risk management is crucial for identifying, assessing, and mitigating potential
threats and challenges that could impact the success of the Intelligent Cross-
Border Accelerator.

8.1 Risk Identification

1. -Market Risks:

-Market Demand-: Fluctuations in market demand for ICT-enabled
solutions in the primary sector.

-Competitive Landscape-: Emergence of new competitors or disruptive
technologies that could affect start-up viability.

-Economic Conditions-: Changes in economic conditions, such as
recessions or currency fluctuations, impacting funding availability and
investor sentiment.

2. -Operational Risks:

-Resource Constraints-: Insufficient funding, staff turnover, or limited
access to infrastructure and facilities.

-Logistical Challenges-: Delays or disruptions in program delivery, events,
or mentorship due to logistical issues or unforeseen circumstances.

-Legal and Compliance-: Non-compliance with regulations, intellectual
property disputes, or legal challenges affecting program operations.

3. -Financial Risks:

-Funding Shortfalls-: Inadequate funding to sustain program operations,
support start-ups, or achieve program objectives.

-Cost Overruns-: Unexpected increases in program costs due to inflation,
exchange rate fluctuations, or unforeseen expenses.

-Cash Flow Management-: Cash flow disruptions impacting the ability to
meet financial obligations and sustain day-to-day operations.

8.2 Risk Assessment

1. -Probability and Impact:

-Likelihood Assessment-: Evaluate the likelihood of each identified risk
occurring based on historical data, market trends, and expert judgment.
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- -Impact Analysis-: Assess the potential impact of each risk on program
objectives, stakeholders, and resources, considering both quantitative and
qualitative factors.

2. -Risk Prioritization:

- -Risk Matrix-: Use a risk matrix to prioritize risks based on their likelihood
and impact, categorizing them as high, medium, or low priority.

- -Risk Heat Maps-: Visualize risks using heat maps to highlight high-risk
areas and focus mitigation efforts accordingly.

8.3 Risk Mitigation Strategies
1. -Risk Avoidance:

- -Market Research-: Conduct thorough market research to validate
demand, assess competition, and identify potential market pitfalls before
committing resources.

- -Legal Compliance-: Ensure compliance with relevant laws, regulations,
and intellectual property rights to minimize legal risks.

2. -Risk Reduction:

- -Diversification-: Diversify funding sources, partnership networks, and
revenue streams to reduce reliance on a single source.

- -Contingency Planning-: Develop contingency plans for key operational
aspects, such as alternative venues for events, backup mentors, and
emergency funding sources.

3. -Risk Transfer:

- -Insurance-: Obtain appropriate insurance coverage, such as liability
insurance and business interruption insurance, to transfer financial risks to
insurers.

4. -Risk Acceptance:

- -Risk Appetite-: Define the organization’s risk appetite and tolerance
levels, acknowledging that some risks may need to be accepted if
mitigation measures are not feasible or cost-effective.

8.4 Monitoring and Review

1. -Regular Risk Reviews:
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- -Frequency-: Conduct regular reviews of the risk register and mitigation
strategies, adjusting them as needed based on changes in the external
environment or program dynamics.

- -Stakeholder Involvement-: Involve key stakeholders in risk reviews to
ensure diverse perspectives and expertise are considered.

2. -Performance Metrics:

- -Risk Indicators-: Establish key risk indicators (KRIs) to monitor early
warning signs of potential risks and trigger proactive risk management
actions.

- -Program Performance-: Track performance metrics related to program
objectives, such as start-up growth, funding raised, and participant
satisfaction, to assess overall program health.

3. -Lessons Learned:

- -Post-Event Evaluation-: Conduct post-mortem evaluations after
significant events or incidents to identify root causes, lessons learned, and
opportunities for process improvement.

- -Knowledge Sharing-: Share insights and best practices from risk
management experiences across the organization and with external
stakeholders to enhance risk awareness and resilience.

Effective risk management is essential for safeguarding the success and
sustainability of the Intelligent Cross-Border Accelerator. By systematically
identifying, assessing, and mitigating risks related to market dynamics,
operational challenges, and financial uncertainties, the accelerator can enhance
its resilience and adaptability in the face of uncertainty. Continuous monitoring,
proactive risk mitigation, and organizational learning are key to building a
robust risk management framework that supports the achievement of program
objectives and the long-term growth of ICT-enabled start-ups in the Greece-
Bulgaria border region.
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Co-design and launch of the Accelerator and its program of
activities & Open call for applications to the Accelerator

D 3.1.2 Co-design the acceleration program characteristics




