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Introduction
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This publication contains stories, system
illustrations and concepts for the development of the public sector and startup ecosystem and collaboration in it. Regions and
cities compete globally for experts and companies. Innovative, communal cities with an
open-minded atmosphere attract them, and
people and companies are happy to settle in
such cities to build their future there.
The way cities and regions develop their
culture and the story of their communities
with corporations, associations, experts
and public sector organisations is decisive
for the success of a vibrant startup and
growth company ecosystem.
Operating in such an ecosystem requires
that public organisations adopt new ways of
working. The public sector cannot establish
or manage the ecosystem. The ecosystem
may or may not manage to establish itself,
and collaboration requires participation in
the community and enabling its operation.

The public sector is expected to take
the role of an enabler that has your back
in tough situations. The role of the public
sector in the ecosystem adapts to the operation as a result of common effort.
Public organisations need uncomplicated local structures that make it possible for
them to abandon their organisational silos
flexibly, without compromising the importance of the organisation to the entity. The
strategic startup alliance – a community of
public sector organisations within the system – was created for this particular purpose.
The purpose of this playbook is to support the vitality of Finnish cities and regions by boosting the development of local
startup ecosystems. If it can offer even a
small piece of advice or support in tackling
the challenge, writing it was worthwhile.
Taina Ketola

The role of the public sector
in a startup ecosystem

Thesis 1

to emerge or develop. Nevertheless, the
systematic support of the public sector is
essential to regional and local startup ecosystems and their development.

Stronger and more focused startup company policies are expected of the public sector.
Following the example from other countries, special emphasis is placed on the expectation of a cross-organisational startup
policy that is separate from general company policies.

Synthesis

A startup alliance enables public agencies
to offer significantly wider service portfolios that contain their own services and
those of private operators for companies to
use. Functional service ecosystems are important drivers of growth for startup companies.
The promotion of service ecosystems that
cater to startup companies should form an
integral part of policies applied to startup
companies and of regional startup strategies. Growth-seeking businesses create important capabilities, networks and capital
for renewing industry and commerce.
National policies on industry, commerce
and innovation can best be developed
from regions and cities. Local and regional
knowledge on the strengths and future visions of the region ensures that measures
are taken and services provided at the right
time while guaranteeing the necessary flexibility at the local and regional level.

Thesis 2

The facilities for growth-seeking entrepreneurship have improved in the past ten
years. New entrepreneurs are more focused
on growth, have more experience, and are
better educated than ever before.

Thesis 3

The possibility of the public sector to succeed as individual organisations within the
ecosystem is weaker than before without a
common platform for strategic collaboration, which in this case is the startup alliance.

Antithesis

It must be understood that the public sector cannot lead the emergence and development of startup ecosystems, or force them

4

5

1.1

Ecosystem thinking in an innovation system

Startup
The definition of a startup company
from the point of view of the startup
ecosystem in the Tampere Region:

4. Focus on growth

The company employs 1 to 49 employees, and the company is either registered as an employer or has a team that
offers work to at least two people. Work
in this context may refer to paid work
or unpaid work performed by the owner or volunteers on a full-time or parttime basis.

5. Potential for funding

The company actively seeks globalisation and rapid growth.

1. Employment effect

The company has either received risk
funding or has attracted the interest of
providers of risk funding.

6. Company age

Due to the challenges in defining the
criteria, companies are divided into
three categories:

2. Legal form

The company is a privately owned limited liability company. Subsidiaries of
groups and companies owned by the
state or local governments do not qualify as startups.

1. Startup companies that are less
than 5 years old and fulfil criteria
1–5.

2. Startup companies that are 5 to 10
years old and fulfil criteria 1–5.

3. Innovativeness and scalability

The company develops a product or a
service that involves a high business
risk and looks for a scalable and reproducible business model. Companies
that have switched from their previous,
established business activities to developing an innovative and scalable business model qualify as startups.

3. Other growth companies that do
not fulfil the criteria for startup
companies. The widely accepted
definition of a growth company,
drafted by the OECD and Eurostat,
can be applied here: “During the
past three years, the company has
grown more than 20% on average,
and it employed a minimum of 10
people at the start.”
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In many respects, ecosystem thinking is a
new approach that looks at a certain phenomenon as a dynamic and self-directed
evolutionary system with a high number
of uncertainties, which requires new kinds
of cognitive capabilities for cross-organisational and cross-communal collaboration.
Innovation activities and company development are excellent examples of this types
of activities. Therefore, it is not sensible to
view business services as a mechanism that
produces innovations and growth, but as a
service ecosystem that is constantly changing. This requires flexibility and ability to
change and meet the constantly changing
needs of services.
Due to this reason, an experimental approach and “fail fast” culture should be promoted in the development of business services, in which operation models are tested
and piloted to find the best practices that
will be scaled as appropriate.
The development work at the startup alliance is a kind of a hybrid organisational
experiment in which public organisations
collaborate to achieve an even more strategic approach to regional startup ecosystem
work.
Examples of national innovation ecosystems have shown that maintaining an inno-

vation ecosystem and interaction between
the operators in it requires orchestration
and facilitation using appropriate activities
and processes. A perseverant and reliable
player is required for maintaining and facilitating interaction. Naturally, short-term
project funding cannot cover this task.
The startup alliance is intended to function as a long-term platform for and a part
of the local startup ecosystem and to develop with the ecosystem in its various stages
of maturity.
It is important to take the various roles in
different stages of development of the ecosystem into account. When operations are
horizontal instead of traditional top-down
hierarchies, the roles in the organisation
can be significantly different.
The development of ecosystems requires
collaborative platforms that facilitate collaboration, exchange of information, and
creation of a common vision between the
players. In addition to enriching the ecosystem, inspiring and boosting interaction by
means of events and roundtable meetings,
for instance, the facilitation of regional collaboration is a role that fits public organisations naturally.
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Platforms are a new type of ecosystem
services that can be understood as physical,
digital or social platforms for collaboration
that promote cooperation and coordination
between different players in the system.
The platforms can also be described as synapses of the ecosystem that form a neural
network, which allows the ecosystem to live
and grow.
Platforms provide startups with a place
to meet and develop their activities with

the help of services they need, as well as
support and new networks that will enable
them to grow their business.
Ecosystems often get mistaken for networks, but a network is not the same as an
ecosystem. In an ecosystem, the members
have a common purpose and set of values.
In order to pursue them, the multilateral
partners strengthen their mutual dependence and develop their operations in interaction with each other.

Ecosystem

Startups

Public sector organisations

Sponsors

Big
companies

Individuals

Communities

Investors
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1.2

An Integral approach to
regional startup ecosystems

An Integral approach to regional startup
ecosystems means understanding the significance of the operators in the region as
comprehensively as possible, or holistically.
Integral in this context means that we accept the idea that the ecosystem has several
voices, dimensions and layers. The opposite of integral is partial or limited. Integral
means that a startup ecosystem has at least
four voices:
1. individuals with an entrepreneurial
mindset and innovators (Citizens), 2. developers that work in the public sector. (Public
sector servants and Civic Managers), 3. big
companies and corporations (Business),
and 4. communities that the players form
(Civic Society).

They are also connected to the development of the local startup culture.

2. Public sector developers

Public sector organisations account for
about 1% of the players. They are the brains
of the system that consider how services
should be carried out and how the common
resources should be used. Public sector
players with a developer mindset promote
common goals in public organisations. The
actions of the public sector organisations
can be measured.

3. Big companies and corporations

Big companies and corporations account
for about 6% of the players. They embody
the regional business ecosystem. Big companies are also innovators, doers and actors
with more extensive resources that are able
to operate actively. They think about the future and speak with the voice of the future.
They are the ones that take action and get
things done. The actions of the big companies can be measured.

1. Individuals with an entrepreneurial
mindset, talents, researchers, residents, angel investors and innovators

Innovators are engaged in activities that
may not yet create value today but will do
in the future. Innovators are an integral
part of the communities. Innovators and
talents form 90% of the entity. They are either a choir whose voice rings beautifully or
they create a cacophony. Their operations
create purpose and spirit for the entity. As
an example, this group includes startup
entrepreneurs who are focused on solving
a future problem that may seem trivial or
unnecessary at the moment, or researchers
who highlight challenges and criticism and
thus help to find solutions.
Since the purpose and spirit manifest as
experiences and are based on subjective
interpretations, they cannot be measured.

4. Communities, associations and
organisations

Companies and organisations account for
about 3% of the players. They are internal
referees within the system and are the heart
of the system. They give a voice to communities and marginal groups. They build the
startup culture and record its history. The
builders of the community are motivated by
their passion for building collaboration. The
operations of communities, such as building a culture, are based on interpretations.
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1.3

Voices
The classification of voices is not absolutely categorical and irrevocable.
In practice, one voice may in a specific situation represent another voice,
if necessary. Describing the different
voices helps in understanding the big
picture and reminds the developers of
the region of the importance of listening to the variety of voices. In Smart
City development projects, for instance,

dialogue has often only taken place between two voices – those of the public
sector and corporations – meaning the
voices of communities and residents of
the cities have remained in the background. The Integral Cities methods for
developing cities take the interaction of
different voices and listening to each of
them into account, even in technology
projects.

An integral approach to startup ecosystems (4 voices)

1.

2.

Individuals with an entrepreneurial mindset, talents,
researchers, residents, angel
investors and innovators

Public sector
organisations

4.

3.

Communities,
associations and
organisations

Big companies and
corporations
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Transformation of an innovation ecosystem
into a startup ecosystem

According to Startup Commons, innovation
ecosystems are undergoing a transformation and are shifting towards startup ecosystems. According to the theory, the role of
the public sector in collaboration with large
companies worked well when an innovation ecosystem was a closed process.
In an innovation ecosystem, granting
funding to companies was seen as channeling of internal financial resources. In a
startup ecosystem, the processes become
transparent, the significance of external
financial resources grows, and innovative
potential companies are less dependent on
public investors.

Whereas an innovation ecosystem was
dependent on hosts and gatekeepers, a
startup ecosystem operates quickly, flexibly
and cost-effectively through startups with
support from both private and public sectors.
In a traditional innovation ecosystem,
ideas, inventions and research were based
on the operations of large companies because it was customary to allocate funding
to large companies. In a startup ecosystem,
innovation processes are more open and
closer to actual markets. Old inventions and
discoveries made in innovation ecosystems
are often as good as they can get, meaning it
is difficult to improve and take them to the
next level. Therefore, the markets often look
for next-level solutions instead. In a startup
ecosystem, large companies also follow the
principles of open innovation.
In the case of large companies, a traditional innovation ecosystem produced minor innovation effects with the help of external strategies and methods. It also meant
that making innovations often required that
someone initiated it and personally committed to achieving the innovation in the
company.
In a startup ecosystem, startup companies function as external innovators and developers for large companies in a manner
that can be compared to how app developers produce apps for iOS and Android platforms. In startup ecosystems, startup companies and innovative SMEs are replacing
large corporations as the most important
employers in the region.

“Open innovation is
becoming mainstream,
which challenges
traditional innovation
ecosystems
and transforms hem into
startup ecosystems.”

A traditional innovation ecosystem was
simple and linear. Open innovation has
transformed the world into non-linear
global ecosystems. A traditional innovation
system was closed and expensive, and there
was less pressure in it towards development and freedom. In a startup ecosystem,
startup companies use free or affordable
technologies, new digital platforms, infrastructure, and new channels for launching
their products or services.
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Transformation of an innovation ecosystem into a startup ecosystem
Startup ecosystem
New
funding
solutions

Research
IPR

The public sector
and large companies
provide funding for
innovations.

Service
providers

Startup innovations

Customers

External
funding sources

Startup
innovations

The public sector
and large companies
provide funding for
innovations.
Processes are closed and
internally funded.

Research
IPR

Support
organisations

Transparency, collaboration and
external resources

1.4

Dynamic startup ecosystem

Questions for developing a dynamic
startup ecosystem:
• What is currently going on in the regional startup ecosystem?
• Who is active and why?
• Where and when do things happen?
• How can one participate and get engaged?

General description of a startup ecosystem
Big
companies

University

Innovation
ecosystem
Customers

Support
organisations

External
funding
sources

• Ideas, inventions, research
• Companies at different stages from
startup to scaleup companies
• Entrepreneurs, talents
• Investors
• Mentors
• Advisors
• People from various organisations
• Other entrepreneurs
Research

Source: Startup Commons
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Signs of a healthy startup ecosystem:
• Open, vibrant culture
• Experts
• Encouraging and functional atmosphere
• International mindset
• Encouraging instead of prohibiting
regulation
• Capital available
• Know-how available
• Rebellious attitude
• Functional markets
• Communication skills

A dynamic startup ecosystem cultivates
new startup companies that create two
in every three new jobs, and attracts international experts and foreign investors.
The communities of players within an
ecosystem and between different ecosystems are important drivers of growth.

Source: Startup Commons
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Venture
capital
investors

Service
providers

1.5

Different roles in the ecosystem
1. Promoter
Provides a public face to the ecosystem. Markets and
promotes the ecosystem and attracts new members to join.
Strategic, outward-facing role in the ecosystem.

2. Energy
Promotes the development and growth of the ecosystem
by recruiting new operators, funds and resources to the
ecosystem.

3. Powerhouse
Keeps up the spirit, mission and vision, and motivates
and supports the internal development of the ecosystem.
Generates and sets targets for the development of the
ecosystem. Reminds the players of their common purpose.

4. Cultural
Facilitates collaboration and creates connections. Creates
team spirit and common language. Cultural leader.
Methods of operation.

5. Inquiry
Listens to and observes the collaboration between the
players in the ecosystem. Mediates conflicts. Sees the big
picture.

8. Gatekeeper
Selects and guides the members of the ecosystem.
Maintains the unofficial rule book of the ecosystem.
Can affect the wider development flows outside of the
ecosystem to enable the ecosystem to work.

9. Influencer
Forwards and communicates information on the
ecosystem in blogs and social media, for example.
Speaks in favour of the ecosystem, organises events, and
communicates in order to develop the ecosystem.

10. Knowledge creators
Enable the creation of knowledge that will advance the
ecosystem to the next level. Influence on the knowledge
policy.

11. Mesh worker
A creator of networks that sees bigger pictures and
connects various networks within the ecosystem and
outside of it. Sends and receives impulses to and from
different ecosystems.

12. Navigator
Monitors the ecosystem and provides information on the
big picture and details. An objective operator with access
to all areas. Monitors the development of the ecosystem
and helps it focus on the future.

6. Shield
Protects the ecosystem against external interference. A
shield that protects the ecosystem. Ensures and enables
peaceful operating conditions for the ecosystem.

7. Mentor
Can help an individual player to develop as part of the
ecosystem.
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When an ecosystem is established and developed, organisations and other players in
it start adopting various roles and adapting
their operations and processes accordingly.
An organisation or a player can have several roles. As the ecosystem develops further,
these roles may grow and they start promoting the ecosystem within wider ecosys-

tems. At least 12 universal roles, described
further below, can be identified in ecosystems. The roles were defined using various
sources and adapting the information into
the context of a startup ecosystem. On a generic level, the roles can also be applied to
other ecosystems.
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1.6

Startup ecosystem in the Tampere Region

For the Tampere Region, the startup ecosystem offers a strategic opportunity and
also poses a challenge because a startup
ecosystem is not one of the strengths of the
innovation profile of the region. The region
is dominated by large companies that still
follow traditional methods and modes of
operation applied in the industry. The city
of Tampere and the surrounding region
host the research and development units of
various large companies.
From the users’ point of view, the services available in the startup ecosystem in
the Tampere Region have been insufficient.
Various operators fund, develop and offer
these services, and the insufficient consolidation of the services has been recognised
as a challenge, but also an opportunity. At
the moment, there is a public, legislative
and social opportunity for collaboration,

such as the startup alliance, that creates
new innovations.

Identify your ecosystem
and describe it to see
the big picture and
current situation.

There is a traditional innovation ecosystem in the Tampere Region where the
public sector and the research and development units of large companies have
successfully produced innovations for the
industry. However, a transformation of the
innovation ecosystem into a startup ecosystem has been anticipated in the Tampere Region by enabling the operations of
open innovation platforms and promoting
the development of the services they offer,
among other things.

1.7

Startup service ecosystem
in the Tampere Region

Due to the special nature of startup companies, the services differ from traditional
business services in terms of startup companies’ strong focus on growth, globalisation, market drive, and their sense of community. As a result, startup and scaleup
companies need services that require special expertise in international investments
and rapid growth, as well as knowledge of
global markets.

A visualisation of startup services available in the region,
jointly drafted in the Startup ecosystem roundtable workshop
on 30 May 2019.
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1.8

Startup and growth companies
in the Tampere Region

Startup companies form the core of a startup ecosystem. It is important to understand
and monitor the big picture in a regional
startup ecosystem in order to be able to focus the services, policies and measures in a
manner that promotes the development of
the startup companies as effectively as possible. This requires local knowledge of the
startup companies in the region.
The region and city can also recognise smaller vertical ecosystems (gaming,

health, mobile machinery, etc.) and use
their startup policies to enable, communicate and support the overall development
of the ecosystem. For this figure, startup
companies in the region were identified
using different data sources, startup studies and reports. This version of the figure is
already outdated as new startup companies
are founded and older startups either die
or grow into scaleup companies or larger –
sometimes even unicorns.

The big picture
novations are made at the boundaries
of traditional organisations and operations, which is why traditional Standard Industrial Classifications (TOL)
often do not apply directly to startup
companies or describe the nature of a
startup. Pivoting, that is, changes to the
business model, is also characteristic
of startup companies, which makes it
even more difficult to form a static and
exhaustive picture of the companies in
a startup ecosystem.

This overall view of startup companies
was compiled in collaboration with the
organisations in the startup alliance
while introducing new points of view
and development challenges into the
development of the startup ecosystem.
At the moment, a startup company as a
data model and definition is not yet established among data collectors, which
makes it difficult to obtain data on
startup companies. Startup companies
are often based on innovations, and in-

1.9

Edtech

Low carbon
solutions

Gaming

Cloud/iot

Health Tech &
Wellbeing

Startup companies
in the Tampere Region on a map

We conducted a geographical data exercise
on the startup companies in the region by
integrating data from Vainu Oy and the
City of Tampere into location data. This
way, we were able to create an image of the

startup companies in the region and their
geographic locations. The problems with
the map concern access to data on startup
companies and keeping the data up to date.
https://tieto.pirkanmaa.fi/startup_beta/
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Design/Creative/Media

Mobile
communications

Data analytics & Ai
Software services

Mobile Machinery

Version 1/2019
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1.10

Development stages of a startup ecosystem
and a startup alliance
2017 to 2019
Mapping and
development of visions

osystem
tartup ec

fas

Stages o

•

2015 to 2017
Awakening and manifest
•
•
•
•

The awakening, development and understanding of the startup culture. Initial ideas
of building a startup culture and ecosystem.

•

An understanding of global megatrends and
changes that affect innovations, the entrepreneurial mindset and the development of
a startup ecosystem.

•

Reaching an understanding of the position,
functions and focal areas of the city that are
in line with international benchmarks.

•

A Six City Strategy (6Aika) project on open
innovation platforms was started in Tampere, and the first image of the ecosystem
was completed in June 2016. The business
and development company of the Tampere
Region, Tredea, pilots the Innovation Voucher. Startup project carried out in Tredea.
Tribe Tampere established!

The development of strategies, modes of
operation, new support operations and services for business growth begins, and it is
further developed in collaboration with people with an entrepreneur mindset and innovative SMEs.

The development and building of a startup
culture. Collaboration with local key players
in the development and collection of information on a startup ecosystem.

The creation of a common vision and a roadmap for the development of the local ecosystem.

The preparation and development stage
of the startup alliance begins, the Six City
Strategy project on ecosystems of growth
launched, the startup house in Tampere
launched. The City of Tampere sets its targets for startup work.

Preparation in
2017 to 2018
As a result of negotiations, the organisations
that would participate in the alliance were determined and the project moved to the preparation stage. The team members of the alliance
were selected and collaborative meetings were
started. The project had a large steering group.
An alliance contract for the development phase
was drafted.
The organisations in the Tampere startup alliance: the Council of Tampere Region, City of
Tampere, Tampere University of Technology,
University of Tampere, Tampere University of
Applied Sciences, Centre for Economic Development, Transport and the Environment (ELY Centre), Employment and Economic Development
Office (TE Services), Tredea (currently Business
Tampere).

tegration
in
f
o
s
e
g
The sta
alliance
p
u
t
r
a
t
s
of the
Formation in 2017
In the formation stage, the idea of the alliance
was discussed and the need for one was established. It was agreed that the development stage
should be started. The participating organisations were also agreed upon.
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2019 to 2020
Alignment and
measurement of targets
•

•

•
•

2020 to 2030
Orchestration and iteration
•

The startup ecosystem has been mapped,
visualised and integrated in other functions,
services and applications that concern research, events, innovation services, advisory networks, financing vehicles and talent
pools in the ecosystem that focus on the initial stages of a startup company.

•

The good accessibility and transparency of
the startup ecosystem have been ensured,
redundancies are being eliminated, bottlenecks in support functions removed, and information gaps are being actively filled.

•

The focus remains on developing the performance and improvement of the ecosystem at
all levels.

•

The phase for collaboration, building and developing the startup alliance.

Development phase
2018 to 2019
An alliance was formed and an alliance contract
for the development phase was signed to start
its development phase. A common team organisation planned and developed the subject
matter of the measures. New initiatives, such as
Tribecast and monthly roundtable meetings of
the ecosystem, were tested and launched, and
missing components of the startup ecosystem
were added during the development phase. The
development phase ends with the signing of the
founding treaty of the startup alliance.
The startup alliance implemented the ex-ante impact assessment as a process, in which the
depth of collaboration within the alliance was
determined (see page 26). The alliance finds its
role and place in the startup ecosystem.
The organisations in the Tampere startup alliance: the Council of Tampere Region, Pirkanmaa Hospital District, City of Tampere, Tampere
University of Technology, University of Tampere,
Tampere University of Applied Sciences, Centre
for Economic Development, Transport and the
Environment (ELY Centre), Employment and
Economic Development Office (TE Services),
Business Tampere. (On 1 January 2019, the
University of Tampere, Tampere University of
Technology and Tampere University of Applied
Sciences merged to form Tampere Universities.)

Entrepreneurial culture and entrepreneurship are fully utilised, leading to new innovations and business activities in locally important key areas. The ecosystem also ranks
well in global ecosystem rankings.
After the annually updated, continuous and
long-term roadmap and milestones, the
needs of the resources that are maintained
will be evaluated.

A digitally connected startup ecosystem
functions at a local and global level. Monitoring helps in local development that is based
on real-time data, benchmarking, and in attracting international investors.

Orchestration and iteration help in increasing the number of local startup companies,
quality, speed and ROI.

Strategy and implementation
2020 to 2030 Execution phase
Strategy work launches the execution phase of
the startup alliance. The alliance is active and its
member organisations pursue common goals in
accordance with the principles listed in the Charter of the alliance. The startup ecosystem develops further, and the monitoring work carried out
within the startup alliance shows the progress
of the ecosystem and the impact of the work in
the alliance. The regional startup ecosystem is
acknowledged in various ecosystem rankings,
and several internationally noted startup and
scale-up companies, maybe even unicorns, have
emerged in the region.
The founding treaty of the startup alliance has
been approved, and new members can join the
alliance.
The analysis is based on ecosystem maturity
levels as adapted to the development of the
startup ecosystem in the Tampere Region.
The timeline illustrates the development
stages of the startup alliance. The illustration
is based on the ecosystem maturity levels
as determined by Startup Commons, freely
translated and adapted to the conditions in the
Tampere Region by Taina Ketola.
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2

2.1

A startup alliance as
a public sector strategy
in a startup ecosystem
Alliance in general

• An alliance is a cross-organisational
form of collaboration or another form
of a union between organisations.
• An alliance is about deep and strong
functional collaboration that is contractual, voluntary and based on trust.
• An alliance is a manner of operation
that involves commonly agreed principles of operation.
• In an alliance, the contracting parties
share benefits and risks.
• An alliance is a modern leadership and
guidance method.
• The principles of an alliance:
ȇȇ Pursues a common good (collaboration)
ȇȇ Planning and implementation as
common development and execution phases
ȇȇ Joint and unanimous decision-making

ȇȇ Optimisation of the common benefit
ȇȇ Open books

The alliance shares common goals and an
organisation that follows joint and unanimous decision-making processes.
An alliance suits complex entities with
variable contents and incomplete plans and
solutions when innovations should be promoted and risks shared.
An alliance is not suitable for situations
with simple implementations, fixed scopes,
completed plans, and no need for innovations.
When applied properly, an alliance can
bring economic, quality, scheduling and
interactive benefits. Complicated and complex projects can be managed more efficiently, and innovations and development
get rewarded.

Alliance equals collaboration.
It is a strategic union between
its member organisations
that is based on commonly agreed
methods of operation, trust and
open communication.
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2.2

Startup alliance
changing service needs pose challenges to
the organisations in the startup alliance.
The startup alliance is a strategic operator that takes up the roles and tasks in the
ecosystem that are suitable for the public
sector.
A startup ecosystem is in a process of
constant evolutionary change and adaptation. Therefore, the startup alliance must
analyse the startup ecosystem and consider
the impact of its own actions on the startup
ecosystem.
A strong strategic alliance between organisers is necessary in order to implement the operative functions provided by
various organisers and service providers
in synchrony. When the common goal and
direction are clear, the startup alliance can
coordinate the services at a strategic level
and thus facilitate the development of the
ecosystem.
The objective of the startup alliance is
to promote the development of the startup
ecosystem in the Tampere region, to improve the services offered to startup companies, and to outline the role of public sector organisations in the startup ecosystem.
One of the drivers to launch the alliance in
the Tampere Region was the message from
startup companies that the startup service
offering in the region was dispersed, and
some critical services were not available.
The startup alliance is an active operator in the transformation of the ecosystem,
with the objective of providing a sense of
security in a complex environment. The
members of the startup alliance are organisations that have a role in the local startup
ecosystem and in providing the services it
needs (Annex 1 The background of the organisations in the alliance).

A startup alliance is not limited to procuring startup services, but it also covers operations at a strategic level where local organisations create a common purpose and
method of operations for the common good
of the ecosystem, as far as is appropriate
for the public sector. When the alliance is
mature enough to function, it can realise
services using alliances that include private
sector operators.
In a startup alliance, the objective in the
initial stage is to renew the role of the public sector in the ecosystem and to establish
collaboration beyond service procurement.
In addition to services, startup entrepreneurs have expressed their wish to receive
other types of support from the public sector, such as communication, representation
of their interests, dissemination of information, analyses, references, networks, events
and enablement.

The alliance attracts
startup companies and
investors to Tampere.
Together, the alliance can
communicate
the advantages of
the Tampere Region to
startup companies clearly
and comprehensively,
thus boosting the vitality
of the region.

The startup alliance is a part of a wider
entity in the ecosystem, and its role is to enable the development of the ecosystem. The
complexity of the ecosystem and its rapidly
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In the Tampere Region, investment projects have been carried out as alliances. In
the context of a startup alliance, these operations can be labelled as procurement
alliances. They are a form of collaboration
between the buyer/buyers and several external service providers in the planning,

development and implementation of a project. In the development phase of the startup
alliance, various different kinds of alliances
were analysed in order to find the components that best suit a startup alliance. (Appendix 2. Various types of alliances.)

Monitoring
Communi
cation

Collaboration

Startup alliance
Objectives of the alliance’s member organisations
Infra
structure

Funding
Services

The alliance is there for startup companies.
It supports their development and creates favourable
conditions for the emergence of new startups.
Member organisations offer resources and services for
startup companies without interfering in their operation.
The objective is to make the public sector operate in
a flexible and goal-oriented manner on a long-term basis,
also from the startup companies’ point of view.
24

To support business activity and
develop the facilities of
industry and commerce
To support
regional innovation
activities

Social
interaction

To support
regional development
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Levels of depth of collaboration in an alliance
No collaboration
Voluntary activity
Basic operations and projects of the organisations
Organisations make decisions on actions from
their own perspective
Informal collaboration networks between friends or acquaintances
Each organisation communicates their own services

Light network

The above-mentioned features and
collaboration in situations in which
it seems beneficial
Informal case-by-case agreements,
fragmentary financing

Strategic alliance

Voluntary activity
Basic operations of organisations
Systematic collaboration in basic operations
and projects
Light collaboration agreement
Monitored by strategic leaders
Organisations have appointed people in
charge of preparations and contact people
Formal and informal networks
Common network communications and
supporting, organisation-specific communications

Strong alliance

Voluntary activity, basic operations,
agreed roles and responsibilities
(such as analyses),
agreed common services
Operative collaboration agreement
Monitoring system and responsibilities
Contractual co-financing
Organisations allocate human resources
to the operations of the alliance
Formal and informal networks
Common communications and supporting, organisation-specific communications
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3

Strategies for the public sector

3.1 Community
STRATEGY

Startup World Cup Finland is organised in
collaboration between Silicon Vikings, the
organisations in the startup alliance, and
private companies. The event brings the
best startup companies in Finland together
in order to compete for a place at the Startup World Cup event in Silicon Valley and a
million-dollar investment.
https://www.startupworldcup.io/
finland-event

TRIBE
TAMPERE

Tribe Tampere is a support organisation
for startup entrepreneurs. Its purpose is
to promote the operations of and collaboration between all operators in key ecosystems. The premises of Tribe Tampere were
opened in September 2017. There are free
desks available for entrepreneurs on the
premises. A desk cannot be reserved permanently, but you can get 24/7 access to
the premises where you can choose any
free desk. The local ecosystem actively organises events at the Tribe Tampere premises to connect people and organisations.
The Tribe community has transformed the
entire startup ecosystem in Tampere.
https://tribetampere.com

3.2

STRATEGY

Stream Startup Festival is organised every autumn in Hiedanranta, Tampere. The
international Stream event focuses on colliding early stage startup companies and investors. The objective of the event is to provide practical support and tools for growth
to early stage startups. Stream is organised
by a non-profit organisation. The event focuses on bringing the community together
and sparking new ideas. It aims at providing practical support and tools for growth
for the founders, investors and partners
of early stage companies – those who help
and support startup companies. The event
gives exposure to the community as well
as local and national startup ecosystems. It
promotes a strong sense of community by
also including organisations, such as universities or public organisations, that can
implement transformative changes. The
programme of the one-day festival includes
keynote speeches, interactive workshops,

Startup
events

STRATEGY

Stream

SWC

Events give exposure to the startup ecosystem and offer members of the ecosystem inspiration and a chance to meet each
other. Two startup events were launched
in Tampere in 2018: Startup World Cup
and Stream Startup Festival. In the spring,
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3.4

founder stories, and quick meetups between investors and startups as a result of
high-quality networking activities.
The first Stream Startup Festival was organised in October 2018 in Hiedanranta, a
smart and sustainable neighbourhood of
the future – a perfect location for celebrating entrepreneurship and disruptive new
ideas and companies.
https://streamfestival.org

3.3

STRATEGY

3.5

Startup
Ecosystem
Roundtable

The Startup Ecosystem Roundtable brings
the active members of the startup community together once a month. The meetups take place on the last Tuesday of each
month at 9 in the morning. The location of
the roundtable meetup varies, and the organiser of the next meetup is agreed upon at
each event. The roundtable meetups started in 2017 when the active members of the
startup community in the region started organising Startup Roundtable events for the
operators in the region. In these events, the
members of the ecosystem got to know each
other, and collaborative networks began to
emerge quickly. The concept of the Startup
Ecosystem Roundtable is as follows: it is
open for everyone, it always takes place at
the same time and takes about two hours,
and the organiser of each event drafts the
programme and agenda for the event. Every
participant has the opportunity to tell others their latest news, and advance registration is not required.

Recognition
The most
promising startup
in Pirkanmaa
2019

STRATEGY

Ecosystem
meetups

At the Startup World Cup Finland event,
organised for the second time in Tampere,
the first Most Promising Startup award
was presented to the most promising startup company of the year in the region. The
award is called The Most Promising Startup
Pirkanmaa, and in 2019, it was awarded to
Soilfood Oy. The winner was selected from
among the companies from the Tampere
Region (Pirkanmaa) that participated in the
Startup World Cup Finland competition. For
startup companies, recognition is important because it gives them publicity and acknowledges the good work they have done.

Voice of the startup
ecosystem

STRATEGY

3.6

STRATEGY

TRIBECAST

Tribecast is the free and independent podcast of Tribe Tampere. It focuses on the everyday life of the startup ecosystem, guests,
startups, and other interesting themes. A
new episode is published every week in
English. The first episode of the Tribecast
podcast aired in early 2019.
https://youtu.be/506HEFFI2tc

SOILFOOD OY

Petri Räsänen

Taina Ketola
Development Manager
Council of Tampere Region
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Startup research
and situational
picture of
innovation

In official data sources, there is hardly any
data available on startup companies. The
most effective ways of gathering information on the startups in the region are to
combine available data sets from different
systems, and interviews. The most useful
information on the startups in the region
was gathered by interviewing local startup
companies systematically. In the Tampere
Region, an annual startup survey gives the
ecosystem and alliance an overview of the
number of startups, their needs, and their
plans for the future.
Among other things, the survey carried
out in 2018 revealed that the startup companies in the Tampere Region raised about
46 million euros of funding and employed a
total of 386 people. The average number of
shareholders in a startup in the region was
six.
A situational picture of innovations in
the region has been drafted since 2013. The
annual process highlights the collaboration
between the organisations in the region
and their common analysis process. The
development of the startup ecosystem is
monitored as a part of the situational picture of innovations. The Council of Tampere
Region coordinates the work on the situational picture.

THE MOST PROMISING STARTUP
OF THE YEAR 2019
PIRKANMAA

Director, Innovation and Foresight
Council of Tampere Region

Monitoring
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4

Appendices

Appendix 1. Background to the organisations
in the startup alliance
The Council of Tampere Region

ties for startup entrepreneurs to operate
and further develop their products in the
early stages of their operations. Innovation
platforms offer companies tangible opportunities for developing their products,
prototypes and demo versions and thus improving their capabilities. Innovation platforms also function as hotspots of neural
networks in a startup ecosystem where the
operators in it can meet each other.

Traditionally, the regional council has
played an important role in the funding of
regional development projects and implementing local innovation policies through
regional development and structural fund
programmes. The Council of Tampere Region has been active in creating a situational picture of innovation in collaboration
with other local operators by assessing the
innovation environment in the Tampere
Region and the changes in it. Starting from
2013, the situational picture of innovation
follows the development of startup and
growth companies in the region. The funding and development of innovation platforms has been a core aspect of the regional
innovation policy in Tampere for years, and
the platforms have developed into facili-

City of Tampere

The City of Tampere is the centre of the
Tampere Region, and also hosts a cluster
of startup companies. In 2016, there was
a total of 204 startup companies in Tampere. The strategy of the city includes the
objectives defined in its industrial policy to
make Tampere the most interesting operat-

ing environment for companies, a meeting
point for creativity and innovation, an internationally attractive city of knowledge
and talent, and the most attractive city of
experiences in the Nordic Countries. Following the strategic focus, a development
programme for the startup and growth
ecosystem will be launched to promote
the emergence, growth and internationalisation of companies in all key business
sectors. The role of Business Tampere, a
development company owned by the City
of Tampere and the municipalities in the
region of Tampere, is to build and communicate the Startup Tampere brand.
Municipalities do not have a statutory
obligation to organise or provide public
business services. Nevertheless, as a result
of its general competence, the competition
between cities, and the changes in the operating environment, the city has taken
up business services where it has deemed
it necessary. The role of an enabler in the
startup ecosystem also fits the City of Tampere naturally in the future, thanks to municipal self-government in Finland, the general competence of the city, and its role as a
vital municipality.

pere University of Applied Sciences TAMK
is responsible for this task. A social point of
view is a key aspect in all research, development and innovation activities (RDI). The
RDI activity supports both the educational
activity at TAMK and the industry and commerce and regional development in the
Tampere Region in particular. TAMK has
participated in the development of the innovation activities of universities of applied
sciences since 2007. Since then, TAMK has
developed an innovation service model that
has resulted in the foundation of 14 new
companies and the licensing of three ideas
within a short period of time.

Pirkanmaa Employment and
Economic Development Office

Tampere Universities
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The third mission of the universities (interaction in society) determines the universities’ role in the startup alliance. In the
startup alliance, Y-kampus entrepreneurship and innovation services work in operative collaboration with universities to provide a growth platform for students and a
place for future entrepreneurs, researchers
and talents to meet. Y-kampus is a growth
platform for students and researchers who
want to express themselves and put ideas
to action.
Universities of applied sciences traditionally have an integral role in regional
development. In the Tampere Region, Tam-
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The Finnish Act on Centres for Economic
Development, Transport and the Environment (ELY Centre), section 14, states that
the task of the Employment and Economic
Development Offices (TE Services) is to 1)
promote the protection of the availability
of workforce and the improvement of employment; 2) carry out public employment
services; 3) promote the integration of immigrants into society; 4) offer counselling
related to business services; and 5) carry
out other statutory tasks or tasks that the
Centre for Economic Development, Transport and the Environment assigns to it. The
TE Services can award a startup grant to an
entrepreneur to support the launch and development of their new business. The purpose of the startup grant is to provide the
entrepreneur with a secure income during
the time it is estimated to take to get the
business up and running. The ELY Centre
and TE Services provide and/or procure
training and expert services as business
development services for small to medium-sized enterprises (SMEs). The objective of the services is to assess the need
for development in SMEs, draft a develop-

ment plan, support the implementation of
the plan, and promote the networking activities of SMEs. The startup grant plays a
significant role in the lives of startup entrepreneurs, which validates the role of the TE
Services in the startup alliance.

and the renewal of new companies. Special
emphasis is placed on the globalisation of
companies. The development grant for improving the operational environment can
be granted to public and private non-profit
communities and foundations for projects
that aim at achieving a direct impact into
the operational environment of SMEs or development opportunities of their business
activities. In addition to the aforementioned
services, the experts at the ELY Centre offer
assistance in the utilisation of the financing
and development services as well as other
public business services. The ELY Centre
works actively with companies, justifying
its participation in a strategic regional collaboration like the startup alliance.

The Centres for Economic
Development, Transport and
the Environment for Pirkanmaa

Startup entrepreneurs can apply for development and funding services for their
companies at the ELY Centres. In addition
to the Ministry of Economic Affairs and Employment, the Ministry of Agriculture and
Forestry of Finland controls the business
services that the ELY Centres offers. A significant portion of the funding for business
development actions in both of these administrative sectors is provided by various
EU funds.
Business development services cover
analysis, consulting and training services.
The analysis services provide SMEs with a
comprehensive understanding of the current state of their business as well as a development plan. With the assistance of the
consulting services, companies focused on
development can advance their business
with an emphasis on growth, renewal and
improved efficiency. The training services,
on the other hand, are intended for the improvement of the skills of business management or other key personnel. The most
significant financing services, that is, business subsidies that the ELY Centre grants,
are business development grants, corporate financing for companies in rural areas
(Ministry of Agriculture and Forestry), and
a development grant for improving the operational environment.
The business development grant is intended for the development actions and
investments of SMEs, as well as operations

Pirkanmaa Hospital District

The RDI centre at Tampere University Hospital is responsible for the research, development and innovation capabilities of the
hospital district. The duty of the research
services of the RDI centre is to provide the
infrastructure needed for research, as well
as expert services that support the financing, launching, management and realisation of research projects. The research and
innovation services improve competitiveness, capability for renewal, and quality
through improved customer experience,
patient safety, productivity and innovation
activities. The unit collaborates more closely than before with the research services
at the Kauppi campus of the University of
Tampere and with the new Tampere Universities. The hospital district provides the
startups related to health and well-being in
the region with platforms that enable their
development, which validates the role of
the hospital district in the startup alliance.
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Appendix 2. Various types of alliances
NATO alliance

https://www.businessoulu.com/en/frontpage/en/company-networks-2/oulu-innovation-alliance.html (retrieved on 1 April
2019).

The North Atlantic Treaty Organization,
NATO, is a political and military alliance
that was founded in 1949. The main purpose of NATO is to defend its member nations’ common values: democracy, respect
of individual liberty, rule of law, and finding
peaceful solutions in case of disputes. These
objectives can be reached by means of mutual solidarity between the member states.
NATO ensures the security and freedom of
its member states using political and, as
a last resort, military means. It provides
North American and European countries
with a forum where they can discuss security challenges and decide on joint measures
to counter them (fi.wikipedia.org).

Company model – The Startup Factory
(Jyväskylän yritystehdas Oy)
The Startup Factory (Jyväskylän yritystehdas Oy) is a service company co-owned
by the City of Jyväskylä, the University of
Jyväskylä, JAMK University of Applied Sciences and Jyväskylä Educational Consortium Gradia. The purpose of the company
is to create the necessary facilities for new
companies and to support the growth of
startup companies in the Jyväskylä region
as well as to support, activate and coach
students, personnel and researchers in entrepreneurship. The company was established in 2017. The purpose of the company
is to strengthen and deepen collaboration.
The owners of the company are the City
of Jyväskylä (JKL), Jyväskylä Educational
Consortium (JKKY), JAMK University of Applied Sciences (JAMK) and the University of
Jyväskylä (JY). The company’s ownership
structure: JAMK 25%, JY 25%, JKL 25%
and JKKY 25%. The customer base of the
company includes students, unemployed
people, startup companies, projects and researchers. The company sells training and
education services, services for startup and
other new companies, events, coaching,
entrepreneurial courses, and consultation
services for starting a company. The company substantiates the role of educational
institutions in an entrepreneurial ecosystem, and its role is based on the institutions’

Alliance of networks
– Oulu Innovation Alliance

The Oulu Innovation Alliance is a network
of networks that was established in 2009.
It is an alliance between the City of Oulu,
the University of Oulu, Oulu University of
Applied Sciences (OAMK), the Oulu Region
Joint Authority for Education (OSEKK), VTT
Technical Research Centre of Finland Ltd,
Oulu University Hospital, Natural Resources Institute Finland (LUKE) and Technopolis Oyj. The objective of the alliance is to
make Oulu a world-leading city by developing five ecosystems: Health, Industry, ICT
& digitalisation, Northern City, and Agile
Commercialisation. It was established in
2009. Services: research, RDI, innovation
activities, events, and training and education. BusinessOulu operates the Oulu Innovation Alliance.
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common entrepreneurship strategy and
years of practical collaboration. The Startup
Factory is a unique company in Finland that
promotes and develops entrepreneurship
in collaboration with educational institutions and the City of Jyväskylä. The Startup
Factory was founded to promote entrepreneurship and business operations and to
create new business activity. https://www.
jyvaskyla.fi/uutinen/2019-01 -07_ jyvaskylan-yritystehdas-oyn-toimitusjohtajaksi-kati-rauhaniemi (retrieved on 1 April 2019)

implementation of the project through the
common alliance organisation. The Tramway Alliance designs and builds the tramway track and depot. The City of Tampere
is responsible for the procurement of the
tram cars and the planning of the public
transport system. In construction projects,
the customer, supplier, builders and designers are engaged in the alliance as early
on in the project as possible. Among other
things, the alliance model involves an incentive scheme, Big Room activities, and
the principle of joint decision-making in the
executive team of the alliance. In an alliance
project, concerns, risks and successes are
shared between the designers, the builders
and the customer. The alliance will be dissolved in 2024.

Customer-supplier alliance
– the Tramway Alliance in Tampere
The members of the Tramway Alliance in
Tampere are the City of Tampere and Tampere Tramway Ltd., i.e. the customers, and
the supplier companies NRC Finland Oy,
YIT Suomi Ltd and Pöyry Finland Oy. In an
alliance model, the customer and suppliers
are jointly responsible for the planning and

pere were completed in 2011, and the tunnel was opened for traffic in autumn 2017.
The tunnel project was implemented as an
alliance in five phases: 1) Strategy phase; 2)
Formation phase; 3) Development phase;
4) Construction phase; 5) Guarantee phase.
The value for money concept was applied to
the Rantatunneli project. It offers the decision-makers and customers a logical model
for monitoring the project, from the definition of the project, i.e. the assessment of
requirements and general project planning,
to the completion and commissioning of the
project. The concept is based on five phases.
1) The customer determines the business
case in the assessment of requirements and
general project planning. 2) The customer
defines the goal, i.e. a value for money statement, for the project and alliance contract.
3) The customer builds an alliance in which
the customer’s objectives form the basis
for the selection of the alliance partners.
4) The alliance strives to meet the customer’s requirements as specified in the value
for money statement. 5) The customer reports on the achievement of the goals set
for the project and alliance contract to the
decision-makers. In addition to the lowest
possible costs or short and predictable lead
times, other factors that create value for
the customer and users are also important

in the value for money concept. These factors include respect for the opinions and
requirements of the users, the customer
and other stakeholders, striving for a high
level of quality, promoting innovation, and
attention to social and environmental requirements. The value for money reporting also supports continuous improvement
and helps in recognising both success and
areas of improvement. Based on the objectives of the Rantatunneli alliance contract
and results obtained in the project, open
collaboration and problem solving, trust
and efficiency were achieved in a successful
and efficient manner. The impact that the
customers set as an objective for the project was also achieved. In critical phases, a
balance had to be found between efficient
use of resources and a lack of necessary
resources. The organisation was efficient
but also fairly light. At the same time, the
operating model required the open-minded exploration of ideas, which resulted in
some bottlenecks. At times, this caused
significant extra strain on the organisation,
which sometimes resulted in shortages in
planning reserves. Rantatunneli - Arvoa
rahalle -raportti. Finnish Transport Agency,
project implementation. Helsinki 2018. 59
pages. ISBN 978-952-317-517-4.. ISBN 978952-317-517-4.

Rantatunneli Alliance in Tampere

The decisions on and road plans concerning the Rantatunneli road tunnel in Tam-
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Appendix 3. Charter of the startup alliance

The terms of agreement and code of conduct of the startup alliance

cisions without undue delay, and we do not
put pressure on other parties by threatening to terminate the agreement, for instance;
h. All payments and transactions are made
in an open and transparent manner;
i. We encourage innovative thinking, with
the purpose of achieving excellent results;
j. The management of all parties fully supports our efforts;
k. None of us pursues unreasonable benefits at the cost of others.

Our mission

We develop and improve the operations of
the regional startup ecosystem in an innovative, collaborative, sustainable and efficient manner that best supports all parties
in achieving the best possible results for
the regional startup ecosystem by 2030, i.e.
during the execution phase of the startup
alliance.
In this agreement, the expressions “we”,
“us” and “our” refer to all parties of the alliance.

In order to achieve our goals, we follow
these principles in our everyday operations:
a. We discuss openly and honestly;
b. We listen to each other carefully and respect each other’s opinions;
c. We encourage free and innovative thinking, without fear of failure or criticism;
d. We say what we mean, and we mean
what we say;
e. We acknowledge success;
f. We prefer challenging ourselves instead
of blaming each other;
g. We take responsibility for our actions
and their consequences;
h. We commit to challenging goals, even if
we do not know how to achieve them;
i. We implement all of the decisions that the
executive team of the alliance makes.

Charter of the startup alliance

We commit to the following basic principles
of our alliance:
a. We all win, or we all lose together;
b. We share the responsibility for results;
c. All parties have equal rights;
d. We make all decisions in the best interest of the startup ecosystem. We do not
make decisions or contribute to such decision-making that deliberately violate the
legitimate interests and expectations of another party that we are aware of;
e. Each of us has the rights and responsibilities according to our roles;
f. We do not blame each other;
g. In the case of any disputes, we make de-
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Operational commitments:

c. Act in a manner that leads to the best
possible result from the point of view of the
ecosystem;
d. Act in a rational way, considering the
terms and conditions, background and objectives of this agreement;
e. Act in a fair, rational and honest manner.

While performing our commitments under this agreement, we must always follow
these principles in our actions:
a. Perform all of the tasks within our sphere
of influence in a manner that is correct and
fit for purpose to enable all parties to this
agreement to perform their responsibilities
according to this agreement, and to make it
possible for us to achieve our goals under
this agreement;
b. Bring forward any conflicts of interest
that exist or may emerge in the context of
developing the startup ecosystem before
we participate in any decision-making process that the conflict of interest relates to;

These terms of agreement were adapted
from the terms of contract of the Rantatunneli Alliance. At the time of writing, the
startup alliance is still in its development
phase and therefore, the terms may still
change.
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Operating in a startup ecosystem
requires public organisations to
adopt a new way of working.
The way cities and regions develop their culture and the story
of their communities with corporations, associations, experts
and public sector organisations is decisive for the success of a
vibrant startup and growth company ecosystem.
Public organisations need uncomplicated local structures
that make it possible for them to abandon their organisational
silos flexibly, without compromising the importance of the
organisation to the entity. The strategic startup alliance
– a community within the system – was created for this
particular purpose.
The purpose of this publication is to support the development
of the vitality of Finnish cities and regions
by presenting generic models for supporting and
enabling local startup ecosystems.

