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EXECUTIVE SUMMARY
Deliverable D2.5 ”Training Material Module 4” is part of the results of
SmartCTClusters’ Task 2.3: Thematic trainings, which is dedicated to the
organization of specific training activities focused on enhancing specific cluster
capacities and skills by addressing different areas of improvement, such as the
identified in Task 2.1 Individual mentoring.
Thus, Module 4 is part of the four thematic trainings oriented to enhance cluster
management skills and achieve Cluster Management Excellence during the
lifetime of the project:
-

Module 1: Cluster Economics and Sustainable Business Models and
Cluster Management
Module 2: Smart Cities
Module 3: Industry and Value Chains analysis
Module 4: Strategy Design and Smart Specialization Strategies
alignment

As planned, this training was opened to other cluster organizations as part of the
exchange activities of the ClusterXChange programme. Concretely, this module
was part of a complete 6-half-day programme called “1st Online Training
Programme for Cluster Organisations” held from 27th November to the 18th
December”. The training counted with the participation of around 20 clusters
from Bulgaria, France, Germany, Ireland, Italy, Poland, Romania, Spain and
Ukraine.
This document mainly gathers the agenda and material used for the training
activity of Module 4.
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1 Introduction
1.1 About SmartCTClusters
The Smart CiTies through smart Clustering striving for Excellence
(SmartCTClusters) is a 24-months project financed by the COSME programme
of the European Commission. It aims at exploring a relationship model between
clusters related to aspects of the Smart City paradigm and establishing the bases
of a collaborative network that includes some of the most relevant ecosystems
of the Smart City model: Mobility, Energy, Environment and Information and
Communication Technologies (ICT).
The main goal of the project is to create a network to promote long-term, crosssectoral, cross-geographic initiatives capable of generating a clear impact in the
different involved territories through the collaboration of their productive fabric
and the transmission of knowledge and generation of new value chains.
The project is designed around two main concepts:
-

-

The Clusters Capacity Building Block devoted to enable management
skills of cluster organizations by carrying our benchmarking activities,
individual mentoring by external experts, specific thematic training
sessions as well as strengthening relationships with their respective
regional ecosystems.
The inter-cluster Community Building Block oriented to analyse the
cross-regional value chains on smart cities searching for C2C and B2B
collaboration opportunities driving to the elaboration of a collaborative
partnership strategy and roadmap.

SmartCTClusters will implement the ClusterXChange pilot scheme of European
Strategic Cluster Partnerships for Excellence programme (ESCP-4x) to facilitate
cross-regional strategic cooperation, learning and networking between Clusters.

1.2 Purpose of the document
This document intends to provide general information about the organization,
structure, content, methodology, participants and material used for the training
for Module 4 “Strategy Design and Smart Specialization Strategies alignment”
organized within Task 2.3 Thematic trainings.

1.3 Intended Audience
The targeted audience of this document are cluster organizations, mainly cluster
management teams participating in cluster management training activities.
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2 Objectives and methodology
The Training of Module 4 was part of the activities of Task 2.3. Thematic
Trainings, aimed to improve specific cluster capacities and skills. As mentioned
in the project, this training was opened to other European cluster organizations
interested in taking part of it thus to generate a wider impact and create
synergies with them. Therefore, this training was organized in the context of a
group exchange programme: the First Online Training Programme for
Cluster Organisations.
The 1st Online Training Programme for Cluster Organisations was held
online and consisted of six half-day sessions within a period of three weeks as
of the 27th November until the 18th December. It was aimed at contributing to
clusters' capacity building and knowledge about the main topics that can support
and increase the cluster's sustainability: a better decision making and strategy
adoption. Trainings consisted in sessions carried out by experts on the specific
topics, and peer-to-peer learning to allow clusters can share experiences, best
practices and lessons learned, giving the opportunity to clusters to meet, get to
know each other, learn together and assess potential collaborations on topics of
interest.
The methodology was built around two main activities:
-

-

Training: consisting of a combination of theoretical-practical sessions
provided by experts in cluster development by fostering interaction,
discussions, exchanges of best practices and knowledge transfer.
Networking where clusters will better know each other (their
organizations and sectorial activities, projects, interest, …), will share
experience on the training addressed topics and will have the chance to
explore joint collaborative actions and/or C2C business opportunities.

Around 20 cluster representatives from Bulgaria, France, Germany, Ireland,
Italy, Poland, Romania, Spain and Ukraine have participated in the training
programme.
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3 Training Programme for the Cluster Strategy Design
and Smart Specialization alignment Module
Specifically, for the Module 4 topic, there were 3 half-day sessions that touched
the Cluster Strategy Design and Smart Specialization alignment topics. Module
4 consisted in a 8 hours training held by an expert: Cluster Development, and a
half-day session where clusters and other entities shared their knowledge,
experiences and best practices regarding the strategic design of cluster
roadmaps and strategy plans, the relations between clusters and smart
specialisation strategies and the cluster excellence label processes and
evolution for the following years.




Session 1 of Module 4 focused on the main key factors before starting
any process of definition of cluster strategy: definition of the business –
Which is the right perimeter for the cluster, e.g. in terms of vertical
markets, and introduction to the need to combine strategic analysis of
the industry and performing a change management process with
companies and stakeholders as the key to identify high impact projects.
It was held on the 1st of December (9:30-13:30) and included the
following agenda:
o 9:30 - 10:00 Presentation of participants, training objectives
and expectations
o 10:00 - 11:30 Cluster initiatives as a tool to enhance
competitiveness: approach & methodology (with
examples) | Case study on business definition:
ICT cluster
o 11:30 – 12:00 Coffee break
o 12:00 – 13:30 Strategic analysis and change management
activities as the key to identify high impact
projects
Session 2 of Module 4 focused on understanding methodologies, assess
strategic challenges of members of the clusters, as well as industry in
the region, ecosystem actor’s competences, and identify future
strategies for the companies. Based on this, clusters can work to define
cluster objectives and identify actions as well as the implementation
roadmap, and how to set and monitor KPI which are related to cluster
objectives which have been set. This session was held on the 4th of
December (9:30-13:30) and included the following agenda:
o 9:30 - 11:30 Case study on cluster strategy: the TextilesFashion Industry (working groups and joint
discussion) | Key tools for industry analysis:
definition of cluster Strategy. Examples
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11:30 – 12:00 Coffee break
12:00 – 13:30 The definition of the action plan, based on the
future vision of the cluster. From strategy to
action plan. Examples | Monitoring system.
Theoretical model and examples
The knowledge and best practices sharing session, included
presentations on different topics, such as experiences, expertise, best
practices related to cluster management, etc. It was also followed by
exchanges of ideas, discussions and questions. Some of the
presentations were linked to the cluster strategies and the alignment with
smart specialisation strategies. The agenda included:
o 9:30 - 9:40
Welcome and introduction of the session –
Fondazione Torino Wireless
o 9:40 - 10:10 ESCA labelling process – EUCLES
o 10:10 - 10:40 Insights of a Gold label cluster shares their
experiences in obtaining the label – Packaging
Cluster
o 10:40 - 11:10 Clusters’ role in the definition and
implementation of RIS3 – SPRI (The
Development and Infrastructure department of
the Basque Government)
o 11:10 - 11:40 The Strategic Roadmap of research,
development and innovation of the Italian
Technology Cluster for Smart Communities:
definition, updates and involvement of cluster
members – Fondazione Torino Wireless
o 11:40 – 12:00 Coffee break
o 12:00 – 12:15 New Strategic Plan development: addressing
members through surveys / New online tools to
work with partners – Mobility and Logistics
Cluster
o 12:15 – 13:15 “Open Mic” for exchanging ideas, experiences
and best practices
o 13:15 – 13:30 Wrap up and next session information
o
o
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4 Training material
Material used during the training session of Module 4 “Cluster Strategy Design
and Smart Specialization Strategies alignment” is attached in Annex 2.
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5 Conclusions
Trainings planned in T2.3 aim to improve cluster management skills and
capabilities, thus contributing to enhance and fulfil the gaps and improvement
areas identified in Task 2.1. Therefore, Module 4 training addressed aspects
related to how clusters can design and update their strategies, role of clusters
as action tools for designing policies, verticalization and focus on the members
to develop value added services and actions. This learning was conducted by
sharing practices among the participants and main insights provided by the
experience of the expert.
This session has evidenced tools and methodologies for the strategy definition
and building process and implementation plans to identify industry needs,
market interested and be aligned with other regional, national and European
strategies, also involving participants in the decision-making process.
The knowledge and skills earned during the training sessions will support
clusters on reviewing their current practices, assess new methods and ways that
to be implemented and consider good practices and learnings to be applied in
their organizations in order to improve the management of their cluster
organizations
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ANNEX I

27th November 9:30-13:30
Opening session: Networking
presentation and clusters’ pitches.

-

SmartCTClusters

project

9:30 SmartCTClusters project presentation – Project coordinator: MLC - 20
min
10:00 Clusters’ Roundtable – Each participant Cluster present its profile,
sectors, members, services. Challenges, future objectives, partnerships
seek for projects/initiatives. Circa 3 to 5 minutes, slides are optional but
recommended.
11:45 BREAK
12:00 Dissemination of opportunities linked to current projects/initiatives:
from clusters to clusters and its members – presentation of new project ideas,
current launches of open calls for SMEs, stakeholder committee
opportunities, exchanges of best practices, etc. circa 10 min
12:10 Clusters’ Roundtable – Each participant Cluster present its profile,
sectors, members, services. Challenges, future objectives, partnerships
seek for projects/initiatives. From 3 to 5 minutes, slides are optional but
recommended.
13:25 Wrap up and next session presentation – Fondazione Torino Wireless

1st December 9:30-13:30
Module 1: Cluster strategy and Cluster vision and action plan
(Part 1)
Expert: Cluster Development
9:30 Presentation of participants, training objectives and expectations
10:00 Cluster initiatives as a tool to enhance competitiveness: approach &
methodology (with examples) | Case study on business definition: ICT cluster
Co‐funded by the COSME programme of the European Union
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11:30 BREAK
12:00 | Strategic analysis and change management activities as the key to
identify high impact projects
13:30 Wrap up and next session information

4th December 9:30-13:30
Module 1: Cluster strategy and Cluster vision and action plan
(Part 2)
Expert: Cluster Development
9:30 Case study on cluster strategy: the Textiles-Fashion Industry (working
groups and joint discussion) | Key tools for industry analysis: definition of
cluster Strategy - Examples
11:30 BREAK
12:00 The definition of the action plan, based on the future vision of the
cluster. From strategy to action plan - Examples | Monitoring system.
Theoretical model and examples
13:30 Wrap up and next session information

10th December 9:30-13:30
Knowledge exchange and best practices sharing from different
clusters’ experiences – presentations of 15-20 min about experiences,
expertise, best practices related to cluster management, etc. that the clusters
want to share, followed by exchanges of ideas, discussions and questions.
9:30 Welcome and introduction of the session by Torino Wireless – 10 min
9:40 ESCA labelling process – EUCLES
10:10 Insights of a Gold label cluster shares their experiences in obtaining
the label – Packaging Cluster
10:40 Clusters’ role in the definition and implementation of RIS3 – SPRI (The
Development and Infrastructure department of the Basque Government)
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11:10 The Strategic Roadmap of research, development and innovation of
the Italian Technology Cluster for Smart Communities: definition, updates
and involvement of cluster members – Fondazione Torino Wireless
11:40 BREAK
12:00 New Strategic Plan development: addressing members through
surveys / New online tools to work with partners – Mobility and Logistics
Cluster
12:15 “Open Mic” for exchanging ideas, experiences and best practices
13:15 Wrap up and next session information

14th December 9:30-13:30
Module 2: Cluster governance and Change management (Part 1)
Expert: Cluster Development
9:30 Objectives of the session. Monitoring system. Theoretical model and
examples
10:00 Change management. The key to facilitate and build up a shared and
common vision for the cluster.
11:30 BREAK
12:00 Cluster management, key elements to take into consideration.
Organizational cluster models. Examples
13:30 Wrap up and next session information

18th December 9:30-13:30
Module 2: Cluster governance and Change management (Part 2)
Expert: Cluster Development
9:30 Services and new sources for funding.
11:30 BREAK
12:00 Examples on how to develop new services and identification of new
funding sources | Cluster management tools. Their function and how/ when
to apply them (CRM, interviews, surveys, reports, etc.).
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13:30 Wrap up and next session information
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ANNEX II

Training Material
Module 4

Co‐funded by the COSME programme of the European Union

www.SmartCTClusters.eu
info@SmartCTClusters.eu

Agenda – 1st module
Part 2 - Cluster Strategy - 1st day
9:30
10:00

- Presentation of participants.
-Training objectives and expectations.

10:00
11:30

- Cluster initiatives as a tool to
enhance competitiveness: approach
& methodology (with examples).
-Case study on business definition: ICT
cluster
Coffee break

12:00
13:30

Part 2 – Cluster Strategy - 2nd day
- Case study on cluster strategy : the TextilesFashion Industry (working groups and joint
discussion)
- Key tools for industry analysis: definition of
cluster Strategy
- Examples

Coffee break

- Strategic analysis and change
- The definition of the action plan, based on
management activities as the key to
the future vision of the cluster. From strategy
identify high impact projects
to action plan.
- Examples
- Monitoring system. Theoretical model and
examples

www.cluster-development.com

2

Cluster objectives &
Key Success Factors

www.cluster-development.com
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Clusters as a tool to enhance competitiveness
Clusters are the right strategic unit for developing an
Industrial Policy by regional governments

Sofisticación de
Sophistication
la
estrategia de
las empresas

of Company

Strategy and Operations
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Quality of the
Microeconomic
Business
Environment

5

Never forget clusters objective!
…by means of
COLLABORATION!
COLLABORATION IS NOT
THE OBJECTIVE PER SE, BUT
THE WAY TO FACILITATE
STRATEGIC CHANGE OF THE
COMPANIES
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Definition of
business, identifying
future strategies &
action plan
www.cluster-development.com
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KEY SUCCESS FACTORS FOR A CLUSTER INITIATIVE
T I M E

BUSINESS SCOPE
DEFINITION
FUTURE STRATEGIES

ACTION PLAN
INVOLVEMENT AND MOTIVATION OF COMPANIES
LEADERSHIP OF CORE GROUP OF COMPANIES
ADJUSTING EXISTING
STRUCTURES (INCUMBENTS)
Related business and strategy

Motivation / private sector involvement
Institutional aspects

GOVERNANCE
CLUSTER MANAGEMENT
BUDGET
CO-FUNDING

Organization and management of cluster
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DEGREE OF TRANSVERSALITY

DEFINITION OF CLUSTER INITIATIVES
Trends in clustering initiatives: Clusters 2.0

KID’S CLUSTER,
SPORT CLUSTER,
SENIORS…

BIOTECH,
TIC,
PHOTONICS…
PLASTIC,
METAL,
….

HABITAT
CHEMISTRY
WINE, OIL,
HEALTH,
AUTOMOTIVE,
FURNITURE…

RAW MATERIALS
MANUFACTURING
PROCESSES

TECHNOLOGYORIENTED

PRODUCT-ORIENTED

FASHION,
RETAIL,
GOURMET,
MOBILITY…
…
MARKET STRATEGIES
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METHODOLOGY STEPS FOR STRATEGIC ANALYSIS
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CLU TER
CLUSTER
CL
1

BUSINESS ENVIRONMENT

STRATEGIC BUSINESS SEGMENTS
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Strategic options
Conte
x
t
o
d
e
E
s
t
r
a
t
e
g
i
a
e
m
p
r
e
s
a
r
i
a
l
y
r
i
v
a
l
i
d
a
d

Cond

7

Condicio

Industrias
r
e
l
a
c
i
o
n
a
d
a
s
y
d
e
s
o
p
o
r
t
e

i
c
i
o
n
e
s
d
e
l
o
s
F
a
c
t
o
r
e
s

Key success factors

(Inpu
t
)

9

Condi
c
i
o
n
e
s
De la
Deman
d
a

Ideal biz environmentt
(Diamond)

8

Industria
s
r
e
l
a
c
i
o
n
a
d
a
s
y
d
e
s
o
p
o
r
t
e

Action plan definiton
(coherent with future strategies)
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4. PURCHASING CRITERIA
 It is essential to know what does the customer want.
 It is generally price… but not only price.
- Design, deliver, flexibility, variety, etc.

 It is not easy to in-depth on this, but it is key for the future of
the business
- To know what features are expected can permit one company
differentiate from their competitors
- and to fit in the market
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THE STEPS OF THE STRATEGIC ANALYSIS
SECTOR

1

CLU
CLUSTER

STRATEGIC
SEGMENTATION
For each strategic segment,

2

Business attractiveness
B
evolution (5 forces)

4

Purchasing criteria

6
7

Business
environment (today)
y)

3

Benchmarking

5

Ideal business
environment

8

Strategic options

Key success factors

9

Business plan
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6. STRATEGIC OPTIONS
 A strategic option is a decision that happens at a company
level (not at a cluster level)
- Several options (/ways to compete) are available, and each company
has to decide on what option is best adapted to its capabilities and
potentialities

 Not all the options are equally interesting… companies do
need to try to go for the more interesting and FEASIBLE
option possible.
 At a cluster level, you should try to motivate the companies
to go for the best FEASIBLE options available, and adequate
the environment accordingly.
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STRATEGIC OPTIONS (MEZCAL CLUSTER)

PREMUM

RETAIL AVERAGE PRICE

(INTERNATIONAL)
500
(38 $)

OWN BRAND

200
(15 $)

MASS MARKET

MAQUILA MASS MARKET

50
pesos

ARTISANTRADITIONAL
LOCAL AND
REGIONAL
MARKET

NATIONAL /
MEXICO DF

INTERNATIONAL
USA

Rest world
Pg. 14

DIFFERENT STRATEGIES, DIFFERENT ACTIONS
Requests from traditional textile industry
associations- (Catalan textile cluster, 2005)
•Lobby in Brussels to redefine liberalization agreements and
implement new tariffs
•More funds for the restructuring of the textile sector plan
•Get tax breaks for investments in the realization of the
typical samples

Brand and Retail strategy action plan
(Barcelona fashion cluster, 2006)
Intelligence
market
Professional
profiles

Final Consumer market research
Fashion Retail Academy

Stores
management?

Brands Channel Program
(Information Systems)

Purchasing and
logistics?

Improving Global Sourcing in Asia
Joint purchases

Brand
management?

Diffusion of environmental agents
Channel program marks

•More funds to go to fairs, events

•More R+D funds for the 3 local technological centers
•Grants to purchase machinery
•Training activities for industrial engineering profiles with
focus in productive textile industries.
•Grants to apply new ICT tools to businesses and products.

•Funds to participate in the European Textile Cities Network
for collaborative projects.

www.cluster-development.com

internationalization?

Financing
growth

Market studies, local partners

Specialized Venture capital

TYPOLOGY OF ACTION /PROJECTS
PROJECT CONTENT
PRODUCT AND PROCESS
INNOVATION
MARKET AND CONSUMER
KNOWLEDGE
BUSINESS DEVELOPMENT AND
INTERNATIONALIZATION

PROJECT PARTICIPANTS
TRANSVERSAL FOR
EVERYONE
COLLECTIVE (INDIVIDUAL
USE)

PROJECT MANAGEMENT

SETTING RULES
PROJECT
GENERATION

CLUSTER MANAGER
SALES POINT/ RETAIL
VISIBILITY AND MARKETING
OPERATIONAL EFFICIENCY

GROUP STRATEGIC
COLLABORATIONS
(CLOSED NETWORKS)
INDIVIDUAL CHANGES /
IMPROVEMENTS

SUPPLIER IMPROVEMENT
SPECIALIZED TRAINING
STRATEGIC MANAGEMENT

EXTERNAL PARTICIPANTS

PARTICIPANTS
FINANCING
INDICATORS AND
EVALUATION

INTERCLUSTERS

FINANCING
DYNAMIZATION / NETWORKING
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TYPOLOGIES AND EXAMPLES OF PROJECTS

www.cluster-development.com

PRODUCT AND PROCESS
INNOVATION
MARKET AND CONSUMER
KNOWLEDGE
BUSINESS DEVELOPMENT AND
INTERNATIONALIZATION

 New collaborative product launch (Kids cluster backpack)
 Specialized market studies about kids (Kids cluster)
 Development of a stronger final consumer relation (sales on line, apps, …)
 Specialized testing centers, consumer testing and panels (premium food,..)
 Business development / Internationalization
 New market segments / new geographic markets (Rail – Turkey, fruits- Russia)
 Business opportunities for local suppliers (automotive cluster)

SALES POINT/ RETAIL
VISIBILITY AND MARKETING
OPERATIONAL EFFICIENCY
SUPPLIER IMPROVEMENT
SPECIALIZED TRAINING

 International Partners research (architecture cluster, water cluster..)
 Partnership for joint investments abroad
 Joint stores
 Actions focused on understanding buyer purchase criteria
 Visibility and international positioning actions (multilingual website, events,….)
 Shared actions in other countries (healthcare architecture)
 Marketing & PR at cluster level (Sport in Brazil, Come & See potential customers in Architecture)
 Specialized infrastructures (joint water treatment system in leather cluster)
 Supplier improvement program (SONY-HP mould making suppliers) / attraction of key suppliers

STRATEGIC MANAGEMENT

 Product Quality labels (wood, biomass)
 Training in Management or specialized training (Master Sports Engineering, Fashion Academy)

FINANCING

 Specialized financing and venture capital
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Main learnings
•
•
•
•
•
•
•
•

Objective: Competitiveness / companies
Perimeter - Area of work of the cluster: segmentation by business
We all work in group / chain key and looking for collaboration, we have all learned
to manage complex processes ... business strategies will be the future
differentiating factor
Help companies in a cluster to sophisticated and improve their individual strategy
with strategic analysis, understanding the evolution of demand, with international
references and joint / collaborative actions oriented to the future strategy
We must MOTIVATE (business involvement) and ORGANIZE (cluster governance) but
be clear WHY (BUSINESS STRATEGY)
Cluster manager as a benchmark for change - Facilitating and promoting actions
that support companies
Business is changing ... You have to adapt
+ Management aspects (co-financing, external resources without losing the ultimate
organizational goal, marketing oriented to visibility and membership -and growth, if
necessary-)
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