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Abstract 

Digital transformation is an area of research that has received a lot of attention in recent years. 

When talking about it in the context of entrepreneurship, digitalization is changing business 

interactions as well as completing different tasks. Since the businesses are not working in 

isolation, but can be rather seen as part of complex ecosystems interacting with different 

stakeholders, there is an unexplored research area regarding digitalization of ecosystems. The 

purpose of this research is to extend the literature on value creation and delivery within complex 

multi-stakeholder ecosystems using digital platforms and the change in the roles and 

responsibilities of stakeholders. The empirical research is based on qualitative approach 

utilizing case-study to investigate how the roles and responsibilities of an ecosystem have 

changed via semi-structured interviews. The findings indicate that digitalization changes the 

ecosystem by optimizing the existing interactions between different stakeholders as well as 

enabling stakeholders to take new roles on the digital platforms. Roles were impacted in terms 

of power and leadership over the ecosystem, but to a larger extent there was a shift in how 

stakeholders carried out their responsibilities. Additionally, digital technologies change the 

responsibilities by automation as well as taking over certain roles in the form of machine 

learning algorithms.  
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1. Introduction 

_____________________________________________________________________________________ 

In this chapter we introduce the topic of our work by explaining what an ecosystem 

represents, what it comprises, and the actors within it. Later on, we show the problem 

and the purpose of the study. 

______________________________________________________________________ 

1.1 Background 

Business endeavors are undertaken by actors working in a complex environment. These 

are described as ecosystems, a term used in multiple contexts. For example, an innovation 

ecosystem orchestrates complex relationships of economic dynamics formed between 

actors, with the goal of enabling technological development and innovation (Jackson, 

2011). The business ecosystem regards stakeholders such as governments, associations, 

industrial entities, and many more (Moore, 1993) co-evolving in uncertain business 

environments. However, the term originates from biological ecosystems in which an 

open, demand-driven, self-organizing agent environment emerges from the actions of 

self-interest of the agents in the context of ecology (Boley & Chang, 2007). 

 

Many similarities can be seen between different ecosystems, one of them being that 

ecosystems consist of different stakeholders who all have a specific role in the ecosystem 

for it to survive. Hein, Van Koppen, Fe Groot, and Van Ierland (2006) refer to 

stakeholders as any group or individual who can affect or is affected by the ecosystem’s 

services. Multiple stakeholders, including indirect ones, are included in the ecosystem 

view, as opposed to a conventional value chain view, thus including also academia, 

media, companies from other industries producing complementary products, regulatory 

agencies, financial institutes, competitors, and so on. (Iansiti & Levien, 2004b; Moore, 

1993). 

 

Each stakeholder has a set of responsibilities through which they act in value exchange. 

How a stakeholder creates and delivers value is typically defined in their internal structure 

(Teece, 2010), whereas value delivery describes how different processes and activities 

are used to deliver that value, such as specific delivery resources and capabilities (Parida, 

Sjödin, & Reim, 2019; Schallmo, Williams, & Boardman, 2017). Value is co-created 
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through collaboration within ecosystems described as innovation-centered and conducive 

environments, where non-linear innovation can foster while new digital technologies are 

emerging (Smorodinskaya, Russell, Katukov, & Still, 2017).  

 

The different digital technologies emerging can be called digitalization in broader terms 

that impacts people in their professional as well as personal lives. The term digitalization 

consists of the digital transformation of a process or activity so to benefit from different 

factors, such as the decrease of used physical space, increased efficiency and efficacy, 

swift communication, and so on. According to Matt, Hess, and Benlian (2015) digital 

transformation impacts business processes, organizational structures, management, 

operations and products. Amongst other things, the benefits range from innovation in 

value creation and new ways of interacting with different stakeholders to the point of 

entirely changing their strategy (Osterwalder, Pigneur, Clark, & Pijl, 2010). 

 

In the era of deep digitalization it’s crucial to align the digital transformation strategy to 

the business strategy. Matt et al. (2015) continue their study by stating that digital 

transformation strategies have four essential dimensions: use of technologies, changes in 

value creation, structural changes, and financial aspects. The purpose of this thesis is to 

identify the changes that digitalization brought upon the stakeholders. To better tackle 

this issue it’s important to understand how digitalization improves the capability of firms 

in creating value within an ecosystem.  

 

A recent study identified a trend regarding how organizations are becoming “platform 

organizations”, where stakeholders involved such as employees, funders, and customers 

don’t play a stable role but rather collaborate to create a customized product or service 

with the scope of targeting different market niches (Pisano, Pironti, & Rieple, 2015). 

Therefore, combining digitalization with platforms can greatly support and enhance 

ecosystems and the interactions within these. Digital platforms give easy access to 

networking, resources, funding, and other factors that help bring future innovative 

technological solutions closer. Regardless of the size of the company that offers such 

digital platform, the environment created is a place for transactions that provides a variety 

of contents and services (Gawer & Cusumano, 2014). 
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Studies on platforms started decades ago, describing them as an unrecognized source of 

productivity in the high-tech industries, due to their intrinsic potential to efficiently 

generate new combinations of resources, routines and structures. These new combinations 

are better equipped to match the current, turbulent circumstances. (Kogut, 1991) 

Furthermore, Rochet and Tirole (2004) studied how a multi-sided market involves 

interactions between two or more different affiliated users, creating value in a platform 

strategy that is likely to continue to grow consistently using the network effect (Evans, 

Hagiu, & Schmalensee, 2006). Platforms also provide firms with considerable innovative 

potential through knowledge exchange (Cooke, 2012). 

 

The type of digital platform that most resembles the pattern of cooperation among the 

players in the ecosystem is the matchmaker. By definition, a matchmaking platform 

locates a provider corresponding to a consumer request for service, and then creates the 

connection between the consumer and the chosen provider (Castro, Kolp, & Mylopoulos, 

2002). Furthermore, these platforms are multi-sided systems, meaning that the users 

registered cover different roles from one another so to supply to the other users’ needs. 

More recent studies identify matchmakers as companies that operate in virtual space to 

help two or more different groups find each other and interact (Evans & Schmalensee, 

2016). 

 

While researchers studied the importance of value creation by digital business, it’s clear 

that such phenomenon had been growing exponentially in the last few decades and further 

study on how this type of platforms operate in the digital entrepreneurial ecosystem is 

needed (Sussan, & Acs, 2017). 

1.2 Problem 

The thesis research area is entrepreneurship and technology. Due to the spread of the 

Internet and digital devices, we are ever more connected through different social 

platforms. Digital platforms differ in purpose and complexity, ranging from connecting 

us in our personal lives to connecting us with our colleagues and business partners. 

Furthermore, the connection can be simple or in the middle of a very complex ecosystem, 

connecting multiple stakeholders. The use of platforms is looked into more thoroughly as 

a means of mediating communication and extra value creation within multiple 
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stakeholder ecosystems (Sussan & Acs, 2017). More specifically, platforms look at the 

interplay between digital world and real world and the potential of digital transformation, 

attempting to fulfill the purpose of a multi-stakeholder organization. 

 

Based on the literature review regarding digitalization and digital ecosystem, it became 

apparent that the ecosystem actors’ perspective is missing, actors being providers, 

customers, service partners and digital players. The unexplored area regards the 

distribution of activities, roles, value creation and capture, models for cost, and revenue 

sharing. There is potential for future research in understanding how digital transformation 

impact ecosystems regarding resource usage, value creation, operations and use of digital 

technologies. (Parida et al., 2019) 

 

Further dwelling on the matter, Parida et al. (2019) have identified research gaps, the most 

relevant for this research being the identification of roles in value delivery variations 

among stakeholders involved in digitalization. Well networked ecosystems will lead to 

new interdependencies and power relationships as well as the demand for new 

capabilities. Being able to orchestrate an ecosystem relationship with a delivery network 

is necessary for digital matchmaking platforms, but insights on how to develop such 

capabilities are not yet well understood (Parida et al. 2019). 

1.3 Purpose 

The goal of this research is to extend the present literature on the value creation and value 

delivery within a complex multi-stakeholder ecosystem that is using digital platforms. 

The evaluative purpose aims to reflect on how stakeholder interactions have changed as 

an ecosystem is becoming digital. Therefore, the research question is: 

 

How do roles and responsibilities in value delivery change among ecosystem actors 

engaged in digitalization? 

 

The empirical research will be done as qualitative research via interviews with various 

stakeholders within an ecosystem who collaborate through networking, along with 

representatives of the organization providing the ecosystem, to better understand its 

development.  
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2. Theory 

_____________________________________________________________________________________ 

This chapter highlights the current state of research regarding ecosystems, their digital 

aspect, and the roles of the actors within one. 

______________________________________________________________________ 

2.1 Ecosystems, Definition and Types 

The term ecosystem exists in different industries and has similar characteristics. Frosch 

and Gallopoulos (1989) bring attention to the similarities of two types of ecosystems: the 

biological ecosystem in which all biological waste is used by other organisms indefinitely 

and efficiently and industrial ecosystem in which the consumption of energy and 

materials is optimized, waste generation is minimized and the effluents of one process 

serve as the raw material for another process. According to Frosch (1992), the system 

structure of a natural ecology and industrial system’s structure also resemble an economic 

system, and he emphasizes the potential of learning from the natural world to 

understanding the potential future developments of man-made ecosystems. Rothschild 

(2004) compares key phenomena observed in nature such as competition, exploitation, 

learning, growth, specialization, co-operation, [...] to a capitalist economy and seeing the 

latter as a living ecosystem. 

 

Based on the definition that Moore (1993) gave to the business ecosystem as an economic 

community whose foundation lies within the interactions between organizations and 

individuals, Kim (2016) extrapolated that to correctly conduct a study on such ecosystem 

the reciprocal relationship among companies and related stakeholders must be thoroughly 

explored. A business ecosystem contains different levels of organizations, for instance 

industrial entities, governments, associations and other stakeholders and who co-evolve 

to serve a common goal in an uncertain business environment (Moore, 1993). Business 

ecosystem develops through emergence, co-evolution and self-organization that all help 

it to acquire adaptability. Both competition and cooperation are present within a business 

ecosystem. (Peltoniemi & Vuori 2008) Business ecosystem describes the view of a 

comprehensive cross-industry collaboration, rather than the traditional view of linking 

partners directly. (Rong, Lin, Shi, & Yu, 2013) 
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In the realm of business ecosystems, the innovation ecosystems are also differentiated, 

which are defined by Autio and Thomas (2014) as a network of interconnected 

organizations around a platform (or focal firm), combining users and producers, while the 

focus is on new value that comes from the innovations. It is suggested by Pellikka and 

Ali-Vehmas (2016) that a company’s performance and capabilities to create innovation 

are dependent on managing resources and assets outside its direct control such as 

networking, co-creation and co-operation with innovation ecosystem partners. Innovation 

ecosystems together with business formats and businesses themselves are shaped by 

digital innovation (Adner & Kapoor, 2010).  

2.1.1 Stakeholders’ Roles and Ecosystem Lifecycles 

Inside an ecosystem, the different stakeholders’ roles are not fixed, but are dynamic and 

dependent on characteristics of the local environment, but there are certain stakeholders 

in an ecosystem that play a crucial role (Peltola, Aarikka-Stenroos, Viana, & Mäkinen, 

2016). Lu, Rong, You, and Shi (2014) have combined elements of previous researches to 

develop a multi-dimensional framework called the Triple Oscillation Model. It consists 

of stakeholder classes according to Mitchell, Agle, and Wood (1997), functional roles as 

brought out by Iansiti and Levien (2004a) and business ecosystem lifecycle according to 

Rong (2011) (see figure 1.). 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

 

7 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 1. Framework presented by Lu et al. (2014). (Extended by thesis authors to match 

original authors’ framework) 

 

The functional roles and classes of different stakeholders change over the evolution of a 

business ecosystem. Strategy needs to be formed not only based on the organization, but 

on the surrounding ecosystem as well. Together with the strategic positioning to the 

ecosystem, different stakeholders adapt a specific strategic role. (Paulus-Rohmer, 

Schatton, & Bauernhansl, 2016) Organizations can take four different roles in a business 

ecosystem as listed by Iansiti and Levien (2004a): keystones, niche players, dominators 

and hub landlords. “Keystone” companies have a large impact on the whole system as 

they serve as enablers, yet they are typically in minority. They shape and coordinate the 

ecosystem by dissemination of platforms that are the basis for ecosystem innovation and 

operations. Keystones are successful if they provide a healthy platform together with the 

processes and assets they provide to the ecosystem but fail if the ecosystem becomes 

unhealthy or if the ecosystem switches to different platforms, abandoning keystones’ 

architectures. The largest mass is taken by the niche players, who emphasize 
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differentiation and focus on unique capabilities, leveraging key assets provided by others. 

Niche firms succeed when leveraging well-run platforms and manage dependencies that 

are created but fail when they misread the dynamics of the environment, are taken 

advantage of by dominator or associate with weak keystone. Dominators and hub 

landlords are described as organizations that attract resources without functioning 

reciprocally. They attack the ecosystem, absorbing and integrating external assets into 

internal operations. Dominators progressively take over their ecosystem, moving from 

the closest niche to other niches. Lu et al. (2014) have simplified the original roles in their 

model to participant (providing support under the ecosystem leader’s guide), dominator 

(integrating resources into a network and leading industry’s development) and 

opportunist (contribution has fallen but staying within ecosystem doing business when 

needed).  

 

The stakeholder classes relate to various combinations of attributes as brought out by 

Mitchell et al. (1997): power, legitimacy and urgency. Latent stakeholders possess only 

one of those attributes. For example dormant stakeholders have power to impose their 

will on a firm, but since they don’t have an urgent claim or a legitimate relationship their 

power is left unused. Discretionary on the other hand have legitimacy, but they don’t 

have power to influence the firm and no urgent claims. Demanding stakeholders have 

urgent claims, but no power nor legitimacy to push through their will. Expectant 

stakeholders are those that possess 2 out of the 3 attributes and therefore feel the right to 

be demanding. Firstly, dominant stakeholders, who have legitimate claims and the power 

to act on them, but who may choose not to. Dependent stakeholders have urgent legitimate 

claims but lack the power to push through their will. Thirdly, there are Dangerous 

stakeholders, who have power and urgency, but lack legitimacy. According to Mitchell 

et al. (1997), stakeholder salience will be high when all of the three attributes - power, 

legitimacy, and urgency are perceived as high. These are called Definitive stakeholders.  

 

Rong (2011) brings out 5 stages of development of a business ecosystem: emerging 

(vision is shared to partners of the new industry, new solution proposed for the emerging 

market and leveraging partners to build up supply chain and commercialize products), 

diversifying (diversifying solution together with partners, encouraging them to co-design 

vision for future of the industry, co-design solution platform for industry future and 
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encourage partners to develop end-user solution based on initiated platform), converging 

(selection of key solutions, which key partners integrate for specialized markets, continue 

work with key partners to improve solution platform), consolidating (finalizing solution 

to dominate market, integrating partners regarding dominant design to improve industry 

efficiency and continuous improvement of solution platform to maintain competitive 

advantage) and renewing (identifying new requirements or niche market different from 

the existing industry and reorganizing partners network). Another dimension in the 

business ecosystem lifecycle is mentioned by Lu et al. (2014) called the “initiation” stage, 

which is an attribute to industries that have undergone deep intervention from 

governments as opposed to market-driven industries and is listed as the first stage in those 

cases. 

 

The development of an ecosystem has been put in a framework of different stages by 

multiple authors. Rong et al. (2013) have developed a framework consisting of 3 separate 

stages: incubating, identifying and integrating. Incubating phase means gathering 

complementary partners to build a supportive environment. In the identifying stage, 

leading partners are selected that identify key customers. Lastly, in the integrating phase, 

ecosystem partners that are classified into different categories are integrated to work 

together on the product. According to Moore (1993), a business ecosystem initially starts 

developing from unstructured core elements such as customer interests, talent, capital in 

a similar way than species springing from sunlight, water and soil nutrients. He 

differentiates four different stages of the business ecosystem life-cycle: birth, expansion, 

leadership and self-renewal/death, which are looked through the lens of coevolution - the 

complex interplay of co-operative and competitive behaviour (see figure 2.). 

 

The Evolutionary Stages of a Business Ecosystem 

 Cooperative Challenges Competitive Challenges 

Birth Work with customers and suppliers 

to define the new value proposition 

around a seed innovation. 

Protect your ideas from others who 

might be working toward defining 

similar offers. Tie up critical lead 

customers, key suppliers, and 
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important channels. 

Expansion Bring the new offer to a large market 

by working with suppliers and 

partners to scale up supply and to 

achieve maximum market coverage. 

Defeat alternative implementations of 

similar ideas. Ensure that your 

approach is the market standard in its 

class through dominating key market 

segments. 

Leadership Provide a compelling vision for the 

future that encourages suppliers and 

customers to work together to 

continue improving the complete 

offer. 

Maintain strong bargaining power in 

relation to other players in the 

ecosystem, including key customers 

and valued suppliers. 

Self-Renewal Work with innovators to bring new 

ideas to the existing ecosystem. 

Maintain high barriers to entry to 

prevent innovators from building 

alternative ecosystems. Maintain high 

customer switching costs in order to 

buy time to incorporate new ideas into 

your own products and services. 

 

Figure 2. Table illustrating the evolutionary stages of a business ecosystem, Moore, 1993. 
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2.2 Digitalization: digital ecosystems and platforms 

2.2.1 Digital transformation and digitalization 

Digital transformation is topical phenomena in the 21st century, radically reshaping the 

personal as well as professional lives of people at an ever-increasing speed. It is defined 

by Parviainen, Tihinen, Kääriäinen, & Teppola, (2017) as the shift in ways of working, 

business offering and roles enabled by digital technologies in the environment of 

operation of the organization or the organization itself. These changes take place on 

multiple levels (Parviainen et al., 2017) (see figure 3.) 

 

 

Figure 3. Impact levels of digital transformation (creation by authors, 2019) 

  

Digital transformation changes the structures of society and on the business domain level 

the roles and value chains within ecosystems are impacted. Organizations gain value from 

it through new services or offering old services in novel ways as well as discarding old 

practices. Organizations also benefit from digital tools and making processes more 

efficient. (Parviainen et al., 2017)  

 

The term digitalization is defined as “the sociotechnical process of applying digitizing 

techniques to broader social and institutional contexts that render digital technologies 

infrastructural” (Tilson, Lyytinen, & Sørensen, 2010). The digital affordances that rise 

from the technical architecture of digital infrastructures  allow for a redesign of value 

creation, delivery and capture processes across the economy. There are three key 

affordances shaping the locus of entrepreneurial opportunities in economy and that make 

it possible to pursue them: disintermediation, generativity and decoupling between form 

and function. (Autio, Nambisan, Thomas, & Wright, 2017) The potential benefits of 

digitalization, as brought up by Matt et al. (2015), are increased sales or productivity, new 
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ways of interacting with customers, and innovations in value creation. Digitalization as 

an evolution process enabled current environments to work in a more efficient way, 

improving communication and cooperation, giving birth to what is known today as digital 

ecosystems. 

2.2.2 Digital ecosystems 

A digital ecosystem is defined by Li, Badr, and Biennier (2012) as a self-organizing 

sustainable system that combines digital entities and their interrelations with the focus on 

interactions between them to gain benefits, promote information sharing, increase system 

utility, cooperation and system innovation. Digitalization enables value creation through 

ecosystem orchestration and collaboration (Parida et al., 2019), and enables the creation 

of new services. Thus, servitization and digitalization have a mutual influence and a joint 

effect on transforming the businesses and ultimately transparently showing the impact 

and effects of digitalization.  

 

Biological ecosystems are also brought out as a parallel when talking about digital 

ecosystems by Boley and Chang (2007), who define it as a loosely coupled, open, 

demand-driven, domain clustered, self-organizing agent environment, where the agents 

of different species are responsive and proactive as for their own benefit, but at the same 

time responsible to its system. There are similarities to both ecosystem types regarding 

their components. Firstly, they both contain agents that join the ecosystem out of self-

interest and which could form species that share similar interests. Both are open, as for 

the digital ecosystems case meaning the virtual environment is transparent and loosely 

coupled as the roles are not predefined in the virtual community. The driving force to join 

ecosystems is incentive driven and both are self-organizing, meaning agents’ autonomous 

actions, decisions and responsibilities. There is an environment containing individuals, 

interactions within the network, information services and knowledge sharing tools and 

resources helping to create synergy. In this same environment agents have the 

characteristics of proactiveness and responsiveness regarding willingness to participate 

and cooperate with other agents. Within biological and digital ecosystems there are also 

benefits and profit referring to the advantages and social or economic gain respectively. 
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Due to the digitalization era, new opportunities emerge from broken down industry 

barriers and traditional businesses, Weill and Woerner (2015) call this digital disruption. 

The authors found that in the age of digital disruption businesses focused narrowly on 

value chains were at a disadvantage and needed to think broadly in regard to business 

ecosystems as well as use the increased amount of customer data to better serve their 

customers. These developments lead to four separate business formats (see figure 4.). 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 4. Four business formats for the digital era, Weill and Woerner, 2015. 

 

Companies need to determine if they want to control the value chain or be part of a 

complex ecosystem and to which extent they are willing to invest knowing their 

customers. The Suppliers typically operate in the value chain of another powerful 

company and have partial knowledge of the customer. The Omnichannel Businesses 

provide their customers greater choice and a seamless experience with products on 

multiple channels, both physical and digital. The Ecosystem Driver establishes an 

ecosystem of external providers that offer complementary and sometimes competing 

services. The Modular Producer provide services that adapt to a variety of ecosystems. 

(Weill & Woerner, 2015) 

 

There are specific differences in communication, agents, roles, and so on if a digital 

ecosystem is compared to other architectures. For example in a peer-to-peer architecture, 

each agent has a predefined role, acting as a client or a server, but not both. A grid 
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architecture stitches partners together to share resources but cannot avoid counter free 

riding. Whereas in a client server architecture the communication is centralized it acts as 

a control environment. Finally, the web service network, in which there are central 

brokers, the service providers and requesters are distributed in a hybrid architecture, not 

guaranteeing the quality of service nor trust. (Boley & Chang, 2007) 

 

A digital ecosystem is viewed by Tiwana, Konsynski, and Bush (2010) as a combination 

of a digital platform and the modules specific to that platform (see figure 5). Whereas a 

software-based platform is defined as the extensible codebase of a system that is based 

on software, providing functionality that is shared by modules inter-operating with it and 

the interfaces through which they interoperate. A module is an add-on software-based 

subsystem connecting to the platform adding extra functionality to it.  

 

 

Figure 5. Elements of platform-centric ecosystems. Tiwana et al (2010). 

  

2.2.3 Platforms 

Previous studies explain the concept of the platform as a new tool which creates an 

interactive ecosystem where the collaboration among people and organizations is 

enhanced. This allows for better resource investments, resulting in incredible amounts of 

value created and shared (Ben-Gad, 2016). A business-platform has the scope of 

connecting and organizing an ecosystem of individuals and various actors to co-create 

value by exploiting the network, resources, transactions, and collaborations. Furthermore, 

both assets and output value of a platform have shifted from the organization to the 
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ecosystem and these elements are derived from the ability and flexibility in orchestrating 

interactions among the actors involved (Ruggieri, Savastano, Scalingi, Bala, & 

D’Ascenzo, 2018). As shown below, platforms are divided into four different types by 

Evans and Gawer (2016).  

Figure 6. Types of platform companies, Yablonsky, 2018; Evans and Gawer, 2016. 

 

Transaction platform is defined by Evans and Gawer (2016) as a technology that is an 

intermediary facilitating transactions between users, buyers or sellers. Innovation 

platform is a technological foundation that enables other companies develop 

complementary technologies, products or services. Integrated platform is a technology 

combining transaction and innovation platforms. Investment platforms consist of 

companies that have a platform portfolio strategy, acting as active platform investor, 

holding company or both.  

 

As studied by Evans et al. (2006), a platform can benefit from the “network effect”, which 

tends to strengthen the advantages of the platform itself as well as those for participants. 

The phenomenon of the platform has emerged as a new, potent organizational strategy 

for innovation and business transactions in a number of industries. Due to these reasons, 

an increasing number of organizations had been adopting the use of platforms as said 

business has become the core strategy by which to achieve a sustainable revenue source 

(Kim, 2016). 

 

Researchers have shown through experiments how the cooperative approach of the actors 

in an ecosystem helps to mitigate the pressure on providers, therefore allowing them to 

offer a more qualitative service. By consequence, systems that offer a service will need 

https://onlinelibrary-wiley-com.proxy.library.ju.se/doi/full/10.1002/sres.2544#sres2544-bib-0015
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fewer resources or investments to possibly grow better than a non-cooperative system. 

(Luo & Deters, 2009) 

 

Different authors observe how the purpose of a platform is to facilitate the exchange of 

products, which can be goods, services, or even social currency. Particularly in 

management research Thomas, Autio and Gann (2014) found that the fastest-growing 

stream related to platforms is the market intermediary stream, better known as the 

matchmaking platform. In this case the platform represents a link or a facilitator between 

two or more markets or groups of producers and users.  

 

Gawer and Cusumano (2014) studied that the combination of platforms, open/user 

innovation and the use of ecosystem strategies include business networks that maintain 

the focus of an organization on interacting with external entities. This had been confirmed 

by different authors who found out that platform-based businesses facilitate and optimize 

transactions between external producers and consumers (Parker, Van Alstyne, & 

Choudary, 2016; Rochet & Tirole, 2003; Zhu & Iansiti, 2012). As a consequence, Altman 

and Tushman (2017) found that organizations who combine platform, open/user 

innovation, and ecosystem strategies leverage dramatically decreasing information costs 

to engage with and manage external communities. 

 

To further develop on the “network effect”, Kim (2016) stated that the platform will fail 

if the users within it do not continuously support it, even in the case the platform is already 

well established in the market. A performing environment should be perpetrated by the 

platform with the aim of providing continuous improving quality to the users, who allow 

for the construction of revenue structures that support the platform over time. In order to 

achieve such goal it’s therefore important to carefully monitor the quality of the content 

on the platform, find a way to increase the number of users, maintain their loyalty, and 

find revenue streams that will support the growth of the platform and participants together 

(Kim, 2016). 

 

In their research, Altman and Tushman (2017) found that platform, open/user innovation, 

and ecosystem strategies often rely on external entities, forcing organizations to learn and 

apply the best strategy in an effective manner when engaging with and managing 
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interactions with the stakeholders. Altman and Tushman (2017) further continue by 

stating that despite the large number of firms that have developed competencies at 

interacting with customers and suppliers, there is still a lack of skills in managing the 

entire group of stakeholders.  

 

Based on the theory, four research streams with varying of diverse platforms were 

identified: organizational capability platforms, product family platforms, market 

intermediary platforms and technology system platforms. The fastest growing stream was 

found to be the market intermediary stream, in which platform represents a link or a 

facilitator between two or more markets or groups of producers and users. Because of the 

popularity of these platform and their proficiency in approaching and connecting the 

ecosystem, the thesis focuses on the platform type that takes the role of the matchmaker. 

2.2.4 Digital Platforms as matchmaker portals 

Hagiu and Wright (2015) explain that when two or more distinct groups of customers 

exist, a multi-sided environment also is present. In case a firm was to tackle said market, 

it’s important to keep in mind that the value obtained by one group of customers increases 

with the number of the other group of customers. The firm would need to work as an 

intermediary for internalizing the externalities created by one group for the other group 

(Yablonsky, 2018). As Sussan and Acs (2017) observe, a multisided digital platform 

needs a large number of users to remain active and be successful. 

 

Parker et al. (2016) state that there is value created in the interaction between external 

entities such as producers and consumers. Said value can be captured by digital platforms 

with the aim of providing an open, participative infrastructure for the interactions among 

the two distinct groups of users. Hagiu and Wright (2015) define said multi-sided digital 

platform as an organization that creates value primarily by enabling direct communication 

and interactions between two or more distinct groups of users. 

 

The success of multi-sided digital platforms lies in their capability of users attraction, due 

to the fact that, as previously explained, value creation is greatly supported and enhanced 

by the number of users in all groups, who benefit from the network effect. The most 

common type of multi-sided digital platform is the matchmaker, a tool that operates a 
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physical or virtual place that provides an organized environment where the groups can 

interact and transact with each other. (Sussan & Acs, 2017) 

 

Despite the fact that matchmaking businesses have been existing for centuries, digital 

technology allowed for cost plummeting when making a match between the groups of 

users. A firm which is focused on offering a matchmaking digital platform operates in a 

different way than a producing firm: the latter reduces transaction costs by internalizing 

activities in the organization, while the former does so without taking the activities into 

the firm. (Sussan & Acs, 2017) Clear examples of such firms are Uber and Airbnb, 

matchmaking digital platforms that rely their business on pure assets externalization. 

(Altman & Tushman, 2017). 

2.2.5 Roles within a Digital Ecosystem  

Agents or stakeholders are considered to be the natural way for designing digital 

ecosystems by Balaji and Srinivasan (2010) as the agents are autonomous in problem-

solving, decision making, and in fulfilling responsibilities. There are multiple issues that 

agents require to operate in a digital ecosystem such as structure, behaviour, roles, 

reasoning and rules, communication and environment. Regarding the structure, agents 

join digital ecosystems on their own interest and therefore give information about their 

characteristics and resources. The representation of agents’ internal behaviour and 

reasoning mechanism is vital as they are supposed to be proactive and reactive. Their 

values and knowledge are updated according to the information captured while within the 

ecosystem. Different roles within a digital ecosystem must be clearly defined to facilitate 

their sharing in the system as they come into the environment with various motives such 

as being a provider, a consumer, or even both. Agents react based on specific sets of rules 

that guide their behaviour, but their goals and actions can be adjusted in a process of 

deliberation. Agents participate in interactions with other agents, for instance to exchange 

communication, experience, or knowledge. The digital ecosystem should be presented 

together with its constituent elements in order for agents to grasp the totality of the 

environment. When creating an agent model, these aspects should be considered for the 

agents to meet the requirements to survive in and benefit from a digital ecosystem. 

(Kidanu, Chbeir, & Cardinale, 2017)  
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The role of an agent defines the part that the agent plays in the digital ecosystem, but one 

agent is capable of playing multiple roles. The different roles are consumer, provider and 

orchestrator. The consumer role sends requests to access services or resources. On the 

opposite side the provider sends responses to requests. The orchestrator role entails 

coordinating activities within the ecosystem. Agents determine who they mainly interact 

with and set expectations. (Kidanue et al., 2017) 

 

A digital innovator plays an important role in enabling the creation of connections 

between actors, contributing to creating value exchanging networks within the ecosystem. 

Certain actors assist value exchange by helping to make sense of dynamic and complex 

information exchanged between other actors. In some cases one actor initiates the 

emergence of other actors in the digital ecosystem. Other roles contribute by guiding 

different actors, acting as participant observers as well as examiners of it. (Flint & Signori, 

2016) 

 

As stated by Dong and Hussain (2007) each species has its own role to play in digital 

ecosystems, whether it’s an individual or an organization. The species take care of their 

living environment by working together, typically working in a group and often led by a 

leader. In a digital ecosystem, where self-organizing and collaborating species form 

hierarchical organization of flexible structures, the term swarm comes into play. A swarm 

is defined by Chang and West (2006) as “a set of species which has common 

characteristics and is able to interact and engage directly or indirectly with each other”. 

A leader in a swarm is selected, who then directs other species’ activities and represents 

the swarm it belongs to, in order to interact with other swarms. Other species are directed 

by the leader and come to terms with their own functions. Swarm intelligence technology 

allows species with a common interest to share a problem and collaboratively carry out a 

task as the group cooperates (Dong & Hussain, 2007). 

2.2.6 Interconnections of Roles with Digitalization 

Digitalization changes stakeholders’ interactions within an ecosystem in three ways: 

optimizing fulfillment of existing responsibilities, generating new responsibilities and 

adding new roles as described by Pagani and Pardo (2017) from the perspective of actors’ 

interactions within a business network. In the first type, the digital resource works as an 
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optimizer of already existing activities, improving the coordination between them. The 

primary focus is to develop the existing links between activities. For this reason, this type 

is referred to as an activity-links-centred digitalization. The second type of digitalization 

allows for the creation of new activities that are carried out by already existing actors. In 

this case the digital resources possessed by one actor are combined with those of another 

actor, creating new activities that did not exist before the phenomenon of digitalization. 

Furthermore, this leads to the emergence of digital ecosystems, where different players 

collaborate to create value. It is referred to as a resource-ties-centred digitalization. The 

last type is focused on the creation of new interactions and relationships between actors. 

When a new actor joins a network, new bonds are created. The introduction of a new 

actor’s digital system gives the opportunity to connect actors who previously were not 

connected, even though they were already part of the network. This transformation is 

called actor bonds-centred digitalization. (Pagani & Pardo. 2017)  

 

While Lu et al. (2014) and Paulus-Rohmer et al. (2016) elaborated on the stakeholders’ 

roles in an ecosystem in regards to how much power they have, Lock and Seele (2017) 

observed that digitalization changes those power relationships depending on the access 

and maintenance of data. According to the authors, different stakeholders take roles in 

regards to being big data generators, collectors, or utilizers. Big data generators are 

physical, natural or artificial actors generating data, collectors govern and store large 

amounts of data, and utilizers gather and analyze the vast amounts of data to achieve a 

certain goal. The amount of power depends on how many classifications out of these three 

the stakeholders belong to.  

 

In the context of the impact of digitalization on the responsibilities of employees, 

Timonen and Vuori (2018) observed how digital transformation enables the 

responsibilities carried out to become more visible to the organization. According to 

Rintala and Suolanen (2005), digitalization changes responsibilities defined in the job 

descriptions by transferring tasks from one job description to another, merging them, or 

adding new tasks to existing ones. Furthermore, the changes such as new tasks ought to 

be added gradually, allowing employees to better manage new responsibilities. The 

changes brought by digitalization are experienced differently by different employees 

based on their age and gender, and thus sufficient support should be provided by the 
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organization in the form of trainings or others. On the other hand, Pappas, Mikalef, 

Giannakos, Krogstie, and Lekakos (2018) refer to the impact of digital transformation on 

the employees responsibilities in terms of data management. They emphasize that in order 

to support digital transformation within an organization, there is a need for understanding 

different actors, the data they generate, how they interact, and the necessary capabilities 

needed to harness this potential.  
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3. Methodology 

_____________________________________________________________________________________ 

This first part of this chapter is meant to describe the research philosophy and methods 

we took into consideration for this study. Furthermore, the process with which we decided 

to approach the empirical study, the data collection, the analysis, and the eventual 

implications are explained. 

______________________________________________________________________ 

3.1 Research Philosophy 

In the empirical study the impact of digitalization on an ecosystem is researched, looking 

into how the roles of different stakeholders have shifted as well as their responsibilities 

in creating and delivering value. As observed by Parida et al. (2019), current literature on 

ecosystems is missing a stakeholders’ perspective, that is of the providers, partners, 

customers and so forth, regarding the distribution of activities, roles, value creation and 

capture. The study looks into a digitalization-enabled ecosystem and the dynamics of 

roles and responsibilities of the stakeholders involved in it before and after the 

introduction of a digital platform. 

 

The philosophical assumptions about the nature of reality is defined as ontology, which 

splits in four different categories: realism, internal realism, relativism, and nominalism. 

The characteristics of these categories are divided based on how the truth and the facts 

regarding the research are identified (Easterby-Smith, Thorpe, & Jackson, 2015). As the 

research looks into how digitalization has impacted the different roles and responsibilities 

of an ecosystem throughout its development phases, there are different perspectives of 

the individuals on how their roles have shifted, how they perceive the value they create, 

as well as how they define their responsibilities throughout time. Furthermore, in these 

settings what are considered to be facts depend on the observer’s point of view, given the 

fact that the interviewees cover different roles in the ecosystem and have different offers 

and needs. Based on this analysis, it is clear how the current research has the basis on 

relativistic ontology, due to the fact that the multiple viewpoints of the stakeholders reveal 

multiple truths. 

 

The next layer in research studies is epistemology, defined as the study of the nature of 

knowledge and ways of enquiring into the physical and social worlds (Easterby-Smith et 
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al., 2015). By definition it divides in positivism and social constructionism, with several 

sub-elements such as human interests, explanations, and concepts that help identifying 

towards what direction the research tends to go. The results of our study aim to increase 

the general understanding of an ongoing situation caused by entities involved in it due to 

their role of main drivers in said situation. Our research will progress by gathering rich 

data through interviews with players in the specified ecosystem. Despite having the 

complexity of the whole picture, ideas will be introduced to correctly address the research 

questions. Therefore, due to the research having these features, the epistemology can be 

identified as that of social constructionism. 

 

Easterby-Smith et al. (2015) identify strengths and weaknesses of the different 

epistemologies. Given the relativism of the ontology which entails multiple truths, a 

strength point of the constructionist epistemology is the possibility to gather data and 

therefore value through multiple sources, despite the potentially difficult access. 

Furthermore, the research enables the observers to generalize the findings beyond the 

present pool of participants, thus increasing the efficiency of the overall study. We are 

aware that difficulties may be found due to the complications in accommodating 

institutional and cultural differences, and as well as problems grouping discrepant 

information that might generate different data values. 

3.2 Case Study 

After identifying the philosophical stance of this study, the research for data needs to be 

properly addressed. The two major channels for research approaches are deductive and 

inductive. In the former, the researchers first develop a theory that derives from the 

literature studied, to then construct a proper research strategy that is aiming to test the 

theory. In the latter, the researchers aim to build theory by systematically analyzing the 

valuable data collected. (Easterby-Smith et al., 2015) 

 

However, both of the approaches do not necessarily prevent the other from being taken. 

Due to the nature and progress of our study, the best fitting approach is a hybrid of the 

two. By using existing theory, we partially take a deductive approach as the topics 

explored illustrate various codes that can be used in the research process to collect 

empirical data that is aimed to address the research questions. On the other hand, due to 
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the semi-structured interviews that comprise open questions, the research approach shifts 

towards an inductive stance. This approach will allow us to develop the theory explored 

through analysis of the codes that are within the data collected. 

 

This hybrid approach is defined as “template analysis”, and as King (2004) observes, it 

is a method that starts with a list of codes identified in the theory that might be modified 

as the researcher reads and interprets the data collected. King further states that this 

approach works particularly well when the aim is to compare the perspectives of different 

groups of staff within a specific context. Due to our research focusing different 

perspectives of stakeholders acting within the specific context of digitalization, we further 

confirm template analysis to be the most fitting research approach for our study. 

3.3 Case Design 

As defined in the constructionist epistemology, the ability to gain access to suitable 

research participants is extremely important for the outcome of the study. To better tackle 

this issue, the empirical research is based on the qualitative approach, strengthened by the 

research philosophy of this investigation. Collecting data through a qualitative approach 

will allow the study to be conducted on a deeper level, gaining deep insights on the entire 

ecosystem by managing to reach and process the personal experiences of the players in 

the ecosystem. As explained by Eisenhardt and Graebner (2007), the most valuable 

collected data is the one that limits bias. The phenomenon that is the focus of the study 

provides great insights when highly knowledgeable informants who have diverse points 

of view are interviewed. Therefore, being the current study focused on the ecosystem and 

its players, we aim to successfully address the research questions by acquiring data from 

the large pool of diverse stakeholders part of the ecosystem. Due to the fact that the study 

focuses on the particular ecosystem created by a community that has as main focus 

climate change, we decided to pick the case study as our empirical investigation. As 

observed by Ridder, Hoon, and McCandless (2009), case studies emphasize their 

uniqueness by drawing on a variety of data sources, therefore converting themselves into 

valuable tools for making a theoretical contribution in strategy and management research. 

 

The empirical research will start by briefly studying the state of the ecosystem 

management pre-digitalization, to then analyze how the roles and responsibilities of the 
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stakeholders have evolved in the era post-digitalization. Although it could be argued that 

a reality external to the interviewees’ subjective opinions exists, their perception on how 

digitalization has shifted the value creation and delivery makes it more of a social 

construct. The different counterparts can also view their responsibilities differently or see 

the same responsibility on the shoulders of multiple stakeholders. The observer of reality 

is still important to give judgement of the shift of the responsibilities. Due to the research 

focusing on a complex ecosystem, gathering all kind of rich data by the different 

perspectives of customers, C level management, suppliers, government agencies, and 

other stakeholders will allow for a more complete study. 

 

The ultimate goal of this research is to understand the process of the evolution of the 

ecosystem through its development phases, paying attention to the capabilities and 

responsibilities digital technology brings to a certain development phase.  

3.4 Case Selection 

The case was selected based on the criteria that it has to be an ecosystem by definition, 

containing different levels of organizations, for instance governments, industrial entities, 

associations and other stakeholders and who co-evolve to serve a common goal in an 

uncertain business environment (Moore, 1993). The multiple stakeholders need to have 

varied responsibilities in fulfilling their roles when providing value to the ecosystem. The 

final criterion is that the organization is engaged in digitalization in terms of 

implementation of digital tools as well as digital platforms.  

 

The case is done based on EIT Climate-KIC, which is the largest European public-private 

partnership organization with the goal of tackling climate change through innovation. The 

organization is supported by the EIT (European Institute of Innovation and Technology) 

and brings together different stakeholders such as large and small companies, scientific 

institutions, universities, city authorities and other public bodies, start-ups and students. 

The ecosystem is relatively large with over 350 organizational partners from 25 countries 

working on the goal to identify and support innovation that helps society mitigate and 

adapt to climate change. The organization has developed multiple digital platforms to 

mediate the interactions with their stakeholders such as connecting investors and start-

ups as well as connecting stakeholders with an algorithm based on their objectives and 
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attributes. All together there were 18 interviews, out of which 6 were carried out with the 

internal stakeholders of Climate-KIC from different departments and positions 

concerning education, entrepreneurship, community management as well as stakeholders 

from Brussels that deal with policies. Regarding external stakeholders, there were 5 start-

ups interviewed from different countries as well as three partnership companies, a city 

and an organization representing cities, one private investor, one investment fund 

manager, and a university.  

 

The study is expressive in a sense that it looks at the large and complex ecosystem that 

deals with a problem (climate change mitigation), solved only through the cooperation of 

a variety of stakeholders. Therefore, it is assumed that the conclusions may be 

generalizable to the contexts of other ecosystems and their digital platforms. Furthermore, 

the interviews will be conducted to understand how the ecosystem and stakeholder roles 

have changed over time, making case method a suitable research method. There is 

potential for new theory development regarding how stakeholders’ roles in value creation 

is changing due to digitalization in ecosystems offering a platform. 

 

Because of the uniqueness of the case study, accessing data might be more difficult than 

expected. Due to this reason, the empirical study will start from the organization itself by 

interviewing C level management at first, only to then be connected to the organization’s 

stakeholders for easier access. It is clear how the snowball sampling method will ease the 

collection of diverse data through recommendation of other participants of the study. The 

interviews will be conducted with the organization’s C level management, community 

manager, start-ups, investors and other relevant stakeholders to get a broader perspective 

of the ecosystem. 

3.5 Data Collection and Analysis 

Due to the relativist ontology and constructionist epistemology nature of the study, the 

most adequate way to address the data collection issue is by conducting semi-structured 

interviews (Easterby-Smith et al., 2015). The broad investigation conducted would see its 

results harmed by a highly structured interview because of the variety of stakeholders’ 

roles. On the other hand, having open conversation interviews in an unstructured form 

would hinder the process of data collection as the connection to the theory researched 
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wouldn’t be clear. Therefore conducting interviews in a semi-structured way appears to 

be the fitting process to advance with this research, as it will allow to collect precious 

deep data while maintaining a structure that references to the literature findings. 

 

The theoretical models found in the theory are used to frame the questions regarding 

ecosystem development, digitalization impact, and stakeholders’ roles. The interview 

guide will be divided in two, where one is directed to the organization, and one to the 

stakeholders. This method will allow us to analyze the point of focus of the organization, 

while also studying the perspective of the stakeholders in the ecosystem both pre and 

post-digitalization, their role, and the value that is created in the marketplace. Through 

the combination of the two it will be possible to conclude at what stage the development 

of the ecosystem is, by also addressing the research questions found in the literature. 

 

After collecting the data, analysis and further comprehension follow. Due to the fact that 

qualitative data is composed by words, there cannot be a standardized procedure to 

analyze it. Nevertheless, the general process is divided in summarizing, categorizing, and 

(re-)structuring the data (Saunders, Lewis, & Thornhill, 2016). To easily and better 

comprehend the huge amount of data, the text is transformed into short rephrased words 

that summarize the main points communicated by the interviewees. Through these 

categorizations codes from the empirical findings will emerge. These codes generated by 

the findings will be put together with those that originated from the literature, further 

developing them. After the revisions are completed, the resulting list of codes will provide 

a template for analyzing the empirical data. These steps build what was previously studied 

as template analysis (King, 2004). Eventually, by using the combined codes, the data will 

be arranged in a more comprehensible order to allow for easier analysis. 

3.6 Research Ethics 

When conducting research, there are several aspects about the process and data 

management that the researchers have to take into account concerning the rights of the 

research subject.  Concerns about ethics in research are divided into three categories by 

Pimple (2002): truth, fairness and wisdom. Truth regards the relationship of research 

results and the physical world. Data isn’t true if it’s fabricated or falsified. Fairness is 

about the social relationships between researchers and human subjects part of the research 
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regarding informed consent, but also concerning authorship and plagiarism. It also 

includes relationships between researchers and their sponsoring institutions, funding 

agencies, and governments. Wisdom regards the relationship between the research and 

broader physical and social world concerning its impact on the human condition and the 

world. The main principles to be aware of and follow when conducting qualitative 

research are autonomy, beneficence, and justice. Participants are treated as autonomous 

persons who have the right to voluntarily accept or refuse to participate in the study. 

Justice regards fairness and avoiding exploitation and abuse of participants and 

recognizing the vulnerability of them as well as their contributions to the study. 

Beneficence refers to preventing harm and doing good to others by considering, for 

example, the potential consequences of revealing participants’ identities. (Orb, 

Eisenhauer, & Wynaden 2000)  

 

There are 10 key principles in research ethics to consider during research, according to 

Easterby-Smith et al. (2015). They regard the protection of research participants as well 

as protection of integrity of research community (see figure 7). 

 

1. Ensuring no harm comes to participants. 

2. Respecting the dignity of research participants. 

3. Ensuring a fully informed consent of research participants. 

4. Protecting the privacy of research participants. 

5. Ensuring the confidentiality of research data. 

6. Protecting the anonymity of individuals or organizations. 

7. Avoiding deception about the nature or aims of the research. 

8. Declaration of affiliations, funding sources and conflicts of interest.  

9. Honesty and transparency in communicating about the research.  

10. Avoidance of any misleading or false reporting of research findings.  

Figure 7. Key principles in research ethics, Easterby-Smith et al., 2015 (adapted from 

Bell & Bryman, 2007). 
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Before carrying out the interviews, the interviewees were clearly informed about the 

purpose of the research topic as well as the process of carrying it out, assuring that there 

were no deceptions regarding the nature of the research. Participants’ identities are kept 

anonymous and only the type of stakeholder they represent will be indicated when 

describing the research results. Thus, the privacy of the participants is assured and no 

names of individuals or organizations were used except for Climate-KIC as a case itself. 

The participants were also informed about the way the data is collected and used. A 

guarantee was granted that the results will not be used outside of the thesis research and 

the results will not be shared to any third parties with the exception of Jönköping 

International Business School representatives who may want to confirm the validity of 

the data collected. The interviews are kept securely and not used in any format outside of 

the scope of the thesis by the interviewers. The interviewees were informed of their right 

to decline from answering any question they wish not to answer, as well as state which 

information should not be used in the thesis. Thus, the research was conducted in a 

transparent and honest manner towards the participants. They were also given information 

about the option to withdraw from the interviews at any point if they feel the need to do 

so. In this way the respect towards the research participants’ dignity was assured. The 

interviewees were asked to give a clear consent to agreeing to the terms and confirming 

they have understood the purpose, conditions and their rights. The interviewees had the 

option to contact us regarding the thesis by e-mail or over Skype to make any extra 

remarks preventing any conflict of interest. Special attention was put to prevent the 

misinterpretation of the research results when paraphrasing the interview answers to 

prevent misleading or false reporting of the findings.  

3.7 Trustworthiness 

In order to assure the validity and quality of the research, there are different criteria that 

should be considered when evaluating the trustworthiness of the research findings. Truth 

value, applicability, consistency, and neutrality were described as critical to the 

evaluation of the worth of research. Egon G. Guba (1981) has presented the following 

quality criteria for evaluation: credibility, transferability, dependability and 

confirmability.  
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Credibility concerns the confidence in the truthfulness of the research findings regarding 

the respondents, as well as the context of the research (Guba, 1981). In order to reduce 

the uncertainty of the research findings’ truthfulness, a thought through research design 

is essential regarding reliability and validity (Saunders, Lewis & Thornhill, 2009, p. 156). 

One of the ways to assure credibility is the use of a data triangulation in the form of 

involving a wide range of informants, thereby triangulating via data sources. Individual 

viewpoints are compared to others and a rich picture of attitudes and behaviours of 

research subjects is constructed based on the input of a range of participants (Shenton, 

2004). In the research, both internal and external stakeholders were included to the 

research with varied backgrounds to give their perspective on the same topics, thus 

enabling the researchers to gain trust in the truthfulness of the answers. Another measure 

that can be taken to achieve credibility is to give the participants the opportunity to refuse 

to take part in the research, so to ensure that the data collection sessions include only 

those who have a genuine interest in participating, and are prepared to share data 

(Shenton, 2004). As part of the introduction of the interview session, participants were 

informed about their right to decline answering to a specific question as well as to 

withdraw from the interview whenever they decide to do so. Furthermore, the participants 

had the free will to decide to take part in the research and were not forced by any third 

parties. 

 

Transferability refers to the extent to which the research findings can be applied to other 

contexts (Guba, 1981). Transferability connects to the terms generalizability and external 

validity, as described by Saunders et al. (2009, p. 158), indicating to questioning whether 

the research findings are applicable to further research settings, for example other 

organizations. The criteria for selecting the case organization was described in order to 

identify the suitable research subject, which can also be used for testing the applicability 

of the research in other contexts, thereby it was assured that the research complies to the 

quality measure of transferability. 

 

Dependability questions whether research findings can be repeated and if they are 

consistent (Guba, 1981). It connects to the term of reliability, and according to Yin (2014) 

the objective is to assure that if other researchers were to conduct the same research under 

the procedures and conditions described by previous researchers, they would arrive at the 
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same findings and conclusions. To enable that, documenting the procedures and 

conditions of carrying out the research is a prerequisite. In order to ensure dependability 

of the research, overview of the research process was provided, including methodology 

and methods used for collecting, analyzing and presenting the data. Interviews were 

recorded, transcribed and coded together with notes and summaries of the responses.  
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4. Empirical Findings 

_____________________________________________________________________________________ 

In this chapter we report the empirical findings of our study in the field, while also 

showing relevant quotes from the interviewees. The structure begins with the findings 

regarding the organization Climate-KIC itself, proceeding with the results about the 

stakeholders’ position and roles, concluding with the impact of digitalization. 

______________________________________________________________________ 

4.1 The Organization Climate-KIC 

In order to obtain a thorough overview over the topic, the first interviews were held with 

representatives of Climate-KIC, who described the organization and its development over 

time from an internal perspective. In the second round of interviews, external stakeholders 

of Climate-KIC were interviewed to gather a variety of data given by the multitude of 

perspectives of people covering different roles in the community such as education, start-

ups, business intelligence, and other entities. 

 

The Climate-KIC representatives, despite being from various departments with distinct 

responsibilities corresponding to their different roles, all agreed on the importance of the 

aspect of community of the organization. The departments focus on different tasks such 

as education, entrepreneurship, projects creation, and collaborations building, but the goal 

remains to tackle climate change through innovation. The organization considers itself 

not to be a theoretical support mechanism, but rather an actively involved and practical 

community that brings about a systemic change in the society in areas such as behaviours, 

social systems, policies.  

 

Climate-KIC offers an accelerator program which consists of three stages that can be 

summarized as validation, attraction development, and scalability accordingly. The start-

ups interviewed mentioned undergoing these three stages and strongly believe their 

responsibility in the community is to be investing their time where worth with Climate-

KIC and its support mechanisms. As stated by the start-ups interviewed, most of the value 

gathered by the community takes the form of networking and knowledge sharing through 

interactions with other entities during events and workshops hosted by Climate-KIC. One 

of the start-ups stated: 
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“They’ve asked us to coach stage one team, so I agreed and I think that after we’ve 

enjoyed the benefit of receiving the Climate-KIC coaching we should give something back 

to the entrepreneurs that are just starting. That’s a role that I think we have to play, be 

part of an ecosystem for others.” 

Therefore, mature start-ups feel that one of their responsibilities is to mentor and coach 

younger start-ups, whose main value offered back to the ecosystem derives from their 

survival. Despite this, some start-ups lamented the fact that Climate-KIC did not reach 

their expectations regarding funding opportunities, a challenging responsibility of the 

organization that is currently not being addressed properly. 

4.1.1 The responsibilities of the Stakeholders 

Local partners consider their responsibility to be to make sure that the local projects’ 

needs are met within the programs that are run by them, as well as that gaining enough 

national co-funding either from public or private sector. Other partners see their role in 

collaborating with partners and co-designing the Climate-KIC ongoing work towards 

their objective of net-zero emission.  

 

It was found that cities have a larger impact on the environment due to their possibility 

of implementing policies and infrastructural change. A stakeholder category representing 

multiple cities explained how the ideas, projects, and issues found within different 

territories are elements that require funding due to limited resources. This stakeholder not 

only facilitates access to funding, but also has the role of a mediator in the multi-

stakeholder dialogue, enabling the sharing of concepts and experiences that hold the 

potential to efficiently solve an issue found in a different context or in a different city. 

Another responsibility of this stakeholder is to represent cities in political matters such as 

cooperating with United Nations on how to access financing to empower local 

governments. The cities are brought together by organizations whose main role is to 

matchmake the cities and their problems with start-ups, commercial banks, and service 

providers who have the capability to solve said challenges in an innovative and 

sustainable way. 

 

An investment fund representative sees themselves first and foremost responsible for 

making investment decisions when managing an investment fund, but also engaging in 
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mentoring. A private investor has brought out that investments require quite a lot of 

involvement, considering themselves to be very much part of the community 

commenting: 

 

“I fully endorse the ideas behind Climate-KIC, not just bringing forward the climate, but 

also helping entrepreneurship in Europe and with my background and with my network 

and with my expertise, I think I can add a lot to that network and also add a lot to start-

ups that might have no clue about a lot of relevant things like building a plan, contacting 

customers or delivering a product or doing an interview of whatever. So it’s probably 

more out of a noble or social role, I think it’s important for the climate and I think it’s 

also important to get more entrepreneurship especially in this part of the world, I think 

it’s pretty low in Europe in general.” 

 

The Universities and the researchers within the community perceive themselves to be 

affiliate partners rather than core partners. The data collected shows how these partners’ 

primary objective is to conduct research rather than bringing innovation. It was found that 

universities often network among each other to research on modern topics, with funding 

provided by Climate-KIC. Despite the help provided by the organization to run 

innovation-related research, the amount of funding is divided among all the university 

partners, thus aiding them with very little support. 

4.1.2 The change in the organization 

Climate-KIC started as a decentralized organization with different locations that were 

taking care of various activities. The European entity had been acting as a transactional 

organization, listening to the ideas and projects of the partners, who would then apply for 

grant funding and have the opportunity to receive capital to start and develop said 

projects. After over 10 years of existence, Climate-KIC has established itself to be the 

largest organization in Europe tackling climate change via innovation. Reaching different 

part of the globe and continuously expanding, a few interviewees consider it to be the 

largest organization in the world to have climate action at its core. The focus of the now 

mature organization is to bring a variety of partners together. Over the years the 

organization had been acting to become more relationship and interaction based, thus 

transforming into a portfolio organization with a large number of partnerships. The 
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system innovation thinking has transformed the organization from single point 

interventions with specific industries or areas into looking at the comprehensive 

perspective integrating different assets to achieve a systemic change enabled by the 

interplay of different stakeholders with unique inputs. Another development in the 

ecosystem relates to the shift towards co-ownership of projects instead of singular 

proposals by individual stakeholders. 

 

Other representatives mentioned the growing importance of data collection, stating that 

the whole organization has become more data driven. The representatives of Climate-KIC 

agreed on the fact that the organization is implementing a systemic change by combining 

a multitude of efforts in processes, activities, and projects. Climate-KIC is a policy maker 

in the European Union and representatives of Climate-KIC make sure that its climate 

mitigation agenda is being considered in Brussels.  

 

Climate-KIC has recently released a new strategic vision for the next three years as stated 

in the official document “Transformation in Time” that elaborates on the upcoming large-

scale transformation. The new approach assumes strategy as a process of continual 

evolution and active learning, seeing innovation and learning as the most effective means 

to catalyze transformation. Amongst other things, the driving forces for the strategy relate 

to diversifying funding and leveraging the power of the community. 

 

When asked about any change over time in the organization, a start-up stated: 

 

“Actually, not really. Because I didn't have any previous knowledge about climate KIC, 

so no. One year is a very short time to see drastic change, I believe.” 

 

Despite noting that the organization has changed in terms of offering new online 

platforms, start-ups fail to see any other change in a short time span of one year. Their 

vision comprises a strategy which identifies 12 impact goals, focusing the attention and 

resources of the community on specific environmental matters. Start-ups have observed 

how early on Climate-KIC did not have an Investor Marketplace and there’s visible 

improvement in connecting start-ups to investors through workshops. The organization 
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had become more practical over time by involving stable and concrete partners, despite 

being rather in the early stage of its development. Other startups noticed that the 

organization became more professional by switching its internal structure from public to 

a combination of public and private. They have also noted that they change together with 

the organization as they mature growing from a start-up’s status into a larger company. 

The same applies to the startups, whose role changes according to their product 

development - a purchasing advisor service provider adding contract management service 

to their portfolio is a clear example. As the ecosystem develops, it also provides growth 

opportunities to its stakeholders as stated by a coach turned into a head coach.  

 

The city representatives stated that the process of project proposal used to be done on 

paper and the communication directed to offer guidance over the leading of the project 

by aligning it with the vision of Climate-KIC was unclear. The process has now become 

easier due to collaborative online project management tools. The city representatives 

noted that the organization has become more transparent in terms of knowing who to 

contact when presented with certain issues and who in Climate-KIC is the best fit to assist 

the specific stakeholder. A partner organization mentioned the shift of the organization’s 

focus as follows: 

 

“I think in the past they were very active in thinking about themselves and about how to 

come up with a new strategy, how to brand the Climate-KIC community and to develop 

other strategies and ways of funding and interaction with other partners. So instead of 

being active in supporting the partners and the projects and ideas, they were rather 

focusing on themselves.”  

 

Despite this, other cities representatives noticed how the organization is constantly 

changing, thus making it difficult to get a grasp on what its direction and processes are. 

Nevertheless, a general feeling is that the more time is put into Climate-KIC the more 

knowledge emerges from it regarding how to start and develop projects, and how to make 

overall operations more efficient. 

 

Universities noticed how Climate-KIC used to focus mainly on business creation, new 

interfaces, and commercialization. Since the introduction of the new CEO two years ago, 
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the scope of Climate-KIC had been innovating the strategies with which climate change 

is tackled. A major issue noticed by the universities is the focus that the organization is 

putting into the projects. As stated: 

 

“They are supporting several thousand projects, a lot of administration work, a lot of 

employees a lot of burden costs internally. They had to bring change and reorganize 

themselves and how they actually operate because they are supporting by far too many 

projects, which are too small.” 

 

Therefore, due to the fact that Climate-KIC offers several different projects, their 

scalability and quality suffer. 

 

From the investor’s perspective, Climate-KIC has grown significantly. The high growth 

has made it difficult to manage the organization. The investor sees that the current system 

could be improved rather than expanding to multiple countries outside of Europe in regard 

to how the organization is structured and from the business perspective. What is currently 

lacking is making measurements for processes to find out what can be improved. The 

organization is involving more and more universities, which is good for acquiring new 

talent, but according to the investor not so good for getting products to the market to test 

them as such institutions focus too much on research and not to engaging with customers. 

The program could also be better harmonized across different countries where it has 

expanded over the years.  

 

4.1.3 A matter of Co-opetition 

When asked about competitors, the Climate-KIC’s representatives rather see them as 

allies and mentioned: 

 

”Of course there are other players interacting in these areas, but I would not say we 

directly compete with them. To some extent we do compete with these organizations, but 

in terms of co-opetition. We collaborate where we can and the scope is to bring the 

players together, in a community where we collaborate when there is the chance to do 

so.” 
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Such entities could be for example other matchmaking or investment organizations, but 

are seen as beneficial due to the fact that if they manage to ease the access to funding for 

green start-ups, the perpetual goal of climate action will still be pursued. Among other 

similar entities, Climate-KIC is highly unique due to its altruistic goal of climate action 

through innovation focus within the community. Partnership organizations have noted 

that the focus has shifted from only being a financing organization, stating that: 

 

“In the past, I think that they focused too much on purely funding and really lost track on 

all the ideas that are in this environment and in this community that have a sustainable 

and valuable impact on their goal or their overall objective.” 

4.2 The Stakeholders 

4.2.1 An overview 

Climate-KIC expands across multiple countries and industries, therefore the list of 

stakeholders is also very large, ranging from investors and startups to cities, universities 

and public organizations. These stakeholders all play a different role in the ecosystem, 

but they share the goal of climate mitigation. A Climate-KIC representative referred to 

the stakeholders as following: 

 

“So they are really the ones that are co-designing and co-creating with Climate-KIC a 

lot of innovation that is needed to tackle climate change so actually Climate-KIC is 

catalyzing that whole innovation movement so to say. So as a catalyzer organization we 

rely on them to co-design state of the art innovation in the area of climate change. So 

that’s the main value they bring to the organization and ecosystem, because without those 

stakeholders we would rely on our internal capacity of innovating, but then we of course 

lack or we are not fully covered in a sense that we need to work with high level of research 

institutes and universities, with large companies and small companies that are looking 

into bringing new solutions to fight climate change so yeah, they are the ones that enable 

us to catalyze innovation.” 
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Climate-KIC is part of a larger entity under the European Union named the European 

Institute of Innovation and Technology (EIT) supporting innovation and entrepreneurship 

across Europe, which combines different KICs (knowledge and innovation communities). 

Climate-KIC interacts with the European Commission, member state representatives, EU 

Climate Foundation, and other KICs regarding the European Union related affairs. As for 

the European Commission, firstly they provide financing for Climate-KIC, but they also 

have the power to make environmental change through policies, which Climate-KIC has 

the opportunity to influence. Climate-KIC provides value by delivering innovative 

solutions in the ecosystem with the final goal of tackling climate change. Governments 

play a role in integrating municipalities and the public. 

 

Besides funding the start-ups, one of the interviewed investors mentioned guiding the 

startups and sharing their know-how as well as open up their network to them. Investors 

interact with both start-ups that are in still in the early development phase inside Climate-

KIC, but also those that have already gone through the program. Another investor 

mentioned incubators as a stakeholder they interact with, for example for carrying out 

mentoring sessions. Besides formal interactions, investors consider the value they provide 

also to be in the casual conversations during events to provide advice or by matchmaking.  

 

Different problems and requests are coming from cities, governments, and corporations. 

Interactions with cities have three different steps: a specific issue is raised, then, 

providers, partners, or private sector with the capability to introduce a solution are 

contacted. Finally, once the problem has been clearly defined and a solution found from 

the ecosystem, the project moves to contract details definition and search for funding. 

The representative of cities has noted that their role has remained the same over the 

development of the ecosystem over time, but there has been a shift in the experience and 

credibility they have built within Climate-KIC, enabling them to mobilize a broader scope 

of partners and stakeholders. 

 

Startups are the ones that bring innovation to the community through the use of new 

technology and solutions, aided by the participation to acceleration programs organized 

by Climate-KIC. While some startups brought up the fact that their role in the ecosystem 

has become more passive, others who are engaging with partners and sharing knowledge 
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in coaching sessions have found themselves in a much more active role. Some have noted 

industrial partners, the EIT, the media and universities as the main stakeholders they 

interact with, whereas the number of stakeholders they interact with has increased over 

time. Startups gain access to sustainability related suppliers that they purchase the raw 

material from. The suppliers can give industry related information about product benefits 

that could be forwarded to the end customer. Other partners from the same industry 

exchange product development information. One of the sustainable startups decided to 

cooperate (instead of Climate-KIC) with EIT Digital, which is also under the European 

Institute of Innovation and Technology, focusing on innovation via digital technology. 

The startup won a pitch competition and valued the publicity they got as a leading 

company in the industry. They also value the sales leads they received, although there are 

commission fees when the leads make it to a deal. 

 

To fuel the sprouting ideas, EIT provides grants to startups. Projects are further funded 

by investors that help the ideas to be scaled up and brought to market. Potential funds 

might also be coming from banks, as well as venture capital funds. 

 

Innovative solutions to those problems are being researched in different universities and 

research institutes. Research institutions collaborate with startups in two ways, firstly as 

a stamp of validity of a certain project being worked on, and secondly, as an academic 

partner to whom startups report to in the form of scientific papers.  

 

Climate-KIC engages with local NGOs as well, who develop and fund local green 

technologies and SMEs. The local projects combine local stakeholders such as 

municipalities, the ministries, consulting companies to form a city-based challenge and 

then the partnership organization gathers startups that deal with such topic from the 

Climate-KIC network to find solutions. Regional partners see that their role changed as 

they proved themselves to Climate-KIC by managing a handful of standard-sized projects 

and were thus granted larger scale projects. 

 

Different partners of Climate-KIC provide services and trainings to take the solutions 

forward as well as technological solutions. Trainings are also given by Climate-KIC as 

well as its participants who share knowledge and experience in the workshops as well as 
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networking events. Other partners communicate with the public sector regarding the risk 

of climate change in order to inform and consult them about how it impacts for example 

agriculture and what can be done about it. They have not noticed a big change in their 

role, but see that it might change in the future from being only a partner that is looking 

for funding and support for projects to being involved more in the co-design process. The 

co-design process is described by them as follows: 

 

“It’s in their 2019 strategy … all partners should be involved in the co-design process. 

… Partners are invited to design the overall strategy of Climate-KIC within meetings. … 

Partners, Climate-KIC members and other stakeholders get together in topics that they 

are interested in and base their work in and they design together how in this specific area 

things can move forward. So one is the overall Climate-KIC strategy and the other is 

topic-specific design.” 

 

There are also dedicated coaches, the head coach of a country saw their responsibility as 

creating knowledge and in initiating new behaviours of the team members. Mentors give 

valuable advice to the startups, but in broad terms there have been no changes in the 

interactions.  

4.2.2 Value exchange, impact of digital platforms to it 

By bringing together stakeholders that otherwise might not have met, Climate-KIC is in 

a unique position as an ecosystem to initiate innovation through collaboration. The type 

of value different stakeholders receive depends on their role in the ecosystem and what is 

their position in the overall innovation process, starting from pinpointing an issue, to 

conducting research, developing ideas and prototypes, acquiring the funding, and 

eventually scaling the product to the market. In broad terms, the different value categories 

the different departments touched upon were related to social value, emotional value, 

commercial value, knowledge, value and networking value.  

 

The European Commission has the benefit of testing out policies on the field through 

Climate-KIC before applying them to the whole decision-making process, which can be 

long and burdensome otherwise. The European Commission benefits from the reach that 

Climate-KIC provides them as it is in multiple countries and combines the possible 
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differences across countries. The council and municipalities get value from higher living 

standards for the citizens.  

 

Cities represent the demand side, they bring value to the ecosystem by approaching other 

stakeholders with different problems they need to address via innovation. The same is 

true in the case of universities that gain value by getting access to the critical issues from 

the industry that require the advancement of academic research. Corporations get value 

from ideas that could be made into products. Local partners initiate various projects 

together with Climate-KIC and receive funding from the organization as well as wide 

network of partners.  

 

Citizens gain value through consumerism, culture development and new solutions, 

whereas on the other hand they provide value by developing ideas that hold potential to 

grow into sustainable companies. Startups value the investments highly as there is no 

stake taken from them in the case of grants. They also value the social benefit of being 

part of a community whose members share knowledge and experiences with each other.  

 

Startups see that they make the ecosystem more valuable by making the ecosystem more 

agile and dynamic as well as taking more risks. Others see their main value gain aspect 

to be access to industrial partners. Startups also see the value that they give to the 

ecosystem to be related to the product or service that they provide, for example serving 

financial institutions to analyze climate relevant data in their portfolio management. They 

also see the value they provide to the ecosystem to lie in the feedback they provide to 

Climate-KIC as well as the rising startups, whereas they bring attention to allowing only 

startups that actually have good advice to give to share their knowledge, which has not 

always been the case. Others value the ecosystem as a marketing channel as they gain 

value through visibility. Besides supporting start-ups with funds and advice, investors 

provide value to start-ups by doing intros to possible new investors or clients and expect 

in return a profit on their investments. It has changed due to digitalization in a way, since 

reaching out to other funds has become easier as well as setting up calls.  

 

One of the startups’ CEO was also a head coach and thus could give a dual perspective, 

stating that the value coaches give to the ecosystem is empowering individuals who 
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afterwards build businesses and those businesses impact the world in a positive way. The 

value the coaches receive is categorized by them as social value or mission driven value 

they get from helping other entrepreneurs and startups reach their goals to help the 

broader climate mitigation goal.  

 

Regional partners provide value to the ecosystem members by connecting them to the 

local industry specific partners whom they can then collaborate with for instance to test 

pilot projects. The value provided by the partners to the ecosystem depends on the type 

of partner they are. A local accelerator considers the value they provide to be measured 

by the KPIs that Climate-KIC follows: 

 

“We have to report our key performance indicators, to them, how many start-ups we have 

funded, how many.. how much and how many start-ups we have funded. How much 

investments they have attracted. What kind of stakeholder engagement we have organized 

in Estonia, which is also on behalf of Climate-KIC. That’s the.. I think that’s the data we 

provide to Climate-KIC … In return we have been given the tools and resources to 

actually carry out very important programs in our country, thereby engage also local 

stakeholders in the process.” 

 

Other partners see themselves providing value with their ideas and projects and in return 

get the reimbursement for their work towards that goal. They see that the communication 

platform Exaptive has improved the way they achieve this goal.  

4.2.3 The roles: leading, supportive, acting when needed 

Regarding the roles of different stakeholders in terms of who has a leading role or a more 

passive role, some of the Climate-KIC representatives brought out the fact that all 

elements of the ecosystem are essential, therefore the roles are seen as supportive to each 

other. The stakeholders are seen as being proactive. Since the grants are given to the 

startups without a stake in the company, the role of an exploiter can be given in some 

sense to startups. But since the goal of the organization is to bring about climate 

mitigation innovation, that goal is reached by enabling such benefits to the startups. Since 

the European Commission is a complex and multi-layered organization, the roles are also 

https://en.wikipedia.org/wiki/Reimbursement
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dependent on the level of the stakeholder - the representatives at the bottom of the 

hierarchy are not decision makers or leaders. 

 

Startups consider themselves to be in a leading role as they are mission-driven and take 

their job very seriously as brought out by one of them who stated: 

 

”So it’s not as a business and as people representing the business we are always 

proactive, and as part of the ecosystem we operate in, so we react with an active approach 

only if we feel well … For us it only makes sense to be part of something if we want to be 

part of it, and we play a proactive role.” 

 

Other startups also see themselves to be in a leading role as they initiate new ideas how 

to change things in the community, attending conferences and discussing the topical 

problems with other stakeholders such as academia and governments. Their role as a 

leader has grown over time since once a startup receives more attention they also become 

more active. Some startups see themselves in a supportive roles as they are giving 

feedback, attending events or reacting when needed. They are not in a leading role as they 

need to focus on their daily work, but they see themselves taking a leader role in the 

future. A start-up mentioned that: 

 

“There are projects that we have pushed forward considerably more than other partners, 

basically, often we've had to do more work from our side than what other institutions had 

to simply because I think as a start-up, often, you are much more interested in the outcome 

of these projects compared to some larger institutions. There's a much more concrete 

outcome that the start-up can have out of a project compared to very big company.” 

 

Therefore, in some cases start-ups see themselves as the drivers of multi-stakeholder 

projects since they perceive themselves to be the ones most interested in the outcome of 

the projects compared to some larger institutions. There is a change in this role as the 

growing start-ups feel the responsibility shifting away from their shoulders. Investors 

consider themselves in a leading role, adding that: 
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“Towards start-ups we want to be proactive, so we take initiative ourselves. If already in 

our portfolio, of course, then we do daily work with those companies and cannot be 

passive at all.” 

 

For one investor, the investment activities used to be semi-professional hobbies, but since 

becoming more engaged, they saw their proactiveness growing as well. 

 

The organization representing the cities sees their role as a supporter when the broader 

Climate-KIC strategic development is considered. However, this stakeholder holds a 

leading role in the projects they have initiated within the ecosystem. A nonprofit 

organization acts upon their mission statement, therefore they consider themselves to be 

in a leading role. Nevertheless, that also depends on each individual project, where on 

average they consider themselves to hold a supportive role. This role has not substantially 

changed, but they have broadened the scope of topics they deal with, moving from early 

start-up support programs to engaging with varied topics and projects. A for-profit partner 

sees their role as supportive and reacting only when needed as in the past their request for 

support was not met as expected, describing it as following: 

 

“I think in the past we tried to support them in their strategy, kind of. We always tried to 

interact with them and were asking things, but never really got any valuable feedback so 

then we moved to rather react when we were needed because of the bad experience in the 

past that we had in the communication when we were asking for advice or as you call it 

maybe value. We were actively asking for it and feel there was not much coming back so 

we moved to reacting only when needed partner.”  

 

The universities’ researchers see themselves not as being a leader in the community, but 

rather taking a supportive but mostly reactive role. A moment in which they’ve seen 

themselves having an important supportive role is when the topic researched was very 

close to their core and the possibility to bring substantial change was present.  
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4.2.4 The powers, the legitimacy, and the urgent matters 

Climate-KIC considers the community to share the collective power to make changes and 

do not bring out a specific dominator that would have total control. It is rather the case 

that the different stakeholders provide complementary skills to the ecosystem. Other 

internal stakeholders similarly see that as there are multiple decision makers, the power 

is well-distributed, although the legal authority to guide the direction of the ecosystem is 

held by EIT, C-level management, and supervisory board. Since Climate-KIC is a subunit 

under the European Institute of Innovation and Technology, they consider European 

Union to have the legal merits to propose the large-scale changes. In the European 

Commission there are internal stakeholders that, depending on the issue at hand and the 

timing, can have power to push the change, which is not always connected to the official 

hierarchical structure. An interesting perspective on the European Commission is that the 

EP elections bring new players to those roles, referring to a key attribute of constant 

change inside an ecosystem.  

 

Startups perceive themselves not having a huge amount of power to influence the system, 

one of them stating: 

 

“So I don’t feel we have a whole lot of power to impact what they do because they (on an 

individual level) offer a deal and you can take that or not, but maybe there’s this small 

power – if anyone has negative experiences in this program and community, it’s not 

beneficial for them either.” 

 

Others consider themselves to have little power as they do not have a lot of resources in 

terms of time and funds, and they are also limited in their capacity to conduct research 

alone. As the start-ups mature and prove themselves, their suggestions are also taken more 

seriously. They do have a chance to give feedback via a survey at the end of the year. 

Regarding legal authority to change things, startups consider themselves to have 

established a personal relationship with the Climate-KIC representatives and therefore 

trust that they still have a certain amount of influence on the community as they share a 

mutual goal. Startups have gained indirect legal authority as the authorities have adjusted 

tax issues to enable higher growth of those startups as there is more attention and hype 

around them and many aspiring entrepreneurs choosing it as a career path. Startups 
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typically focus on building their business and consider themselves to not have urgent 

matters to bring forth. 

 

The organization leading the cities sees that the amount of power they hold to influence 

the ecosystem to be medium as Climate-KIC has already established a vision and strategy 

that the partners adhere to, but through consultations they do have influential power to 

represent the needs of the public sector. They are more active on the scale of bringing 

forth important issues as they are the ones representing the needs of the public sector as 

opposed to the private sector that is very much represented already. They see the need to 

be proactive in initiating projects as the solution providers as well as investors are only 

part of the equation of demand and supply. The extent to which the city representatives 

have legal authority is considered to be on a medium level as they can only give voice to 

the cities, but decision-making power is still held by Climate-KIC. They also mention 

that although they have a multitude of project proposals, the funders are those who have 

the power to decide who to fund, which ones to support. The power and authority is also 

divided as there are ongoing negotiations between Climate-KIC stakeholders and the 

cities as to what needs to be done and the conditions that suit the counterparts.  

 

Regional partners consider themselves to have a fair amount of power and legitimacy as 

they consider themselves fairly experienced in certain topics and thus they are listened to. 

The NGO considers its credibility to have grown together with the growth of the 

organization. Another partner considers themselves to always have had the legitimacy to 

propose changes, despite not being always heard. However, it has changed with the new 

strategy of vision co-designing. The power is considered to be limited and also depends 

on the amount of interactions taking place.  

 

Regarding the coaches’ perspective, they have feedback loops once a year, where they 

are able to propose changes and new ideas. An investor sees their role changed in the way 

that they grew from only being an angel investor to becoming a regulated investment fund 

and they see they can offer more to the community.  

 

The universities’ representatives recognized that based on the role categories listed they 

do not have an astounding amount of power when it comes to make change within the 
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community. Despite this, after noticing the small amount of funding provided to them 

they decided to bring the issue to the administration of Climate-KIC who consequently 

raised the bar of the funding lavished to the universities. This proves how Climate-KIC 

listens to the issues found in the community and attempts to meet their needs. 

 

An investor fund representative considers themselves to have a decent amount of 

influence to the regional tech start-up ecosystem. Since there are Climate-KIC partners 

and start-ups part of it, regards their influence on the Climate-KIC ecosystem existing 

indirectly.  

4.3 Digitalization 

4.3.1 The impact of digitalization 

The event of digitalization has greatly impacted the organization data wise. Various 

representatives of the organization stated how the gathering and processing of data has 

been eased for everyone within the organization. An internal stakeholder stated that: 

 

“Now any EIT and KIC employee has access to the data so they can understand what 

we’re doing and there’s also a learning component here – if we’re doing an initiative 

(which has been done in the past) we can learn how it was successful, why it was a failure, 

learn from that, and move forward.” 

 

The use of both internal and external digital tools has improved the access to information 

for both employees of Climate-KIC and the stakeholders. It has also given a better 

overview of what different internal stakeholders are doing and different initiatives 

undertaken. It is widely agreed by the interviewees that digitalization allows for long-

range connection through online meetings and other communications, with the benefit of 

saving time and resources, decreasing, in addition, the carbon footprint generated by 

having face-to-face meetings in different locations. However, it is criticized by some 

start-ups that reports, budgeting files, and contracts which are currently printed and sent 

to others is not only a hassle, but also environmentally unfriendly. Furthermore, e-

learning is made available for knowledge sharing online as well, where Climate-KIC 

offers a multitude of master classes to spread knowledge on a variety of topics. It is worth 
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mentioning that a few representatives did not notice a significant transformation of their 

work practices after the implementation of digital tools. Climate-KIC also uses digital 

tools for processing expense claims or for procurement of suppliers. A machine learning 

tool connecting stakeholders has increased the number of partners and projects and shares 

information about who they are in a simple way. Digital platforms also come handy when 

showcasing deal flow information to investors, although it has been brought out by 

external stakeholders that other currently offline processes could be analyzed and 

potentially digitalized. 

 

On a generic level, all the start-ups interviewed consider digitalization to have majorly 

impacted their way of working and their tasks by increasing efficiency and efficacy in 

communication. Overall start-ups value the automation that digitalization has provided 

them highly as it reduces the resource usage by making all kind of processes more 

efficient. Startups have emphasized the communication becoming more efficient with the 

use of video conferencing tools. Due to fact that plenty of modern start-ups offer products 

or services related to digital technologies, it is clear how digitalization is the core of their 

value offer and their very own existence. As startups have typically not been in existence 

for a prolonged period, the effect of digital transformation is not that visible as they were 

already born in that environment. A startup that developed an online store in an otherwise 

traditional market was enabled by digitalization to achieve a closer relationship with their 

customers. Start-ups that took part in the accelerator program had to previously send in 

physical copies of invoices and proof of payments, which had been digitalized with 

DocuSign program.  

 

The city representatives’ opinion on digitalization is that this phenomenon has reduced 

the necessity for people who are working all over the world to meet physically, for 

example by having video conferences through digital tools such as “GoToMeeting”. 

Through digitalization, waste of time and resources is limited, but on the other hand 

personal face-to-face interaction is lost. It was emphasized how meetings in person give 

the opportunity to discuss in a more detailed way, improving the quality of discussions 

by making sure every participant of the meeting is on the same page. The type of content 

that cities share in their interactions relate to reporting and sharing the successful stories 
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of innovative solutions to modern issues met, as well as news articles, announcements 

regarding the completed projects. 

 

One of the investors interviewed has noticed a trend in digitalization regarding the start-

ups. The trend regards the increasing number of platforms developed with the scope of 

connecting supply and demand in different areas. According to another investor 

commenting the impact of digitalization: 

 

“The change is more gradual, it changes a bit over a period of time, but once you look at 

the long period of time, you can see that the change has been really huge. But year to 

year the change is smaller.” 

 

4.3.2 The use of digital platforms 

As the digitalization era proceeds, entities are required to keep up the pace by evolving 

and adopting different digital services in their everyday activities. Climate-KIC has been 

providing different tools to communicate with different stakeholders, application forms 

to register for events, and a platform offering exposure to the start-ups and their deal flow 

to potential investors and partners. As part of the organization’s purpose is to spread 

knowledge, they have provided webinars for the community. The organization’s 

representatives have reasoned that there is potential benefit in embedding the software 

into the processes, and realized that the software itself is not their value proposition, but 

rather the opportunity to join a community of collaborating entities and organizations. 

There are also virtual pitching sessions as well as virtual training sessions provided by 

Climate-KIC. Information such as readings, training material and templates are offered 

digitally as well.  

 

Climate-KIC has recently introduced another digital tool called Exaptive, whose function 

is to be a matchmaker by connecting different community members as well as to discover 

projects related to one’s interests. One of the Climate-KIC representatives explained the 

benefits of such a platform, including visualization of projects: “What you can begin to 

see very quickly with this type of visualization that we’ve made available is where there 

are concentrations of effort and who in the network is working on what. The second main 
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feature of this particular technology is that it is enabling to do matchmaking. So we are 

able to define what challenges we are looking to face and what types of skills and 

capabilities are required to solve some of the challenges. It can begin to matchmake 

individuals based on the work that they have done.” The digital platform operates with a 

machine learning algorithm, which makes connections between members based on 

similar interests and projects they were involved in, attempting to bring together entities 

who have completely different expertise and knowledge. Through this tool, new 

interactions and connections are made possible and the conception of innovative solutions 

to modern issues is pursued. Such digital service extends the universal goal through the 

benefits of the digital realm. Another benefit mentioned by the Climate-KIC 

representatives regarding this tool is that it also provides value in terms of transparency 

of the activities in the ecosystem, for example it lists all the projects that have been funded 

since 2016 as well as in an ongoing process adding startups from accelerator program and 

alumni in the future. Therefore it becomes visible who in the ecosystem is working on 

what and which skills and capabilities are needed. On the other hand, complex processes 

in the creation of an account on the digital platform made a few users reconsider sharing 

it to external stakeholders before making sure the process is made easier. The platform 

has an advanced visual interface as brought out by a partnership company, who stated: 

 

“It is very nicely visualized, it really has this network feeling, like a spider web. You can 

move along this spider web, network, to dive deeper or go out from certain projects or 

partners. I kind of like it, and it also has this automatic suggestions that feed your 

expectations.” 

 

The representatives of this stakeholder as well as local NGOs also mentioned the platform 

Plaza, which enables users to harmonize data on a single platform, edit it simultaneously, 

and oversee the progress of the project. The platform is focused on maintaining the 

essential information, regarding documents, proposals, reporting and project timelines 

into one environment. It includes features for budget planning, project feedback and 

assigning co-editors, but lacks a communication tool. Reporting and budgeting was 

previously done using Excel. The only communication aspect to it is done via email in 

the occasion an update is released, which is useful to the different stakeholders using the 

platform. According to a regional partner NGO, the platform is mostly used by different 
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partners, who maintain their projects that are visible for both the regional Climate-KIC 

offices as well as headquarters of Climate-KIC that is overseeing all projects in all 

countries. The users range from accountants to CFOs, and budget managers.  

 

The Investor Marketplace is a digital platform in which Climate-KIC lists all open 

financing rounds from start-ups. There are services offered to the start-ups by listing their 

financing rounds, and to investors, who are given thorough overview of the start-ups as 

well as the option to get in contact with them. However, many start-ups stated that they 

do not get approached via the Investor Marketplace as much as they would have expected, 

even after 12 months after the creation of the account showcasing the company and the 

product or service offered. This very fact decreases the overall user activity of the Investor 

Marketplace, since no new contact nor investment derives from its usage. Startups have 

reasoned that perhaps the cause could be the missing personal element of approaching 

someone face-to-face, while others think investors have the mindset of trying to find a 

needle in a haystack and prefer to discover the startups that are unlisted themselves. 

 

Start-ups stated that the opportunity to virtually pitch their value offer enables them to 

showcase ideas and concepts through digital channels, thus reaching a broader audience. 

They also agreed on the fact that e-training allow for long-range knowledge and 

experience sharing through coaches. Despite the possibility of networking, a few start-

ups have noticed a lack of investor representatives at the numerous events organized by 

Climate-KIC. Worryingly enough, a few start-ups stated that they don’t feel the software 

solutions provided by Climate-KIC and haven’t heard about neither the Investor 

Marketplace nor Exaptive. This fact disrupts the community from within, since its user 

will not spend any more time or effort into a community that doesn’t feel rewarding nor 

isn’t offering any kind of network opportunity. 

  

4.3.3 Digital tools outside Climate-KIC 

All the interviewees, when asked about other digital services used outside of Climate-

KIC’s scope, listed various digital services. Regarding online cooperation such as digital 

brainstorming tools or a substitute tool for electronic mail an interviewee mentioned 

Microsoft Teams, but due to different working styles the tool is not considered useful by 
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everyone. Internally, reporting and all internal data-related processes are done digitally, 

to the point that a few interviewees mentioned using the organization’s website to fetch 

information. However, this has turned out to be a time-consuming task for them due to 

the complexity of the website. LinkedIn is used as a social media channel to send 

information to other stakeholders.  

 

The start-ups mentioned using tools such as appear.io for internal communication that 

offers a frictionless experience without the need to download and register if compared to 

software like Skype. Trello and Slack are used for teamwork and project management, 

and LinkedIn and Facebook to network and contact potential partners and customers. On 

the other hand, it was noted how the introduction of multiple digital tools leads to an 

overwhelming amount of information, thus complicating the processes and the work of 

the stakeholders. Among the examples listed, Trello was referred to as a tool offering a 

lot of freedom in its usage, causing individuals to plan and list too much content that other 

individuals find chaotic and prefer to utilize paper notes instead. On the other hand, tools 

such as Slack are an easy-to-use versatile service that allows for a communication, file 

sharing, and security system. Other participants in this study would rather keep things 

simple and communicate with partners and stakeholders through simple group chats by 

using WhatsApp. Most of modern start-ups offer digital products or services to the public 

and highly rely on digitalization. However, it was found that also start-ups with a material 

product thrive on the online channels alone. In particular, these use e-commerce tools 

such as WordPress, a platform that allows to reach direct customers and is highly 

customizable through the purchase of plugins, acting as extensions to the default platform. 

It is clear how such tool enables a company to widely broaden its customer base and at 

the same time allows for a more personal connection with the customers. One of the 

startups uses large datasets for running risk analysis, which would not be possible without 

digital tools. 

 

Furthermore, it was widely recognized how the digitalization of education tools enabled 

for the inclusion of a larger number of experts from different countries around the globe 

to organize training sessions. For instance, a face-to-face meeting scheduled in Europe 

would see most of its participants being European, while thanks to digital tools enable 



 

 

 

 

54 

inviting experts also from Mexico or China, which broadens the scope of the discussion 

and enriches it. 

 

The cities instead claimed using a tool called SmartScan to conduct a series of tests in 

order to assess whether a particular project complies to environmental, social, and 

governmental standards. Partners mentioned that for presentations and communication 

with partners and clients, Webex is widely used around Climate-KIC. Social media is 

used to connect project members with an example of Facebook group as brought out by 

a partner company, where the partnership company is able to post different opportunities.  

 

Most of the interactions that take place between Climate-KIC and researchers are emails 

to clarify what the purpose of an innovation-based research is and provide details in order 

to receive the funding. Emails are also used among the universities to keep in touch with 

one another within the community of Climate-KIC. 

 

Overall it was found that, based on the value exchange of the stakeholders, their 

responsibilities are somewhat similar to what they used to be before digitalization. The 

change has happened primarily in the process of completing different tasks, and the 

efficiency in doing so. Furthermore, Climate-KIC representatives recognized that in order 

for the value exchange to take place, the members of the community need to be provided 

with relevant equipment, which they felt was not provided in some cases, as well as 

knowledge how to use the tools. According to Rintala and Suolanen (2005), this process 

should be done gradually and should also take into account the different levels of 

experience.  

 

Investors use different software-as-a-services for investment deal flow management, fund 

management as well as communication tools. For example Startup Includer is used for 

dealflow management. Other tools include Vumonic, which is used for digging data, 

which investors describe as: 

 

“This is a tool that basically is an online real-time market share analysis tool. How it 

works is that they have access to gmail inboxes so they can see like how many ride-
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sharing invoices somebody has in a specific region or city. Therefore they can calculate 

the market shares very precisely and online.” 

 

An investment fund manages their portfolio with a tool called Pipedrive, which is 

originally meant for sales pipeline management. Investors list promising startups there 

and manage them as they move through different stages up until the very last one which 

receive an investment.  

 

4.3.4 The extent of Digitalization 

The representatives from Climate-KIC consider the digitalization level in the organization 

to be rather balanced. Digital tools and processes are seen as a beneficial part of the 

development of the ecosystem. Especially in the initial part of any interaction between 

stakeholders, these allow for easier communication, faster application processes to 

workshop and classes, and investment mediating situations.  

 

Given the ease of spreadability of information online, plans and activities data quickly 

reaches the start-ups who can apply for acceleration programs in online forms, while also 

being able to show themselves on the platform and initiate communication with Climate-

KIC representatives and potential investors. On the same note, cities can post relevant 

issues or projects, in order to receive help from different sources all around the globe. 

Every single stakeholder also has the opportunity to discover, through the digital 

channels, workshops and master classes which take place on specific locations. Due to 

the difficulty of travelling to attend short-term activities, Climate-KIC representatives see 

the potential in further investing in digitalization by complementing the offer of e-

learning with virtual workshops.  

 

After the initial steps are taken online, the setting morphs into a mixed environment, 

combining offline physical interactions, such as important meetings, networking mingles, 

learning workshops, with online communication, for example to keep updated or in touch 

with other members of the community. A few interviewees recognized that plenty of the 

current offline interactions maintain a better quality by being kept offline due to the 

human factor. One of them stated: 
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“I would say everything that doesn't need to be offline is usually online, at least with our 

kind of work. So of a lot of the communication happens online, a lot of the exchange of 

information and progress tracking happens through different conference calls systems 

and shared files. I think what is offline is certain workshops that we do sometimes, and 

meetings to present findings to these advisory board, so basically, the industry 

representatives within a project. But these two components, I would personally not say 

that they would benefit by being digitalized, I think it's two components for which there's 

a reason why they're being done offline.” 

 

One of the investors also considers the interplay of online and offline to be a necessity, 

stating that: 

 

“I work with early stage founders and it’s something that you can’t automate that well, 

because you know it’s more or less about the relationship with the founder and 

understanding the founder. So I think that tech cannot be like a real changer there. It’s 

more about like one-to-one conversation.” 

 

On the other hand the investor that works with start-ups both from Climate-KIC and 

outside of it sees potential improvement in the use of digital tools by a common reporting 

tool such as Startup Includer, yet does not consider themselves to be in a position to put 

them under pressure to use a specific tool.  

 

However, the start-ups agreed with the statements that the three stages and the master 

classes provided by Climate-KIC hold valuable amounts of information exchange on how 

to develop a business, how to market, and how to sell. According to them, these are the 

interaction that hold potential in being digitalized, as well as suggestions on potential 

partners to reciprocally inspire each other, building closer relationships within the 

community and increasing overall motivation.  

 

On the other hand, a start-up lamented that despite the fact that a Climate-KIC facility 

processes data through digital tools, it is eventually requested to send in documentation 

in a printed format. There is also a general belief that the organization has undergone 
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digitalization purely for the fact that we live in a fast-paced digitalized era. Despite this, 

it is agreed how digitalization holds further potential in giving the opportunity for the 

implementation of a digital platform that has the capability of reviewing the stakeholders’ 

projects so to avoid tasks redundancies.  

 

Cities representatives noted that even though interactions were made more efficient when 

brought online, smaller details were often not discussed in the same way a face-to-face 

meeting would allow to. Similarly to other stakeholders, the cities representatives 

recognized that digitalization comes in aid to a certain extent. In the planning stage of a 

project or policy, the digital benefits can be exploited by working simultaneously on the 

same document from different locations. But the limitations of online tools become 

apparent in the case of writing declarations and governance documents, in which there is 

a need to debate thoroughly each word. Therefore, digital tools are used for the initial 

point of contact and the missing element of personal interaction is provided by the 

workshops organized in the specific city. A partnership company has stated that the 

amount of digital tools provided is sufficiently covering their current needs, adding also 

that having too many tools can be counterproductive. Other partners have noted that the 

ecosystem is partly digitalized by saying that: 

 

“The distribution of general information is very much digitalized and that is completely 

fine, because then you can reach out to high number of partners in the community without 

being in touch with each and every one alone. So you can reach out quickly. But I think 

they could do more in digitalizing for example Climate-KIC meetings for example. There 

are on occasion meetings where people get together physically and as a partner in the 

community and you are not able to participate, then you are not part of the story. So that’s 

something that’s I think missing out, so that Climate-KIC is not able yet to record or give 

access to all partners to physical meetings. So I think that’s something that’s really 

missing.” 

 

Universities lamented the fact that since the beginning of an application to see the grant 

of the funding takes too long, with multiple emails in the period to clarify and expose all 

the details of the research project. Regarding the offline interactions, there are events 

organized by Climate-KIC taking place in Europe which give a good opportunity to 
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network with potential partners. However, their geography is often limited to Brussels, 

Paris, or Amsterdam, therefore preventing researchers from other parts of Europe who 

have the interest in connecting with other universities to join them. 

 

4.3.5 Changes in value delivery due to digitalization 

The benefit deriving from using these different digital tools is increased efficiency. Many 

of the activities otherwise done offline are now done via digital tools, such as signing 

documents digitally. Value is delivered without the mediator in the matchmaking process 

since, with tools such as Exaptive, the community has the capacity to make connections 

on its own. Since the organization is scattered around Europe and recently expanded also 

to the US, limiting their carbon footprint via flights is essential to them. Therefore, 

delivering the value digitally to the stakeholders limits their expenses, time waste, and 

impact on the natural world. However, some internal stakeholders refer to the importance 

of having face to face meetings, stating that most of their meetings take place offline. 

Although the organization expects to have a customer relationship management 

implemented soon, it is also mentioned that certain information ought not to be shared 

online, as it is too sensitive.  

 

It was mentioned that there is unused value in vetting the startups that could be easily 

solved by introducing the opportunity of adding a “Climate-KIC approved” tag to startups 

which would make the process of finding value in the pool easier for the investors. 

 

From the cities’ perspective who interact with stakeholders across different countries, the 

communication platform that also enables counterparts to connect via smartphones has 

decreased the need to meet physically, saving time and resources as well as decreasing 

the carbon footprint. The introduction of a secure platform to communicate 

simultaneously, using collaborative tools for editing documents and share files has shifted 

the value delivery amongst stakeholders to become more efficient and transparent. The 

delivery of information in terms of sharing knowledge has shifted online as well as the 

city representatives (together with IT partners) have introduced online courses and 

webinars regarding how to access capital market through green bonds, how to issue them, 

and much more. Using videos, images as well as sound clips has enabled more efficient 
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means of communication with the global network in different languages. Climate-KIC 

provides its partners with digital marketing guidelines and requirements. The type of 

content local partners use regards guidance and terms and conditions as well as project 

proposal material. 

 

Researchers from universities also apply for research projects funding (and subsequently 

upload the financial report) in the platform Plaza, but do not go beyond that. Besides this, 

the feeling was that the switch to a digital cloud system did not provide a major value 

change, but the universities eventually admitted that the transparency offered by the 

platform and the possibility for the partners to approach and work on any project are 

indeed beneficial. On another note, universities representatives claimed the value 

extracted by the community would increase exponentially if Climate-KIC was to offer a 

training in how to build network and implementation of projects with new partners. A 

partnership company has brought out that they are mostly interested in increasing their 

network to find opportunities for partnerships.  
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5. Analysis 

_____________________________________________________________________________________ 

In this chapter we analyse the empirical findings through the template analysis. Though 

the codes involved are not shown directly, we derived codes from the theory to then edit 

them throughout the process of empirical findings review. For this chapter we maintain 

the same structure for a better understanding, being the organization Climate-KIC first, 

the stakeholders position, and finally the impact of digitalization. 

______________________________________________________________________ 

5.1 Ecosystem 

As explored in the chapter regarding literature, it is clear that the foundation of a business 

ecosystem lies within the interactions between organizations and individuals (Moore, 

1993). Based on an extrapolation of the empirical findings, Climate-KIC highly assesses 

the value deriving from the interactions between both the internal and the external 

stakeholders, to the point where the organization has been acting to shift its position from 

a mere grant provider on individual projects to an entity that keeps track of all the partners 

through a portfolio approach, improving communication and interactions. Furthermore, 

Moore (1993) studied how a business ecosystem contains various levels of organizations 

such as industrial entities, governments, associations and other actors present in an 

environment who co-evolve to pursue a common goal in an uncertain business setting. 

This study can be applied directly to our research as the community explored has the 

common scope of supporting climate action through systemic change and role division. 

As found out throughout our research, Climate-KIC is a community populated by a 

variety of partners who aspire to grow quickly by increasing their network by sharing 

their contacts and experiences.  

 

Throughout the years the decentralized entity has been growing and shifting into a data-

driven organization, which has a broad view of all activities and projects that need 

particular attention. By assigning said projects to actors who have the most expertise and 

by integrating supportive stakeholders who help complete needs and necessities, the 

community of Climate-KIC tackles climate change with a holistic portfolio approach. 

When compared to the three development stages described by Rong et al. (2013), 

Climate-KIC is in the integrating phase due to the existing partnership network that is 

classified into different categories of stakeholders who are motivated in working together. 
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As explored by Rong et al (2013), the community of Climate-KIC illustrates the view of 

a comprehensive cross-industry collaboration, rather than the traditional view of linking 

partners directly. It is crucial to have variety in the resources and functions of 

stakeholders, from raising awareness about a problem to supplying concepts, research, or 

know-how. Due to the natural differences of the actors within the community, Climate-

KIC has the role of facilitating the connections to create and sustain systemic innovation. 

 

As observed by Pellikka and Ali-Vehmas (2016), the performance and capability of a 

company to create innovation depend on the resource and assets management outside its 

direct control such as networking, co-creation and cooperation. The recurring theme in 

the empirical findings consists of partners generally desiring for a broader network that 

offers in-depth connection, established by the possibility to co-work on projects to 

achieve common goals. 

 

Climate-KIC also acts as a supporting educator by offering training programs and 

workshops that help people develop ideas and create solutions. The accelerator program 

aims to guide start-ups through a three-stage journey to validate their product idea, grow 

attraction, and scale to market. Due to the similarly minded people within the large 

network of Climate-KIC, the growth of new ideas is enabled through vital feedback and 

connection development. After the projects have been piloted, application in other 

countries throughout Europe and beyond is tested as the organization expands.  

 

The growth of the organization allowed the community to clearly see what the future 

strategy and vision is, enabling it to align accordingly. Climate-KIC, other than simply 

mediating interactions amongst the actors, also includes partners in the co-designing 

process of the organization’s vision and strategy. The integration of partners and co-

designing of the vision shows how Climate-KIC is in the third stage out of the five stages 

of ecosystem development illustrated by Rong (2011). It is described as diversifying the 

solution with partners, encouraging partners to develop the solutions and co-designing 

the solution platform for the industry. The co-designing takes place on two levels. On the 

general level, the overall strategy is defined together, while on a more specific level 

individual and organizations, who focus on a particular field, are grouped together by a 

theme. By acting with the community at heart, Climate-KIC manages to make better 
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decisions and improve its planning for the future of said community. Through the 

insertion of a new platform, the organization has become more transparent in its activities, 

enabling the stakeholders to grasp the reach of the activities and better position 

themselves within it. Nevertheless, a few actors claimed unawareness of the existence of 

digital tools designed to improve connections provided by the organization. Additionally, 

others stated that the constant change Climate-KIC undergoes is confusing, making it 

hard to align with the organization’s position and direction. A reason for such disbalance 

between the organization and its stakeholders is that the fast growth achieved in the recent 

years by Climate-KIC has been disrupting the roots of the relationships with the 

community, with the potentially increased difficulty in reaching ambitious goals. Due to 

the priority given to expansion over twenty different countries in the globe, the control 

and synchronization of activities suffered, making the management of the organization 

become a challenge on its own. 

 

As observed by Peltoniemi and Vuori (2018), ecosystems have both competitive and 

cooperative elements within themselves. Surprisingly enough, this aspect was also 

mentioned by Climate-KIC representatives when discussing about competitors. Due to 

the common goal being the mitigation of climate change and not financial benefit, the 

competitors are rather seen as allies who can support, share knowledge, or even 

outperform Climate-KIC. Despite this, the support given to Climate-KIC by the EU 

allows for more credibility and reliability within the community. Based on the model 

defined by Moore (1993) regarding the four evolutionary stages of a business ecosystem 

illustrating the cooperative and competitive challenges of ecosystems, Climate-KIC can 

position itself in three different stages. This is due to the fact that elements of the 

organization correspond with multiple stages. The expansion aspect is met through the 

effort of reaching out to new countries across the globe, while the leadership stage is 

achieved by encouraging actors within the community to work together for a more holistic 

result. Finally, the organization is undergoing self-renewal, as the launch of their new 

strategy for the upcoming years is also open for discussion by the actors, bringing 

innovative ideas to the ecosystem. 
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5.2 Stakeholders 

Climate-KIC is an organization working in the field of climate mitigation. Regarding the 

stakeholders, Climate-KIC brought up an overall sense of responsibility for assuring the 

sustainability of the planet. The value provided by Climate-KIC is identified in a 

multitude of processes: collection of data and issues; transformation of knowledge in 

ideas and concepts; materialization of products; product development guidance through 

research; and finally partner aid to enter the market. In order to cover the various needs 

within the process, multiple stakeholders with different roles are needed. Climate-KIC 

uses an online education platform to reach out to citizens who are interested in climate 

mitigation and innovation, involving them in events where challenges are presented and 

therefore serve as the initial link to innovation. A few of these individuals are students 

due to the involvement of Climate-KIC with partner universities. Although a university 

offered start-up training in its facilities shortly after becoming a partner, the program was 

quickly terminated because of the lack of results and benefits. 

 

The stakeholders who have access to climate related issues are governments, cities, and 

corporations, who formulate these into challenges presented to students through the 

format of a contest called Climathon. Research institutions have the capability to look 

into the issues in an academic manner and show their findings to the community. Start-

ups are born and existing ones are developed in the community as they are the risk-takers 

who step into the unknown and create innovation. Early stage start-ups need support in 

terms of funding as well as know-how. The European Institute of Innovation and 

Technology (EIT) provides grants without asking for any stake in the company. Another 

way for the start-ups to gain access to funding is through investors or venture capital 

funds, but in those cases an exchange for shares is required. Another important element 

start-ups need to survive is knowledge and contacts. The findings show that there is an 

essential benefit deriving from the ecosystem in the form of getting access to personal 

contacts of companies or investors to build new partnerships. Therefore, the opportunity 

to develop the personal network is crucial. 

 

According to Peltola et. al (2016), the roles of the stakeholders are not fixed, but rather 

dynamic and dependent on their environment and circumstances. For instance, the role of 

a start-up is primarily to develop its offer while prioritizing its survival, serving later on 
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as an advisor to younger start-ups who are undergoing similar struggles and challenges. 

The same can be applied to investors who not only manage portfolio of investments for 

monetary gains, but also serve as coaches or gateways to future investments or partners. 

As a final example, larger companies cooperate with start-ups to improve their own 

products or to form partnerships to help the start-ups bring their offer to the market, but 

can also act as problem owners. 

 

The stakeholders of Climate-KIC see the ecosystem as a self-organizing community in 

which members support each other and make decisions in consensus. There are 

stakeholders who take a leading role at times, but it is often related to the projects at hand. 

According to Iansiti and Levien (2004a), organizations can take four different roles in a 

business ecosystem: keystones, niche players, dominators and hub landlords. Our study 

indicates that Climate-KIC as an organization acts as the keystone since they provide a 

platform together with the processes and assets to the ecosystem. Climate-KIC has 

provided its stakeholders with an extensive platform to meet in development sessions, 

pitching events, workshops, and so forth, but also recently looking into digital platforms 

to connect the different counterparts. Even though start-ups share their know-how and 

universities develop the academic approach, representatives from both of these 

stakeholder roles have openly stated that they are in the ecosystem to receive funds and 

benefits. They can therefore be seen as the exploiters of the ecosystem, but since the 

outcome of their work is beneficial in achieving the goals of Climate-KIC, they are still 

providing value back to the ecosystem. According to Iansiti and Levien (2004a) they can 

therefore be classified as dominators as they attract resources without functioning 

reciprocally. Many start-ups are falling into the role of opportunist after going through 

the 3 stages of development as their contribution has fallen and they interact only when 

needed. All external stakeholders have their specific value interactions and their niche 

that they interact on the keystone platform and can be therefore perceived to belong to 

the niche player role.   

 

The leadership and proactiveness of the stakeholders is simplified into a model with three 

categories of stakeholders as explained by Lu et al. (2014): dominator, participant and 

opportunist. Dominators lead the development of the industry, and multiple start-ups 

consider themselves to be in a leading role as they have emphasized taking their 
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responsibilities very seriously and having high interest in the projects’ outcome compared 

to larger organizations they worked with. Other start-ups referred to the fact that their role 

has changed to participant role since, as the company grows, there is less need to hold 

that amount of responsibility on their own shoulders. It also depends on the specific 

project that they worked on, in some cases the role was leading (dominator) and in other 

supportive (participant). Partnership companies similarly consider their role as dominator 

in their own projects, but participant in the Climate-KIC initiated projects. An investor 

sees their role as dominator as well as they take initiative in proactively looking up start-

ups and work more closely with them once they are in the portfolio, whereas the 

dominator role has become stronger as the investor’s work grew from semi-professional 

hobby to a full-time job.  

 

Besides the dominator role that acts as a leader in the community, there are stakeholders 

according to Lu et al. (2014) who provide support under the leader’s guide, called 

participants. Some start-ups consider themselves to belong to this category as they are 

rather focused on their start-up’s development rather than community interactions, but 

they see themselves moving to a leadership position in the future. One of the partner 

organizations considers themselves to be in a supportive position because of their 

activities. Nevertheless, they also mentioned to have certain leader’s attributes as they are 

driven by the feeling of having a mission, and their scope has changed as they have taken 

upon new topics such as circular economy. Another partner similarly considers 

themselves to be in the participant role, but they have become more passive as they have 

perceived that the community did not give them the valuable feedback they needed and 

only regarded issues such as branding, therefore shifting more towards the opportunist 

role. This partner proposed that Climate-KIC itself has become more active and is more 

in a supportive role now and before was too much focused on themselves rather than 

actively supporting partners, ideas, and projects. One of the cities sees themselves in a 

supporting role as well, but has noticed that the more active they are, the more they take 

the dominator role. 

 

Lu et al. (2014) defined the opportunist role as the most passive, having the stakeholders 

contribute only when needed. One of the universities considered themselves to be in-

between the role of opportunist and support, as they rather see Climate-KIC as a way to 
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get funding, rather than a community. Similarly one of the investors thought of 

themselves as reacting only when needed, but also in a supportive role. 

 

Multiple representatives of Climate-KIC emphasized that there is collective power held 

by the stakeholders, and all of the members of the community are considered essential. 

As observed by Mitchell et al. (1997), there are three elements that classify stakeholders: 

power, legal authority, and urgency. 

5.2.1 Stakeholders with three qualities 

According to the theory, Climate-KIC classifies as a definitive stakeholder since it 

possesses all three of the aforementioned qualities, acting as a centralized organization. 

External stakeholders may influence the ecosystem, but they are the only ones to have 

legal authority over the community in the sense that they have the right to make legally 

binding decisions over their organization, thus making all other stakeholders latent 

according to Mitchell et al. (1997). Nevertheless, some of the stakeholders considered to 

have all three qualities. The organization representing cities referred to having medium 

level of power as well as legitimacy since, even though they give voice to the cities, the 

final decisions are made within Climate-KIC. They rank themselves high in regard to 

urgent claims as they mediate the needs and challenges of multiple cities to the 

community. One of the start-ups perceived to have had all three of the qualities when 

joining the community, despite the fact that the three elements were all on a low level. As 

the start-up became more established, trustworthy, and credible within the community, 

the three qualities have greatly improved. 

5.2.2 Stakeholders with two qualities 

Expectant stakeholders are those who possess two out of the three qualities of power, 

influence and urgent claims, according to Mitchell et al. (1997). One of the partner 

companies admitted to hold a fair amount of power deriving from their experience and 

having legitimacy in discussing matters with the community, despite not having done so, 

yet. They can be therefore defined as dominant stakeholders. They have seen growth in 

their influence as they got involved with more issues such as circular economy, and have 

thus gained credibility in the ecosystem. Another partner organization considers 

themselves to have legitimacy, but added to have grown in this role throughout time. They 

also consider having a limited amount of power to influence the ecosystem, and can 
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therefore be categorized as a dominant stakeholder. There are also cases when the 

perceived influence of the stakeholder has decreased. On this note, one of the interviewees 

claimed the influence of a specific country has decreased. They considered themselves to 

have a certain amount of power, matters to bring forward, but no legal authority. This sets 

them in the classification of a “dangerous” stakeholder. Another stakeholder matching 

that classification is a start-up that deals with climate change related risk assessment, 

informing governments and other partners about the already urgent risks in climate related 

challenges. 

5.2.3 Stakeholders with one quality 

Finally, Mitchell et al (1997) describe stakeholders who only possess one of the qualities 

of the three. Individuals who are just joining the ecosystem with ideas and would like to 

push through their agenda are considered to be demanding stakeholders as they have no 

legal authority nor power, attributes they will obtain once they join a start-up or another 

organization. An example of stakeholders who hold legitimate authority but no direct 

power over the ecosystem are the representatives of the European Commission. These 

stakeholders are not directly involved with Climate-KIC and simply classify as 

discretionary. A few of the start-ups, as well as one of the investors interviewed, defined 

themselves to only hold a certain amount of power without any legal authority nor 

urgency to push matters into discussions, making them dormant in the stakeholder 

classification. A start-up stated they do not see the need for start-ups to even have much 

power, and they see their power deriving from the responsibility of Climate-KIC of 

serving them well. The overall power of start-ups is considered to have grown as there is 

more excitement around them, as for example legal institutions have taken notice by 

providing support with legislation. Another start-up considered their power in the 

ecosystem coming from their product as they deal with large quantities of purchasing in 

e-commerce. An investor considered to have the capacity to influence the ecosystem 

indirectly and hold a certain amount of power as they are one of the most active regional 

tech investors. 

 

A noticeable pattern is identified in the roles of the stakeholders throughout the ecosystem 

development. As the stakeholders grow in size and prove themselves, the Climate-KIC 

community gives them a bigger opportunity at influencing the ecosystem. The ecosystem 
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of Climate-KIC has developed from the emerging phase described by Rong (2011) as the 

period in which focus is put on leveraging partners and sharing the vision into the 

diverging phase, where the importance of co-designing a solution platform for the 

industry together with the partners has risen. It is visible how the stakeholders’ overall 

power to influence the direction of the ecosystem’s development has grown as they have 

grown individually, gaining trustworthiness and support in including the matters 

important in their perspective into the overall strategy of the organization. 

5.3 Digitalization 

According to Parviainen et al. (2017), digital transformation has an impact on society, 

business domain, organization and processes. Climate-KIC stakeholders evaluate the 

organization to be in a medium level of digital maturity as certain processes are already 

digitalized, but there is room for development. Others add that the shift towards using 

digitalization has happened in incremental changes over time and major changes become 

apparent when looking back multiple years. Amongst other things, the organization deals 

with educating people regarding climate change, connecting the stakeholders who hold 

potential for collaboration and working on projects together with partners - all of the 

aforementioned activities have been influenced by digital transformation. As the strategy 

of the organization moves it towards acting as an interactions mediator, a new digital 

platform called Exaptive was introduced. It enables those connections to be carried out 

by a machine learning algorithm which bases its suggestions on the objectives and past 

projects of the stakeholders. To spread the education material in a more scalable manner, 

Climate-KIC has introduced an e-learning platform that enables to reach a wider 

audience. Connecting start-ups to investors has also been made more efficient with the 

Investor Marketplace tool, as well as accepting applications into the platform digitally. 

As for project management, Climate-KIC moved from Excel based project budgeting and 

following tools to a digital interface called Plaza that combines budgeting, reporting and 

feedback. With the introduction of these digital platforms, Climate-KIC has proved to be 

successful in orchestrating value creation and collaboration that is enabled by 

digitalization as stated by Parida et al (2019), who referred to the enablement of new 

services.  
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Based on theory, digital transformation has impacted the stakeholders in all levels of their 

activities such as communication, tasks completion, and product portfolio development. 

Although stakeholders see the benefits of the digital tools and platforms, they also 

emphasize that having too many tools can turn out to be counterproductive. Since the 

overarching theme for the community is sustainability, they appreciate the fact that 

digitalization lessens the carbon CO2 emissions that would otherwise come from frequent 

flights. Investors have noticed the increasing growth of digital platforms amongst the new 

start-ups that rise within the community, which improve the society and environment by 

removing friction from the transactions. On the other hand, less attention is given to more 

traditional product innovation. 

 

There are different functions that digital tools entail for internal use. Written information 

exchange by email, project management through Slack, online conferences with tools 

such as GoToMeeting or Skype, presentations through WebEx, specialized tools for 

software development projects such as Django or Gira. Investors use Start-up Includer 

for deal flow management, I3 to analyze the market and manage their portfolio on 

platforms such as Pipedrive. Start-ups are also discovered on platforms such as Investor 

Marketplace or outside of Climate-KIC, through I3. For file sharing tools such as 

WeTransfer are used. In some cases, the whole product offering is enabled by a digital 

platform in the form of e-commerce through WordPress.  

 

As a lot of the communication has moved online, information sharing has become more 

efficient. In addition, the rise in productivity is explained by Matt et al. (2015) as one of 

the benefits of digitalization. Amongst other things the author refers also to new ways of 

interacting with customers and innovations in value creation. Climate-KIC has provided 

the members of the community with digital open ends, which enable them to interact with 

partners in a more efficient way. Furthermore, this platform Plaza includes financing 

practices, as the budgeting and reporting has been transferred to it. Another way that the 

digital reach has moved across the world is by virtual pitching sessions, virtual trainings, 

and digital applications, enabling the initial contact with potential partners without the 

need to physically meet. These digital tools not only connect stakeholders, but also 

connect external partners with investors and start-ups on the Investor Marketplace 
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platform. An example of innovation in value creation would be introducing the machine 

learning algorithm that automates the matchmaking process. 

 

The type of content that the stakeholders look for in the ecosystem of Climate-KIC 

regards market data about competition, partnership opportunities, and tools like 

Vurmonic for real time market share analysis. Educational material is also looked for such 

as different guides, project proposals, terms and conditions, or online courses on how to 

build/market a business. Different types of media that is of interest for the stakeholders 

regards stock photos, icons, and presentation related material. The type of content shared 

regards updates about the stakeholder and interesting industry related content, typically 

posted on social media or on the organization’s website. 

 

Digitalization has demanded organizations to renew their strategies. Related to this 

change, Weill and Woerner (2015) have proposed four distinct business formats: the 

omnichannel business, the supplier, the ecosystem driver, and the modular producer. Out 

of these, Climate-KIC can be categorized into the ecosystem driver model. The ecosystem 

driver establishes a digital ecosystem of external stakeholders offering different services. 

Climate-KIC is currently offering only platforms that have technical components 

developed by themselves, and do not enable modules to be developed by the users in the 

ecosystem. A digital ecosystem also includes modules specific for the platform according 

to Tiwana et al. (2010). Therefore, by definition Climate-KIC provides digital platforms 

rather than a digital ecosystem. These include Exaptive, Investor Marketplace, Plaza and 

the e-learning platform. 

 

One of the most recent and advanced digital services offered by Climate-KIC is called 

Exaptive. The platform uses machine learning based algorithms to connect members to 

potential partners and projects based on their goals and interests. Exaptive is considered 

a business-platform as described by Ben-Gad (2016) as it enables its users to co-create 

value by exploiting the network, resources and transactions. Since one of the strategic 

goals of Climate-KIC is to become more transparent in their activities to include partners 

in the process of co-designing the vision, the visual overview of their activities is a useful 

tool to serve that purpose. But  that might not be the case for all stakeholders as that kind 

of automatic connection is not preferred by investors, who would rather take a proactive 
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role in doing their own research and finding the best start-ups to invest in. Since the 

platform acts as a facilitator between two or more groups of users, it is considered by 

Thomas et al. (2014) as a matchmaking platform. Exaptive enables its users to see a visual 

representation in the form of a spiderweb connecting the Impact Goals from their strategy 

to different projects, partners and individuals, which holds potential to update their 

knowledge and values according to the information captured from the ecosystem as 

illustrated by Balaji and Srinivasan (2010). The interest in the platform varies amongst 

users: in general, the reaction to the platform has been positive and welcome, but in other 

cases both internal and external stakeholders have either restrictions to using it or ignore 

it shortly after launching it. The platform has only been available in the community for 

about two months and is growing its user base. A partner noted that the platform serves 

its purpose of new connections, despite knowing some of the partners suggested already. 

Climate-KIC sees great potential in the tool as they are continuously adding users and 

features. 

 

Studying Exaptive from the point of view of Chang and West (2006), the platform’s 

formations can be defined as a swarm as it allows different stakeholders with similar 

interests and common characteristics to interact and engage directly with each other by 

self-organizing into a hierarchical structure. The technical solution makes it easier for the 

swarm to connect from different countries and fields of activity, making connections that 

might otherwise not have been possible. As these stakeholders are connected by 

complementary experience and knowledge, this solution is considered by Dong and 

Hussain (2007) as swarm intelligence technology, which allows the stakeholders to share 

a problem and collaboratively work on the solution. As brought up by internal 

stakeholders of Climate-KIC, the most innovative ideas often emerge from unregulated 

connections by counterparts and externals who are not biased and have the opportunity 

to bring in a different perspective. Thus, such tools as Exaptive are spot on in helping the 

value delivery of the organization as the main value of the ecosystem can be considered 

to be the different members themselves. 

 

Climate-KIC publishes the start-ups who are looking for investments on the Investor 

Marketplace, showcasing basic information about the company, their teams, and product, 

in order to attract funds from investors. One of the start-ups mentioned that Climate-KIC 
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could improve the marketplace by evaluating the start-ups and introducing a “Climate-

KIC approved” tag on the platform next to the specific start-up. An investor referred to 

something similar by stating that there is potential in monitoring the performance of start-

ups and gathering structural data about them. Platforms such as I3 give investors more 

information about the start-ups such as market data or start-ups’ business plans. As 

suggested by the investor, this additional information that Investor Marketplace could 

potentially showcase would indicate the performance of the start-ups by presenting 

customer data, revenue, business plan and so on. The proposed solution was compared to 

a platform for universities in which all activities of students interactions and behaviours 

are tracked and made into statistics to analyze. Such tool holds potential in the context of 

improving the development of start-ups as well. On the other hand, start-ups indicated 

that they did not feel comfortable sharing sensitive information on the platform. From the 

investors’ perspective, the platform does not offer a large variety of features, but rather 

simple access to the start-ups’ data. Aggregating the start-ups’ data and managing the 

portfolio in different stages is done in a tool called Pipedrive.  

 

Another start-up contemplated on how the marketplace could be more successful by 

stating that the digital marketplace is only the representation of what is established offline. 

Therefore, Climate-KIC should focus on establishing a strong position within the 

category of investors outside the digital tools, with the crucial point being how to embed 

the digital tool to the community. In addition, the start-ups agreed that the platform has 

not provided any contact from investors, supported by the fact that the investors haven’t 

heard about the Investor Marketplace before. The data about the start-ups is perceived to 

be outdated and plenty start-ups are not part of the platform, influencing its overall 

integrity. Balaji and Srinivasan (2010) describe how the phenomenon of agents joining 

digital ecosystems on their own interest and sharing information regarding their 

characteristics and resources is essential to increase the interactions, which renders the 

fact of start-ups not doing so questionable. 

 

Start-ups were disappointed by the fact that signing paper documents and sending them 

across Europe was a required process, due to the fact that such processes are nowadays a 

waste of time, resources, and are therefore not sustainable. There has been an 

improvement in this area with the introduction of DocuSign software, enabling digital 
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signature. As for the reporting and budgeting of projects, the platform Plaza addresses 

this issue appropriately. It combines project related documents, reporting, budgeting and 

project timeline into one place. It differs from other platforms in a way that it is mandatory 

to use. Such platform gives great overview to the multiple subunits of the European 

Institute of Innovation and Technology as well as Climate-KIC specific projects on a 

lower level. There are great benefits in having a common platform for managing all the 

start-ups, a point that one of the investors made due to their lack of portfolio management 

outside of Climate-KIC. 

 

The digital platforms provided by Climate-KIC each serve a different purpose. According 

to Evants and Gawer (2016), digital platforms can be categorized into transaction, 

innovation, investment and integrated platforms. All of the digital platforms (Plaza, 

Exaptive, and Investor Marketplace) can be defined as transaction platforms since they 

facilitate transactions between users. Innovation is an indirect outcome to all of the 

platforms. A clear example is Exaptive connecting counterparts who start collaborating 

to deliver an innovative product. Nevertheless, it cannot be defined as an innovation 

platform as the stakeholders are not enabled to develop complementary technologies or 

services on top of the platform itself. The Investor Marketplace platform is also meant for 

connecting investors to start-ups. Since Climate-KIC itself is not acting as a holding 

company or investor, the Investor Marketplace is not considered an investment platform 

by definition. All of these digital platforms serve the purpose of connecting different 

stakeholders and there is value created by enabling direct communication and interactions 

between two or more groups of users, as described by Hagiu and Wright (2015)  when 

discussing multi-sided platforms. 

 

Even though webinars are a proficient tool when it comes to sharing knowledge and 

experience, a few start-ups mentioned how the online learning process would be greatly 

enhanced if meetings with start-ups from different countries in the Climate-KIC 

community were held. Our findings show how communication within the community has 

been digitalized to a rather large extent, despite the fact that a few interviewees expressed 

resistance against the transformation. For instance, both investors and start-ups indicated 

that a personal connection during important discussions regarding financing is needed. 

On the same note, cities also prefer having their workshop sessions offline. However, a 
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few gatherings such as short workshops are seen by internal stakeholders as less important 

and could easily be taken online instead of meeting physically. Partners have stated that 

there are meetings that they cannot take part in and are therefore left out from, calling for 

a need to digitalize the conferences. 

 

The community of Climate-KIC considers the ecosystem to be not fully digitalized and 

has adopted an online-offline model to manage the interactions among new and mature 

members within the community. After accepting online applications from start-ups, 

Climate-KIC evaluates them through a management team collaborating with external 

experts. Another digitalized step takes place through the Investor Marketplace, where an 

initial overview of the available start-ups’ offers and requests can be showcased online. 

Following are offline sessions, where start-ups can present their ideas and concepts live 

to an office jury who can ask follow-up questions and further evaluate the start-ups. On 

the same note, there are opportunities to pitch concepts and ideas offline during the so-

called speed dating events between start-ups and investors. The same processes apply 

throughout entrepreneurial and educational activities, in the form of taking online 

webinars at first to then participate to offline workshops, which allow for more in-depth 

discussions. A pattern about interplay of online and offline interactions applies to both 

internal processes and connections between external partners. 

 

Business activities carried out online are hereby listed: data management, management 

processes, financial analysis, internal meetings, signing documents, info exchange, 

communication, process tracking. As stated by one of the start-ups, if there is no particular 

need to digitalize one of the activities listed above, it maintains an offline setting. It was 

mentioned by an external stakeholder that even though there are benefits to using digital 

technologies, other situations could give birth to issues caused by the technological 

solution, therefore hindering the communication process. Furthermore, other activities 

such as open networking, multiple meetings of Climate-KIC representatives and the 

advisory board, and learning workshops also retain a great amount of importance. Even 

though offline meetings surely enable in-depth discussions to a more personal level, they 

are held in specific locations which are not easily reachable by the members of the 

community of Climate-KIC, given the fact that they are scattered throughout the 
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continent, and in some cases the globe. This prevents them from taking part to the 

meetings and having their voice heard. 

 

There is still internal potential to bring some of the workshops online to make the process 

even more efficient. It is stated by both internal stakeholders and externals that there are 

certain discussions that cannot be brought online as sensitive information is shared. 

Furthermore, it may happen that the key interactions take place during unplanned 

meetings. What can be said about the digitalization of communication is that although 

some of the interactions cannot be brought online, all of the stakeholders agreed that the 

everyday work-related communication has become much more efficient due to digital 

tools. 

5.3.1 The impact of Digitalization on Roles and Responsibilities 

As observed by Pagani and Pardo (2017), the impact that digitalization has on actors 

within a business network regards the optimization of existing activities, the creation of 

new activities through the combination of different digital resources, and the 

establishment of new relationships between actors. The optimization of existing 

responsibilities of stakeholders is illustrated by the introduction of the Plaza platform, 

which allows for more efficient communication between Climate-KIC and the project 

owners. The platform also creates new bonds between actors, as it is adding new project 

supervisors who are responsible for it. Similarly, the Investor Marketplace optimizes 

communication between investors and start-ups, allowing both to browse for information 

and details in an easier and more convenient way. Once a suitable opportunity is 

identified, new relationships are formed. Regarding how digitalization impacts an 

ecosystem by enabling new connections to emerge between existing stakeholders taking 

new roles, the best illustration is Exaptive. Said platform is equipped with a machine 

learning algorithm which aims to connect stakeholders who might have not otherwise 

cooperated. For this exact reason the platform clearly optimizes existing activities, as 

connecting stakeholders is one of the ecosystem’s main functions. Exaptive has impacted 

the organization also in the way that it has made the responsibilities visible to the 

organization, as brought out by Timonen and Vuori (2018).  
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Other than the digital platforms provided by Climate-KIC, the stakeholders also use 

outside digital tools. All of these tools fall in the category of existing interactions between 

stakeholders optimization, excluding a few specialized data management tools for risk 

analysis or project compliance check. Other tools allow for new roles to be taken by 

stakeholders as they enter the ecosystem via a digital platform, such as Webex for 

presentations, education tools, Wordpress for commerce, and social media websites as 

LinkedIn or Facebook for connecting the community. Furthermore, some tools like 

Vurmonic or the platform I3 provide new digital resources to investors for data-digging.  

 

As illustrated by Kidanu et al. (2017), the roles of the stakeholders are explained as a 

consumer who requests access to services and a provider who responds to those requests. 

In this environment Climate-KIC holds the orchestrator role as it coordinates the activities 

within the ecosystem. In the case of Exaptive, the users of the digital platform act both as 

consumer and provider by listing their interests and reaching out to other users, providing 

network and creating value in the connection.  

 

Regarding the impact digitalization had on the organization, multiple internal 

stakeholders of Climate-KIC mentioned that in recent years the amount of data available 

has increased, allowing for greater business intelligence. Data has a role in changing the 

power dynamics within an ecosystem going through digitalization, as observed by Lock 

and Selee (2017), concerning generating, collecting, and utilizing big data. Start-ups as 

well as investors brought out the importance of vast amounts of data available for 

conducting business operations, such as market trends tracking. Partnership companies 

use data to complete climate related risk assessments. The Internet enables better access 

to data, and digital tools renew ways to manipulate it. Therefore, digitalization has created 

new ways for stakeholders to exploit the data in order to gain a competitive advantage. 

Even though Climate-KIC claims to have data about the start-ups, it was mentioned by 

the investors that the data collected is not sufficient to make thought-through investment 

decisions. The lacking data includes the success ratio of the  start-ups proceeding 

successfully after the incubation process.  

 

The empirical findings of this study highlight that the type of stakeholder who establishes 

a new contact is not relevant. Whether it is a start-up reaching out to a university 
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researcher, or a corporation contacting a city office, the roles are rather dependent on their 

actions. In the case of the Investor Marketplace, the investors act as consumers as they 

are the ones who take initiative to connect to the start-ups, who described they prefer to 

do offline as well. The start-ups take the role of the provider and the digital platform 

provider, Climate-KIC, acts as the orchestrator. When it comes to the Plaza platform, 

Climate-KIC acts both as the orchestrator of the platform, but it also actively participates 

in the activities taking place on the platform. This interplay of Climate-KIC is due to the 

projects of organization and communication implemented with the stakeholders.  

 

According to Balaji and Srinivasan (2010), in a digital environment the different roles 

that the stakeholders have must be clearly defined, whether they are provider, consumer, 

or both. Due to the fact that the platforms provided by Climate-KIC are not intended to 

mediate as a traditional platform to exchange funds for products, it can be stated that the 

roles of the users are rather dynamic and include both elements. On Exaptive, the different 

users include internal and external stakeholders. They do not consume any product in a 

traditional sense, but rather get access to new contacts which can create mutual value. 

The same applies to Plaza, as the interactions simply entail improved communication 

regarding projects and their reporting. 

5.3.2 The impact of Digitalization on Roles based on Theory 

As described by Lu et al. (2014), the keystone role of Climate-KIC is to offer a platform 

for stakeholders to meet and support the development of innovation activities. As digital 

platforms amplifies these interactions, said role has become stronger over time. 

Stakeholders who classified in the dominator role lead the development of the industry. 

Clear examples are start-ups leading projects, able to further push their agendas to a wider 

audience with the help of digital platforms. On the supporting role, players such as 

partnership companies provide supporting services by giving information about 

themselves digitally. This role is much more common, along with passive opportunist 

players such as investors, ready to give advice on improvement. 

 

Mitchell et al. (1997) give another perspective on how to classify different roles within 

an ecosystem, regarding power, legal authority, and urgent claims. In a digital context, 

the amount of power stakeholders have increases as they gain access to more data due to 
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the opportunity of further information reach, knowledge sharing, and networking (Lock 

and Seele 2017). The representatives of Climate-KIC mentioned access to more data as 

one of the major recent changes in the ecosystem development, which increases their 

power over the ecosystem in terms of overview and improved decision-making. 

Consequently, the power of the investors also has ultimately increased, as they use 

specialized market research tools for digging big data, while financial institutions gain 

power from analyzing climate relevant data as part of risk assessment.  

 

It is safe to state that data influences the change in stakeholders’ roles in terms of power, 

especially regarding the discretionary and demanding stakeholders. As already 

mentioned, the discretionary stakeholders hold legitimacy but no power nor urgent 

claims. As more data is gathered in the form of market knowledge to better justify their 

proposals for legislative changes, more power is obtained. Therefore, the discretionary 

stakeholders move to the category of dominant stakeholder. In regards to the demanding 

stakeholders, this category holds urgent claims but no power nor legitimacy to act. 

Digitalization gives easy access to data, allowing any stakeholders to conduct research 

using digital tools, thus becoming knowledgeable. For this reason, valuable insights about 

the market are collected, allowing for more leverage and power. This converts a 

demanding role to a dangerous one. Finally, certain internal stakeholders of Climate-KIC 

have legal authority to initiate change as an European Commission department, and 

urgent claims related to global warming. Through digitalization, and hence the gain of 

power from data, these stakeholders shift their classification from dependent to definitive 

stakeholders. 

 

Nevertheless, the digital influence also sets restrictions on who can use a specific digital 

platform, as well as terms of use. For example, Climate-KIC as a platform provider has 

additional jurisdiction to follow, such as data protection laws. Regarding legal authority, 

the stakeholders’ roles have not changed in terms of their rights to influence the 

ecosystem.  

 

Regarding stakeholders who have urgent claims to put forward, digital platforms enable 

to publish their opinions to a wider audience through the use of social media, as well as 
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connecting directly to other stakeholders in the Exaptive platform. However, 

digitalization was found to not substantially change this aspect. 

 

Below a table summarizing the change in roles due to digitalization is shown. 

 

 

 

 

 

 

 

 

Figure 8. Shows the shifts in roles due to digitalization. 

 

As digitalization allows players in an ecosystem to acquire more power through data 

access, there is a shift in the roles. Discretionary becomes dominant, demanding becomes 

dangerous, and dependent becomes definitive. 
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6. Conclusions, Contributions, and Suggestions for 

Further Research 

_____________________________________________________________________________________ 

In this chapter short re-cap conclusions based on the analysis are drawn. We continue 

by explaining how our study contributes to the current state of research on the topic, by 

also mentioning who can empirically benefit from this study. Finally, we give an input for 

future research on the topic, while listing the limitations we encountered during the 

development of this study. 

______________________________________________________________________ 

6.1 Conclusions 

Research question: How do roles and responsibilities in value delivery change 

among ecosystem actors engaged in digitalization? 

 

Growth of community and individual members - more power and leading roles, more 

responsibilities to stakeholders for the sake of the community 

Climate-KIC is undergoing a transformational period in its development as it has moved 

from leveraging partners towards co-designing a solution platform with them. The 

systemic change requires multi-stakeholder interaction with varied responsibilities to 

collaborate on different challenges. The organization has successfully introduced digital 

platforms to mediate those interactions regarding matchmaking of stakeholders as well as 

management of projects. The individual roles have remained similar to what they were, 

but the different members have grown in size together with the development of the 

ecosystem and have thus gained more credibility as well as taken more leading roles as 

they have gained more power to influence the overall strategy. Thus, it can be concluded 

that there is value in giving stakeholders more responsibilities as a way of exploiting the 

rich pool of stakeholders in solving the complex challenges related to climate change and 

achieving the goals of the ecosystem. 

 

Impact of digitalization - mostly regarding optimizing existing activities as well as 

creating new roles and bonds 

Regarding the impact of digitalization, the ecosystem is mostly changed by optimizing 

fulfillment of existing responsibilities with the help of the digital platforms, both 

internally created, as well as external tools. For example, investors find investment 
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opportunities in a digital interface, projects are managed digitally, and Climate-KIC 

facilitates the matchmaking activities in a more automated way. In such cases, the roles 

have also stayed the same as start-ups need to worry about presenting themselves in an 

attractive manner, project owners fill in needed information regarding reporting or 

budgeting, and stakeholders looking for networking opportunities still have to present 

themselves and reach out to others.  

 

Digital platforms have enabled to fill these roles and the responsibilities in a more 

efficient and automated way. The actions of the community members have changed as 

now they have to introduce themselves digitally and send information to an interface. 

This process has changed the work tasks, and by consequence the daily responsibilities. 

Therefore, even though the function and the role of a certain stakeholder remained the 

same throughout digitalization, the tasks carried out change as new technologies arise, 

enabling more efficient ways of delivering value amongst stakeholders. In other cases, 

digital platforms enable new roles to be taken by the ecosystem members, as well as 

including new members into the ecosystem. This allows for the creation of interactions 

that did not previously exist. There are cases where digital tools enable new activities by 

combining different digital resources. As such, digitalization enables the ecosystem to 

grow and also make the value creation activities more efficient. 

 

Exaptive machine learning tool for matchmaking - in the future roles are held by 

computers instead of individuals or organizations 

The responsibilities of Climate-KIC as a matchmaker have been “outsourced” to complex 

digital tools such as Exaptive. Since the “digital brain” of the machine learning algorithm 

is making the matchmaking and thus taking the role of the orchestrator, it’s clear that 

throughout the age of digitalization computers will improve their capability of making 

intelligent decisions and suggestions, thus taking over some of the roles we currently 

struggle with today. As one interviewee brought up, computers offer automation of work 

processes, thus indicating a potential shift of stakeholders’ responsibilities to computers. 

 

Initial contact online, later offline - digitalization removes friction from mundane tasks 

in initial contact 
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Climate-KIC has adopted digital platforms for carrying out responsibilities regarding the 

initial contact with the stakeholders that would otherwise be inefficient and time-

consuming. Such responsibilities include online education, which are followed by offline 

trainings, online applications followed by presentations in front of a real jury, webinars 

followed by offline workshops, and initial presentation of start-ups for funding followed 

by meetings with investors. This means that digitalization holds potential in removing 

friction from fulfilling mundane responsibilities in the initial contact with different 

counterparts for which there is not a direct need to be carried out offline. 

 

Online and offline both used and online not always preferred - certain value cannot be 

delivered digitally 

Within the Climate-KIC community, there are certain tasks that are carried out online 

such as data management, meetings, information exchange and process tracking. On the 

other hand, certain tasks are carried out offline, such as workshops, important meetings, 

or networking events. Even though using digital tools for communication holds the 

benefit of making communication more efficient, certain interactions regarding sensitive 

information, discussions about funding or procedures, are better debated in an offline 

setting. Therefore, there is a limit to how much value can be delivered through digital 

platforms, and to the extent that an ecosystem can be digitalized by the mere nature of the 

specific type of interaction. 

 

Investor marketplace has no activity, outdated info, missing features, or isn’t known - 

digitalization demands additional responsibilities from the ecosystem provider to gather 

sufficient user base and keep the information up to date 

The matchmaking portal for start-ups and investors, the Investor Marketplace, is said to 

have outdated information about its users and multiple start-ups as well as an investor 

stated they recently have spent little time browsing it. This is due to the fact that there is 

little to no activity on the platform. Furthermore, a few members of the community had 

not even heard about it. The Investor Marketplace is a reflection of the community that 

exists offline, meaning if there is not an established community beneath it, there is also 

lack of activity on the digital platform. In addition, if the platform contains outdated 

information about the start-ups or there are key players missing, the value perceived by 

the users decreases. It is also missing features that the community would like to use such 
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as addition statistics about the start-ups, as well as an evaluation tag by Climate-KIC. 

This points to the emergence of new responsibilities in the role of the keystone player 

within an ecosystem, who provides the stakeholders with a digital platform. The platform 

provider is responsible for launching the site, attracting users and keeping them active, so 

to scale on the network effect previously explored in the theory. They are also responsible 

for interacting with the community to develop the features of the platform, correctly 

communicating to the users about new services offered, and making sure the information 

provided is up to date. 

 

There is more data available due to digitalization - improved decision making, gives 

better overview of the organization 

A side-effect of digitalization is that due to the information uploaded and interactions 

taking place daily, a large amount of data is collected on a regular basis, increasing 

exponentially. Since the election of the current CEO, Climate-KIC had been focusing its 

attention on data collection regarding its members so to improve the process of decision 

making for the future of the community. In conclusion, digitalization and the emergence 

of new large data enable Climate-KIC and the community to get a better overview of the 

activities within the ecosystem, with the scope to improve their strategies, planning, and 

correctly address their responsibilities. 

6.2 Discussions 

When doing research on the impact of digitalization on value delivery within an 

ecosystem, changes in stakeholders’ roles regarding leadership and attributes such as 

authority and power were analyzed relying on the Triple Oscillation Model (Lu et al., 

2014). As indicated previously, the organization is undergoing a large-scale 

transformation, changing from dealing with individual projects to a portfolio approach, 

and connecting different stakeholders to co-design the future vision of the ecosystem. The 

organization’s development resembles most accurately the diversifying phase, but it can 

be stated that it is possible for a large ecosystem to entail elements of multiple 

development phases at the same time, illustrated by the ecosystem being engaged in 

continuous process of leveraging partners, identifying new markets and requirements, re-

organizing the network, improving the solution platform, and so forth. When considering 

the leadership role of stakeholders, as described by Lu et al. (2014), stakeholders measure 
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their leadership rather in smaller networks within the larger ecosystem, which in this case 

are the projects. Considering the dynamics of power, urgent matters and authority as 

proposed by Mitchell et al. (1997), the stakeholders altogether can be said to have gained 

from digital transformation as collectively they have more power deriving from access to 

more data and using digital platforms as a means to voice their claims more efficiently. 

 

Engaging in digitalization holds the potential to increase productivity, as well as enabling 

innovations in interactions and in value creation (Matt et al., 2015). The organization’s 

most recent innovative digital tool called Exaptive regarded the use of machine learning 

as well as elements of visualization. If compared to simpler digital platforms that mainly 

function as a means to mediate transactions acting as a channel for value delivery, such 

tools hold potential in visualizing the invisible and create new value. A clear example is 

the complex network of interdependencies of the ecosystem in the form of a digital 

interactive web. As the technological development progresses, there is potential for 

ecosystems to reap even further benefits from that kind of innovations to be put to 

practical use and gained value from. As further interactions become digitalized, there is 

more data available for machine learning and artificial intelligence systems to potentially 

generate and deliver value in novel and unforeseen ways. 

 

The strength of the research lies in the fact that there are both internal and external 

stakeholder representatives included, and the external stakeholders have a varied 

background in terms of the kind of value they provide or extract from the ecosystem such 

as knowledge, product innovation, research or funding. The inclusion of these different 

perspectives on the similar issues regarding value delivery gives a stronger base to the 

research findings. On the other hand the value delivery may differ in other contexts where 

interactions, variety of stakeholders, and industry related specifications are different. 

6.3 Theoretical Implications 

The research was conducted to extend the present literature on value delivery and value 

capture within a multi-stakeholder ecosystem engaged in digital transformation. The 

research paper focuses on theoretical contribution in the field of stakeholder theory as 

well as ecosystem theory by examining the development phases and changes in the roles 

of stakeholders in the age of digitalization. The main theoretical contribution regards the 
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research finding that digital platforms have changed the nature of responsibilities of the 

stakeholders completing tasks. Furthermore, digital automation tools hold potential for 

taking roles of certain stakeholders altogether, such as the keystone role of the 

matchmaker. Using digital platforms, value is delivered in a more efficient and practical 

manner within the ecosystem, but on the other hand certain value interactions are 

preferred to be carried out offline. The attributes of an ecosystem in different development 

phases as found in the literature are consistent with the case company described by the 

research subjects as moving from the emerging phase to the diversifying phase. 

6.4 Practical Implications 

As brought out by the external stakeholders, the organization is growing in a rapid pace 

and although there are workshops conducted to include them to the creation of the 

common vision, interactions with similar entities from different countries could be 

improved by enabling them to learn from each other. Central managers of ecosystems that 

work in different countries within similar fields ought to establish horizontal 

communication channels within the community for the similar stakeholders in different 

countries to be able to learn from each. Furthermore, information about new technologies 

introduced within the organization had not always reached all relevant stakeholders, 

meaning internal communication processes are essential for gaining practical value from 

the innovations. Stakeholders also referred to the fact that Climate-KIC has grown so 

quickly that the management of the organization was left behind, and therefore the 

ecosystem managers evaluate the expansion strategy to balance establishing itself in the 

current markets by improving the quality of their service and expanding to new countries. 

Another strategic shift within the ecosystem has been to work together with the academia 

to develop the products, which according to some stakeholders should not drive the focus 

away from having a more practical method for emergence of innovation by testing the 

product-market fit in the industry. Climate-KIC had surely been acting upon this, but 

based on the empirical findings there is a need for higher focus on the matter. This implies 

the output of the ecosystems activities needs to be measured and strategic focus areas set 

together with the stakeholders. 

 

In particular, when it comes to the tools, the Investor Marketplace was mentioned to not 

be used very much by the start-ups nor the investors. The reason is that it has outdated 
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information and lack of functionality regarding evaluation of start-ups, or gaining access 

to further information. Therefore, ecosystem managers are responsible for conducting 

regular updates to the content of the digital platform to assure the validity of the 

information on it, in order to gain trustworthiness.  

 

Climate-KIC could also include relevant stakeholders to the process of developing the 

platform further and consider adding a “Climate-KIC approved” tag to the platform to 

bring forth the best start-ups. Since investment decisions are highly dependent on 

personal suggestions, enabling investors and other stakeholders to make personal referrals 

on the digital platform might help the start-ups reach more investment opportunities.  

 

As stated by different stakeholders, there is currently lack of available data on the Investor 

Marketplace regarding the start-ups profiles as well as statistics about the members’ 

activity. Climate-KIC could provide the investors with more data, thus pushing the 

organization into taking a role in evaluating the strength and quality of the start-ups for 

investors to have a better focus and support in making investment decisions. Such data 

could include the number of start-ups that are active in different fields, how many are in 

different phases of the accelerator program, and other relevant data about the start-ups 

progress. What is more, enabling start-ups to provide more data about themselves on the 

platform such as business plan or financial information would increase the chance of 

receiving funding from the investors. Considering the privacy of start-ups, there could be 

access restrictions applied based on the visitor. This implies that platform owners need to 

carefully examine the available data for on one hand presenting it to boost the interactions 

on the platform and on the other hand to collect it for improved decision making both for 

themselves and relevant stakeholders.  

 

Climate-KIC is using digital platforms in order to connect different stakeholders, but 

according to the definition presented by Tiwana et al. (2010), Climate-KIC does not 

currently provide the stakeholders a digital ecosystem that would also consist of separate 

modules that act as add-on subsystems, adding extra functionality to the platform. Since 

Climate-KIC combines a range of stakeholders for a common goal and there is a varied 

selection of complementary services available within the community, there is potential in 

digitalizing those services on top of an open platform in the form of modules. Implication 
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deriving from this regards the evaluation of the potential to include stakeholders to the 

strategic development of the digital platforms into digital ecosystems.  

6.5 Future research 

Our findings indicate that within the context of ecosystem development, there is a 

growing role of machine learning algorithms and automation tools for fulfilling different 

responsibilities. Therefore, there is potential in carrying out further research in the field 

of machine learning and artificial intelligence regarding value delivery within 

ecosystems. Furthermore, as the research indicated that digitalization has impacted the 

responsibilities rather than the roles of the stakeholders, there is potential for future 

research in looking into in-depth measurement of how a specific functional type of 

software tool has changed the daily tasks in value delivery within an ecosystem. 

6.6 Limitations 

As the research results are based on a single case as an ecosystem organization, it may 

have resulted in generalizations and assumptions that are specific to the characteristics of 

that industry, field, and organization in particular. The Triple Oscillation Model 

combining the stakeholders classes, functional roles, and ecosystem development phases 

limits the perspective of the research to that exact lens, while other theoretical frameworks 

may give researchers slightly different viewpoints. Although there were 18 interviews 

carried out with the key stakeholders within the community, including even further 

stakeholders may bring researchers to firmer results, thus limiting the generalization of 

the results. Due to the scope and time-boundedness, the current number of research 

subjects was considered sufficient to give a multi-stakeholder perspective on the key 

topics. There is a limitation to the research regarding the geographical region that was 

covered, as the current research was conducted within Europe. There is a possibility that 

the change of roles and responsibilities of stakeholders of an ecosystem engaged in 

digitalization may differ in other geographical locations that are not covered within this 

study. 
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Appendix 

Appendix I: Interview guide (Climate-KIC representatives/Internal Stakeholders) 

 

General 

1. What is Climate KIC? What is your role in it? 

2. Please describe how Climate-KIC has changed over time as an organization. 

3. What are currently the main strategic focus areas for Climate-KIC’s development as 

an ecosystem? 

4. Who does Climate KIC compete with and what are the competitive challenges?  

Digitalization 

5. How has digital transformation impacted the organization regarding use of new 

technologies, changes in value creation and structural changes?  

6. Please describe the digital services Climate KIC has provided to its stakeholders (e.g. 

digital platforms). 

7. Which key transactions are carried out online and which are currently done offline?  

8. How have the digital tools changed the value delivery within the ecosystem? 

Stakeholders 

8. Who are the crucial stakeholders of Climate KIC?  

9. What are their main responsibilities in value creation to the ecosystem? 

10. How has the usage of digital platforms changed the responsibilities in value exchange 

amongst the stakeholders?  

11. What type of value do stakeholders get from the ecosystem? 
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12. How would you evaluate these main stakeholders in the current development phase 

in terms of being in a leading role, supportive role or reactive role?  

13. How would you evaluate these main stakeholders in regard to how much power they 

have to influence the ecosystem, how active they are in the current development phase 

and if they have legal authority to propose changes? 

 

Appendix II: Interview guide (External Stakeholders) 

 

General 

1. Please briefly describe your organization and state with what role did you join the Climate-

KICs community? 

2. How would you describe the responsibilities of your role as a stakeholder? 

3. Could you please describe your main interactions within the ecosystem with other 

stakeholders?  

4. How would you describe Climate-KIC has changed over time as an organization? 

Digitalization 

5. Has digital transformation changed your work regarding use of new technologies, changes in 

value creation and structural changes? How?  

6. Could you describe the use of digital platforms or communication tools for your work? 

7. How would you evaluate the extent to which the different interactions have been digitalized?  

8. What type of content do you share and look for in the digital environment?  

Platform of choice 

9. What is the purpose of the digital platform?  

10. What are the features it offers?  
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11. How is it attracting users and how does it keep them active? 

12. Who are the different stakeholders using this platform?  

13. Is there a specific trend you noticed in the platform you’d like to elaborate on?  

Roles/classes 

14. How has your role within Climate-KIC changed over time?  

15. What value do you provide and extract from the ecosystem? Has that changed after the 

introduction of digital tools? 

16. Would you define your role as a leading role, supportive role, or as reacting only when 

needed? More than one? How has that changed over time? 

17. How would you evaluate your position in the ecosystem in regard to how much power you 

have to influence the ecosystem, if you have urgent matters to bring up and do you have 

legitimacy to propose changes? How has that changed? 

18. Is there something you would like to add that we did not ask that might help to answer the 

research question? 

 

Appendix III: List of interviewees 

 

Type Date Length in minutes 

Climate-KIC 25.03.2019 19 

Climate-KIC 27.03.2019 62 

Climate-KIC 27.03.2019 50 

Climate-KIC 29.03.2019 46 

Climate-KIC 29.03.2019 55 



 

 

 

 

97 

Climate-KIC 29.03.2019 35 

Start-up 9.04.2019 42 

Start-up 16.04.2019 32 

Start-up 15.04.2019 15 

Start-up 20.04.2019 43 

Start-up 18.04.2019 47 

City network 18.04.2019 65 

City 24.04.219 19 

Partner 23.04.2019 38 

Partner 25.04.2019 41 

University 23.04.2019 55 

Investor 24.04.2019 65 

Investor 29.04.2019 34 

 


