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New Zealand 
The world’s most remote country 

. 

Ifor Ffowcs-Williams  
Background 

•  Welsh, Canadian & New Zealander 
•  International business development 

• Multinationals: London, Toronto & Auckland 
•  New Zealand’s export development agency 

•  ‘Co-operating to compete’ approach 
•  Business networks, local clusters 

•  Established Cluster Navigators 1997 
•  Past President, The Competitiveness Institute 

. 

Cluster Navigators’ Clients 

New Zealand 

Australia 

Advisors 
to: 

World Bank UNIDO 

UAE 

Saudi 
Arabia 

Asia: 
Bangladesh 
Cambodia 
China 
India 
Korea 

Malaysia 
Pakistan 
Singapore 
Thailand 
Vietnam 

Europe: 
Czech  
Denmark 
Estonia 
Finland 
Georgia 
Germany 
Iceland 
Ireland 

Latvia 
Lithuania 
Norway 
Poland 
Spain 
Sweden 
Switzerland 
Turkey 
UK 

Africa: 
Botswana 
Ethiopia 
Kenya 
Libya 
Mauritius 

Mozambique 
Rwanda 
Tanzania 
Uganda 
South Africa 

Americas: 
Bahamas 
Canada 
Dominican  
 Republic 
Trinidad 
USA 

. 

What is the everyday activity of a 
(international) cluster manager? 

What type of a person is needed for the 
cluster management role? 

What training does a cluster manager need? 

Cluster manager 
Cluster facilitator 

Process leader 
Global knowledge hub manager 

. 

International research 
The evidence on clusters is clear 

•  Firms in clusters are more competitive than 
similar firms located outside clusters. 

Clusters generate:  
•  More employment 
•  Higher economic growth 
•  Higher wages 
•  Better productivity 
•  Higher levels of innovation 
•  More entrepreneurship 
•  More start-ups, and 
•  Attract more investment. 
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Clusters … a global phenomenon 
An international  buyer's perspective  

Buyers are seeking to source from fewer places 
… places with a reputation in a specific field 
1.  Europe’s knitwear capital 

•  Carpi, Italy   Home to 2,500 firms 
2.  The world’s carpet capital 

•  Dalton, USA     45% of world production  
3.  The world’s cigarette lighter capital 

•  Wenzhou, China 70% of world production  

. 

The world is not flat … it’s spiky  

. 

Innovative, high performance clusters   
Common characteristics 

“Social capital often accounts for the difference in 
competitiveness between clusters that are  

Overachievers  
and those which are  
Underachievers  

… clusters which exist but lack synergy” 

Source: Stuart Rosenfeld, 
 The Social Imperatives of Clusters 

. 

Innovative, high performance clusters   
Common characteristics 

Rapid movement of tacit information 
•  Well developed, open communications across the cluster 
•  Close personal relationships, social interaction 
•  Frequent face-to-face discussions 
•  Multiple strong and weak links 
•  Labour mobility 
•  Participation in joint projects 

. 

Innovative, high performance clusters   
Common characteristics 

Specialised core and support firms, deep competencies 

•  Geographic and social proximity 

•  Strong inter firm collaboration, interaction 
•  Competition yet cooperation; culture of co-opetition 
•  Sub-contracting, out-sourcing amongst local firms 
•  Formal and informal B2B networks   

•  New firms being established, spin-offs, new investment 
•  Low barrier to entry  

•  Not isolated firms, clumps 

. 

Innovative, high performance clusters   
Common characteristics 

Public  
Sector 

Firms 

Academia 

Source: ECG Inc. 

Triple helix alignment 
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Innovative, high performance clusters   
Common characteristics 

Soft infrastructure alignment  
Public agencies able to coordinating their support 

for a cluster, with alignment of policy 
instruments 

•  National government departments/agencies 
•  Economy; Trade; Export: Investment attraction; Education; 

Science/R&D/Technology; Agriculture; Tourism; … 

•  Regional/Municipal government agencies 
•  Private sector organisations 

•  Chambers of Commerce, Industry associations; … 

•  Not a clutter of support organisations    

. 

Cluster-based economic development 

Moving from  
clumps & clutter  

to integrated  
innovation systems 

. 

Clumps & Clutter v. Innovative Clusters 

Clumps of firms 
•  Local agglomerations of self-contained, stand alone, 

vertically integrated, isolated firms;  
•  Little trust, limited interaction; 
•  Little out sourcing, subcontracting, collaboration 
•  Geographic but not social proximity 

Clutter of public agencies 
•  Silos with individual (divergent?) development 

agendas for the cluster 
•  Each seeking PR glory  
•  Absence of teamwork, alignment, trust 

•  Remote from the private sector 
•  Priorities set in isolation; 
•  And ever changing, esp with national agencies 

. 

. 

Cluster analysis 
Developing a shared understanding across 
the cluster on competitiveness 

. 
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Building the Leadership Group 
Takes time to get the  
   right people on the bus…and in the  
right seats 
   the wrong people off the bus  

Cluster Leadership Bus 

. 

. 

Step 5  Developing the preferred  
future 
Creating Momentum… the cluster’s vision 

•  A preferred scenario … the 
cluster at it’s future best 

•  A common reason for the 
failure of clustering initiatives 
is lack of agreement on the 
direction 

The Preferred  
Future 

The vision 

. 

The preferred future 
The Vision 

Building on the cluster’s current 
competitive position … with a challenge,  

a  s t r e t c h  factor 

. 

Preferred future example  
Ocean engineering cluster  
Newfoundland, Canada  

  We will make St. John’s, Newfoundland  
an international destination  

of  choice in ocean technology 

. 

Preferred future example 
Waikato aviation cluster, New Zealand 

To be the  
Australasian centre of  

light aircraft 
manufacturing 



Cluster Development 
BI Oslo  February 2011 

© Cluster Navigators Ltd 2011    

5 

. . 

Project implementation 
Moving quickly into action  

•  Build teams around the priority action projects 

•  CATs…Cluster Action Teams 
•  Teams work best if members select themselves 

•  And self-destruct on task completion  

•  Facilitator may need to encourage champions to 
step forward 
•  If no project leader, place at the bottom of pile 

•  Ideally, the facilitator does not become the Project 
Manager  

. . 

Bench learning visits,  
linking firms 

2005 - Nordrhine-Westphalia 
2006 - London 
2007 - Tampere, Finland 
2008 - Ludwigsburg, Germany 
2009 - Linz, Austria 

. 

Benchmarking visits 
Example: Norway’s Mountain  
Tourism cluster visit to Banff, Canada 

•  Identify an appropriate (model) 
reference cluster 

•  Benchmarking visits provide a 
collaborative learning opportunity 
•  Business + public agencies + 

academics sharing their learning 

•  Builds connections, trust, social 
capital amongst the travellers 

•  B2B links often develop during a 
visit  

•  Visits can provide motivating 
data shocks  

. 
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            “Nobody is as clever 
            as everybody’ 

. 

The clustering process 
But what can go wrong? 

•  Capture by narrow interest groups 
•  Collective myopia; old-boys-club inertia;  

•  Entry of new actors blocked; Over reliance on key firms   
•  Removed from private sector culture 

•  Exhaustion by analysis  
•  Chasing politician’s white elephants 
•  Confinement within political borders 

•  Cluster definition too broad, too narrow 

•  Inconsistent support from government agencies 
•  Especially national agencies 

. 

‘Doing stuff we were told to 
do by our funder’ 

•  Whose cluster is it? It’s not ‘theirs’  
•  Share the work of setting direction 
•  Depoliticise decision-making; gather the 
facts 
•  Benefits of  multiple funding sources 

. 

‘It (the clustering initiative) 
became a fluffy talk shop’ 

‘Clustering is looking at 
generic problems’ 

•  Move into early action 
•  Disaggregate … reorganise into smaller 
units 
•  Create fluid, project-based structures  
•  CATs: Cluster Action Teams that self-
destruct on project completion 

. 

‘Our cluster’s strategic plan 
was set three years ago’ 

•  Move on from ‘one best strategy’ 
developed through top-down analyses  
•  Don’t debate new cluster agendas that 
are backed by passion, just test them 
•  Facilitate local experimentation and the 
development of bottom-up initiatives 
•  Strategy development then becomes an 
emerging process  

. 

‘Just a very few are engaged 
with our cluster’s projects’ 

•  Is the facilitator the only ‘Project Manager’? 
•  Danger of volunteer burn out? 
•  Identify the talent, form into collaborative 
project teams 
•  Go with the passion  
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‘The cluster facilitator has no 
time to visit us’ 

. 

‘We have succeeded!  
Our firms no longer compete with 
each other’ 

•  We can go too far in hand holding…a 
healthy dynamic system feeds on 
competition 

•  A co-opetition culture is needed, strong 
rivalry with collaboration 

•  Co-specialisation and spin-offs, new start 
ups 

. 

‘Our Cluster’s Board has not 
changed for many years’ 

•  Need to refresh, spread the workload 
before burn-out 
•  Invite new leaders able to energetically 
address current priorities…the players, 
not the spectators. 
•  Promote current leaders to the 
cluster’s ‘Advisory Board’? 

. 

‘Value chains? Regional 
Innovation Systems? 

No way…WE DO CLUSTERS’ 

•  Cluster development…one of many 
frameworks 
•  To apply frameworks, facilitator needs in-
depth knowledge of the key stakeholders 
•  Two fertile arenas: at cluster boundaries, 
and private collaboration between firms 

. 

Objectives are : 
•  Enable cluster managers to share their concerns 

with their peers 
•  Raise the recognition of cluster management as 

an attractive profession 
•  Promote continuous training of cluster managers 

. 

‘European Cluster Manager of the Year’ 
competition           Brussels, October 2010      

Four candidates from: 

•  Future Position X, Sweden 
•  Øresund IT, Sweden/Denmark 
•  Hamburg Aviation Cluster, Germany 
•  Chemical Process Cluster, UK 
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Q1. How do you mobilise your cluster members to 
be active? 

•  ‘Visit them’  
•  ‘Lots of personal meetings’ 
•  ‘Create collaborative projects’ 
•   ‘Identify the cross-cutting themes the leaders 

want to work on’ 

. 

Q2. What has been your most important learning? 
•  ‘Listen, ask companies what their needs are’ 
•  ‘Meeting people all the time’ 
•  ‘Don’t be too far ahead of the crowd’ 
•  ‘Long term academic cycle…short term business 

cycle’ 

. 

Cluster Development 

Results from an interactive workshop  
TCI Delhi, December 2010 

. 

Really UGLY practices in cluster 
development 
TCI Delhi workshop 

1.  Excessive government control  
2.  Overemphasis on reports, planning & structure 
3.  Under emphasis on action & results  

. 

Bad practices in cluster development 
TCI Delhi workshop 

1.  Too much supply-side input; inappropriate 
government incentives; bureaucracy overload 

2.  Limited inclusiveness  
3.  Failure to find and map common ground 
4.  Facilitators lose neutrality 

. 

Good practices in cluster development 
TCI Delhi workshop 

1.  Identifying common risks and barriers to 
businesses growth; Industry led cluster initiatives  

2.  Clear articulation of the demand for public services; 
flexible and responsive public interventions  

3.  Making connections, bridging gaps; building 
relationships 

4.  Full Triple Helix engagement 
5.  Emergence of natural leaders  
6.  Professional cluster facilitation and management 
7.  Cluster platform for cross-sectoral cooperation 
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Advice to a new cluster facilitator 
TCI Delhi feedback 

1.  Listen!  
2.  Build relationships, make connections 
3.  Have passion  
4.  Create benefits; Demonstrate ability to get things done  
5.  Be patient; Be transparent; Keep smiling 
6.  Analyse and initiate; Facilitate formation of goals, 

create buy-in 
7.  Energise others; Acknowledgement of parties 
8.  Find the cluster champion(s) that others trust 
9.  Start with what requires low trust and familiarity 
10.  Long term orientation to goals and strategies 

. 

Frameworks in addressing 
competitiveness 
A cluster facilitator needs to be active on each  

1.  Cluster development 
2.  Linking clusters within the region, and beyond 
3.  Sub groups within clusters 
4.  Business networks…private, commercial links 

. 

Up from Clusters, and Down 

Up…linking clusters 
within the locality, 
and beyond 

Down within a cluster: 
1. Subgroups  
2. Businesses linking for 
commercial collaboration 

– Co-purchasing 
– Co-marketing 
– Co-specialisation 
– Co-opetition 

A cluster 
facilitator 

needs to be 
active on both 

fronts 

. 

Where clusters meet 
A fertile ground for business growth 

Pulp & 
Paper 

Steel & 
Engineering 

Specialised 
paper 

making 
Machinery 

. 

Broken Hill, Australia 
Mining services cluster 

. 

A strong clustering initiative 

•  Identifies its development priorities 
•  And then seeks to influence public agencies and 

donors 
•  Active governance…the players, not the 

spectators 
•  Supported by cluster facilitation 
•  Diverse stakeholders from across the 

cluster able to row in the same boats 
together…creative tensions  
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A Cluster Development Check List 

1.  Triple helix engagement…Business led 
2.  Development priorities set by cluster’s 

stakeholders 
3.  Spread of funding sources 
4.  Focus on the knowledge infrastructure 
5.  Social connections, communications 
6.  A portfolio of collaborative projects 
7.  Don’t debate new ideas that are backed by 

passion…test them 
8.  Linking clusters, and firms 

. 

For generations Newfoundlanders have lived and worked 
by the sea. This attachment has led to the development of 

a world-class ocean technology cluster. 
Oceans Advance is the industry, academic, and 

government cluster initiative making our region the 
international location of choice for ocean technology. 

. 

Naval 
Architecture 

CFD 

Offshore 
Structural 

Design 

Propulsion 
Systems 

Ice Engineering 

Underwater 
Technology 

Subsea 
Technology 

Survival 
Technology 

Ocean Mapping 

Underwater 
Communication

s 
Hydro-
Acoustics 

Environmental 
Monitoring 

Ship Design & 
Construction 

Offshore Oil & 
Gas 

Marine 
Transportation & 

Shipping 

Maritime 
Defense & 

Coastal 
Security 

Fisheries & 
Aquaculture 

Marine Science 

Physical 
Modeling 

Numerical 
Modeling 

Oceans Advance  
Cluster 2004 

St. John’s 
Newfoundland 

. 

. 

Oceans advance cluster, Newfoundland 
Building Whole-of-Government support 

. 

Catalysing collaborative actions 
requires a change agent, a 
facilitator 

Herding cats …  
much easier  

than clustering 
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Don’t underestimate 
the central role of a 
cluster facilitator 

•  Facilitating linkages: 
•  Between firms 
•  Between government agencies 

•  Continually moving the development agenda 
forward 

•  Requires long term public funding 
•  And high level facilitation skills 

. 

. 

Cape Town, South Africa   
Textile Cluster 
A team of three facilitators   

. 

Uppsala BIO Cluster, Sweden 

. 

The Cluster Facilitator 
A cornerstone role 

•  Role not easy! The Clustering Initiator 
•  A change agent, catalyst 

•  Continual re-inventor of the initiative 
•  Networker, relationship builder 

•  From isolation to collective action 
•  Significant 1-on-1 contact…the building block 
•  Carefully establishing Leadership Groups 
•  Keeping momentum with Task Forces 

•  Ideally not the cluster’s Project Manager 

. 

Would you like a job that offers… 
•  No formal authority? No regular hours? 
•  A high degree of uncertainty? 
•  Breaking patterns; Crossing boundaries  
•  Finding heroes; uncovering talent 

And you will need to: 
•  Earn respect from skeptics 
•  Be proactive when the limelight fades 
•  Work with energy drainers; Lead from behind 
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Facilitator Must Haves 

Skills Diplomat; Boundary crosser; Motivator; 
Empower 

Qualities Building relationships; Listen; Story 
teller; Empathise; Enthuse 

Knowledge Of key stakeholders; Contacts within & 
beyond the cluster; Resources to 
support cluster; Cluster process  

Attributes A confident initiator; Frustration 
tolerance; Credibility; Integrity; 
Stickability  

. 

Facilitator must haves 

•  Able to fight the fear of change, fight 
inertia 
•  Able to share the workload 
•  Able to create an ongoing learning 
process with fluid teams 
•  Shoe leather  
•  Strong liver! 

. 

A Venture Capitalist’s approach 
And a Cluster Facilitator’s approach  

•  Addresses opportunities, not problems 
•  Searches for, and backs, talent 
•  Explores new opportunities at the fringes 

•  Learning from the positive deviants 
•  Generates multiple options   

•  Views strategy as an emerging process 
•  New agendas that are backed by passion are not debated; 

just tested 
•  Establishes a broad portfolio of activities 

•  Accepting that not all with fly; Fail faster…succeed sooner! 
•   ‘It is OK to be wrong most of the time, providing you are 

really right some of the time’ 
. 

Fight the fear of change 
Fighting inertia 

•  Standing still is the riskiest strategy of all 
•  Cluster facilitators are not in place to maintain 

the status quo 
•  They are change agents 
•  In the process of cluster development they 

will bruise some of the clusters stakeholders 
•  And will themselves be bruised 

•  ‘We learn by fighting’ 

•  When fighting, break the rules 
•  Cluster development is not a sport with well-

defined rules and referees; it is more an art. 
•  There is plenty of scope for lateral thinkers 

seeking new frontiers 

. 

Explore, open new pathways 
Scan wide, experiment 

•  Strategic renewal demands a rich variety of ideas, options   
•  Learn from the positive deviants within the cluster 

•  Listen to the pioneers pushing out new boundaries 
•  New technologies…new combinations…new markets…new 

products…new services 

•  Expand, applaud and exploit diversity 
•  Diversity is a pre-requisite for the long-term viability of the cluster  

•  The cluster will be strengthened by two streams: 

Diversity Conformance 

Disagreement Consensus 

Divergence Cohesion 
. 

Cluster facilitators 
The gender issue 

‘Boys compete; 
Girls cooperate’ 

‘Boys like things;  
Girls like people’ 

‘Women multi-track’  
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 ’If no one is pissed-off with you then you 
are dead … but just haven't figured it out 

yet’  

    Tom Peters 

    Consultant & Author 

Applause for all cluster 
facilitators 
As change agents you will get bruised! 

. 

Reinvent the means of  
managing the cluster   
Centered on an open, participative process 
•  A network of volunteers cannot be managed from above 
•  As the pace of change accelerates it is increasingly 

difficult for any small group of seniors within the cluster 
to chart its path  

Responses: 

•  Hierarchies need to be dynamic, so power quickly flows 
towards those who are adding value 

•  The work of setting direction needs to be shared   
•  Only a participatory process can build wholehearted 

commitment to proactively change 
•  Empower, permit more autonomy  

. 

Open up the clustering  
initiative to multiple hierarchies 

•  Move from the ‘wisdom of the 
elite’ to the ‘wisdom of the 
crowd’ 

•  Share the work of setting direction; 
a traditional ‘old boy’s network’ 
does not win engagement 

•  Depoliticise decision-making; 
gather the facts 

•  Each hierarchy will need expertise 
in a critical area 

. 

Move from a Strategic Plan 
…to a Strategic Agenda 

A Strategic Plan… identifies the priority activities 
to be undertaken within the available resources 

A Strategic Agenda…is not constrained by the 
current availability of resources 

•  Highlights the priority activities, and then seeks to 
find the resources for implementation 

•  It has severe stretch ambitions 
•  A brief, public document  

. 

Strong EU 
interest in 

cluster 
training & 
certifying 

facilitators   

. 

Upskilling a born cluster facilitator 

•  Change management & facilitation skills 
•  Cluster brand development/web site/PR/media 

management 
•  Winning public agency, university etc. support 
•  Development of business networks, j-v’s 
•  Project management; CRM database 
Not essential: 
•  Analytic skills 
•  Knowledge of the sector on Day One 
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Upskilling the cluster manager’s 
support crew 

•  Local politicians, business groups, industry 
associations… 

•  Academia: university, technical training, high 
schools 

•  National agencies: education, R&D, investment 
attraction, immigration, transport, agriculture, 
industry, tourism … 

. 

Nation 

EU 

Region 
City Region 

Local 

Cluster interest is growing in Europe… 

Source: Professor Örjan Sölvell 

. 

A portfolio of clustering initiatives 
Gävle, Sweden’s Cluster suitcase 

The Regional  
Innovation System 

. 

Scaling up Norway’s cluster focus 
101 regional clustering initiatives? 

. 

The Competitiveness Institute 
2011 Global Conference 

•  You will be welcomed in Auckland, 
New Zealand! 

•  28 November – 2 December 
•  www.tci2011.com 
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Ifor Ffowcs-Williams  
CEO, Cluster Navigators Ltd 
22 Examiner St, Nelson 7010 
New Zealand 

E4@clusternavigators.com 
+ 64 3 548 0606 
www.clusternavigators.com 

www.linkedin.com/in/clusterdevelopment 
Skype: ‘clusterguy’ 
Blog: www.e4oncompetitiveness.com  
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