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1. Core elements of the Startup Ecosystem. It is important to highlight that a startup
ecosystem requires multiple elements to work together to be successful. One element or
institution alone, as the GSC is, will not be sufficient to address all the needs of the
ecosystem to grow and scale on a sustainable basis. The GSC will need to coordinate
with, complement and be strengthen by all the other existing policy programs
supporting the wider ecosystem (eg University reform, city innovation hubs, etc.) and
the wider set of current and future stakeholders of the ecosystem. A simplified
framework for a startup ecosystem can help guide the GSC complementarities and fit to
support the overall ecosystem. This can be thought as the following:

a. Human capital or the talent needed to generate entrepreneurs, researchers, and
specialized workers to create the science and research, and to commercialize it
and bring ideas into successful ventures that grow and can compete at global
scale.

b. Support infrastructure that helps the process of commercialization and creation
of ventures, which is composed of specialized actors and institutions (such as
bootcamps, accelerators, innovation campuses, mentors, etc.) providing hands-
on practical experience and knowledge of how to generate and grow sustain
ventures from idea generation to global competitiveness and growth.

c. Investment, which is specialized funding to facilitate the venture creation and
growth generated by the human capital with the support infrastructure. This is
akin to the gas needed to drive startups to grow. It needs to be primarily
specialized funding that understands the need for support for commercialization
through the stage ladder of growth.

d. Social networks or Community of entrepreneurs, investors, supporters, and other
stakeholders around the ecosystem, which make possible for all the other
elements to interact. Networking Assets, such as the GSC, are critical to increase
the ecosystem community as they create clusters of knowledge and connections
among key stakeholders. The more an ecosystem have, and the more they
connect among each other, the more efficient the ecosystem is.

For further details on these elements, please see Tokyo Startup Ecosystem, page 20.

2. Hubs of innovation. Cities are natural creators of social networks and clustering of
talent, especially for knowledge economy industries. The larger and more global the city
is, the more of these networks and talent will naturally exist, especially for knowledge
economy industries. Because of that, large cities tend to concentrate startup ecosystems
and connect them domestically and internationally. Cities that connect globally have
natural networks to connect talent and other stakeholders to global ecosystems. Across
the world, the largest ecosystems are based on cities. The GSC initiative is based in a
global city, like Tokyo and can take advantage of those natural global connections to
attract talent, investors, and other stakeholders from other global ecosystems to Japan.
Connecting the GSC to the Japan city ecosystems hub initiative, where the other major


https://openknowledge.worldbank.org/entities/publication/44ceec53-29ac-5199-98a5-2195c87fee01

ecosystems of Japan are present (eg Fukuoka, Central, Kehansei, etc.) will be critical to
expand the growth and maturity of the overall Japan’s ecosystem beyond Tokyo.

Government role of government as catalyzer and orchestrator. Because ecosystems of
innovation and startups are complex systems with multiple stakeholders and dynamic
interactions, policy actions that try to direct and manage in detail tend not to be
successful at achieving the desired outcomes. Most successful policies act as catalyzers
that address a market failure in the ecosystem and let the elements of it to evolve
towards the desired goal and orchestrators that convene stakeholders to achieve this
ultimate goal together, boosting the community and social network locally and globally.
The GSC is designed to be a central asset and super-connector of Japan’s ecosystem. As
such, it should be naturally embedded and connected in the ecosystem to be successful.
With a strong design and concrete goal, the GSC can dynamically work and adapt
through the ecosystem to achieve such goal. If the policy establishing the GSC and its
framework of operation and reporting does not let for this dynamic flexibility, the GSC
will be at disadvantage and can be impeded to achieve its goal and impact. This is an
important tradeoff and balance to consider when designing the framework of
engagement of the GSC, its independence of operation and reporting.

GSC Director signaling effect. The specific person chosen to be the GSC Director would
be a crucial element for its success. For the mission and goal envisioned for the GSC, the
choice of Director would have a strong signaling effect for the global ecosystem. It will
also matter to be able to attract and convene the best stakeholders domestically and
globally for the GSC achieve its ambition. Ideally, the Director would be a renowned and
widely recognized person that has a strong track record on the core mission of the GSC:
research and commercialization globally. The Director will also need to inspire the GSC
community of researchers, entrepreneurs and wider stakeholders and be driven by the
GSC mission of connecting Japan research and startups globally. The directors of Broad
and Wyss Institutes presented are examples of profiles of candidates with the
characteristics, signaling, and inspiration effect required for the mission of the GSC.
Given the particularities of Japan’s ecosystem and society, it may be recommended to
also have a renowned person understanding and with substantial experience in the
Japanese ecosystem. If may not be possible to find one single candidate to fulfil both
missions, in which case, it may be worth considering a position for each role/mission
that would be complementary (eg, Chairman and Director).

GSC mission, design and focus. The GSC mission is both focused (eg, commercialization
and research) and broad (eg, contribute to the growth of overall Japan’s ecosystem). In
order for GSC to be successful at both, its design will carefully need to design which
activities it focuses at the core, which activities it conduct itself and within its premises,
and which ones it participates and partners/collaborates with other stakeholders of the
ecosystem. Among its core functions, it will also need to consider how to best manage
each of its activities, and which ones can do directly with its own resources, and which
ones would need external expertise to complement those functions. For ecosystem



related functions, the GSC mission would be more productive supporting, empowering,
and helping grow and mature stakeholders than replicating existing functions in the
ecosystem. Finally, its architectural design would need to carefully consider how to allow
for frictionless collaboration and flow of people, ideas and innovation within its
elements, functions, stakeholders, and premises.

Addressing the diversity gap. Diversity is crucial for innovation and has been one of the
traditional and contact gap of Japan startup ecosystem as compared with global leading
ones. With its focus on global connectivity and commercialization, the GSC is an
opportunity to attract diverse talent to Japan’s ecosystem and also signal globally how
important diversity is for the ecosystem growth and embed this message in GSC
operations, functions, and activities.
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