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EXECUTIVE SUMMARY 

 

The Leeds City Region and Styria share some similarities, but also have quite different political, 
cultural and economic geographies. This means that, whilst there is much to learn from the 
Styrian approach to industrial strategy, it requires some translation for the somewhat 
different context of the Leeds City Region. The following four recommendations capture key 
learning from this project.  

 

Recommendation 1: Build on Distinctive Culture 

An area’s vibrant and distinctive culture not only creates a high quality of life, it can also 
be a strong basis for industrial development. Strong local cultures are often based on a 
distinctive industrial heritage, and this is true for many cities and towns in the Leeds City 
Region. These cultures may mean there are informal institutions that can act as the basis 
for internationally competitive industries. In Styria, a culture of invention and 
collaboration reflects informal networks of collaboration between Universities, Civic 
Leaders and Industry that played an important part in the success of cluster strategies 
adopted in the late 1990s.  

The value for industrial development in recognising local cultures can be in: 

1. Recognising existing institutions, which may otherwise be difficult to identify, but 
facilitate academic-public-industry collaboration and business networks, 

2. Gaining public support and enthusiasm for development strategies, 
3. Creating an internationally recognised and compelling regional brand. 

 

Recommendation 2: Allow Intermediaries to Harness Institutions 

The public sector, industry and the academy are all institutions with their own purposes, 
priorities and resources. Successfully managing industrial development requires the 
strengths of each of these institutions to be harnessed, creating a space that limits the 
conflicts of their self-interests. Intermediaries, such as cluster organisations, that are 
supported by all three institutions but sit outside them can be such a space: academic 

Project Summary 

The Leeds City Region Local Enterprise Partnership and West Yorkshire Combined Authority are 
currently in the process of developing a Local Inclusive Industrial Strategy. This report presents 
the findings of a knowledge exchange project, where delegates from the Leeds City Region took 
part in a workshop with partners in Styria, Austria, to explore local industrial strategies. Styria 
is home to the Green Tech Cluster, a world-leading centre for innovation in green technology. 



institutions contribute research and gain access to funding and educational opportunities; 
industry contributes productive capacity and gains access to academic research; and the 
public sector contributes legitimacy and funding and gains influence. Such a space also 
allows for risks to be taken and innovations to be developed.  

 

Recommendation 3: Set Clear Missions 

Municipal leaders should promote a set of clear missions to direct collaborative action 
across the public sector, industry and academia. A common vision of a “Green Tech Valley” 
was a strong driver for collaboration in Styria, with support across a wide range of 
organisations. For a mission to be successful, it should be designed with three criteria: 

1. Draw on existing strengths of the regional economy – new industries cannot be 
created in a vacuum, but existing industries can develop in related directions. 

2. Address locally relevant challenges – a mission has legitimacy when it is recognised 
as creating value for stakeholders. 

3. Target frontiers of global development – in a connected global economy, value is 
created in collaboration. 

The development of strategies for the realisation of missions must be resilient and 
adaptable to changing economic, social and technological landscapes. Strategies must be 
congruent with missions, but not constrain action. As such, they should be living 
documents, maintained and updated through open engagement with stakeholders.   

 

Recommendation 4: Work with Local Geography  

Political, economic and cultural geography all affect how industrial development can happen, 
and each is highly variable across the Leeds City Region. For a local industrial strategy to be 
inclusive and successful, it must work with appropriate geographies for different missions. 
Many towns and cities in West Yorkshire have strong regional identities that are tied to 
particular industrial heritages. Some industries, such as agri-tech and the bioeconomy, are 
spread across and beyond the entire region. The local inclusive industrial strategy must work 
with an understanding of these varying geographies and target actions according to this.  

Industrial strategy is not a replacement for social policy, but it can be a useful complement. 
By understanding and seeking to target actions at appropriate industrial, cultural and political 
geographies, a local inclusive industrial strategy can ensure that the benefits of industrial 
development are felt in all parts of the Leeds City Region.  

 

  



1 INTRODUCTION 
A Knowledge Exchange and Decision Theatre Workshop took place on the 19th July 2018 in 
Graz, Austria, funded by the University of Leeds Social Science Impact Acceleration Account 
and the ESRC Centre for Climate Change Economics and Policy in partnership with the West 
Yorkshire Combined Authority (WYCA), the Green Tech Cluster and the Styrian 
Landesregierung. The event brought together participants from the Leeds City Region and 
Styria, with representatives from Universities, public sector organisations and industry. 
Throughout the day, knowledge and ideas were exchanged, with an aim to support the 
development of Inclusive Industrial Strategies and to identify opportunities for further 
collaboration between the regions.  

The report is organised as follows: 

1 INTRODUCTION 2 

2 BACKGROUND INFORMATION 5 

2.1 SUMMARY OF ADMINISTRATIVE AND ECONOMIC GEOGRAPHY 5 
2.2 SMART CITY DEVELOPMENTS 8 
2.3 SESSION 1: CLUSTER DEVELOPMENT TIMELINE 10 
2.4 SESSION 2 – SMART CITY DEVELOPMENT 13 
2.5 SESSION 3 – QUESTIONS 14 
 

  



2 BACKGROUND INFORMATION 
The Leeds City Region and Styria have some interesting points of comparison, and some 
important differences, in their economic geography, governance, industrial economies and 
smart city developments. Some key information, summarised in this section, was presented 
to participants in advance of the workshop to create a common understanding of the context 
within which the later decision theatre questions were answered. [1][2][3] 

2.1 Summary of Administrative and Economic Geography  

 

 

Figure 1: Distribution of Industrial Firms in Styria, 2013 (from 
[2]) 

STYRIA[1] 

Population: 1,221,600 

Capital: Graz (pop. 269,997) 

LEEDS CITY REGION[3] 

Population: 3,046,800 

Largest City: Leeds (pop. 
784,800) 

Figure 2: Leeds City Region Cities and Universities 



Table 1: Summary of Administrative Geography Key Features and Statistics 

UNITED KINGDOM AUSTRIA 

Levels of Subnational Government 

2  
[Combined Authority & Local Authority] 

2 
[Province & Municipality] 

Subnational Public Direct Investment (2014) 
[OECD Average: 58%; Germany: 68%] 

34% 44% 

Regional Government Responsibilities 

Combined Authority/LEP Province 

Economic Development 
Transport 

Economic Development 
Environment 
Planning and Zoning 
Social Services 
Municipal Waste  

Local Authority Municipality 

Environment 
Planning 
Social Services 
Waste Collection & Management 

Local Services 
Transport 
Infrastructure 
Household Waste Collection 

 

Table 2: Summary information on regional economies 

LEEDS CITY REGION STYRIA 

Size of Economy 

£64.6bn 
Per Capita GDP: 90.5% 
(percentage of EU average) 

€43.3bn 
Per Capita GDP: 114.8% 
(percentage of EU average) 

GDP Change (PPS, 2007 - 2015) 

8.3% 17.5% 

Human Development Index (National Indicator, scale: 0-1) 



 

0.907, rank 14 0.885, rank 23 

High Level Growth Industries 

Innovative / Advanced Manufacturing 
Financial and Professional Services 
Health and Life Sciences 
Low Carbon and Environmental Industries 
Digital and Creative Industries 
Food and Drink 

Green Tech 
Human Technology and Life Science  
Automotive 
Mechanical Engineering 
Electronics 
Wood and Paper 

Research & Development Ratio (% of GDP) 

1.07% 4.87% 

Private Sector Firms 

119,000 
Over 32,000 VAT registered businesses, 99% 
of which are SME’s 

88,923 
48.9% of these are 1-person firms 

Education & Skills 

Tertiary Education (aged 30-34) 

38.4% 38.6% 

Unemployment Rate (aged 15-74) & NEETs 

5.8%  &  16.8% 5.1%  &  7.6% 

Skill Gap Priorities 

Digital, Construction, Engineering N/A 

Economic Strategic Priorities 

• Growing business 

• Skilled people, better jobs 

• Clean energy and environmental 
resilience 

• Infrastructure for growth 

• Entrepreneurship and independence 

• Systematic strengthening of innovative 
power 

• Optimum usage of digitisation dynamics 

• Internationalisation of location and 
companies 

• International perceptions of the ‘Styrian 
Brand’ 



2.2 Smart City Developments 

1.1.1. Graz[4],[5] 

Graz is the only city in Austria currently 
implementing a Smart City project. This project 
intends to address the cities limited land availability 
for further development of residential areas whilst 
meeting its goal to become a zero-emission and 
carbon neutral city by 2050. The challenge for the 
city in meeting these objectives is to simultaneously 
manage the sustainability efforts and protect its 
status as a UNESCO World Heritage site. The City of 
Graz Smart City project comprises a series of 
developments and organisations, including: 

• District heating networks – utilising biomass, 
waste heat and solar energy 

• Multimodal Mobility Planning – integrating 
e-car sharing and rental, e-taxis and bicycles 
with an extended tram network 

• Waagner Biro Development – the 
redevelopment of a former industrial district in the south of Graz, with €330 million 
of investment (including green residential buildings, a new tramway line, public park 
areas and the Science Tower) 

• Green-Tech Cluster Styria – with a membership of over 200 companies and research 
organisations, with expertise in bioenergy, solar energy, waste and resource 
management and green buildings 
 

1.1.2. Leeds City Region 

The Leeds City Region has a number of development projects that have some aspects of Smart 
City development, including Kirkstall Forge, Thorpe Park, the White Rose Office Park, the Aire 
Valley Enterprise Zone, Capitol Park at Tingley, and Leeds South Bank. The last of these – Leeds 
South Bank – includes a planned station for the High Speed Rail line ‘HS2’ between London 
and the North of England. With this investment, Leeds South Bank will be one of the largest 
redevelopment projects in Europe, aiming to create a world-class business location with 
digital infrastructure and to accommodate 35,000 new jobs and 4,000 new homes.  

The West Yorkshire Combined Authority is developing a Digital Framework, part of which aims 
to ensure that development projects such as the Leeds South Bank achieve the goals of Smart 

Figure 3: Science Tower Graz 



City concepts. The business locations 
these redevelopments create should be 
suitable for digital service companies 
which are seen as a strong sector in the 
Leeds City Region. Enterprise zones, 
which offer reduced business rates and 
the provision of appropriate 
infrastructure, are also used as a tool to 
stimulate local economic development, 
particularly in high-tech manufacturing. 
To further support economic objectives, 
the Leeds City Region is delivering 31 
strategic transport projects, improving 
affordable connectivity between 
housing, employment and urban areas 
(including Park & Ride schemes, or Ring 
Roads improvements). It also aims to 
exploit ‘smart technologies’ such as 
provision of reliable travel information, 

ticketing, payment and better traffic management. 

Two further Smart City projects are led by the University of Leeds[6]: 

• Multidisciplinary Pedestrian-in-the-Loop Simulator (PEDSIM) that aims to model and 
assess how autonomous vehicles will interact with pedestrians, to inform future 
mobility strategies for the Leeds City Region 

• Virtuocity testing ground for mobility innovations and behaviour, to help future 
mobility strategies to anticipate user take up of new technologies 

The City of Leeds was recently placed fifth in the UK Smart Cities Index, with the report finding 
the city being a front runner in terms of smart health initiatives in the UK.  

 

 

Figure 4: Leeds South Bank regeneration project 
concept 



3 DECISION THEATRE RESULTS 
3.1 Session 1: Cluster Development Timeline 

In the first session, the participants were asked to co-create a timeline of cluster development 
in Styria; reflecting on key events, challenges, stakeholders involved, leadership, funding, and 
communication. The discussion mostly focused on the development of the Green Tech 
Cluster, but also included input from other clusters that some participants were more familiar 
with. A summary of the key milestones that were considered most significant by participants 
in shown in Figure 5 below. 

 

The first milestone identified was the legal framework around waste management in the 
1970s and 1980s, which created an environment for innovation in industries including glass 
recycling and sorting technology. The regional government’s policies and strategies were 
informed from the bottom-up, based on changing attitudes and commercial opportunities.  

The second milestone sees the early stages of clusters development, starting with the 
recognition of existing business networks as a position of strength and commercial 
opportunities. This process was driven by the growing prominence of cluster policies in EU 
and national governments. In the mid to late 1990s a number of existing and potential clusters 
were recognised in Styria (the Automotive cluster was the most developed of these at this 
point). The recognition of clusters was used to create a clear purpose and intent for the 
further development of these industries, including a recognition of the opportunities that 
would exist in global markets.  

1. 1970s and '80s 
waste management 
directives create an 

environment for 
technology 
innovation.

2. Concept of clusters 
gains policy 

prominence in the 
1990s. Existing 
strengths are 

identified and cluster 
organisations begin to 

be formalised.

3. The Green Tech 
Cluster was formed as 

a public-private 
partnership In 2005, 

creating a formal 
entity responsible for 
cluster management.

4. Cluster Maturity: 
the Green Tech 

Cluster has created an 
internationally 

recognised brand and 
carries out key cluster 

functions.

Figure 5: Key milestones in a cluster development. 



A third milestone can be identified as the point at which cluster organisations become 
formally established. The Green Tech Cluster (initially called Eco World Styria) was set up as a 
public-private partnership in 2005, and is now owned by the SFG (Styrian Economic 
Development Agency), the regional government of Styria, the City of Graz and industry 
partners including Andritz AG, Binder+Co AG and SFL technologies GmBH. The large industry 
partners are crucial in the early development of a cluster, they act as anchor organisations 
around which business networks develop. The involvement of the public sector is crucial to 
create alignment and coordination between public policy (such as the Styrian Economic 
Strategy) and the cluster strategy. 

A final milestone that could be identified is the creation of an internationally recognised brand 
for the Green Tech Cluster. At this point, the cluster organisation is carrying out a number of 
important functions for the regional innovation ecosystem, including the fostering of business 
networks (which include collaboration between companies in supply chains) and knowledge 
networks (which include collaboration between research institutions and companies for 
research and development), maintaining an international brand recognition, business 
promotion and ‘radar’ of technology and market developments.   

3.2 Session 2 

The second session of the workshop was divided into two separate discussions, one about the 
development of “Strength in Place” strategies that identify regional industrial strengths and 
potentials, and the second about the linking of “Smart City” developments and industrial 
strategies. These topics were identified as two key challenges by stakeholders prior to the 
event. 

3.2.1 “Strength in Place” Strategies 
In this discussion, participants were asked to identify the elements of a “strength in place” 
strategy that would make it successful. They were prompted to consider five domains of 
factors that could be important: 

1. Stakeholders & Networks 
2. Resources (Financial, Physical and Organisational) 
3. Policy & Strategy 
4. Actions & Challenges 
5. Public Engagement 

In relation to organisational capacity, participants repeatedly mentioned a longstanding 
culture of research and innovation in Styria as crucial to the success of clusters in the region. 
It was felt that this cultural identity is an important prerequisite for the willingness of 
organisations in the region to collaborate within clusters, and to effectively apply their 
resources to collectively create and capture value [7]. Previous studies by Wirth et al. have 
shown that professional cultures are important in shaping the development of new industries 



[8], and this seems to be an important part of the development of successful industry clusters 
in Styria.  

In relation to the stakeholders and networks involved in developing regional strengths, it was 
discussed that the formation of cluster organisations is a process of formalising already 
existing industry networks so that they can be further developed. Participants in this session 
emphasised the bottom-up nature of this process, with industry leading on the early 
development of new clusters with the public sector becoming involved later. Strong 
leadership from a set of influential figureheads helps to draw in local government and 
Universities, which is also recognised as important in the co-creation of organisations, 
markets and innovation ecosystems [9]. And, as previously noted, a strong ‘anchor tenant’ – 
a large firm active in R&D – is often the starting point for a successful cluster. These anchor 
tenants have long been seen as crucial for converting academic research into commercial 
innovation [10] in the innovation systems literature, which explains their importance in the 
early formation of a cluster.  

Cluster organisations were identified as carrying out many actions that help to develop 
regional industrial strengths. Innovation systems literature has studied the role innovation 
intermediaries on green innovation and economic development [11]. The activities of the 
Green Tech Cluster fit the functions this research identifies for innovation intermediaries: 
demand articulation, foresight, network building, capacity building, and institutional support 
(e.g. through advocacy for institutional change). This supports the view that cluster 
organisations with a focus on green innovation play an important role in the development of 
sustainable regional economies.  

In terms of policies and public sector strategies, the most significant factors identified where 
a collaborative approach with industry and academia, an ability to be proactive in regulation 
and policy and the provision of services such as life-long education. Collaboration was another 
area where the cluster organisations were seen as central; they are positioned as neutral 
ground for bringing together industry, academia and the public sector for innovation and 
economic development. In this context, resources can be combined to achieve commonly 
agreed objectives, without being derailed by one particular parties’ self-interest.  

Finally, the resources put in place to support regional strengths are usually beneficial across 
diverse industries. It was discussed that an existing cluster culture creates an environment for 
developing new ones, for example the success of the existing clusters are now the basis for 
the Silicon Alps cluster, which was founded in 2015. To further encourage this, different 
clusters are encouraged to collaborate through regular cluster management meetings, 
events, and company visits. The ‘silo-breaking’ that this creates between different industries 
and technologies was also noted as valuable, and something that has also been fruitful in the 
Green Tech Cluster due to the diversity of companies it includes.  

 



3.2.2 Smart City Development 
The objective of Smart Cities is to promote core infrastructure, create a clean and sustainable 
environment, as well as to provide a better quality of life for its citizens. In this session, 
participants were asked to consider whether and how Smart City developments are related 
to regional industrial strength development and the activities of clusters. Five areas for 
consideration emerged in this process, and the discussions centred around them. These areas 
are shown in Figure 6. 

 

Figure 6: Smart city development discussion areas. 

 On the whole, participants felt that the connections between smart city developments and 
clusters were not always obvious, but that they could be used to promote some local 
industrial strengths. There are some strong synergies between the Graz Smart City project 
and the Green Tech Cluster, and these have been influential.  

Participants agreed that there was an important role for leaders to influence architects, 
spatial planners, developers and contractors, so that regeneration plans respond to the needs 
of a target area, based on overarching principles of smart city development (although 
translating these principles into real terms in a local context is challenging). Some of the 
leaders that were involved with this process are also deeply engaged with the Green Tech 
Cluster. There was, thus, regular engagement between the City of Graz department leading 
the Smart City project and the Green Tech Cluster.  

It was felt by participants that the City is, and should be, the problem owner and principal 
driver of the Smart City project. This is different to industrial strengths development where 
the cluster organisation’s bringing together industry, academia and the public sector are 
important. There is, however, a role for industry and clusters in the project at two levels. The 
first is on a strategic level, allowing local tech companies to use the project as a testing ground 
for new technology development. The second is on an implementation level, where 
technologies developed by local companies contribute to improving quality of life of the 
Cities’ residents, creating a market for new technologies.  

Smart City 
Development

Stakeholders 
& Existing 
networks

Public 
engagement & 

democratic 
legitimacy

Objective 
(regeneration) 
& Leadership

Strategy & 
Policies

Resources, 
finance & 

public funding



Participants also discussed the importance of public engagement and democratic legitimacy 
for Smart City Development and Regional Industrial Strategy. For this, a positive narrative is 
needed to encourage enthusiasm and stakeholders’ buy-in. In this, there is common interest 
between the Smart City project and the Green Tech Cluster. Both gain visibility, a stronger 
brand, and a positive narrative through participation in public consultation and decision-
making processes. 

A concrete example of collaboration between the Smart City project and the Green Tech 
Cluster is seen in the Science Tower. Located in the Smart City district, this now houses the 
Green Tech Cluster organisation and also provides space for start-up companies that will also 
receive support and mentoring from participants in the Green Tech Cluster.  

 

3.3 Session 3 – Decision Theatre Questions 

In this session, all participants were asked to collectively answer several questions posed to 
them. Several ideas were given for most questions, and these have been collected in the 
following. 

 

Question 1 - How coherent and connected should industries be to be considered a cluster 
and who should drive the process of identification of existing industrial strengths and future 
potentials? What relationships and networks do they need? How important is all this for 
building a regional brand? 

Usually, domain experts initiate and lead the process of identification of organically 
developed and yet uncoordinated networks, with government regulation sometimes helping 
to create local strengths and needs. The level of coherence within a cluster can be quite 
variable; some are organised around particular supply chains, such as automotive clusters, 
whereas others are focused on a type of product, such as Green Tech and Human Tech 
clusters. One of the benefits of the latter type is in promoting innovation through 
collaboration between different types of technologies. Creating a strong regional brand is 
very important, and clusters can contribute to this. In Styria, a strong regional identity of 
innovation and entrepreneurship has long been the basis for this regional brand. 

 

Questions 2 – Should a regional industrial strategy be poly-centric and operate across scales? 
How much should centres collaborate or compete? 

Commonalities and good connectivity in a region are crucial to regional industrial 
development and economic success. Imposing a pre-defined structure, however, is not 
necessarily a good idea. The specific regional context should determine the evolution of 
regional and local strategies. In Styria, there is a strong regional identify and matching 



governance system. Graz is the dominant economic centre and an appropriate home to many 
industry networks. The Leeds City Region, by contrast, has many more cities and towns that 
support their own distinctive industrial economies. In this context, a poly-centric approach 
may be more appropriate. 

 

Question 3 – What strategic approach is most effective in supporting the development of a 
new cluster; reorienting existing industry; attracting new anchors, or supporting local start-
ups and spin-offs? 

A multilevel strategy should aim to integrate outcomes at different levels (e.g., individual, 
organisational, sectoral) and work to guarantee continuity. Development of new clusters 
starts with a position of strength and optimise the potential of sectors or networks through 
well-aligned and commercially realistic governance and support. Rather than re-orienting 
existing industries, they should be supported to develop in new directions. Attracting new 
anchors is a poor strategy, as they can extract value and leave. Better to support local start-
ups with a commitment to regional development. 

 

Question 4 – What is the right balance between a strategy that identifies specific industries 
or challenges to support, and support for undirected grass-roots innovation? 

Participants agreed here that a combination of top-down and bottom-up approaches is the 
most powerful way ensure the right balance in addressing specific challenges and supporting 
grass-roots innovation. It is important to allow flexibility in outcomes and not choosing 
winning innovators to be supported, but clear priorities for problems that need to be solved 
is also crucial.  

 

Question 5 – If there is a strong vision for industrial development, how can this gain 
democratic legitimacy? 

To ensure democratic legitimacy, a vision for industrial development should address issues 
and challenges that matter to the public. Narratives that connect industrial developments to 
the lives of citizens, in language that is accessible, are a powerful tool. Fruitful channels for 
engagement include labour unions, NGOs and community groups. 

 

Question 6 – How can a strategy be developed and maintained that is both long-term in 
ambition and adaptive to policy, social, natural and technological changes? 

To answer this question, participants reflected on and listed several ingredients for the 
successful strategy developed in Styria. As previously discussed, innovation and industrial 



development is a part of Styrian culture, with over 200 years history of R&D culture. Strong 
leadership in both industry and government has been instrumental in creating long-term 
strategies. A long-term and adaptive strategy is likely to succeed if it builds on an existing local 
culture, and identifies important social challenges. 

 

Question 7 – What are the most important policies and interventions to mitigate the negative 
social consequences of the closure of carbon-intensive industries? 

Styrian partners highlight that they do not necessarily have carbon-intensive industries, but 
energy intensive industries. These industries can innovate and evolve to decarbonise their 
operations. In the Austrian steel industry, for example, the approach is to focus on niche and 
high-quality products with very specific industry applications. This makes it possible for 
decarbonisation to become cost effective.  

Participants from both regions agreed that the most desirable policies and interventions 
mitigate and prevent negative social consequences, as well as support affected communities 
to adapt. Such policies can facilitate access to retraining and benefits, provide a safety net, 
invest in new industries/sectors and improve access to new workplaces. Moreover, 
partnerships with organisations providing financial help, such as credit unions, is likely to help 
those who lost trust in the banking system. Investments in mobility, infrastructure or digital 
will also ensure that communities are connected and have access to information and support 
is facilitated. Notably, participatory scenario-making, engaging the communities at risk, is a 
desirable way of ensuring that right policies are developed and put in place. 

  



4 RECOMMENDATIONS 
In this final section, we synthesise a set of recommendations for the development of a Local 
Inclusive Industrial Strategy for the Leeds City Region. These recommendations are based on 
some of the key learnings the participants took from the workshop. 

 

Recommendation 1: Build on Culture 

The success of the Green Tech Cluster in Styria is, in part, the product of a centuries old culture 
of investment in research and innovation. This has created informal institutions of 
collaboration between Universities, Civic Leaders and Industry. The adoption of cluster 
strategies in the 1990s acted to formalise these institutions, but was enabled by them. When 
identifying “strengths in place” as the bases for internationally competitive industries, it is 
important to recognise such local cultures. The value for industrial development of such 
cultures can be in: 

1. Pointing to existing institutions, which may otherwise be difficult to identify, but 
facilitate academic-public-industry collaboration and business networks, 

2. Gaining public support and enthusiasm for development strategies, 
3. Creating an internationally recognised and compelling regional brand. 

  

 

Recommendation 2: Allow Intermediaries to Harness Institutions 

The public sector, industry and the academy are all institutions with their own purposes, 
priorities and resources. Successfully managing industrial development requires the strengths 
of each of these institutions to be harnessed, in a space that limits the conflicts of their self-
interests. Intermediary organisations, such as cluster organisations, that are supported by all 
three institutions but sit outside them can be such a space: academic institutions contribute 
research and gain access to funding and educational opportunities, industry contributes 
productive capacity and gains access to academic research, and the public sector contributes 
legitimacy and funding and gains influence. Such a space also allows for risks to be taken and 
innovations to be developed.  

Example 1: Textiles in Kirklees 

The industrial heritage of Kirklees is readily visible in the textile mills built during the 
industrial revolution that are a common part of town centres. The textiles industry still 
forms an important part of this regions’ economy, and is recognised as a priority in the 
latest strategic economic plan. The Textiles Centre of Excellence, based in 
Huddersfield, has over 90 members and provides training and innovation services.  



 

Triple Helix [12] 

Recommendation 3: Set Clear Missions 

Municipal leaders should promote a set of clear missions to direct collaborative action across 
the public sector, industry and academia. A common vision of a “Green Tech Valley” was a 
strong driver for collaboration in Styria, with support across a wide range of organisations. 
For a mission to be successful, it should be designed with three criteria: 

4. Draw on existing strengths of the regional economy – new industries cannot be 
created in a vacuum, but existing industries can develop in related directions. 

5. Address locally relevant challenges – a mission has legitimacy when it is recognised as 
creating value for stakeholders. 

6. Target frontiers of global development – in a connected global economy, value is 
created in collaboration. 

The development of strategies for the realisation of missions must be resilient and adaptable 
to changing economic, social and technological landscapes. Strategies must be congruent 
with missions, but not constrain action. As such, they should be living documents, maintained 
and updated through open engagement with stakeholders (who may also change).   

 

Example 2: Triple Helix Clusters 

Cluster organisations are often formed following a “Triple Helix”[12] strategy that 
creates an innovation space between academia, industry and government.   

 

Industry

Academia
Public
Sector

Cluster



 

Recommendation 4: Work with Geography  

Industrial strategy is not a replacement for social policy, but a useful complement. In Styria, 
industrial strategy is generally not considered as a tool for addressing economic imbalance or 
social exclusion. The significant differences in geography between Styria and the Leeds City 
Region mean that the same is not as true for the latter. The Leeds City Region is much less 
mono-centric in economic, political and cultural geography. Political leadership is divided 
across individual local authorities, as well as the combined authority. Many cities and towns 
have strong local identities, which are often tied to industrial heritage. And there are several 
Universities and significant industry clusters spread throughout the region.   

In practical terms, this means an inclusive industrial strategy should work with appropriate 
geographical locations and scales for different missions. Example 1 of the textiles industry in 
Kirklees is a particular strength of that region, with a diffuse hinterland of related activities 
that stretches across and beyond the Leeds City Region. Example 2 of the Leeds Hydrogen 
network is focused on advanced manufacturing in the City of Leeds.  

 

 

Example 2: Leeds Hydrogen Network 

The UK has so far made little progress on the decarbonisation of heat, and future 
carbon budgets can only be met if this is addressed. The H21 Leeds City Gate project 
aims to address this by converting the Leeds gas network to hydrogen. The goal of 
this project, although not conceived as one, is a good example of a clear mission that 
brings together the public sector, industry and academia. It also builds on regional 
strengths in advanced manufacturing in Leeds, has the potential to significantly 
improve local air quality, and would establish leadership in an international market.  

Example 4: Agritech and the Bioeconomy 

A good example of an emerging industry with a complex geographical distribution is 
agritech. Developing the Bioeconomy is a priority for the North Yorkshire and York 
enterprise partnership economic plan, but activities in this sector are found across 
the whole Leeds City Region. Drax, one of the largest biomass electricity generation 
plants in the UK, is near Selby. Holmfirth, and the rural area surrounding it, is home 
to several established agricultural firms that innovate in green technologies and 
automation – Longley Farm installed a wind turbine as far back as 1980 and now 
experiments with drone technology. And the City of Leeds has a growing urban food 
industry, including social enterprises such as Growing Better that combined food 
production with health benefits for the local community. 
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