
I3 Support Facility - Virtual event #10: 
Interregional Innovation Project Management: 
Case Study and Best Practice

2025-09-17

Virtual event will be recorded

Everyone will be muted during the 
session. If you have a question, 
please use the chat or raise your 
hand to be unmuted for a live 
question.



Agenda

1. Introduction to the topic
Antonio Novo, President, European Clusters Alliance 

2. Our questions to you: Slido polls

3. Case study 1: TICBIOMED
Elena López, Project Coordinator, I3 project “HealthChain: Boosting value chains in Health at regional 
and EU level”

4. Case study 2: Stichting New Energy Coalition
Dirk Koppert, Project Coordinator, I3 project “Hy2Market: HYdrogen TO enter MARKets reducing carbon 
Emissions footprinT”

5. Case study 3: Wagralim
Betty Milano, Project Coordinator, I3 project “Biotech4Food: Acceleration of new promising circular 
agri-food value chains and sustainable bio-industrial interregional investment in SMEs by integration of 
advanced biotechnology”

6. Q&A with the audience



Case study 1: 
TICBIOMED 

Elena López



I3 Instrument
Strengthen Innovation
in Europe’s Regions

BOOSTING DIGITAL TRANSFORMATION OF 
HEALTHCARE ACROSS REGIONS

Co-funded by the European Union. Views and opinions expressed are, however, those of the author(s) 
only and do not necessarily reflect those of the European Union or the European Innovation Council and 
SMEs Executive Agency (EISMEA). Neither the European Union nor the granting authority can be held 
responsible for them.

Elena López, Coordinator (Ticbiomed)

17.11.2025 I3 Support Facility Webinar 



1. THE PROJECT 
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HealthChain involves the public and private 
sectors in the regional ecosystems to develop 
demand-driven digital health solutions 
through co-creation between Healthcare 
Organisations and IT companies.
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• A Healthcare Organisation (HO) with the 
role of challenge identifier. 

• IT companies with the role of solver. 

• A regional Ecosystem Supporter (ES) 
with the role of business supporter and 
leads the connection between cross-
border regions.

Each region brings together the same structure 
of partners and roles, keeping an ecosystem approach: 

IT company

Healthcare 
Organisation

Ecosystem 
supporter
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Romania
North-West Romania

Portugal
Centro

The Netherlands
East Netherlands 

Croatia
Primorsko-Goranska

Spain
Murcia | Navarra | 
Castilla y León

Slovenia
Western

Belgium
Flanders

Greece
Western

Madeira

10 Consortium regions 

15 regions in the Community of Practice

+15 additional regions recruited to learn from HealthChain 25 regions



Murcia
Spain

Centro
Portugal

Western
Slovenia

Prim. G. 
Croatia

East
Netherlands

ESFERA
A holistic platform where patients and 
healthcare agents share information 
through bidirectional communication, to 
stimulate prevention, personalise care 
delivery, and empower patients and 
caregivers to self-manage their conditions.

K-KONTROL
Interdialysis potassium level monitoring 
and nutritional advice. 

PASPADOC
Empower patients with chronic pain 
through digital solutions. 

AI, NLP & PROMS
NLP for structuring data in 
Ophthalmology; AI to prevent cardiology 
complications; collection of PROMs for 
neovascular diseases in Ophthalmology. 

REHABILITAR @MENTE

Cognitive rehabilitation programs for 
hospitalised elderly people. 

RECOMED
Reconciliation of medication in digital 
format from the list of usual medications 
for patients admitted to the Plastic 
Surgery and Burns department. 

REHAB AFTER HIP 

SURGERY
Home rehabilitation after 2–3 days of 
hospitalisation.

HIPRO

Real-time monitoring of rehabilitation 
progress.

MEPRO

Improving patient safety by assessing 
mental distress after surgery. 

REMOTE MONITORING FALLPREDICT
Real-time patient monitoring during 
independent movements in the hospital. 

MEDLINK
Facil itating communication between 
specialists and family doctors in remote 
areas. 

TELEMONITORING DIGICARE-AWARE
Creating awareness amongst healthcare 
professionals about the possibilities of 
remote patient monitoring in the Virtual 
Care Centre. 

DELSIS
Determining the extent of lifestyle support 
that a patient needs to stimulate their self-
management. 

Flanders
Belgium 

Western
Greece

Castilla y 

León
Spain

North- 

West

Romania

Navarra
Spain

To prevent fal ls from the hospital bed.
To prevent complications after discharge 
due to heart fai lure.  

Visualisation of data from patients 
admitted to the Virtual Care Centre of 
Rijnstate Hospital. 
Improve care coordination between 
Healthcare Professionals. 

MOVEBUDDY
Tackle childhood obesity by promoting 
physical activity.

TRIME
Multi-stage monitoring triage at home for 
Cardiovascular Diseases

iMOTION

Emotional state recognition in pall iative 
care patients.

AITRIS
Automated Imagery Tool Results for 
Diagnostic and Stadiation.. 

OPER-ART
Addressing the uncertainty challenges of 
radiotherapy through personalised 3D 
molds used in radiotherapy and 
brachytherapy.

24 Digital health solutions
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01

02

03

02 - Innovation
• Increases the capacity of 

healthcare organisations to 
innovate

• Solutions developed to address 
demand-driven healthcare 
challenges. 

03 - Investments
• Connection to testing sites and 

end-users (e.g. patients, healthcare 
professionals)

• Access to potential customers (i.e. 
healthcare organisations in need of 
a solution).

• Business Support for 
commercialisation and scale-up, 
leveraging a pool of interregional 
mentors.

01 - Interregional
• Cross-border collaboration between 33 

SMEs on the co-creation of 24 solutions
• 8 Knowledge exchange sessions on shared 

areas of interest for SMEs and Healthcare 
Organisations

• Community of Practice on demand-driven 
innovation. 

25 regions

24 solutions

€ 6.741.000,75 



2. THE 
MANAGEMENT 
EXPERIENCE  



TH
E 

M
A

N
A

G
EM

EN
T 

TE
A

M
 

Myriam Martín Elena López 
Strategy & Policy Operational Coordinator  

Murcia (Spain)

+60
National members

+2000
European Innovators in our

network

22
European Projects

We are a cluster working for the digital 
transformation of healthcare.
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Interregional 
coordination 
complexity

• Different administrative cultures, timelines, and innovation 
readiness across regions.

• Large Consortium (both project level & regionally) 

Stakeholder 
engagement and 

retention

• Hospitals have limited time for innovation projects. 
• SMEs face varying levels of maturity and resources.
• Ecosystem Supporter profile varied across regions. 

Administrative 
and financial 
requirements

• Contract management (HC has submitted 6 amendments ☺) 
• Lack of know-how on I3 / Horizon Europe reporting rules.
• FSTP Call: funding rate of 70% and payment management. 
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Governance
• Defined roles: Project 

Executive 
Committee, Work 
Package leaders, Task 
leaders, regional 
leads.

• Regional leads to 
bridge local 
ecosystems.

• Regular coordination 
calls with a decision 
log.

02

Accountability

• Hospitals to define 
their innovation 
needs and select the 
SMEs to work with. 

03

PM Tools
• Use of shared 

platforms (e.g. Slack, 
SharePoint).

• Transparent project 
dashboards for all 
partners with KPIs, 
deliverables, 
milestones, timeline, 
etc.

• Financial templates 
and webinars 
organised to raise 
awareness on I3 rules.

04

Flexibility 
• Early identification of 

potential bottlenecks 

• Agility to agree on 
contingency actions 
(e.g., reallocating 
activities between 
partners). 

• Readiness to amend – 
HC has submitted 6 
amendments ☺ 

Interregional 
coordination 
complexity

Stakeholder 
engagement & 

retention

Administrative 
and financial 
requirements
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Ecosystem level  

Project Executive Committee

Management Level 

General Assembly 

WP1 Leader WP2 Leader WP3 Leader WP4 Leader WP5 Leader

Project coordinator Quality & Risk Manager
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MEETING WHO WHEN OBJECTIVE

General Assembly (GA) All partners
Online monthly
F2F Every 6 months

• Decision-making
• Relationship building

Project Executive Committee (PEC) WPLs Online monthly
• Operational management
• Progress tracking

WP meetings
WP partners and 
coordinator When needed • Coordinate WP activities

Regional Meetings
Regional 
Stakeholders
WP Leaders

At least Monthly

• Coordinate regional 
stakeholders

• Follow-up pilots (includ. 
FSTP) 

Meetings 
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Project Management Tools  

BUDGET CONTROL 

INTERNAL REPORTING: 6-months

Templates and guidelines
provided

Webinars: “How to deal with 
administrative and financial 
issues” 

Common Pitfalls 
Document   

Communication tools 

QUALITY & RISK MANAGEMENT 

INTERNAL REPORTING: 6-months

Mastersheet

FSTP MANAGEMENT 

REPORTING LINKED TO 
PAYMENT

Deliverables templates
created for FSTP SMEs to
report progress1. KPIs reporting

2. Risk Matrix 
3. Deliverables & 

Milestones
4. Timeline 

Review Meetings 
templates to present
results
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Recommendations for future I3 project managers 

• Spend the first months 
building trust and 
aligning partners’ 
agendas to avoid later 
frictions.

Invest early in 
alignment

• Clear, simple templates 
for reporting reduce 
administrative burden.

• List specific actions 
expected from each 
partner. 

Simplify 
communication 
wherever possible

• Regional leads played a 
crucial role in effectively 
engaging hospitals and 
SMEs. They have links to 
important stakeholders 
too (e.g. regional 
authorities). 

Empower local 
champions

• Tailor innovation goals 
to what partners can 
realistically deliver.

Balance ambition 
with realism

• Close follow-up by the 
coordinator on specific 
tasks/partners might be 
needed, even though 
it's not your 
responsibility...  

Roll up your 
sleeves

• Excellent professionals, 
ready to help! 

Make the most of 
your EISMEA 
Project Advisor



WHAT TO EXPECT?
Project highlights with concrete results and 
implementation insights; panel and policy discussions 
on successes, needs, and next steps; a forward-looking 
dialogue on projects and partnerships as vehicles for 
future impact and of course - great networking!

WHO SHOULD ATTEND?
I3 Project Officers (EISMEA / EC), Representatives from 
DG REGIO, DG RTD, DG SANTE, I3 project coordinators 
and partners, Regional authorities, innovation agencies, 
and SMEs, Members of Thematic Smart Specialisation 
Partnerships (TSSPs).

HOW TO JOIN? 
Register online. 

https://forms.office.com/Pages/ResponsePage.aspx?id=iB6kMXpH0UapSHWNulSut9WwVmBKMnBCjuxM1m2ZRI5UM0pZTUY1VExXMjdNQ0lBRzhVM0xNREpQWi4u
https://forms.office.com/Pages/ResponsePage.aspx?id=iB6kMXpH0UapSHWNulSut9WwVmBKMnBCjuxM1m2ZRI5UM0pZTUY1VExXMjdNQ0lBRzhVM0xNREpQWi4u


HealthChain project is co-funded by the European Union. Views and opinions expressed are however those of the author(s) only and do not 
necessarily reflect those of the European Union or European Innovation Council and SMEs Executive Agency (EISMEA). Neither the European 
Union nor the granting authority can be held responsible for them.

www.healthchain-i3.eu

elena.lopez@ticbiomed.net
myriam.martin@ticbiomed.net

COORDINATOR CONTACT



Case study 2: 
Stichting 
New Energy 
Coalition

Dirk Koppert



• Project Manager 

Hy2Market

Dirk Koppert
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Hydrogen Value Chains
Connecting production,                       
storage, distribution and usage to    
create future proof jobs and   
companies

Circular Carbon
Renewable gas from biomass and 
re-use of CO2

 and storage through 
CCUS

Energy Hubs
Integration of energy in the grid by 
balancing supply and demand in the 
total energy system

Our focus – Regional Triple Helix Collaboration

Research & Innovation Human Capital
Labour market, policy development, education and training.

New Energy Business School (international) energy education for 
professionals and companies

New Energy Academy
free extracurricular energy programmes, inspiring students to study 
and work in the field of the energy transition
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Asturias

Castilla y Leon

Northern Netherlands

Rhône-Alpes

Western Macedonia

Médio Tejo

Aragones

Constanta

Upper Austria

Sicily

Production

Industrial usage

Mobility usage

Knowledge exchange

Transport

Activities
H2 Transport
H2 Energetic Use
H2 Mobility Use

Activities
H2 Transport
H2 Energetic Use
H2 Mobility Use

Activities
H2 Mobility Use

Activities
Waste-to-H2 
H2 as feedstock
H2 Mobility Use

Activities
H2 Transport

Activities
H2 Transport

Activities
H2 Production
H2 as feedstock

Activities
Waste-to-H2 
H2 Mobility Use

Activities
H2 Production
H2 as feedstock

Activities
H2 Transport



Production

Knowledge exchange

Transport

Asturias

Northern Netherlands

Rhône-Alpes

Western Macedonia

Médio Tejo

Aragones

Upper Austria

Sicily

Sicily

Castilla y Leon

Constanta

Constanta
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Interregional Innovation Investments (I3) Instrument

Creating a future ready, sustainable and reliable

hydrogen value chain in Europe



Our partners



WP 1 – Project Management and Coordination 

WP 6 – Knowledge exchange platform
WP 7 – Cooperation in communication and dissemination – 

working for public acceptance

WP 2 – Green Hydrogen Production and 
Management Systems

WP 3 – Hydrogen Transport

WP 4 – Industrial Use of Hydrogen

WP 5 – Mobility Use of Hydrogen
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How to Build such a Consortium?

• Engage with your regional S3-teams – and through them with
interregional S3-platforms to built interregional connections. 
• Quick connection to relevant policies and developments. 
• Quick connection to other EU bodies, regions, cluster organizations. 

• Engage with Cluster Organizations! 
• Hy2Market examples: NEC, WIVA P&G, ERIG, CNR Rhone, CNR-Itae. They know

the industries and companies that you want for implemenation of projects. 

• Invest time in writing phase: 
• Connect, meet (digitally), understand the (sub-)project, partners needs, timing. 

• Matchmaking events (EEN, i3, …)



31

Project management systems, styles and 
structure
• Create regular interfaces – see each other (digitally)

• Monthly MB meeting
• Regular WP meetings
• Internal knowledge exchange meetings
• Meet-ups
• Physical consortium meetings are essential! (at least at the start).  

• Be repetitive (in explaining EU portal, funding rules, project 
agreements)

• Grant agrement is ‘holy’, but: Be flexible (pilots always change) – think
along with the partners how to fit changes in the Grant Agreement 
scope

• Have regular contact with the PO!
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Project management observations and 
learnings
• Invest in good contact with regional contactpoints, who stay in contact 

with the industries is essential
• Regular meetings (digitally)! They can be short, but necessary
• “Social” activities during Physical Consortium Meetings 

• Create enough time during your program for non-planned interaction
• Choose email moments strategically

• Not weekly, not too many questions or assignments
• Have enough time allocated for overall project management 

• Reviewing detailed budget sheets, help with all the administration
• Sharepoints (or other digital maps). Necessary, but always on a 

‘second –place’. Don’t expect a lot of discussions through such
platforms. 
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Other observations

• Funding rhythm: 70% up-front is a lot. 30% only after everything is 
reviewed is also a lot (difficult cash-flow for SME’s with high 
contributions, specifically in the beginning ofthe project). 

• Everyone needs to get adjusted to “Unit Costs” for travels.
• Invest in good contact and understanding of the needs of the

partners.



Case study 3: 
Wagralim

Betty Milano



Presentation of 
Biotech4Food

35

I3 Support Facility webinar
September 17th, 2025 I online 



Acceleration of new promising circular agri-food value chains 
and sustainable industrial interregional investments in SMEs, by 

integration of advanced biotechnology



What is Biotech4Food?

• Biotech4Food is a collaborative EU project, co-financed through the I3 instrument

• Developing and elaborating new value chains, with investments for companies at the 
nexus between biotechnology and the agrifood industry, to improve food production 
processus, develop new ingredients, evolve to a more circular agrifood industry via the 
use of side streams and waste

• Encouragement of the adoption and implementation of biotechnologies to enhance 
economic resilience and adaptability of the industry

• Agrifood SMEs are supported to set up interregional innovation investments, with a 
path towards commercialisation and scale-up of their businesses

• Direct support to SMEs and providing non-financial support to overcome the barriers 
and hurdles faced in their industrialization and commercialization (validated 
technological solutions)

37



Consortium 

38

+
15 SMEs financed for their investment projects



General overview
• The agri-food sector is mainly composed by SMEs

➔ In majority of regions, it is an important industrial sector

➔ In some regions, depending on product, the sector is more conservative 

• Fermentation and precision fermentation are the most used processing technology

• BUT the level is different in the food industry, and compare between partners 
regions 

for some regions → for long time use ex. for wine sector, bakery sector, 
brewery sector

• The word ‘biotech’  is usually associated with Medical/Pharma



Biotechnology strategy in EU



Activities 



Long-term strategy 

42

• Value chain maps were developed for 3 food biotechnology applications – 

microbial protein, microalgae, and probiotics – across 8 European regions.

• The aim is to identify key actors, challenges, and opportunities to foster 

sustainable, cross-regional collaboration.

• These fermentation-based technologies support the circular economy and address 

nutritional and sustainability challenges in the agri-food sector.

S3 partnership Ingredients for a circular economy 

• Identify promising areas and challenges/obstacles in order to address them 
equally at the partnership level, i.e. beyond the duration of the project. 

• Integration in the long-term strategy of I4CE 
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Strategic Vision of Biotechnology
Objective:
 Accelerate the uptake of biotechnology in the agri-food sector by building an innovation-driven, collaborative ecosystem.

Thematic Priorities

 Technologies – Support biotech tools integration

 Ingredients – Develop & implement novel functional ingredients

 Business & Soft Skills – Upskilling, collaboration & innovation capacity

5-Step Implementation Strategy

1️⃣ Awareness & Mapping → Identify key players & joint challenges

2️⃣ Connected Community → Facilitate trust & cooperation (SMEs, RTOs, clusters)

3️⃣ Upskilling & R&D → Trainings, project support & innovation triggers

4️⃣ Implementation → 15+ biotech pilots with SME participation

5️⃣ Leverage & Visibility → Events, success stories & cross-border impact

Vision:
  Biotechnology as a scalable, accessible driver of innovation & sustainability in the EU food industry.



Outputs of the project 

For Partners: 

• Help to initiate discussions with local policy makers

• For some to map their stakeholders, etc. 

For industrial partners & our ecosystem:

• Improve investment skills 

• Business continuity plan, business plannings and models 

• Intellectual property strategies,

• Pitching competences

• Regulatory literacy

• How to approach and engage with investors

• Training on technical skills (upskilling) 

• Use of fermentation in the agrifood sector, enzymes and 
related processes 

• Macro- and microalgae cultivation: biomass, high-added value 
products, feed and food ingredients, other opportunities

Mapping the market for biotechnology:
• Analysis of trends and opportunities

• Company success stories

• Funding options at regional and EU level

• Perceptions exchange with regional policy 
makers



I4CE Community

Join our community! Be the first 
to access: 

• exclusive content and 
technical deliverables

• marketplace

• events  

• B2B meetings opportunities

45



Project management 

46

I3 Support Facility webinar
September 17th, 2025 I online 



Management structure 
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✓ Management board
✓ Steering committee
✓ Advisory board
✓ Main contact person

for companies



Lessons learnt
• Proposal phase: size of consortium, choice of partners and WP leaders, meetings’ locations 

• Companies on board

• Communication
• External
• Internal

• WP leaders: reliable, organised and unifying; organisation: meetings, minutes, to do lists

• Commitment/dynamic collaboration at European level

• PO 

• Long-term vision 

48



Follow us 

• Webpage Biotech4Food - I4CE - Ingredients for a Circular economy

• LinkedIn : https://www.linkedin.com/company/biotech4food/

49

https://i4ce.eu/biotech4food/
https://i4ce.eu/biotech4food/
https://i4ce.eu/biotech4food/
https://i4ce.eu/biotech4food/
https://i4ce.eu/biotech4food/
https://www.linkedin.com/company/biotech4food/


Thank you ! 

50

Contact person : Betty MILANO, Coordinator of the project
European affairs officer at Wagralim, Agri-food innovation 

cluster in Wallonia
betty.milano@wagralim.be 



Q&A



Thank you 
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