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1. EXECUTIVE SUMMARY 
 

Introduction and purpose of the report 

• This report analyses four entrepreneurship initiatives, three of them 

linked to Mondragon Corporation (Saiolan, BBF and Gaztenpresa) and 

another (Elkar-lan) not belonging to it.  

• Saiolan and Gaztenpresa represent the traditional mainstay for promoting 

entrepreneurship in the Mondragon Corporation, while BBF represents the 

newest model. The case of Saiolan is particularly significant as it was a 

pioneering initiative in the 80s, at a time when nobody was talking about 

entrepreneurship yet in Spain. Both of them have become successful 

models in the field of supporting entrepreneurship and are considered 

benchmark entities at the local and international level. 

• Mondragon Corporation is a second-level cooperative that integrates 96 

cooperatives in different productive sectors (industry, finance, retail, and 

knowledge), 143 subsidiaries companies, 7 Foundations, and nearly 

81,000 jobs (2019). It has become the world’s largest network of worker-

owned cooperatives and the 1st industrial group in the Basque Country 

and the 7th in Spain. 

 

Saiolan  

• Saiolan is a private innovation and business development centre that runs 

and manages the functions of BIC1 Gipuzkoa in the Alto Deba district. It 

acts as an incubator that promotes entrepreneurship and setting up new 

business activities. Currently, Saiolan’s main activity is supporting the 

development of public entrepreneurial policies through channelling 

funding and support to innovative and technological entrepreneurship 

projects or with high R+D+i content. That includes the role of incubator, 

offer tutoring and mentoring services to promote these kinds of projects 

and playing the role of a development agency specializing 

in technological and innovative projects with high R+D+i content.  

• Saiolan’s mission is “We help generate qualified employment by 

collaborating with entrepreneurs and organisations through setting up 

or reformulating innovative business activities.” 

• In 1981-82 the Faculty of Engineering of Mondragon University set up an 

Experimental Business Activities Centre to back entrepreneur training and 

 

1 What is the BIC – Business Innovation Centre? These are public support structures through which 

the entrepreneurs’ projects receive support, tutoring, incubation and mentoring. It is an agent that 

facilitates the process of setting up new innovative businesses (science or technology-based and/or 

knowledge-intensive) as well as an active agent in the process to support and promote 

entrepreneurial culture in the territory where it is based. In the Basque Country, there are 5 BICs, 

funded all of them by the Basque Government and the Provincial Council. 
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jobs generation for undergraduate and graduate students. This was the 

seed of Saiolan, and in 1985 when the initiative was consolidated, Saiolan 

was created as an independent organisation. 

• Nowadays, Saiolan structures its offer of services around 3 lines of action 

(i) free-cost support to entrepreneurs with technology and industrial-

based projects as BIC Gipuzkoa agent, (ii) support to companies in the 

development of new businesses (invoiced services), (iii) and as a district 

economic development agency. 

• Saiolan’s income mainly comes from public funding (41%) provided 

mainly by the Basque Government and SPRI, the Gipuzkoa Provincial 

Council (for carrying on BIC’s functions), and Mondragon City Council. 

Another 19% proceeds from the Mondragon Foundation. 31% of its 

income is generated through ordinary activity and services invoiced to 

companies, and the rest (9%) comes from their participation in European 

Projects. 

• The main results of this initiative are: 

Saiolan’s impact from the outset in 1985 to early 2020. 

Types of project 
Number of 

companies 

Employment 

created 

Companies created by non-experienced 

entrepreneurs 

83 604 

Companies created by experienced 

entrepreneurs 

79 736 

Companies created in cooperation with other 

companies 

51 809 

Company diversification 97 1,275 

TOTAL 310 3,424 

 

BBF – Bilbao Berrikuntza Factory (Bilbao Innovation Factory) 

• Bilbao Berrikuntza Factory (BBF) is a pioneering project for learning, 

innovation, and entrepreneurship, located in Bilbao, and promoted and 

managed by the Faculty of Business Studies of Mondragon University, in 

collaboration with Bilbao City Council. 

• This initiative tries to create in Bilbao an advanced innovation and 

entrepreneurship ecosystem locating in the same building training 

activities (university degrees, masters and long-life educational 

programmes), innovative entrepreneurs and start-ups in the scaling stage 

with the aim to foster collaboration and cooperation among them. 

• BBF’s vision is “Become the benchmark training and entrepreneurship 

centre in Bilbao where young entrepreneurs, independent professionals, 

and company professionals acquire the technical knowledge and skills to 

develop new entrepreneurial initiatives within real specialized business 

ecosystems”. 
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• The Faculty of Business Studies of Mondragon University started in 2009 

the LEINN Degree – Bachelor’s Degree in entrepreneurial leadership and 

innovation base on the finish Team Academy model (learning by doing 

and self-managed teamwork through companies that are set up from the 

day 1). The BBF was created in 2013 with the support and collaboration 

of Bilbao City Council, who through a Collaboration Agreement, let the 

building cost-free to Mondragon University to create this entrepreneurship 

ecosystem in Bilbao.  

• The activities that are developed in BBF are: 

• Training: Actual teaching from Mondragon University in the 

field of innovation and entrepreneurship, offering Degrees and 

Master and post-graduate courses. Additionally, research and 

knowledge transfer activities are also promoted, and young 

students will be able to participate in “Innovation and 

Entrepreneurship Centre” activities. On the other hand, the 

LEINN Degree students have to create and manage their own 

company as part of the learning by doing methodology. In 

some cases, these students want to maintain their company 

and going on with their business project in a professional way 

once they finished their degree. 

• Incubation: “Innovation and Entrepreneurship Centre” that 

hosts processes for channeling social initiative by developing 

new ideas in the area of different branches of economic 

activity, and incubation of new projects in their initial stages. 

• Consolidation: Headquarters for young innovative companies 

that are at a more developed stage than companies being 

incubated in the “Innovation and Entrepreneurship Centre” and 

that they are considered strategic. 

 

• The BBF’s outcomes are: 
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Gaztenpresa 

• Gaztenpresa is a private non-profit foundation, and it is integrated into 

the CSR2 of Laboral Kutxa, the cooperative bank belonging to Mondragon 

Corporation. 

• Its purpose is to promote the creation of new companies, the 

generation of employment and its maintenance, through 

programmes and services that add value to the business and 

professional development of its users, and also to its allies and in 

general to all the society in the Autonomous Regions of Basque 

Country and Navarra. 

• Gaztenpresa’s mission is defined as “Many people need to find a decent 

job opportunity, and Gaztenpresa accompanies them in this process”. It 

has a social value approach and an important commitment to the 

improvement of employment opportunities and the well-being of the 

community. 

• Gaztenpresa offers integral support to the entrepreneur, cooperating 

with them not only until the start-up of their business project, but 

also during the first years, after the launch, providing support in 

those management areas in which the entrepreneur does not yet 

have a sufficient background of knowledge and experience, and 

he/she requires the support and expert advice in this field. 

• The origins of Gaztenpresa go back to 1994 but it acquired the status of 

Foundation in 2002. 

• It has 3 main lines of action (1) creation and consolidation of companies; 

(2) mentoring programme to entrepreneurs based on volunteering 

(corporative volunteers, which are workers from the bank or Mondragon 

Corporation’s cooperatives, and external volunteers), and (3) promotion 

of entrepreneurial culture sponsoring events and awards, mainly from 

universities and vocational training centres from the Basque Country. 

• The target groups of Gaztenpresa are (i) entrepreneurs regardless of their 

age, educational level, gender or origin; (ii) young micro-companies with 

development projects; (iii) groups facing difficulties when seeking 

employment and at risk of social exclusion; (iv) entities striving to foster 

the entrepreneurial culture. 

• Gaztenpresa has supported the creation of 5,730 companies and 10,353 

jobs and has granted €166 million to entrepreneurs who have taken part 

in the programme since its creation as Foundation in 2002.  

• Profile of the entrepreneurs: 

 

2 CSR – Corporative social responsibility. 
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Elkar-Lan 

• Elkar-lan is a second-level cooperative with the aim and ultimate 

purpose of promoting cooperative enterprises and, consequently, 

creating cooperative employment and economic and social 

development in the Autonomous Region of Basque Country. 

• It is funded mainly by public funds proceeding from the Basque 

Country Superior Council of Cooperatives and the Basque Country 

Confederation of Cooperatives (Konfekoop), and from other 

contributions from cooperatives that wish to support economically this 

initiative. 

• It was created in 2003 after Saiolan conducted a study that identified 

the lack of knowledge about cooperatives in the Basque Country as 

the main obstacle to their creation.  

• Elkar-lan not only directs its services to entrepreneurs interested in 

creating a new company but also places special emphasis on 

spreading the cooperative model to a diverse target audience, 

including intermediary agents who can act as prescribers (advisers 

and consultants, business promotion centres and local development 

agencies,…). 

• Elkar-Lan offers two kinds of services: (i) personalized advice 

throughout the process to create a cooperative and a year follow-up 

after their creation, training and analysis of feasibility plan and (ii) 

communication, information and awareness actions to spread the 

cooperative model. 

• Since its creation in 2013 Elkar-lan has supported the creation of 

1,830 cooperatives, meanwhile, in the same period in the Basque 

economy were set up 2,519 cooperatives, so it means a percentage of 

72.6% (2003-2019). 
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Conclusions: 

 

1. These initiatives have a reduced and horizontal structure with a few staff 

members where coordination and collaboration are easy to take place, 

thus they are also very flexible and adaptable to changes in the 

ecosystem. 

2. Saiolan, Gaztenpresa and Elkar-Lan offer professionalized advice and 

support to entrepreneurs in technological and/or management fields 

through tutors, coaches or mentors in a personalized way.  

3. Leadership and a committed team from the beginning. The 

launching of these initiatives was based on strong leadership and the 

creation of a very committed team with a special awareness of social 

problems. 

4. The entrepreneurship initiative should have clearly defined goals to 

identify the target groups and offer them differentiated services from the 

already existing initiatives to complement them and to minimize or avoid 

competition. 

5. The new centre in Preston can support the creation of new 

cooperatives or companies with social values by entrepreneurs, 

and also the conversion processes of existing companies in 

cooperatives. 

6. The initiative should be open to everyone, and free of restrictions 

(age, gender, level of training…). One lesson learned by Gaztenpresa is 

that normally people launch an entrepreneurship project when they are 

35-40 years old when they already have been working and have 

professional experience in the labour market. Moreover, as this group 

takes the entrepreneurship project as a life project, they have a high 

commitment level, and usually, they have more chances of succeeding. 

7. The higher the level of management training offered to the 

entrepreneurs, the  higher the success rate of the business 

projects.  

8. It is important to create a business culture and knowledge among 

entrepreneurs. 

9. Entrepreneur support and assessment must be continuous and 

should go beyond the creation of the company. 

10. There is a need to get a critical mass of entrepreneurs involved in 

the initiative to increase its visibility. 

11. It is important to cooperate with the rest of the stakeholders that 

integrate the business ecosystem to generate synergies and opportunities 

for entrepreneurship. 

12. The economic context. Periods of economic crisis are perceived as 

more favourable for the creation of this type of initiatives. 

13. Adaptability. The three initiatives demonstrate a high degree of 

adaptation to the economic and political changes in their ecosystem. That 
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is one of the reasons why Saiolan and Gaztenpresa have survived for a 

long time. They managed to adapt their business model to the new 

scenarios. 

14. Changes in the culture and the forms of management of the companies 

are taking place. There is a greater willingness from society and the 

company’s managers towards cooperation and collaboration. 

15. We are currently in a time of change, in which new technologies and new 

business models are breaking through very quickly in traditional sectors. 

This makes the business ecosystem unstable, and in this context, 

collaboration and open innovation are key new entrepreneurial elements. 
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2. INTRODUCTION AND CONTEXT 
 

This document collects the analysis of three entrepreneurship initiatives developed 

under the Mondragon Corporation ecosystem, together with Elkarlan an 

independent one.  

 

Before starting, it is important to contextualize in a summarized way what is 

Mondragon Corporation and its origins. Mondragon Corporation is the result of the 

cooperative movement initiated in 1956 with the creation of the first industrial 

cooperative (Ulgor) in the town of Mondragon (Basque Country-Spain) by the priest 

José Mª Arizmendiarreta and the joint effort of all its worker-shareholders. It 

evolved in a context of severe need in the Basque Country with the aim to create 

employment for local people. 

 

The Mondragon cooperative movement was born in Mondragón, a town located in 

Alto Deba district (Debagoiena in Basque)3. Initially, its influence was spread out to 

the rest of seven towns that integrate this area. 

 

 

 

Its business philosophy is contained in its values: (i) cooperation, (ii) participation, 

(iii) social responsibility, and (iv) innovation. The Corporation’s mission combines 

the core goals of a business organisation competing in international markets with 

the use of democratic methods in its business organisation, the creation of jobs, the 

 

3 Alto Deba or Debagoiena district is integrated by the following municipalities: Antzuola, Aretxabaleta, 

Mondragon, Bergara, Elgeta, Eskoriatza, Leint-Gatzaga and Oñati. The district had a population of 

63.068 inhabitants in 01/01/2018 

The Basque Country in Europe

Province of Gipuzkoa

Province of Bizkaia

Province of Araba

Alto Deba or
Debagoiena district

Arrasate/Mondragon
municipality

The Basque Country in detail
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human and professional development of its workers and a pledge to development 

with its social environment. Currently, the Corporation integrates 96 

cooperatives from different productive sectors (industry, finance, retail, and 

knowledge), 143 subsidiaries companies, 7 Foundations, and nearly 81,000 jobs 

(2019). It has become the world’s largest network of worker-owned cooperatives 

and the 7th industrial group in Spain. 

 

LKS S.Coop, as the primary consultancy company within Mondragon Corporation, 

has a deep knowledge of its ecosystem and the initiatives developed to encourage 

innovation and the development of new economic activities in this ecosystem. That 

is the reason why we have focussed our analysis on: 

 

• BBF (Bilbao Berrikuntza Faktoria), a learning, innovation and 

entrepreneurship project located in Bilbao based on collaborative and 

cooperative approaches.  

• GAZTENPRESA, a successful model in the field of micro-entrepreneurship.  

• SAIOLAN, with more than 30 years’ experience in creating and reformulating 

innovative business activities that generate lasting employment. During its 

existence, this initiative has adapted to the changes that have taken place in 

the institutional and the Mondragon Corporation context. 

• ELKAR-LAN, supports the development of entrepreneurial projects based on 

a cooperative legal form to foster the creation of cooperative jobs in the 

Basque Country and to promote its economic and social development. 

 

The sixth chapter gathers a deep analysis of each initiative, and the following ones 

(7 and 8) collect the future trends of innovation and entrepreneurship, the learnt 

lessons and the good practices of the analysed initiatives that could be transferred 

and applied to Preston. 
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3. PURPOSE OF THE REPORT 
 

The general purpose of this study is to: 

 

 

 

Share MONDRAGON experience 

 

 

 

Innovation has been a distinguishing feature of Mondragon’s cooperatives from the 

beginning. As Mondragon Corporation states: “Since our inception, we have had an 

innovative nature. It runs in our blood and is clearly stated in our corporate 

philosophy, it is one of our values”4. As a result of this vision and philosophy, 

several initiatives were created to foster innovation and entrepreneurship for 

fulfilling the needs of the cooperatives of the group. The most relevant are the 

following ones: Saiolan, Gaztenpresa, and the most recent one, BBF.  

 

This analysis will study each initiative’s own model of innovation and 

entrepreneurship, in order to unveil the key factors of success, focusing on the 

following aspects: 

 

• Organisational determinants. 

• Value propositions. 

• Processes. 

• Activities. 

• Partners. 

• Users. 

 

We have also taken into account how these initiatives were set up. Reviewing the 

early stages of their creation to identify the difficulties they found in this process 

and the responses they gave to those challenges.  

 

Apart from the Mondragon initiatives a fourth initiative has been included in this 

analysis: Elkar-Lan. The goal of this entity is to support entrepreneurial projects 

focusing only on cooperative forms. It is a cooperative created by Basque Country 

Superior Council of Cooperatives (CSCE-EKGK), the Basque Country Confederation 

of Cooperatives (EKK-CCE, today, KONFEKOOP) and the Basque Country Federation 

of Worker Cooperatives (ELEKF-FCTA, also known as ERKIDE and nowadays 

integrated in Konfekoop), as it is detailed in the section 6.6 of this document. 

 

 

4 https://www.mondragon-corporation.com/en/corporate-responsibility/innovation-model/ 

Analyze and characterize Mondragon Corporation’s entrepreneurship pillar 

initiatives for the identification of key factors and good practices that may 

guide the development of a cooperative entrepreneurship initiative in 

Preston 

https://www.mondragon-corporation.com/en/corporate-responsibility/innovation-model/
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The learnings obtained by these four organisations can be valuable and inspiring for 

the implementation and launching a cooperative entrepreneurship initiative in 

Preston, without forgetting the local reality and needs of this city. 

 

 

4. MAIN ACTIVITIES 
 

The main activities carried out in the framework of this Project have been: 

 

• Gathering and analysing the available information of each initiative through 

their web pages, annual reports, etc or other related institutional bodies.  

• Conducting semi-structured face to face interviews with leaders of the 

selected initiatives, Mondragon Corporation and Elkar-Lan. 

• Presenting each of these initiatives to the members of the Preston Project 

Committee and discussion about the main ideas with them. 

• Desk research to analyse all the collected material. 

 

During October and November of 2020, we conducted 5 in-person interviews with 

the leaders/major stakeholders for each of the initiatives, as well as Mondragon 

Corporation and Elkar-Lan. The goal of this activity was: to obtain a qualitative 

vision of their evolution, to clarify doubts about the current model of 

entrepreneurship that they are developing, to identify the future challenges that 

they are facing, and data gathering.  

 

To conduct the interviews a structured questionnaire adapted and personalized to 

each initiative and each person’s position was used. 

 

The list of persons interviewed in the project framework is shown below: 

 
NAME POSITION INITIATIVE 

Javier Bicuña 
Managing Director of Saiolan and member of 

Mondragon University 
Saiolan 

Aitor Lizartza Mondragon UniversityTeam Academy BBF 

Inmaculada Ramos Director of Gaztenpresa Gaztenpresa 

Oscar Muguerza 

Head of Business banking at Laboral Kutxa 

Member of the Governing board and the General 

Coordination of Gaztenpresa Foundation 

Volunteer and Mentor of Gaztenpresa Foundation 

Gaztenpresa 

Javier Sanz Managing Director of Elkar-lan Elkar-lan 
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5. SOCIO-ECONOMIC CONTEXT OF THE BASQUE 
COUNTRY 

 

The Basque Country population is 2,220,504 inhabitants in 2020 which is 4.7% of 

the total Spanish population. However, it is one of the regions with a higher 

economic performance, due to its productive structure. The gross domestic product 

(GDP) of the Basque Country in 2017 is €71,464 million and represents the 6.1% of 

the Spanish one.  

 

In 2019, the GDP per cápita of the region was €34,142 higher than the European 

and Spanish average. And after Madrid, the Basque Country is the second Spanish 

region with the highest value of this indicator. 

 

GDP per cápita. 2019 

 

 

After the crisis initiated in 2008, and that was extended until 2013, the Basque 

economy has reached high growth rates between 2% and 4.5% of its GDP. During 

this period (2008-2013) the GDP growth has been higher in the Basque Country 

than in Spain. 
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Evolution of the GDP growth rate. (2010=100) 

 
 

GDP sector distribution in the Basque economy. 2019 

 

The productive structure of the Basque 

economy is based on services, but the 

industry has significant relevance and 

tradition in the Basque economy. 

However, during the last decades, the 

industrial sector is suffering a constant 

loss of weight in the productive fabric. 

 

The high unemployment rate is a 

structural problem of the Spanish economy. In 2019 it reached an annual average 

of 14.1%. The Basque economy, apart from Navarra, was the Spanish region with a 

lower unemployment rate (9.15%). However, it was 3 points higher than the 

average rate of the EU-28 (6.3%). 
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Unemployment rate. 2019 annual average 

 

 

The Basque economy is also characterized for being highly innovative according to 

the European Innovation Scoreboard of 2020. “This figure places the Basque 

Country at the level of the group of countries with high innovation, obtaining an 

average higher than the 95% registered by the EU-27. For its part, Spain was 

amongst the moderately innovative countries, with a value of 0.432 and reached 

85.1% of the European average in 2019”5. 

 

 

Source: Eustat 

 

 

5 Source: Eustat. https://en.eustat.eus/elementos/The-Basque-Country-consolidates-its-position-

among-European-countries-with-high-innovation-257/not0017687_i.html 
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The Basque Country concentrates the 9.7% of the Spanish expenditure in R+D. In 

2018, the % of expenditure in R+D from GDP in the region was 1.96%, whereas 

the Spanish average was 1.24%, and it is similar to the European average rate 

(EU27 – 2.18%). The number of employees working in R+D in the Basque Country 

in 2018 is 19,571 representing the 8.7% of the Spanish economy. Thus, it is the 

fourth national region after Madrid, Catalunya, and Andalusia.  

 

Finally, the average personal income of the Basque Country in 2018 was 21,458 €. 

In Alto Deba district, where Mondragon cooperative movement was created, this 

amount is a 10.2% higher (23,323 €), being the third highest of all the twenty 

Basque districts. 

 

Main figures of the Basque economy 

Population (2020) 2,220,504 

GDP current market prices (2018. Thousands of €) 72,169,909 

GDP growth rate (2018) 3.5% 

GDP per cápita (2018) 34,142 

Unemployment rate (2019 annual average) 9.15% 

% of expenditure in R+D from GDP (2018) 1.96% 

Employees working in R+D (2018) 19,571 

Average personal income (2018) 21,458 € 
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6. CONTENT OF THE STUDY 
 

6.1 The innovation, entrepreneurship, and 
manufacturing ecosystem in Mondragon 

 

How did the Mondragon Corporation emerge? In which context? What problems 

does it attempt to solve? 

 

The main milestones in Mondragon’s development are defined below, according to 

the most relevant problems that it aims to tackle: 

 

− 1st problem: Low levels of training, high levels of unemployment 

and great difference and separation between social classes: although 

Mondragon set up in business in 1956, it was back in 1943 that they began 

to define the foundation on which to develop its future, by creating the 

Mondragon Professional School, which would later become what we now 

know as the Mondragon University (MU). This training aimed to improve the 

population’s qualifications, thereby making it easier to generate new jobs. In 

addition, in 1956, the first cooperative workshop, Ulgor, was set up which 

would later become Fagor. This is a different way of managing companies, 

including social statutes, democracy, and getting the workers involved, 

thereby following different principles to the capitalist system. This was an 

attempt to promote greater fairness in society.     

− 2nd problem: Lack of funding: Laboral Kutxa was set up as the group’s 

bank in 1959, in an attempt to provide access to the funding needs, thereby 

making it easier to set up new cooperatives and create new jobs.  

− 3rd problem: Uncertainty after retirement: because people in 

cooperatives were not part of the General Social Security System, they did 

not receive a pension when they retired. Consequently, Lagun Aro was set 

up in 1967 as a fund to guarantee economic security for workers when they 

reached retirement age.  

− 4th problem: Regional Development: prioritize promoting and 

supporting regional development, by generating economic activity, as an 

instrument to create employment and social development. Consequently, 

the number of economic activities within the Group grew exponentially in the 

70s.    

− 5th problem: Technology dependency: to avoid existing technological 

dependency on the outside. Ikerlan was set up in 1974 as the first research 

and development centre in the Basque Country. It emerged as an extension 

of the university’s work, although closely linked to industry’s needs.  

− 6th problem: Improve management skills: although technical 

knowledge in cooperatives is very high, a deficiency was detected in terms 

of management skills and abilities. Consequently, Otalora was set up in 

1984 as the Corporation’s management training centre.  
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− 7th problem: Globalization: Mondragon Corporation is a pioneer in 

internationalizing its activity. When faced with the challenge of globalization, 

it began to open up significantly to foreign markets, opening new facilities in 

all 5 continents.  

Taking this context as a starting point, Mondragon managed to develop its own 

model or ecosystem for innovation and entrepreneurship. Mondragon’s current 

entrepreneurial or promotion model aims to boost and stimulate an open, inter-

cooperative entrepreneurial ecosystem to renew and refresh existing businesses 

and generate new ones, with a strategy of growth and greater added value. The 

preferred areas of interest are linked to those that, from a broad perspective, have 

an impact on the industrial environment of influence. This will address the approach 

of projects linked to advanced manufacturing, smart cities, health, ecology, new 

materials, and progress in the digital revolution. 

 

Right now, this ecosystem consists of developing different initiatives and entities in 

an attempt to promote new economic activities; some of them provide help also to 

external stakeholders, while others give specific support to internal stakeholders, 

individual cooperatives or groups of cooperatives.  

 

4.1.1. Why does Mondragon Corporation promote entrepreneurship?  

Since its creation, Mondragon Corporation has been developing its own 

entrepreneurial ecosystem, even if the word “entrepreneurship” was not used 

during the first early stages. The bank, Laboral Kutxa was the organisation that had 

the role of promoter of new economic activities, supporting economically the 

creation of new cooperatives and organisations, taking in board the risk that 

entrepreneurship involves. Laboral Kutxa was thereby included in what was known 

as the Business Division. The economic context of Mondragon, the Basque Country, 

and Spain back then as it was very different from today; this was a self-governed 

economic model where the competition level in the markets was very low, and it 

was very easy to sell everything that was produced.  

 

However, due to a change in regulations at the Bank of Spain, prohibiting banks 

from having a business division, from 1991 onwards, Laboral Kutxa’s work was 

limited to banking activities, setting up LKS as a consultancy. This was when 

Mondragon Corporation took over from Laboral Kutxa in its role of promoting new 

economic activities. So, with this new legal framework Laboral Kutxa’s activity was 

limited to traditional personal and business-commercial credit lending as a bank 

institution, but without developing specific funding support programmes for 

entrepreneurship or new businesses creation. 

 

Within this previous context, two main reasons drive Mondragon to promote 

entrepreneurship: 
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a) On the one hand, the need to foster new economic activity, due to the 

decrease in employment levels generated by the decline of mature 

industries (and therefore, uncertain future). Entrepreneurship is understood 

as a tool that will transform business fabric with the aim of creating new 

jobs and social development. 

 

b) On the other hand, Mondragon’s inherent philosophy from its origin; based 

on a mission, principles, and values that will foster territorial transformation. 

The mission, principles, and values of Mondragon are summarized below: 

 

− MISSION: Mondragon is a socioeconomic business project deeply 

rooted in Basque culture, created by and for people. It is committed to a 

sustainable society, greater competitiveness, and customer satisfaction, 

with the remit to create wealth and transform society through business 

development and employment. It is driven by a commitment to 

solidarity, applying democratic methods in its organisation and 

management. It boosts people’s engagement and involvement in the 

management, performance, and ownership of its companies. 

 

− PRINCIPLES: Open admission, democratic organisation, sovereignty 

labor, instrumental and subordinate nature of capital, participatory 

management, payment solidarity, inter-cooperation, social 

transformation, universality, and education.   

 

− VALUES: Cooperation, participation, corporate social responsibility, 

innovation. 

 

4.1.2. Types of entrepreneurship promoted by Mondragon 

The entrepreneurship promoted by Mondragon can be divided into four types: 

 

 

 

These four types of entrepreneurship are developed through the different parts of 

the Mondragon Corporation entrepreneurship ecosystem, as described in the 

following sections.   
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In parallel, entrepreneurship (and intra-entrepreneurship) promoted from 

Mondragon Corporation can be applied at different levels, depending on the focus of 

the new activity to be promoted. So, for example, a Mondragon Corporation 

cooperative can make use of and combine these different resources depending on 

(i) the type of activity that it wishes to undertake and depending on (ii) the type of 

inter-cooperation that best fits its needs.     

 

 

 

4.1.3. Main elements of the Mondragon Corporation’s entrepreneurial 

ecosystem     

This ecosystem includes both entrepreneurial and intra-entrepreneurial elements, 

paying special attention to the last ones. These elements are integrated into the 

ecosystem in different ways, as some of them provide resources in an open way to 

any kind of stakeholders, while others are more focused on supporting internal 

stakeholders (ie. Mondragon Corporation Cooperatives).   

 

The following diagram displays the links between Mondragon Corporation’s basic 

structure and entrepreneurship supporting elements:  
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The main entrepreneurial elements of this ecosystem can be described as follows: 

 

− Mondragon Promotion Centre:  

Mondragon Promotion Centre is a private corporate platform specializing in the 

promotion of new business activities for cooperatives belonging to Mondragon 

Corporation, as well as boosting and supporting the existing promotion in the 

cooperatives themselves. 

 

It is financed through the Mondragon Foundation that, in turn, is funded through 

compulsory contributions made by the cooperatives within the Mondragon 

Corporation. Specifically, in the case of the Promotion Centre, contributions are 

received from the cooperatives that belong to the Industrial Area of the 

Corporation.   

 

 

Although the Promotion Centre’s work to seek out and identify opportunities in the 

early days was done on its own initiative and without explicit interest or backing 
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from cooperatives, currently it is an essential requirement that at least one 

cooperative or organisation from the group must be interested and actively 

implicated in the process. In other words, the Promotion Centre meets a clear and 

explicit need expressed by one or some cooperatives in the Group.  

 

It is composed of a team of 6 promoters who, lead and manage the start-up of new 

business projects or provide support, technology, and market contrast, as well as 

market prospects. It also models the value proposition and incorporates proposals 

for financing and corporate formation, always with a preferential focus on 

combining existing capacities and supporting intercooperation between cooperatives 

and with third parties. Its new vision is channelled towards the areas of industrial 

interest and those of strategic interest as it was agreed in the Mondragon Congress. 

 

Since its creation in 2004, the Mondragon Promotion Centre has undergone 

different stages where different kinds of support were given. At the moment, as 

agreed in the 2016 Mondragon Congress, the Centre gives support in the stand-up 

and start-up processes of business ideas, helping cooperatives within the process of 

market researching and feasibility analysing, networking and search of funding. The 

Promotion Centre can also support the later scaling phase, although it is the 

interested cooperative that mainly oversees developing the activities. 

 

If business opportunities that want to be promoted are identified by the 

cooperatives or the divisions, different sources of funding are assessed, both 

internally (from the Corporation) and externally (public or private funding). As far 

as internal sources are concerned, the Promotion Centre can make direct 

contributions through the Mondragon Foundation, mainly for the “stand-up” phase 

and occasionally for the “start-up” phase as well, although in the latter case, the 

search for other external sources is assessed such as other investment funds. 

Direct contributions made by the Promotion Centre come through a promotion fund 

set up specifically as a tool to finance these “stand up” and “start-up” phases. 

However, the Promotion Centre does not provide economic funds for the 

subsequent scaling phase, and cooperatives have to invest or search for the 

necessary funds to develop this next stage. 

 

Mondragon Foundation promotes social economy among the cooperatives that 

are part of Mondragon Corporation, encouraging them professional training and 

social-cooperative education, and supporting research and development aimed at 

enhancing their technological capabilities. Likewise, it supports activities by 

organisations that are not part of Mondragon Corporation that might be of interest 

to the Mondragon cooperatives. 

The Foundation’s Board of Trustees, the main government body, is composed by 

representatives of the Mondragon Corporation’s General Council and the Division’s 

vice-presidents/directors that are not members of that Council. 

The revenue stream of the Foundation is based on the Mondragon Corporation 
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belonging Cooperatives' monetary contributions done through the Cohesion and 

Development Fund. Its aim is to support the development of the cooperative 

experience and the cohesion among the cooperatives. The contribution to this fund 

is compulsory for all the cooperatives belonging to the Mondragon Corporation. This 

expenditure is channelled through the following secondary funds: 

• General Cohesion Fund.  

• Intercooperative Education and Promotion Fund. 

• Corporative Solidarity Fund. 

• Promotion Centre Fund. 

• Local Implementation Fund. 

The cooperatives’ contribution to the Cohesion and Development Fund is 

established by the Cooperative Congress6. The current percentages of contribution 

are as follow: 

• 5% of the Gross Operating Surplus for the cooperatives belonging to the 

industrial divisions. 

• 7% of the profit after taxes for Laboral Kutxa. 

• 20% of the contributions of the cooperatives to the COFIP7. 

• 43% of the Laboral Kutxa’s contribution to the Education and Promotion 

Fund. 

 

 

− Specific divisional centres to promote new and Research and 

Development (R&D) initiatives: 

In addition to the Promotion Centre, there are specific resources to promote both 

entrepreneurship and research, development and innovation (R+D+i) activities, at 

division levels or at the cooperative group level. 

  

 

6 Cooperative Congress is the main governing body of Mondragon Corporation where take part 650 

representative members of all the cooperatives. This body defines Mondragon Corporation’s strategy, 

establishes the operating rules, and the planning and coordination of the different business units. 

7 COFIP: Compulsory Contribution to Cooperative Promotion and Education and other purposes of Public 

Interest- Fund is established in the article 72 of the Basque Cooperative Law. At least 10% of the 

cooperative’s profit has to be invested in any of the following public interest activities: (i) training to 

worker-owner members or workers in cooperativism, cooperative activities or other issues not linked 

with the workstation; (ii) promotion of intercooperative relationships; (iii) The educational, cultural, 

professional and welfare promotion, as well as the dissemination of the coopertativism in the social 

environment in which the cooperative operates and in the society in general; (iv) Basque promotion; (v) 

promotion of new cooperatives through monetary contributions to non-profit organisations created by 

the basque cooperatives; (vi) training of worker-owners members and workers to support the 

development of gender equality initiatives in the cooperatives. 
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o ISEA (http://www.iseamcc.net/en/):  

ISEA is a private and non-profit innovation and entrepreneurship Centre, founded in 

2006, specialized in the services sector, promoted by the Division of Engineering 

and Business Services of Mondragon Corporation, of the Industry Area, as the 

Divisional Centre for Technological Development, Innovation, and Entrepreneurship. 

Division of Engineering and Business Services of Mondragon Corporation comprises 

35 companies. 

 

Although ISEA is aimed at organisations and cooperatives from the aforementioned 

division, its services are also open to other organisations both from the Mondragon 

Corporation and outside the group. Indeed, ISEA is a Science and Technology 

Agent, integrated into the Basque Science, Technology and Innovation Network. 

Today is part of the Basque Innovation Agency - INNOBASQUE. Additionally, ISEA 

is a Certified Agent of the Basque Entrepreneurial Service of the Society for 

Competitive Transformation – SPRI (Basque Government).  

 

ISEA, on its mission of improving the competitiveness of the sector of business 

services by empowering technological development, innovation and 

entrepreneurship of new business activities, develops the following type of activities 

covering the entire value chain and entrepreneurship research: 

 

▪ Market and business feasibility studies. 

▪ The launch of new activities on the market (e.g. as new companies or as 

new activities) 

▪ Networking and awareness-raising activities. 

▪ Drafting proposals and project management for R&D. 

▪ Competitive intelligence and technology.   

As opposed to what happens with the remaining centres supporting the Mondragon 

Corporation organisations (e.g. Edertek, Centro Stirling…), ISEA is not financed by 

annual contributions made by the organisations or cooperatives as its funding 

comes from two different sources: 

 

▪ Participation in projects subsidized by R&D programmes (e.g. Regional, 

Basque Government, State, etc.). 

▪ Sales of services to companies to manage R&D projects. For example, in 

2017, ISEA sold services to 62 companies, half of which did not belong 

to Mondragon Corporation.   

 

o Other specialized centres:  

The industrial unit has different specialized R&D centres that give specific support 

to certain divisions and groups of companies. These include EDERTEK that supports 

the Automotive Components Division (Fagor S.Coop Ederland S.Coop) or the 

CENTRO STIRLING that supports the Components Division. In addition to running 

http://www.iseamcc.net/en/
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R&D tasks, these centres can support promotion for new activities related to the 

group of cooperatives that they support. 

 

As opposed to ISEA, these centres are funded through annual contributions from 

the Mondragon Corporation cooperatives. 

 

− Corporate Promotion Committee:  

The Corporate Promotion Committee was set up to coordinate the different 

initiatives and activities on entrepreneurship developed within the Mondragon 

Corporation. This Committee, comprising representatives of the different 

organisations that support entrepreneurship at a divisional level (e.g. ISEA and the 

specialized support centres) and the Promotion Centre (approximately 20 people) 

meets every two months to find out about and assess possible new opportunities in 

the field of entrepreneurship and promotion of new businesses. Specifically, in this 

Committee: 

 

- New ideas and opportunities from outside the Corporation are shown that 

might be of interest for the group and its cooperatives.  

- Specific proposals are made concerning the feasibility of new businesses.  

- Recommendations are made concerning new business ideas so that they can 

be assessed by the Mondragon Foundation for implementation and financing, 

or not.  

This Committee seeks the exchange of experiences and opinions, in addition to a 

search for synergies. Although this Committee is not a decision-making body, it 

makes proposals and recommendations so that they might be taken into account by 

the Mondragon Foundation. The body that can make decisions when offering 

funding, through its main tools, such as Mondragon Investments and the Local 

Employment Fund.    

 

− Garaia – Technology Park (https://www.ptgaraia.eus/en/) 

Garaia Technology Park is also identified as another part to be considered in this 

ecosystem. It is a public-private initiative established by the Mondragon 

Corporation, supporting the scientific knowledge of Mondragon University, Ikerlan 

and technology centres, and the support of public institutions at the highest level. 

Located in Mondragon, the Garaia Technology Park promotes cross-sectional 

relationships between companies, technology centres, and universities through a 

collaborative model, making it the ideal setting for the location of new companies 

with a technology base and entrepreneurs who wish to start up their business 

ideas. This space includes the following functionalities: 

 

▪ Incubator 

▪ Co-working 

▪ Technology plots 

https://www.ptgaraia.eus/en/
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▪ Laboratories and workshops   

 

Key factors for success 

 

− A clear definition of roles: It is essential to define and separate the 

different roles of the stakeholders involved in the whole entrepreneurial 

ecosystem for the promotion of new activities; each stakeholder must have 

a differentiated objective and function that complement the rest of 

stakeholders in order to guarantee adequate coordination and alignment of 

aims and activities and avoid competition among them. The General Council 

of Mondragon Corporation is the body responsible for coordinating and 

setting the strategic lines of entrepreneurship and new business promotion, 

and also it defines the role played by the rest of the bodies. 

− The need for an integrated approach: Different initiatives and tools must 

be coordinated in order to make the best out of the existing resources. The 

coordination and interaction of all the elements integrating the 

entrepreneurial ecosystem will facilitate and enhance the creation of 

synergies and new opportunities. In that sense, the General Council is the 

body that coordinates the different existing initiative in Mondragon 

Corporation’s ecosystem.    

− A shared mandatory funding system nurtured by cooperatives: The 

scheme developed by Mondragon Corporation where each individual 

cooperative contributes to the corporative system by providing their own 

economic resources is a key aspect that makes the whole ecosystem work. 

This generosity and solidarity, grounded as the basis of the Mondragon 

Corporation values, is essential to be successful.  

− Alignment between the entrepreneurial attitude and decision 

making: Entrepreneur stakeholders (people and organisations) with ideas 

that want to promote a new activity must meet together with the decision-

making bodies that have power (the economic resources) to start working 

on the idea and to start the business.        

− The need for a long-term vision: The definition of a long-term vision is 

necessary, as focusing just on short-term gains limits the commitment to 

and the launching of new economic activities in a very important way, being 

this short-termism a clear deterrent for entrepreneurship and for new 

opportunities. Investing for the future should be beyond investing for rapid 

gains.  

− Differentiation between entrepreneurship and classic management 

schemes: Entrepreneurship must be differentiated from the traditional and 

classic managerial procedures, as the metrics to measure entrepreneurship 

are different from the ones to measure management processes. The start-

ups are highly orientated to identify new business models, and they are very 

agile in giving response to the market needs. But on the other hand, they 

have a more fragile structure in comparison to big corporations or existing 

companies firmly root in the market. 

− Entrepreneurial skills: Entrepreneurial skills and competences are needed 

to promote people and organisations able to start new economic activities 
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and businesses. The role of managers and the role of entrepreneurs is 

different, and therefore, entrepreneurial skills must be promoted and 

enhanced.  

− Combination of technical and market-related competencies and 

skills: Entrepreneurial projects and the transformation of ideas into real 

economic activities require the combination of different kind of skills and 

competences. People highly technology competent must be complemented 

with other professional profiles with market and business skills and 

knowledge in order to be able to launch the new activity successfully in the 

market.   

− Inter-cooperation as a basic procedure for entrepreneurship: 

Promoting activities that support inter-cooperation among people and 

organisations facilitates entrepreneurship and therefore, the starting of new 

economic activities and businesses. However, in order to succeed in the 

search of the desired inter-cooperation and collaboration, the adoption of a 

proactive vision and keeping a persistent attitude during this process is 

essential.        

− Pragmatism: Pragmatism and practicality are important aspects to 

promote entrepreneurship in a real way. If an idea works, being able to start 

the necessary mechanisms to make the machinery work easily and rapidly is 

essential to transform that idea into a real business.   

− Believing in the value of entrepreneurship: True belief in 

entrepreneurial values smooths the path towards real entrepreneurship. 

“there is a conviction that we have to back entrepreneurship; we don’t know 

the formula, but we know we have to back it”8. 

  

 

8 Javier Sotil former President of Mondragon Corporation from 2014 to 2016. 
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Lessons learnt 

 

− The context as a determinant factor: Environments and societies where 

entrepreneurial attitudes are positively recognized and rewarded are much 

more favourable contexts for the promotion of new start-ups and 

businesses. In contrast, societies that do not tolerate failure and identify 

risk-taking as a negative attribute, act as important barriers and burdens for 

the development of new economic activities.    

− Entrepreneurship in new sectors with new people: new people with 

new mindsets must be involved in current entrepreneurial processes, in 

order to be able to access new sectors and new industries. 

− New networking and meeting opportunities: offering new spaces for 

networking, establishing new channels for external communication, and 

creating meeting points and places for the interaction of a wide array of 

stakeholders seems necessary to generate new business and entrepreneurial 

opportunities.   

 

Some insights for future development of the entrepreneurship – 

Mondragon Ecosystem 

 

− Autonomy and subsidiarity principles of each participating entity as the 

basis for the future development of entrepreneurship. 

− It is necessary to integrate entrepreneurship as part of the 

corporative strategy of Mondragon:  

o Entrepreneurship must be integrated within the strategies of 

Divisions and individual cooperatives (strategic planning, 

management planning…). 

o The characteristics of Entrepreneur Leadership must be included in 

the Corporate Management Model.     

− Corporate financial tools must be adapted to the entrepreneur 

activity needs.  

− Entrepreneur competences. 

− Disseminate methodological materials.  

− Enhance entrepreneur human resources. 

− Inter-cooperation. 
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6.2 Rationale for the selection of Saiolan, 
Gaztenpresa and BBF  

 

The rationale behind the selection of these three initiatives is based on the fact that 

Saiolan and Gaztenpresa represent the traditional mainstay for promoting 

entrepreneurship in the Mondragon Corporation, while BBF represents the newest 

model. The case of Saiolan is particularly significant as it was a pioneering initiative 

in the 80s, at a time when nobody was talking about entrepreneurship yet. 

 

These initiatives have been evolving according to the changes that have occurred 

within Mondragon Corporation, that has been deploying new entrepreneurship 

instruments (i.e. Promotion Centre), and public policies. Saiolan’s transformation is 

a clear example of this, as currently has become a territory-driven institutional 

instrument outside the Mondragon Corporation. 

 

Despite these changes, these three initiatives have become successful models in 

the field of supporting entrepreneurship. Indeed, in the case of Saiolan and 

Gaztenpresa, both running for over 20 years, they have become benchmark entities 

at the local and international level. 

 

However, it should be noted that despite being entities that emerged from the 

cooperative environment, the generation of new cooperatives is not a core activity 

of their work. In other words, entrepreneurship is encouraged independently of the 

legal form that the project might take. Nevertheless, in all three cases, the 

beneficiaries are informed about the cooperative model and its advantages. This 

explains why an additional initiative has been included in this analysis, which is 

Elkar-lan, whose ultimate aim is to generate new cooperatives through support for 

entrepreneurs. 
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6.3 Saiolan –Innovation and Business Centre 
 

6.3.1 Initial description and value proposal/Mission 

statement/Social object 

 

Saiolan is a private innovation and business development centre that runs 

and manages the functions of BIC9 Gipuzkoa in Alto Deba10 district. It has 

been approved as a European Business and Innovation Centre (CEEI-

BIC)11. It is a member of the RVCTI - the Basque Network of Science, Technology 

and Innovation and its headquarters is in Garaia Technology Park12.  

 

Saiolan defines its mission as follows: “We help generate qualified employment 

by collaborating with entrepreneurs and organisations through setting up or 

reformulating innovative business activities.” 

 

Saiolan’s social purpose13 in its statutes is: 

 

a) “Stimulate and promote setting up and strengthening new business 

activities, detecting and selecting new possibilities for products and 

entrepreneurs, providing consultancy and training services, managing 

building use with leasing formulas and selecting and inviting applicant 

companies to set up in them, companies that will have a high innovative 

component, promoting premises and services, as well as running activities 

to encourage innovation and technology transfer, performing as many 

activities and services as considered appropriate to contribute to Gipuzkoa’s 

economic development” 

 

 

9 What is the BIC – Business Innovation Centre? These are public support structures through which the 

entrepreneurs’ projects receive support, tutoring, incubation and mentoring. It is an agent that 

facilitates the process of setting up new innovative businesses (science or technology-based and/or 

knowledge-intensive) as well as an active agent in the process to support and promote entrepreneurial 

culture in the territory where it is based. In the Basque Country, there are 5 BICs.  

10 Alto Deba or Debagoina in basque: It is a district belonging to Gipuzkoa province in Basque Country 

region. It is integrated by 8 municipalities and has a population of 63.313 inhabitants in 01/01/2020. 

11 EU-BIC approval awarded by the EBN-European Business and Innovation Centre Network certifies 

compliance with quality standards in the BIC’s services and its operating and management model. This is 

the only official approval acknowledged by the European Commission. 

12 Garaia Technology Park is located in Mondragon. https://www.ptgaraia.eus/en/ 

13 Source: Basque Government Department of Inland Revenue and the Economy. List of entities in the 

public sector and invested companies in 2015. http://www.euskadi.eus/web01-

a2ogafin/es/contenidos/entidad/soc_publica_100/es_def/index.shtml 

https://www.ptgaraia.eus/en/
http://www.euskadi.eus/web01-a2ogafin/es/contenidos/entidad/soc_publica_100/es_def/index.shtml
http://www.euskadi.eus/web01-a2ogafin/es/contenidos/entidad/soc_publica_100/es_def/index.shtml
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Currently, Saiolan’s goal, defined by the Management Board and the Board of 

Directors through a strategic planning process, is to promote entrepreneurship and 

the creation of new technological and innovative companies mainly in the 

Alto Deba district, independently of their possible legal form.   

 

 

6.3.2 Origin/Background. Process of creating the initiative 

and main objectives.  

 

Saiolan was the first initiative in the Basque Country and in Spain that was 

dedicated to promoting entrepreneurship, and that acted as an incubator for new 

business projects. In the 1980s, there was no other initiative like this in the Basque 

Country, nor was there any discourse on entrepreneurship or any other entity or 

institution that was dedicated to it, so it became a benchmark. 

 

Saiolan emerged within the Mondragon University’s Faculty of Engineering 

(henceforth MGEP) as a private initiative that MGEP financed jointly with funds 

intended for the Laboral Kutxa business services for entrepreneurship, and also a 

small part from public funds. This dependency on Laboral Kutxa and MGEP meant 

that Saiolan had strong ties to the Mondragon Corporation. However, funding needs 

led it to seek out the support of Public Institutions. In addition, public policies and 

programmes on entrepreneurship have also changed over these last 30 years and 

combined with the weight of the institutions (Basque Government and Gipuzkoa 

Provincial Council), and funding from shareholders, external funding became 

increasingly relevant, becoming the main partner and source of funding for the 

entity, transforming it from an entity mainly funded with private funds into a mainly 

public financed.  

 

Nowadays, Saiolan is a clear example of public-private partnership and 

collaboration. It is a private company that receives 40% of its revenues from the 

Basque Government and Gipuzkoa Provincial Council through a multiannual 

Collaboration Agreement14. In return, Saiolan has to offer free-cost support and 

advice and its incubation facilities to the entrepreneurs for being a BIC, as well as it 

has to support the implementation of other entrepreneurial and industrial 

programmes and policies of the Basque Government and the Gipuzkoa Provincial 

Council in the Alto Deba district. So, these two bodies are “strategic customers” of 

Saiolan, because around 60% of its activity is focused on responding to their 

entrepreneurial and industrial policy requirements. Through this Collaboration 

Agreements, these public entities define the objectives of the collaboration, the 

action lines, and the number of projects that Saiolan has to support and develop 

 

14 Currently, 41% of Saiolan’s revenues comes from Public Institutions, through a Collaboration 

Agreement signed by the Basque Country Government and Gipuzkoa Provincial Council to carry out the 

BIC’s activities and to support the development of public entrepreneurship programmes and policies. 
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during its lifetime. The contents of these agreements have maintained quite stable 

without relevant changes since 2004. 

 

Saiolan’s initial goals were: 

 

1. Generate qualified employment for university graduates by setting up new 

companies regardless of their legal form (anonymous society, limited 

company or cooperative) but integrating the cooperative principles and 

values. The unemployment rate for this collective (university graduates) 

during the 1980s was very high, around 60%. 

2. Complement technical training for Engineering Faculty of Mondragon 

University (MGEP) students with knowledge relating to business 

management and business promotion. 

3. Share and transfer the knowledge that was obtained through developing 

new entrepreneurship projects to the members of the Faculty of Engineering 

of Mondragon University (students and teachers), so knowledge is 

transferred in both directions. 

 

Saiolan’s Origins 

 

In 1981-1982, in the midst of a recession, where the unemployment rate in the 

Basque Country was between 15.6% and 18% with every sign of continuing to rise, 

the MGEP set up an Experimental Business Activities Centre (ACEMEX) within the 

Technical Office, with support from two teachers (Armin Isasti and Juan Mari Ruiz 

de Egino). This was the seed for Saiolan and Armin Isasti is considered the founder 

of the initiative. This centre backed entrepreneur training and jobs generation for 

students. These two teachers had a close relationship with the business world and 

bridged the gap between the University and the company needs. In 1982, they 

launched the first prototype to meet the need of a company after a year working on 

its development in a team made up of these two teachers and a student. The two 

tutors assumed the role of entrepreneur and promoter. The speed with which they 

developed the prototype gave the project credibility and the MGEP decided to 

maintain its backing.  

 

ACEMEX’s commitment in those early years was to develop all the ideas that were 

generated, facilitating and bringing about the necessary conditions to develop the 

projects. The teams included teachers, acting as tutors, students and former 

students who were the entrepreneurs, and/or external contributors. The tutor was 

strongly committed and was jointly responsible for the entrepreneurship project. It 

was a completely horizontal team where everyone worked and collaborated to the 

same extent. The tutors identified business needs and came up with ideas to 

develop prototypes by students, and then made them available to companies. The 

students developed the ideas. That idea was worked on from 3 fields: 
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✓ Product 

✓ Market 

✓ Technology 

 

One innovative side of Saiolan in its early days was that 

it played a central node role between industrial 

companies and promoters, who were initially MGEP 

students. This central position meant that the tutors, 

who were in contact with the companies and technical 

knowledge in engineering and technology due to their 

role as University teachers, could perceive industries’ 

needs in terms of new products, market and/or new 

technologies. They formulated these needs into ideas 

that, supported by the students in the entrepreneur role, 

they broke down and worked on from the three-way 

view of product-market-technology, to subsequently develop the prototype. These 

prototypes were tested and could end up generating new activities that were 

subsequently either transferred to the existing companies or were backed to set up 

a new company.  

 

In its origins and due to the profile of the tutors, Saiolan focused on developing 

industrial entrepreneurship of B2B products that were not bound to the final 

consumer, where the weight of the technology in the project was particularly 

relevant. 

 

In 1985, the initiative was consolidated and Saiolan was created as an independent 

Centre from the Department of the Technical Office. That Centre had a supporting 

Promoter Committee made up of: 

 

Type of entity Name 

University • MGEP 

Public entities • SPRI - Basque Government 

• Gipuzkoa Provincial Council 

• Mondragon City Council 

Technology Centres • Ikerlan 

Companies • Ulma S.Coop 

• Fagor S.Coop 

• JM Altuna 

Financial entities • Laboral Kutxa 

 

Saiolan coordinated and enabled this Committee in order to obtain support to 

develop projects from different perspectives. The companies contributed providing 

their needs from the market and product perspective and ideas that they might 

have to develop new business activities. The University and the technology centre 

Saiolan

Companies
MGEP 

Students
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provided knowledge on technologies, public institutions gave institutional support 

and Laboral Kutxa provided the necessary funding to develop projects. 

 

Saiolan’s philosophy was to work on the prototype very intensively, so that as it 

was tested on the market, they would iron out the problems and any uncertainty 

and make adjustments. When the company was set up and its feasibility plan was 

developed, the project had high possibilities of success because it had already been 

tested in the market.  

  

In 1986, the first projects were set up as companies. Lantek, dedicated to 

numerical control software development, and Diara dedicated to industrial design. 

 

In 1987, the “Crédito-Semilla” (Seed Loan) fund was set up with contribution from 

Laboral Kutxa (Mondragon’s cooperative bank). This fund made it possible to 

finance the launch of business projects that had been generated within Saiolan over 

this initial phase. 

 

The Basque Government and the Gipuzkoa Provincial Council supported this 

initiative by setting up a grants programme for Saiolan entrepreneurs. It was 

initially limited to MGEP students and was subsequently opened up to people 

throughout the Basque region. Saiolan ran a process to harness talent based on 

new business ideas identified by the entity. Every year the tutors (Armin Isasti and 

Juan María Ruiz de Egino) sought 10-15 people who had the required specific 

knowledge both within MGEP and from other Basque universities to develop the 

ideas. This talent search took place through 2 ways: (i) MGEP recommendations of 

students; (ii) Conferences and talks in the rest of Basque Country Faculties about 

entrepreneurship to attract students or graduates. Sometimes, these people did not 

have the profile or the vocation to become an entrepreneur or the business idea to 

be developed, this was provided by Saiolan, but they did have the technological 

knowledge to develop it. Saiolan selected people according to Armin Isati and Juan 

Maria Ruiz de Egino’s criteria and assigned them a tutor to develop the projects 

through team-working. 

 

For one year, the entrepreneur received a €600 grant to develop the idea and the 

prototype with help and support from the tutor and the other project team 

members (2 grant-holders, and other teachers from the University might be 

included with specific knowledge in the project field). Entrepreneurs even clocked in 

and out and carried out their projects in Saiolan facilities. In addition to monitoring 

and mentoring the project, the tutor also provided training on business 

management (feasibility plan, marketing plan, market studies, etc.). 

 

In this phase, there are two business generation or transfer models: 
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1- There was a company that was interested in the project and once it reached 

a certain level of maturity, it was transferred for a specific price. The 

entrepreneur joined the staff of the company overseeing the project. 

2- There was no company interested but the project had enough substance and 

was economically viable. In this case, a new company was set up, managed 

by the entrepreneurs. 

 

One of the most relevant value contributions from Saiolan in these initial phases 

was the capacity to identify new technologies, trends, and ideas with the possibility 

of developing new economic activities and share them with the entrepreneurs to 

implement them. 

 

In 1992 Saiolan SL took its own legal form apart and independent from MGEP. 

 

In 1997 Saiolan became the CEI for Mondragon-Saiolan SA. A new incubation 

building was set up in Mondragon in a closed factory (Union Cerrajera) with 

financial support from SPRI (Basque Government) who funded the refurbishment 

works. SPRI S.A. and the Gipuzkoa Provincial Council became Saiolan’s main 

shareholders each taking 26.37% of the social capital.  

 

In 2001, the CEI of Mondragon-Saiolan S.A. joined the Basque Science and 

Technology Network. Saiolan’s public financing begins to count for more. 

 

In 2004, the Corporation’s Promotion Centre was set up, integrating part of the 

entrepreneurship and business incubation activities for the Mondragon 

Corporation’s cooperatives.  

 

In 2005, there was a strong drive concerning spreading entrepreneurial culture 

through education. Saiolan took part in the development of educational skills 

“Entrepreneurship Initiative” that tried to translate the culture of company creation 

addressed to the vocational training centres. This initiative was launch and 

promoted by the Basque Government. 

 

In 2010, new headquarters were built plus new facilities in the Garaia Technology 

Park. Until then, Saiolan had been placed in different buildings (buildings: 2, 3, 10) 

of MGEP Campus in Mondragon. This change implied a better location to be near 

the entrepreneurs, the SMEs in a very collaborative context, and to the business 

ecosystem in general. But, on the other hand, it also supposed a certain distance 

from University and what it implies (technological cutting-edge, knowledge, 

students…). 

 

This year was launched a new service of international antenna for enterprises that 

consisted in (i) identifying new business activities from abroad that could be applied 
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in the Spanish or European market by Basque companies, and (ii) fostering the 

creation of international collaboration networks. 

 

In 2016, the Basque Government innovation policy stated that there should be at 

least one BIC in each province. Saiolan became a branch of the Gipuzkoa BIC and 

therefore an institutional tool to develop entrepreneurship promotion policies in the 

Alto Deba district, a role that it still holds today. 

 

In 2017 the public institutions (SPRI-Basque Government and Gipuzkoa Provincial 

Council), apart from Mondragon City Council, withdrew from Saiolan’s share 

capital15. Currently, the bodies tied to Mondragon Corporation are the ones that 

have the majority of shares. Although, as we have already mentioned, 41% of 

Saiolan’s revenues are provided by public entities. 

 

6.3.3 Socio-economic context during the creation of the 

initiative 

 

The socio-economic context in which Saiolan was created has been defined by 

economists as “the Great Recession of 1980”16, not only because of its structural 

nature but it also combined with an institutional crisis in terms of both System and 

growth model. 

 

Between 1950 and 1975, the Basque economy underwent unprecedented economic 

growth. Basque income grew at an annual rate of 5.4% and productivity recorded 

an annual increase of 3.6%. The world oil crisis in 1973 was not felt in the Basque 

Country until 1977 when the work and capital productivity growth rate began to fall 

and technological progress dropped -4% in 1979. This all led to a process of income 

loss, de-industrialization, productive restructuring and increase in unemployment, 

and this situation continued until 1984-1985. 

 

The GDP per capita in the 1980s did not improve, even recording a drop of -0.7% 

both in 1983 and 1984, and it was not until 1987, after Spain joined the EU, that it 

managed a growth rate for this variable of 2%. 

 

15 Nowadays the relationship between Saiolan and the Basque Government and Gipuzkoa Provincial 

Council is structured through a Collaboration Agreement but these institutions are not shareholders. 

16 Economía Vasca 1980-2010: tres crisis y una gran transformación. Alberto Alberdi Larizgoitia. 

EKONOMIAZ. Basque Economy Journal, 2010. 

https://econpapers.repec.org/article/ekzekonoz/
https://econpapers.repec.org/article/ekzekonoz/
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Source: Mores database. INE. Our research. 

 

During this recession, the industrial sector, that until then had managed to 

represent around half of GDP, suffered a significant loss of jobs. Around 50,000 

workers lost their jobs. Consumption fell, dragging the service sector down with it. 

This sector was not huge in the Basque economy. 

 

During the period from 1950 to 1975, the Basque Country had recorded 

unemployment rates close to technical full employment and below the rest of the 

country. These rates went up during the recession and in late 1981, it stood at 

17%, two points above the Spanish average. Jobs continued to be destroyed until 

1986 when the unemployment rate hit 23%. 

 
Source: Mores database. INE. Our research. 

 

In the case of MGEP students, to whom the Saiolan initiative was initially aimed, 

access to the job market during the 1980s was difficult, facing an unemployment 

rate of around 50-60%, way above figures for the Basque economy. This was one 

reason behind setting up Saiolan, in order to make qualified students more 

employable, overcome their poor job prospects and find a job to fit their 

qualifications.  
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6.3.4 Main milestones in the initiative's trajectory 

 

 

SAIOLAN is born
as an independent

Centre from the
Department of 
TECHNICAL 

OFFICE

1985

1986

1992

1996

2001

2004

2010

Launch of the two
first companies
from Saiolan

LANTEK (technical
software) and

DIARA (Industrial 
design)

Aenean commodo 
ligula eget dolor. 

SAIOLAN S.L. 
takes its own

legal form

CEI de Mondragón –
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Technology

Network
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Garaia Technology
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SAIOLAN becomes
the CEI de 

Mondragón S.A.
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building is set up.

PROMOTION 
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2016

SAIOLAN’S MILESTONES
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6.3.5 Saiolan’s positioning in the entrepreneurial ecosystem 

of Mondragon and stakeholders 

 

Saiolan’s role within the Mondragon Corporation entrepreneurial ecosystem has 

been changing and evolving over the last 30 years. Initially, it was closely bound to 

MGEP and so to the companies in the Mondragon Corporation, as well as funding 

from the Laboral Kutxa’s Business Division, that actively financed entrepreneurial 

projects. However, working from the changes that were recorded both in the 

Mondragon Corporation and by creating new tools to support innovation (Corporate 

Centre) and public policies to promote R+D+i and entrepreneurship, Saiolan has 

had to adapt and reposition itself in this ecosystem. 

  

Currently, Saiolan acts as an instrument to develop public policies, channelling 

funding and support to entrepreneurial projects. In addition to its role as an 

incubator and offers tutoring and mentoring to these projects, it promotes 

entrepreneurship mainly in the Alta Deba district, playing the role of district 

development agency specializing in technological and innovative projects with high 

R+D+i content.  

 

Until 2017 the composition of the share capital demonstrated the role of the entity 

as an instrument to develop the public entrepreneurship policies given that 66.26% 

of it was in the hands of public institutions: SPRI17 and the Gipuzkoa Provincial 

Council were the entities that held most shares with 26.37% each, and Mondragon 

City Council had another 13.52%. On the other hand, the Mondragon Foundation 

held 25.02% and MGEP had a residual share of 0.68% of the social capital. 

 

Graph 1 Distribution of Saiolan’s share capital. 2015. 

 

 

17 SPRI S.A.-Sociedad para la Promoción y la Reconversión Industrial (Society for Industrial Promotion 

and Reconversion) – is the Basque Government Business Development Agency depending on the 

Department of Economic Development and Infrastructures. 
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* Other entities that each hold 0.8% of the social capital: Ulma S.Coop, Alejandro Altuna S.A., Ikerlan 

S. Coop, and Mondragon Goi Eskola Politeknikoa S.Coop. Source: Basque Government Department of 

Inland Revenue and the Economy. List of entities in the public sector and invested companies in 2015. 

 

However, in 2017 there was a reorganisation of the public programmes of 

entrepreneurship support, and SPRI and Gipuzkoa Provincial Council withdrew their 

participation in Saiolan’s share capital. Currently, the only public institution that 

takes part in Saiolan’s share capital is Mondragon City Council.   

 

Graph 2 Currently distribution of Saiolan’s share capital 

 

* Other entities that each hold 2% of the social capital: Ikerlan, Ulma S.Coop; Alejandro Altuna, Lanbide 

Heziketaren Lagunak. Source: Saiolan 

 

The relationship between Saiolan and Mondragon Corporation is structured through 

the following entities apart from its presence in the shareholding: 

 

• The Mondragon Foundation is a partner in Saiolan that provides financing 

from the cooperatives’ social funds. These funds are mandatory monetary 

contributions from the Mondragon Corporation Cooperatives for being 

members of it. 

• MGEP through the 3 tutors that are also partners of this cooperative and 

who perform teaching tasks. 

• Saiolan develops some projects for Mondragon Promotion Centre, both 

bodies have a close relationship, and they coordinate their activities. 

Moreover, the Promotion Centre is member of Saiolan’s Management Board, 

as a main shareholder of the company. 

• Ikerlan, one of the Mondragon Corporation’s technological centres and a 

partner in Saiolan. 
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• Companies, mainly cooperatives from the Mondragon Corporation, that 

contract consultancy services bound to intra-entrepreneurial activities and 

that are customers of Saiolan. Thanks to its 30 years of experience, it has 

managed to gain the trust of these entities to develop certain 

entrepreneurial projects. Initially, 90% of customers who contracted 

services were companies from the Mondragon Corporation.  

 

Saiolan’s role as an entity that promoted entrepreneurship for the Cooperatives in 

the Mondragon Corporation has currently been taken over by the Promotion Centre. 

Over the last few years, Saiolan plays the role of a public tool for supporting 

entrepreneurship as BIC, so its activity is now more territory driven. 

 

The Saiolan’s governance model is based on two bodies: the Management Board, 

and the Board of Directors. The Saiolan’s Management Board, integrated by the 

representatives of the shareholder structure, is the main governing body and where 

the relevant decisions of the company are taken. Every three month it holds a 

meeting with the Board of Directors to follow up on the main issues related to the 

management plan and the strategic lines. On the other side, the Board of Directors 

is the responsible body to take the operational and daily decisions of the company 

to accomplish the management plan approved by the Management Board. Despite 

the supervision of the Management Board, the Board of Directors feels it has a high 

degree of freedom and autonomy in the decision-making process. 

 

Every four years, Saiolan carries on a strategic planning process, where apart from 

the Management Board and the Board of directors, the Basque Government and the 

Gipuzkoa Provincial Council also take part in it. In this process, all these 

participants reach an agreement about the strategic objectives and establish the 

roadmap and action lines of the entity for the following years.  

 

 

6.3.6 Organisational structure 

 

Saiolan’s staff comprises a total of 10 people, equivalent to 8 full-time workers. The 

organisational structure is characterized by being very horizontal, as there are only 

two levels. On the one hand, there is the Director on whom the 6 tutors and a 

secretary depends on and who, as well as running the entity’s management 

activities, also acts as a tutor of entrepreneurs. Currently, 3 of the 6 tutors are 

members of Mondragon University S.Coop. where they also work as teachers, 

explaining why Saiolan still maintains links with the Faculty of Engineering of 

Mondragon University. This link allows to maintain contact, on the one hand, with 

students that might be interested in developing a new business project and, on the 

other hand, with other teachers and with the technological knowledge which is one 

of the things that makes Saiolan stand out from the other BICs in the Basque 

Country. 
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The tutors are the people who assess and mentor entrepreneurs from the initial 

phases of the business idea to the consolidation of the business project, depending 

on their needs and demands. 

 

 

 

This small structure encourages a high level of collaboration among the tutors.  

 

Most of the tutors have spent a large proportion of their career in Saiolan, giving 

them highly relevant experience and in-depth knowledge on entrepreneurial 

processes and this has honed their capability to assess new business activities.  

 

 

6.3.7 Target, main lines of action and work philosophy 

 

Saiolan’s current goal is to promote the generation of innovative new companies 

that make it easier to create qualified jobs, mainly in the Alto Deba district 

although working with entrepreneurs and organisations from the territory. The 

entrepreneur makes the decision on the legal form that best suits their project 

depending on their needs and interests. Around 5-10% of the projects supported by 

Saiolan are worker-owner cooperatives. 

 

In order to meet their goals, Saiolan structures its offer of services around three 

lines of action: 

 

 

Director

Tutors (6) Secretary (1)

03 02

01
Support to entrepreneurs as 

BIC Gipuzkoa agent

Support to companies –

business development

District 

economic 

development
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For each of these lines, specialized services are offered depending on the needs of 

each beneficiary. 

 

Since the outset, the philosophy running through Saiolan has been: 

 

▪ “Saiolan has always remained in the setting-up process”. Its own logo 

attempts to put across this idea in the sense that it is continuously 

attempting to create. It aims to be a space where everyone who wishes to 

experiment can do so.  

▪ Capacity to live with your mistakes. and “Saiolan was created as a space 

to be able to make mistakes freely”, “They (Mondragon University) gave us 

the football pitch to develop new business projects.”  

▪ Commitment and sensitivity from the tutor and joint responsibility 

for the entrepreneurial project being developed. The tutor is highly involved, 

even in the first years of Saiolan, they were regular project team members 

and closely linked to the entrepreneur. They rewrote this vision in the 

following formula. 

(𝐸𝑡+𝐶𝑡+𝐶𝐸)x𝐴𝑡x𝐴𝐸  where: 

 

 

𝐸𝑡: Tutor experience 

𝐶𝑡: Tutor knowledge 

𝐶𝐸: Entrepreneur knowledge 

𝐴𝑡: Tutor attitude 

𝐴𝐸: Entrepreneur attitude 

 

• Solidarity. The tutor shared and channelled ideas to the students or the 

entrepreneurs for them to be developed, but he/she also joined the work 

team. 

▪ Credibility in the work, discipline, and willingness. From the outset, 

Saiolan clearly defined its goals that were shared with the other agents in 

the territory. The work plan was set up with the entrepreneur who had to 

follow it to be able to access the funding. This plan contained some initial 

phases for the initial idea’s creativity, including the analysis phase and 

finally project execution.  

▪ This is a task where human relations play an important role such as 

assessing entrepreneurs or discovering companies’ needs that might 

converge in a new product or when applying new technologies. Initially, 

Saiolan’s focus was highly technological although this was progressively 

reduced, giving greater importance to human relations, allowing it to open 

new doors and new paths. This new focus allowed them to generate a 

network of contacts that has now become a key resource for the 

organisation. Saiolan continues to focus on people.  

Multiplying effect 
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▪ Being curious, having analytical skills and being up to date on new 

technologies and new industrial processes. 

▪  Saiolan’s creator stated “values are important but setting an example, 

discipline and rigor to do a job properly is what really matters. The will to do 

things properly, persistence, consistency and discipline are very relevant.”  

 

 

6.3.8 Description of the Business Model 

 

VALUE CONTRIBUTION 

 

The perception of Saiolan’s value contribution depends on the customer. It has a 

very flexible model that adapts to any needs and demands in the field of 

entrepreneurship and innovation. In general, value contribution could be based on: 

 

▪ Saiolan’s network of contacts and the ability to connect them to each other 

to generate new business activities. 

▪ Support for both entrepreneurs and companies in the search for both public 

and private funding to develop new projects. 

 

Subsequently, this value contribution is broken down according to the type of 

customer: 

 

A. ENTREPRENEURS 

 

In the case of entrepreneurs, Saiolan takes the role of BIC-Gipuzkoa funded 

through the pluriannual Collaboration Agreements with the Basque Government and 

the Gipuzkoa Provincial Council. In other words, it offers free-cost institutional 

support for entrepreneurs to launch new business projects. The intensity of 

the mentoring varies according to their requests and needs. Mentoring tends to last 

between 12 and 18 months on average. This support is specified in the following 

services: 

 

▪ Business training to develop the entrepreneur's business project through 

didactic materials published by Saiolan: “From the idea to the business” and 

“Give life to the Ideas”. 

▪ Consultancy on drafting the business feasibility plan to validate the 

ideas and the project’s business opportunities. 

▪ Tutoring and mentoring the entrepreneurial team to develop the 

business project. The tutor works together with the entrepreneurs to 

perform product-market, technical-productive, economic-financial studies, 

and s/he advises the team during the prototype stage and its testing on the 

market to analyse its feasibility. This mentoring service is also offered during 

the first years that the company is running. This monitoring depends on the 
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entrepreneur’s request, and it is adapted to the needs of each project and 

each entrepreneur. 

▪ Access to existing public and private funding and financing 

programmes to implement the project. 

▪ Access to the Saiolan resources: the network of agents, the incubator 

facilities (desk, meeting rooms, …) and prototyping workshop. 

 

These services represent around 60-70% of Saiolan’s activity, and they are free of 

cost to the entrepreneurs. They are financed through the collaboration agreement 

with BIC Gipuzkoa (the Basque Government and the Gipuzkoa Provincial Council) 

and Mondragon Foundation. 

 

B. SERVICES TO COMPANIES 

 

These services represent around 30%-40% of Saiolan’s activity. In this case, 

Saiolan offers consultancy and training services linked to intra-entrepreneurship to 

companies which are already consolidated on the market. These services are 

invoiced to the requesting entity. The offered services are: 

▪ Training for company administrator teams.  

▪ Identification of business ideas and opportunities in order to launch new 

businesses. Saiolan has several tools to carry out this process: 

✓ Platform to identify trends and opportunities to run prospective 

studies that can detect new needs on which to research and work and 

open up new R+D+i projects. 

✓ Idea generation methodology (MGI) to identify, assess and select 

possible new business opportunities working from an initial strategic 

reflection. 

✓ External antenna and external collaboration network with 

Universities, Technology Centres, Competitiveness Clusters or 

companies that have innovative technology to harness new ideas that 

might lead to possible business opportunities for Basque companies 

and/or synergies with other companies throughout the world. This 

service was launched in 2010 by Saiolan, and it implies the following 

stages: 

▪ Identify innovative enterprises abroad with a will of opening 

new markets. 

▪ Research on the solutions they offer. 

▪ Visit and deep analysis of its value proposition and its interest 

in collaborating with Basque companies. 

▪ Disseminate the identified opportunities among the Basque 

business community. 

▪ Support the knowledge process between the “Foreign 

Company” and the “Basque Company”, the collaboration 
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agreement process between the two enterprises, as well as 

help on whatever is required by the Basque Company. 

▪ Support the opening process of the market in Spain/Europe of 

the solution imported from abroad. 

 

Currently, this service of external antenna is secondary, and it 

represents just around 10% of Saiolan’s daily activity, and the 

demand for this service is really low of one project per year.  

This service is developed on companies’ demand and it is fitted to 

their needs, so each project has a different scope. The contracting 

company defines the technological field where it is searching for a 

solution (technology, service, supplier…), and defines the 

countries to be analyzed and the activities to be developed, 

according to its knowledge. The contracting company is charged 

for the services delivered by Saiolan.  

To develop these kinds of projects Saiolan uses the Spri’s network 

of agents in the foreign countries as partners. 

Two examples of successful projects of external antenna services 

are Fagor Edergarden SL18 (currently integrated into Clean Water 

Technology Inc) and Compo Global Solutions. Saiolan expects 

that in the future the weight of these projects will be lower and 

really residual in its activity. 

✓ Generic projects. Drawing up studies in sectors or activity fields 

considered as relevant due to their potential opportunities to 

generate business for Basque companies in terms of product-market-

technology. Three emerging sectors have been identified: (i) clean 

technologies; (ii) advanced manufacture, and (iii) circular economy.  

▪ Carry out business innovation projects applied to products and processes 

integrating the product, market, and technology variables in order to make 

the company more competitive. Consultancy services are offered to (i) 

improve products/services; (ii) improve processes; (iii) design and 

conceptualization of both products and services; (iv) develop 

industrialization projects. 

▪ Advice and assistance to carry out feasibility plans for new activities and/or 

businesses. 

▪ Information and support to access public grant programmes and funding 

from SPRI and the Gipuzkoa Provincial Council. Saiolan supports the 

company when it is drafting the project statement to include key points for 

grants and increase chances of success in the adjudication stage and also 

during the development of the Project. 

 

18 Fagor Edergarden SL was a company created by two cooperatives Fagor Ederlan S.Coop. and Fagor 

Arrasate S.Coop. belonging both to Mondragon Corporation. 



  

 

UCLAN – Designing a Cooperative Entrepreneurship initiative for Preston 51 

▪ Personalized support in the businesses’ intra-entrepreneurial processes by 

means of a methodology that adapts according to the procedure you wish to 

develop: 

✓ Unilateral intra-entrepreneurship. This happens when the launch of a 

new activity is an initiative from the Board of Directors of a company. 

✓ Participative-reactive intra-entrepreneurship. One person from the 

company presents an idea to the Management that assesses it and 

offers the necessary resources to implement it. 

✓ Participative-proactive intra-entrepreneurship. Management requests 

ideas for new activities from everyone in the organisation. They make 

proposals and Management assesses them and offers resources to 

carry out the new initiatives. 

 

Saiolan, as member of the Basque Network of Science, Technology, and Innovation, 

plays the role of knowledge transfer node from the technology centres to the 

companies acting as an intermediate innovation node. 

 

C. INSTITUTIONAL COLLABORATION 

 

Saiolan covers a range of consultancy and advice services for public Institutions 

linked to territorial development and entrepreneurial policies: 

 

▪ Transfer of the Saiolan model to public and private organisations from other 

regions and countries, adapting it to their economic, social and cultural 

situation. 

▪ Pole of territorial competitiveness enabling projects on strategies and 

collaborative projects for employment and making companies more competitive 

based on the following activities: 

✓ Strategic reflection to define the pole. 

✓ Drawing up the industrial map. 

✓ Diagnosis of essential skills. 

✓ Dissemination and project promotion actions. 

✓ Carry out feasibility plan of the pole. 

▪ Entrepreneurship models in educational environments mainly at University level. 

✓ Awareness-raising programmes on entrepreneurship to promote it 

in certain educational and business environments. 

✓ Programme to train trainers, transferring the entrepreneurship 

model developed by Saiolan. 

✓ Entrepreneurial training in Universities, professional training 

centres and master’s degree programmes. 

✓ Educational materials published by Saiolan: “From the idea to the 

Business” and “Give Life to the Ideas”. 
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▪ Entrepreneurial policies. Working with public and private institutions to define, 

develop and implement policies and programmes for (i) business promotion, (ii) 

employment, and (iii) territorial competitiveness. 

 

CUSTOMERS 

 

Saiolan has three different types of customers, as mentioned previously. 

 

▪ Entrepreneurs: this is the group that most requests Saiolan’s services, in 

greater depth. On the whole, they are graduates from the Alto Deba District. 

▪ Companies: most companies that request services from Saiolan are 

industrial or support services for industry. This explains why some might be 

located outside the district. Recently, the profile of companies requesting 

Saiolan services has been diversifying, and the number of SMEs is 

increasing, because once they got through the recession, they perceived the 

need for entrepreneurship but often could not do this alone and needed 

partners and contributors. In addition, this new market segment has less 

knowledge on managing public grants and requests support to manage them 

(drafting statements, application management, etc.) and the search for both 

public and private financing. SMEs begin to see a new market segment that 

Saiolan did not run beforehand. 

▪ Public entities. Basque Government, Mondragon City Council, and regional 

development agencies as Uggasa and Goieki. 

 

CHANNELS 

 

Current channels to contact with the customers are: 

 

1. Meetings and personalized visits to entrepreneurs and companies, which is 

the main channel of relation. 

2. Giving talks and conferences in different environments (universities, Garaia 

Technology Park, etc) raising awareness about entrepreneurship or new 

technological trends. 

3. Website, a few inquiries are made through this channel. 

4. Email address to provide information on public grants available to companies 

and entrepreneurs. 

 

CUSTOMER RELATIONS 

 

There is no defined model for customer relations, but it adapts to the request and 

needs of the entrepreneur or the company. However, the intensity of the mentoring 

is greater in the case of individual entrepreneurs than in the companies.  
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To identify and attract new entrepreneurship Saiolan boosts training activities to 

entrepreneurs and the business community. However, they mainly come from the 

contact network that siphons off projects such as the case of the district 

development agency, Mondragon City Council, and even Gaztenpresa, as well as 

due to companies’ actual knowledge of people working in Saiolan. 

 

KEY ACTIVITIES 

 

Understood as the actions that Saiolan should run to be able to deliver the value 

proposition to its customers. 

 

▪ Being up-to-date and knowing about the latest trends in terms of 

technology, emerging sectors, and business models, to be able to identify 

opportunities that can generate new activities either through entrepreneurs 

or through business model diversification processes. 

▪ Having in-depth knowledge on the entrepreneurial processes and the phases 

and activities to be developed in each of them. 

▪ Knowing about the public and private funding programmes available to 

launch new activities. 

▪ Connecting with the different agents in the Basque science, technology and 

innovation network (companies, universities, technology centres, and 

entrepreneurs) to remain up-to-date with progress and trends in the 

industrial world in order to identify new business opportunities.  

▪ Manage the network of contacts and keep in touch with the people in it.  

 

CAPACITY AND KEY RESOURCES 

 

▪ A contact network that Saiolan has been generating over its 30 years of 

existence, including agents such as the University, technology centres, 

public institutions, funding bodies, businesses, and entrepreneurs in the 

development of new projects. This network enables Saiolan being the node 

role connecting up the different agents in the entrepreneurial ecosystem. 

▪ Saiolan tutors are people with a similar profile to a consultant, with their 

own autonomy to develop the advice services to the entrepreneurs, strong 

analytical skills and a very deep level of technical-engineering knowledge, 

helping them detect business opportunities. In addition, they are familiar 

with the entrepreneurial process and the key elements that come into play 

for a project to be successful. 

▪ The link that Saiolan still maintains with the University through the tutors 

who are MGEP partners. This link allows (i) attract possible new 

entrepreneurs to be harnessed, and (ii) technological knowledge to be 

shared and transferred in both directions. 

▪ Incubation space for new business projects in the Garaia Technology Park 

with a surface area of 662𝑚2 and a workroom with individual workstations 
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for entrepreneurs that are equipped, connected in a network and with 

internet-access, a training classroom, and meeting rooms. 

▪ Prototyping workshop covering 88𝑚2 shared with MU and fitted with 

conventional tool machines to manufacture electromechanical prototypes. 

 

PARTNERS 

 

As described above, one of Saiolan’s key resources is its network of contacts 

and partners used to develop its activity. 

 

On the one hand, there are institutional partners that finance Saiolan’s 

activities through joint work agreements or by providing capital: SPRI- (Basque 

Government), Gipuzkoa Provincial Council, Mondragon City Council. The role 

played by Basque Government through the SPRI, and the Gipuzkoa Provincial 

Council is particularly relevant given that they are entities that define and set 

out the entrepreneurial policies in the territory. In addition, Saiolan uses the 

SPRI agent network in Japan, USA, and Canada to identify companies that have 

technology or businesses that can be imported to the Basque Country. 

 

Mondragon City Council is a shareholder, and a funding body of Saiolan (its 

contribution is around € 20,000 annually). In return, Saiolan supports and takes 

part in the deployment of the City Council's local entrepreneurial policies 

according to its needs (talent attraction and retention, social entrepreneurship 

support, etc). 

 

On the other hand, there are the Groups of municipalities and 

Development Agencies working with them. Saiolan is an office of the BIC 

Gipuzkoa, in other words, the entrepreneurial projects that originate in the Alto 

Deba district are managed by Saiolan. In addition, it works and coordinates with 

the Local Development Agency from the Alto Deba19, that diverts the 

technological and industrial entrepreneurial projects to Saiolan whilst the group 

of municipalities manages small projects linked to the service sector. It boosts 

the district companies in coordination with the group of municipalities. It also 

supports other agencies from other neighboring districts such as the case of 

Goieki and Uggasa in developing entrepreneurial projects. 

 

Another partner group is companies, some of which are shareholders of 

Saiolan such as JMA, Fagor S.Coop, Ulma S.Coop, or the Mondragon 

Corporation. These partners provide guidance to Saiolan on sectors or activities 

of the future and their future needs in terms of technology development, 

 

19 The Local Development Agency from Alto Deba gives support to 8 municipalities of Alto Deba District 

(Antzuola, Aretxabaleta, Mondragon, Bergara, Elgeta, Eskoriatza,Leintz-Gatzaga, Oñati), 
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productive processes, etc. And in some cases, they provide also funding as 

Mondragon Corporation. 

 

The technology centres and universities, especially those belonging to 

Mondragon Corporation ecosystem20, are other key partners for Saiolan. We 

have already mentioned that this entity plays the role of a node and a link 

between the knowledge and the companies. Saiolan offers consultancy services 

and prospective studies on technologies, facilitating knowledge transfer from 

these centres to the companies. Entities with whom Saiolan is currently 

collaborating are: IK4- Ikerlan, IK4-Ideko, IK-4 Lortek, and Mondragon 

University, particularly with the Engineering Faculty and Miguel Altuna 

Institutoa. 

 

Finally, another group of partners is the one integrated by Foundations and 

other entities. Saiolan works with Konfekoop (the Basque Country 

Confederation of Cooperatives21) that provides the “elkarinnova” service to 

promote innovation and diversification in cooperatives in which Saiolan 

participates, providing its methodology based on the Promotion Model for New 

Innovative Activities. The Azaroa Foundation with whom it works on European 

projects while the Garaia-Mondragon Technology Park and the Spanish Network 

of Technology Parks allow Saiolan to carry out joint activities (talks, 

conferences, etc.) increasing the entity’s visibility. 

 

COST STRUCTURE 

 

The entity’s costs in 2019 reached a figure of €812,834. 

 

Saiolan’s most relevant expenses are for personnel, representing around 63%, 

followed by leasing and building rental that represent 12%. The remaining 25% 

corresponds to other operating costs22. 

 

INCOME STRUCTURE 

 

The income reflected in the profit and loss account for 2019 stood at €349,587. 

A contribution was required from partners to compensate for losses during the 

year. In 2019, this contribution was around €400,000 from SPRI, the Gipuzkoa 

Provincial Council and the Mondragon Foundation. 

 

20 The technology centres belonging to Mondragon are: Ideko, Ikerlan and Lortek. 

21 Mondragon Corporation is a member of Konfekoop, as well as each individual cooperatives belonging 

to Mondragon Corporation. 

22 Other operating costs include the following concepts: repairs and conservation; independent 

professional services, insurance premiums, banking services and similar, advertising, propaganda and 

PR, supplies, other services, taxes and other running management costs. 
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Saiolan’s income mainly comes from public funding (41%) provided by the 

Basque Government and SPRI, the Gipuzkoa Provincial Council and Mondragon 

City Council (through pluriannual collaboration agreements with each of them). 

Another 19% proceeds from Mondragon Foundation. A 31% of its income is 

generated through ordinary activity and services invoiced to companies, and the 

rest (9%) comes from developing European Projects.  

 

Currently, one of Saiolan’s more relevant weakness is the high level of 

dependence to public institutions’ funding, because 41% of its revenues and 

around 60%-40% of its daily activity is focused on the Agreement’s fulfilment 

with the Basque Country and Gipuzkoa Provincial Council. Therefore, changes in 

the entrepreneurial policies and programmes of these public bodies have a 

direct effect and impact on Saiolan. 
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Saiolan’s Business Model 
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6.3.9 Main results. Outcomes 

 

In 2019 Saiolan analyzed a total of 93 entrepreneurship projects. Out of 

these, 39 were proposals from entrepreneurs (73 people supported) and 

54 were diversification projects developed in existing companies.  

 

Out of these 93 initial projects analyzed, 16 have become new economic 

activities either in the form of new companies or in new businesses for 

existing companies. That represents a success rate of 17% from all the 

analyzed projects. The size of these new business initiatives is usually 2-3 

people so that the jobs being generated come to a total of around 59 

people. 

 

The average investment for individual entrepreneurial projects is usually only 

around € 20,000, while the business diversification projects usually receive a 

greater investment although below € 100,000. 

 

Although Saiolan’s goal is to generate new business activities independently of 

the legal form that they take, in 2019 a total of 3 entrepreneurial projects 

out of the 16 that were generated chose the cooperative formula, 

representing 19%, however, this percentage usually is around 5-10%. 

 

Due to the Pandemic, Saiolan facilities are currently housing the incubation 

phase for a total of 8-10 projects but in an itinerant way. Every year around 

20 new projects are guided, but just a few of them are placed in Saiolan’s 

incubator most of them have their own offices or facilities. 

 

The average incubation time for the projects is between 12 and 18 months 

whether or not they are led by individual entrepreneurs or existing 

companies. Currently in the Saiolan incubator  

 

Saiolan figures 2019 

Number of analyzed projects 93 

Analyzed projects from entrepreneurs 39 

Analyzed projects from companies 54 

Number of entrepreneurs helped (persons) 73 

New activities generated 16 

New employment generated 59 

Source: Saiolan 
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Saiolan’s impact from the outset in 1985 to early 2020. 

Types of project 
Number of 

companies 

Employment 

created 

Companies created by non-experienced 

entrepreneurs 

83 604 

Companies created by experienced 

entrepreneurs 

79 736 

Companies created in cooperation with other 

companies 

51 809 

Company diversification 97 1,275 

TOTAL 310 3,424 

Source: Saiolan 

 

Saiolan has a very high survival rate for business projects, as 74% of new 

activities that have been generated since 1985 are still currently operational. 

 

 
*New business activities are considered to be both new companies created by entrepreneurs and 

diversification projects developed by companies, and that in some cases have actually generated 
new companies, and in others are maintained as a new activity within the company. 

Source: Saiolan 

 

  

Employment generated by new businesses activities
within Saiolan’s framework (1985-2019)

3,424

Activities that are currently
operating

2,534 (74%)

Closed activities

890 (26%)

Before 5 
years

479 (14%)

After 5 
years

411 
(12%)
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Evolution of generating new business activities during the 1985-2016 period. 

 

Source: Saiolan 

 

Some of the successful business projects originating from Saiolan’s backing 

since it began are: 

 

• Lantek (1985). Setting up a company to develop software solutions 

and products applied to the sheet metal-shaping sector, currently 

leaders in their sector. 

• Diara (1986), industrial design service company (concept, design, and 

development) linked to developing new products to multiple industrial 

sectors. It has been part of LKS Ingeniería S.Coop since 2000. 

• Dorlet. Offers integrated security installation solutions in sections such 

as ports, airports, railway stations and infrastructures, utility networks 

(telecommunications, electricity, gas, etc.), logistics and storage, 

public organisations, etc. 

• Panda (1998). Specialized in generating computer security solutions, 

initially linked to creating antivirus and currently offering cyber-

security services. 

• Currently, Saiolan is supporting the creation of a rider platform 

cooperative that will offer last-mile delivery services to local producers 

and retailers. 
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6.3.10 Identification and characterization of the 

lessons learned, good practices and successful 

approaches 

 

SAIOLAN CREATION STAGE 

• When Saiolan started out, the Corporation’s Promotion Centre did not 

exist, and the public institutions had not yet developed 

entrepreneurship support programmes. However, companies needed to 

innovate and develop new products, which made it easier to bring 

about Saiolan thanks to the University. If the Mondragon cooperatives 

had not existed, the Saiolan initiative would surely not have been set 

up.  

• Saiolan was an innovative initiative when it was set up. 30 years ago, 

there was no discourse on entrepreneurship or innovation in the 

Basque Country, and nor did any entities work in this way. This made 

it easier for the Basque Government and the Provincial Government to 

take an interest in the initiative and support development of the grant 

programme. 

• Originally, the Mondragon’s ecosystem was very innovative. When 

Saiolan came about, the cooperatives were enthusiastic about 

developing new products and new businesses wanted to do new things 

and grow. There was a cooperative spirit that helped develop the 

initiative and made innovation easier. They were companies that were 

in the market and that perceived new needs and sought out support 

for these new developments. 

• Initially in the creation phase, one element of success was Armin 

Isasti’s leadership skills. On the one hand, he was able to drive the 

project for its implementation and on the other he was capable of 

generating a work team committed to it. 

• The entrepreneurial methodology used at its origins where the goal 

was not to set up a new company but to prototype and test the 

product properly so that when the project was launched, there were 

already signs that it would have a high chance of success. 

• The role of the tutor. The tutor joined the entrepreneurial project team 

on an equal footing. S/he was not a consultant or a coach acting 

sporadically, but their mentoring was continuous. The tutor was very 

important in Saiolan projects and was a jointly-responsible figure in 

the project. Another task for the tutor was to be aware, anticipate and 

prospect the market and the new technologies to generate new ideas. 

• Capacity to yield and transfer ideas and knowledge to the 

entrepreneurs. Saiolan had the ideas that it wanted to work on or 
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innovate and it sought out23 people that needed this knowledge to 

develop it, and subsequently, they became entrepreneurs. 

• Links with the University gave entrepreneurs access to labs and 

workshop facilities, to other professors’ knowledge and support from 

other students who were working on aspects linked to the 

entrepreneurial projects. “Being right next to the University was 

fundamental to carry out technological developments.” While it allowed 

knowledge transfer between the two entities. 

• Having the Promoter Committee which included: University, Laboral 

Kutxa, institutions (Gipuzkoa Provincial Council and Basque 

Government) and companies. This body made it possible to coordinate 

the different key elements (financing through the Laboral Kutxa seed 

capital, ideas to develop companies’ projects, calls for funding and 

grants obtained from public institutions).  

 

ORGANISATIONAL ELEMENTS 

• It was and is a small, very horizontal organisational structure. 

Currently, the staff is made up of 8 people who share and work in 

coordination to develop projects. 

• Currently, it is a BIC with a specialized profile that mainly deals with 

promoters of technology and industrial-based projects, the technicians 

are engineers and have in-depth knowledge of the industrial 

processes. This is an important differentiating element from the rest of 

the BICs in the territory when promoting industrial entrepreneurship. 

• Ability to identify and harness ideas (trends, new technologies, etc.) 

with the chance of business development. They used to have a very 

good technological antenna that allowed them to promote the 

development of new products with interested companies or start new 

activities (entrepreneurship). 

• Saiolan’s contact network. Initially, it had a very high level of contact 

with the Mondragon’s cooperatives, giving them knowledge for their 

needs, so that they played the role of central node and interconnection 

between the business world and the university and entrepreneurship 

world. This network is currently maintained and has been expanded to 

make it one of the most outstanding key resources for the entity. This 

network allows them to connect up different types of agents to meet 

the need for a new economic activity. 

 

23 Armin Isati and Juan Mari Ruiz de Egino were the main leaders to attract and select talent to 

Saiolan. They used two main sources for talent attraction: (i) graduate and undergraduate 

students from MGEP, (ii) conferences and talks in the rest of Basque Country Universities about 

entrepreneurship and where they presented the Saiolan programme as a job opportunity for 

them, (iii) Open tender. Then the candidates had to overcome a rigorous selection process before 

they were admitted. 
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• Saiolan’s surroundings, where there is a business and industrial 

ecosystem that encourages developing new economic activities. 

• “Saiolan has been in a constituent status, it has always been working, 

without getting too comfortable, it has been constantly creating and 

adapting.” Over these 30 years, Saiolan has known how to adapt and 

modify its business model to the changes in its surroundings. 

• Initially, Saiolan had a very technological focus which became less 

important over time as human relations took over. This change allowed 

them to expand their contact network. 

 

EXPERIENCE ACKNOWLEDGED BY AGENTS 

• Saiolan has managed to survive over 30 years in the highly volatile 

world of innovation and generation of new economic activities. This has 

made it a recognized entity with a high credibility level among all other 

public and private agents that act in the innovation ecosystem. 

 

PHILOSOPHY 

• “Learning to live with your mistakes.” 

• “The secret is to surround yourself with good people and be disciplined 

and committed to what you do.” 

 

 

6.3.11 Vision and future projects 

 

One of the future challenges facing Saiolan is to become the benchmark agent 

in the Alto Deba district supporting all entrepreneurial activities and 

generating new industrial and technological businesses. This challenge is 

complex as in the current entrepreneurial ecosystem, the number of entities 

that are operating has significantly increased over the last few years, and 

Saiolan is no longer the only agent working in an entrepreneurial environment 

with an outstanding level of skill. Therefore, it should stand out from the rest. 

This differentiation is currently based on: 

 

• The type of support projects with a technological and industrial base. 

• Alto Deba Brand. This is the benchmark institutional agent in the field 

of entrepreneurship in the district, supporting individuals but also, SME 

through the existing spaces of collaboration. 

 

Currently, Saiolan is a tool for the entrepreneurship and innovation policy 

developed by the Basque Government and Gipuzkoa Provincial Council, so it is 

strongly influenced by the legal framework and the political action from these 

institutions. The 41% of Saiolan’s revenues come from these two public 

bodies through a Collaboration Agreement. They pay to Saiolan to develop the 

actions of BIC in Alto Deba District. During the last years, the Basque 

Government has demarcated and reorganized the agents working in the 
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territory in the field of entrepreneurship, so that changes can take place in 

this respect. From the business perspective, proximity to institutions is 

considered necessary so that Saiolan can continue acting as a node between 

private initiative and public institutions, being the Basque Government and 

Gipuzkoa Provincial Council antenna to detect the needs of companies from 

the territory in the field of entrepreneurship and innovation. 

 

Looking to the future, it is important that Saiolan continues working and 

coordinating with all other agents from the territory that make up the 

entrepreneurship and innovation ecosystem. In the field of industrial 

entrepreneurship there is an increasing need among the different entities to 

collaborate to develop new business projects. This leads to generating 

consortiums and collaboration networks between entrepreneurs, SMEs, 

medium-sized and large companies, technology centres, etc. A cultural and 

paradigm change is taking place where collaboration is gaining weight and 

this new way of working needs to be covered. 

 

The average age of entrepreneurs is increasing. Entrepreneurs are mainly 

middle-aged persons who have professional experience, and it is getting more 

difficult to attract young people to develop their entrepreneurship projects. 

 

A new customer segment is being detected - SMEs - and this trend increases 

the demand for Saiolan services. This situation is favoured by a new focus in 

the Government’s innovation policies that are giving more weight to and focus 

on SMEs. In addition, the actual SMEs that have made it through the 

recession are increasingly aware of their need to innovate and consequently, 

their need to work with third parties to develop entrepreneurial projects. On 

the other hand, due to their own small structure, SMEs request consultancy 

services to manage subsidy applications and the search for financing. These 

are service where Saiolan is properly positioned to offer this support.  

 

In the next years, big industrial companies from Alto Deba district will face a 

generational replacement in the management bodies. This situation could 

facilitate the generation of projects to launch new businesses, and an increase 

in collaboration among them.  

 

Despite the pandemic, all the entrepreneurship projects assisted by Saiolan 

have continued its launch, and none of them has been stopped during 2020. 

In general, public institutions have maintained their entrepreneurial policies. 

Although the funds for some programmes have been reduced, those focused 

on entrepreneurship in companies have been maintained. 

 

Although it is difficult to make an entrepreneurship-dedicated entity such as 

Saiolan profitable, it is important for the future to seek out financial 

sustainability for this initiative.   
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6.4 BBF- Bilbao Berrikuntza Factory 
 

6.4.1 Initial description and value proposal/Mission 

statement/Social object 

 

Bilbao Berrikuntza Faktory(BBF) is a pioneering 

project for learning, innovation, and 

entrepreneurship, located in Bilbao, and 

promoted and managed by Mondragon 

University, working with Bilbao City Council. 

 

In a single space, Bilbao Berrikuntza Faktoria amasses a complete community 

of persons driving university training and innovative business initiatives, in 

order to generate the conditions so that learning, creativity and collaboration 

between them occurs naturally generating an ecosystem, thereby boosting 

development of new business projects. The BBF is different to Saiolan as it is 

not part of the public entrepreneurship support ecosystem (BIC) and depends 

on the Faculty of Business Studies (whereas Saiolan in its origins was 

depending on the Engineering Faculty of Mondragon University). The 

dependence of these initiatives to the different Faculties implies that Saiolan 

in its origin was focused on supporting entrepreneurship projects related to 

the industrial sector and industrial technologies due to their knowledge and 

expertise, meanwhile, BBF supports innovative entrepreneurial projects from 

broader sectors like finance, advanced services, information and 

communication technologies… 

 

In both cases (BBF and Saiolan in its origin), one of the reasons why 

Mondragon University has supported entrepreneurship was to offer their 

students (business and engineering) specific knowledge and real experience in 

business managing to complement their Degree. 

 

BBF’s vision: “Become the benchmark training and entrepreneurship centre in 

Bilbao where young entrepreneurs, independent professionals, and company 

professionals acquire the technical knowledge and skills to develop new 

entrepreneurial initiatives within real specialized business ecosystems”. 

 

 

6.4.2 Origin/Background. Process of creating the 

initiative and main objectives.  

 

The LEINN - Degree in Entrepreneurial Leadership and Innovation began in 

2009 to transform how entrepreneurship is promoted. The old way of doing 

things did not have an academic connection, and also lacked ties between 

activities and spaces, that Mondragon University saw as highly relevant. They 
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analysed international models to create highly professionalized 

entrepreneurship ecosystems. Until then with the students, this was done by 

taking them to companies, dual training, etc. but this was lacking with 

entrepreneurs. In addition, they had to be joined to other agents 

(accelerators, incubators, etc.). 

 

In Tampere, Finland, Mondragon University’s representatives visited the 

facilities of a textile company that had closed. This space was used to set up 

an initiative called Pro Akademia, with a Team Academy method, that grouped 

together Impact Hub and Démola. They came across the ‘lasagne’ model that 

gathered together education, companies, and incubation. The agents shared 

the space but not the activities. They took this as a reference to develop the 

BBF, generating a community. Initial conversations were between Iosu 

Zabala, Dean of the MU, and Andoni Aldekoa, Bilbao City Council 

representative consultant. 

 

The socio-economic context in 2009 was a tough economic and financial 

crisis, with high unemployment rates and risks of inequality and polarisation 

of society. 

 

From the city’s perspective, Bilbao was facing the need for further 

reconversion based on the following aspects: 

 

• It was necessary to promote and have competitive and sustainable 

companies and services. 

• This required Bilbao to tackle further reconversion, adapting to these 

new scenarios, once again transforming its business fabric. 

• Consequently, everyone, young and old, public administrations and 

private sector, should commit to innovation and very particularly to 

entrepreneurship. 

 

This explains why to promote entrepreneurship and innovation in Bilbao, it 

was necessary to create highly effective collaboration models, focussing 

specifically on collaboration between different agents, mainly business, 

university, public administration, and other agents. 

 

In response to the need to boost innovation and entrepreneurship in Bilbao, 

they worked from the following aspects: 

 

• Bilbao City Council set itself the strategic goal of contributing to the 

City’s economic and social development, giving special meaning and 

transcendence to promoting new activities and companies that provide 

them. 
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• To meet this goal, different programmes and actions have been 

developed over the last few years leading to strengthening 

entrepreneurship and innovation. 

• The City Council is aware that to do this, it is necessary to boost 

collaboration with different agents such as companies, technology, and 

research centres and training institutions, among others. 

• Within this framework, there was the chance to work with one of the 

training centres, Mondragon University, a benchmark not only in the 

Basque Country but also in Spain and internationally, and to open the 

first Mondragon University training centre in Bilbao, specializing in 

Innovation and Entrepreneurship. 

 

The creation of BBF (Bilbao Berrikuntza Faktoria) is an attempt to set up a 

real Innovation and Entrepreneurship Factory in Bilbao, a centre that is 

expected to become an important economic and social development driver for 

the city and an international benchmark in this matter. 

 

Why Mondragon University? 

 

• It maintains a commitment to social transformation, specified in a 

participative model. 

• A cooperative university that forms part of the Mondragon Corporation, 

with a clear humanistic vocation, committed to its surrounding area 

and society. 

• One of its main characteristics is its close and constant relationship 

with the world of work, allowing it to outline its educational offer by 

adapting it to the needs of companies and organisations. 

• Thanks to its relationship with the Mondragon Corporation, the 

students come into contact with the world of work right from the 

beginning of their course. 

• One of the mainstays of its educational system is strengthening 

“collaborative research”. 

• The collaborative research model bases its principles on aligning 

research with participation, in collaboration, from the 3 key agents: 

universities, technology centres, and companies. 

 

The main aims of the initiative were: 

 

• Give the city a physical space, with a high added value, that will help 

provide a complete ecosystem for entrepreneurship in Bilbao.  

• Increase entrepreneurial capacities and skills. 

• Provide complete services and have spaces for entrepreneurs to 

develop their projects. 

• Increase the critical mass of entrepreneurs in Bilbao. 
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6.4.3 Main milestones in the initiative's trajectory 

 

In 2012, the feasibility plan was completed and in 2013, work began in the 

current building. 

 

A joint work agreement was previously signed between Bilbao City Council 

and Mondragon University to set up the BBF. The commitments laid out in the 

Collaboration Agreement can be summarised as follows: 

 

• Bilbao City Council lets Mondragon University use the ground, first, and 

the second floor of the building at c/ Nervión, nº 3, as headquarters for 

the MU-BBF (Bilbao Berrikuntza Faktoria) for free. Mondragon 

University afforded the retrofit costs of the building for the 

development of educational activities, and currently affords the 

maintenance costs of it. 

• Mondragon University will be directly and exclusively responsible for 

any damage that might be caused to third parties or things as a 

consequence of the direct and indirect activities of the project, as well 

as keeping them in good condition. 

• Mondragon University can fit out the premises as it deems necessary 

with prior authorization from Bilbao City Council. 

• All costs for fitting out, maintenance and management of the MU-BBF 

will be paid by the Mondragon University. 

 

Regarding the validity of the joint work agreement, this will be in force for 10 

years and can be extended by explicit agreement between the parties. It will 

expire in 2023. 

 

As the centre manager, Mondragon University will be responsible for the 

following commitments: 

 

• A single project upheld by means of interaction between and as a 

complement to 3 self-managed and self-sustainable activities. 

• Developed under the general coordination of Mondragon University as 

Project manager. 

• Mondragon University will take the role of leadership, general 

coordination, dynamism, active search for intra-layer synergies and 

sole responsible agent answering to Bilbao City Council defined 

strategic goals. 

• In addition, it should enable community life as a whole and help 

generate entrepreneurial ecosystems by transverse dynamics. 

• A Framework Agreement will be established between Mondragon 

University and Bilbao City Council that considers the global vision and 

commitment to the harmonious development of the project, as well as 

conditions for letting spaces. 
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In terms of monitoring the commitments required in the Agreement, the 

following is established: 

 

• A “Monitoring Committee” is set up to follow up the project and 

stimulate and guarantee its appropriate development. It is a channel of 

communication and coordination between the two parties. 

• The Commission is made up of 3 representatives from each of the 

parties that sign the Agreement (MU and Bilbao City Council). 

• As the project manager, Mondragon University presents an “Annual 

Action Plan” to the Commission and an “Annual Activity Report.” 

• Bilbao City Council provides its vision of the economic development 

required by the City, as well as its experience in managing 

programmes focussed on its economic promotion. 

 

Nowadays, BBF is a benchmark in Bilbao and its surrounding area, not just 

due to the centre’s own activity, but because it has become a reference and a 

study case for other cities. 

 

 

6.4.4 BBF’S positioning in the entrepreneurial ecosystem 

of Mondragon and stakeholders 

 

By setting up the BBF (Bilbao Berrikuntza Faktoria), MU aims to: 

 

• Personalize Mondragon University’s implantation in Bilbao with a 

stand-out focus and offer in the field of Innovation and 

Entrepreneurship. 

• Create an urban ecosystem of advanced innovation and 

entrepreneurship in Bilbao, making it an international benchmark. 

• Amass different initiatives, educational institutions, and companies in a 

single building, linked by the field of innovation and entrepreneurship. 

• Boost the generation of employment helped by creating innovative new 

business initiatives. 

• Elicit environments that facilitate creativity, innovation and promote 

and attract new companies to the city. 

 

The activities to be run from the BBF (Bilbao Berrikuntza Faktoria) will be 

directed towards making it possible to generate entrepreneurial teams 

capable of transforming our society through collaborative projects by means 

of: 

 

• The connection with the most creative local and international classes. 

• Entrepreneurial flow around the BBF, making it possible to bring in 

entrepreneurs from different walks of life and a range of countries. 
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• Connection with the territory’s social agents. 

• Identification of local social challenges and development opportunities. 

• Skills training through training programmes and support for local 

entrepreneurial teams to create new companies linked to the city’s 

strategic sectors. 

• Growth and development of such companies in the BBF. 

 

In short, the progressive growth of a local ecosystem of persons and 

innovative organisations directed towards entrepreneurship, connected to 

international innovation networks and that act as a catalyst for creativity and 

innovation for human and sustainable development for Bilbao and its 

environment. 

 

 

6.4.5 Organisational structure 

 

The BBF (Bilbao Berrikuntza Faktoria) is structured into 3 differentiated action 

layers, aligned and linked to strategic sectors for Bilbao’s development 

defined by Bilbao City Council: 

 

Layers of action Strategic sectors 

• Training 

• Incubation 

• Consolidation 

• Productive economy 

• Urban industries 

• Advanced services 

 

Each of the layers is intended to boost and promote innovation and 

entrepreneurship. 

 

• Training: Actual teaching from Mondragon University in the field of 

innovation and entrepreneurship, offering Degrees and Master’s 

qualifications and lifelong learning programmes (for post graduate 

students). In addition, research and knowledge transfer activities are 

also promoted and young students will be able to participate in 

“Innovation and Entrepreneurship Centre” activities. 

 

• Incubation: “Innovation and Entrepreneurship Centre” that hosts 

processes for channelling social initiative by developing new ideas in 

the area of different branches of economic activity and incubation of 

new projects in their initial stages. In addition, it will make it possible 

to connect up with different organisations, ideas, projects, initiatives, 

etc. 

 

• Consolidation: Headquarters for young innovative companies that are 

at a more developed stage than companies being incubated in the 
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“Innovation and Entrepreneurship Centre” and that they are 

considered strategic. 

 

There is a general coordinator figure in the BBF who oversees management 

issues and forms part of the MU team. 

 

 

6.4.6 Target, main lines of action and work philosophy 

 

The BBF aims to facilitate synergies between the different collectives of 

entrepreneurs, specifically: 

 

• Young University students, who want to become entrepreneurs and 

start a new company once they have finished their degree. The LEINN 

Degree's students have to create and manage their own company as 

part of the learning by doing methodology. In some cases, these 

students want to maintain their company and going on with their 

business project in a professional way once they finished their degree.  

• Unemployed persons, who wish to build job opportunities. 

• Entrepreneur communities, who wish to grow and scale their 

business idea by creating entrepreneurial groups. 

• Companies and organisations, that have innovative projects and 

require entrepreneurial teams to carry them out. 

 

Currently, the main aim is to consolidate the project, link in the incubation 

initiatives and give it some sense. Until now, this referred to growing and 

giving a name to the BBF and MU in Bilbao. The initiatives should be better 

connected. What is important for BBF is to bring the whole ecosystem 

together, between the academic part (LEINN), business and acceleration.  

 

LEINN students are also directed towards intra-entrepreneurship and BBF/MU 

is in contact with many companies seeking those profiles. They are helping 

companies to be more entrepreneurial. 

 

The differential element of BBF is based on the development of an ecosystem 

integrated by students, professors, entrepreneurs, and starts up in the 

scaling-up phase. The dynamization of this community enables to train the 

talent through the generation of networks among them. 
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6.4.7 Description of the Business Model 

 

 

 

 

  

CUSTOMER 

SEGMENTS 

 
Initial focus on: 

 
1. Individual 

entrepreneurs. 
2. Unemployed 

people. 
3. Local businesses 

and companies 
4. Entrepreneurship 

communities. 

CHANNELS 
Direct distribution:  

a) Dedicated sales 
force 

b) Dedicated 
education 

personnel 
c) Online app 

Communication: 
• Direct. Web & 

Social Media 
rking. 

KEY 

ACTIVITIES 

 
• Marketing 
• Business 

incubation 

and 
acceleration 

• Management 
of events 

KEY 
RESOURCES 
• Fundraising 
• Human 

resource 

management 
• Real estate 

management 

KEY 
PARTNERS 

 
• Local and 

regional 

authorities 
• Mondragon 

University 

• Incubation & 
Acceleration 
companies 

• Bilcao City 
Council 

COST STRUCTURE 
• Purchase and maintenance 
• ICT solutions 
• Investment to develop online app. 

• Labour and operating costs 
• Initial investment: $400K-$500K. 

, 

REVENUE STREAMS 
• Revenue from the provision of education services and marketing 

solutions. 

• Monthly fees from entrepreneurs and companies hiring space. 

• Monthly fees from the cafeteria & restaurants 

VALUE PROPOSITION 

 
Team entrepreneurship solutions for industrial and 
service activities of different sectors, based on the 
commitment to improve society and the environment.  
 
A total range of learning solutions for different sectors: 
food, medical, automotive, production, consumable, etc. 
The value proposition may include: 

 
• Physical design 
• Education Programme Design  
• Quality  
• Marketing (direct, promotional, online) 

 
This service could be based on a team entrepreneurship 
approach, making it totally different from the rest of the 
educational offer in the city and region. 

GENERIC STRATEGY 
Consolidate the project, linking the incubation initiatives to the innovation centre. Keep the growth strategy and give BBF and MU a name. Deep dive on 
incubation projects and keep the ecosystem together, including the academic (LEINN), business and acceleration parts.  

CUSTOMER 
RELATIONSHIPS 

 
• Individual users: 

direct through fee. 
• Local businesses and 

start ups: direct 
trough a dedicated 
sale force. 

• Online: Mobile app. 
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6.4.8 Programme design: educational processes, 

curriculum, certifications 

 

The BBF offer is unique and differentiated. The aim of opening a Mondragon 

University training centre in Bilbao is not to merely replicate the existing 

educational programmes already available in the city, but offer different 

university degrees24, unique in the country, in innovation and 

entrepreneurship aimed both at future young entrepreneurs and at 

professionals currently working in consolidated companies. 

 

The training offer is therefore particularly structured around the field of 

innovation and entrepreneurship, offering: 

 

• Degree and master’s Qualifications. 

• Continuous training programmes. (specialized courses) 

• Other types of related activities such as: workplaces, degree, and 

master’s degree dissertation projects. 

• Research and transfer activities. 

 

The educational programmes designed by the BBF are as follows: 

 

• LEINN: University degree in Entrepreneurial Leadership and 

Innovation. 

• MINN: International Master’s degree in Intra-entrepreneurship and 

Collaborative Innovation. 

• BEINN: Basic programme - innovating entrepreneurs - intended for 

people who are unemployed. 

• Team Mastery Iberia: Master’s degree for Training entrepreneurship 

coaches. 

• University Master’s degree in Strategic Design of Products and 

Associated Services. 

• Other programmes: 

o Executive Master’s degree in Operations Management. 

o Professional Master’s degree in Electrical Energy. 

o Programme for PMP Certification for non-graduates. 

 

 
24 LEINN Degree is also offered in the Faculties of Mondragon University of Basque Country in 

Irun and Oñati, and in other 8 labs some of them in Spain and other internationally located. 
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LEINN - University degree in Entrepreneurial Leadership and 

Innovation. 

 

The aim is to train students so that they are capable of efficiently leading 

setting up new companies and/or new businesses within existing companies, 

to work in a globalized, multilingual world. 

 

It is based on the method of learning by doing and self-managed teamwork 

through companies that are set up from Day 1, working for real customers 

with real projects, based on developing abilities and skills and designed in 4 

academic years. 

 

The degree includes a specialization in one of the following itineraries:  

 

• Companies and social entrepreneurs 

• Bioscience companies 

• Digital companies 

• Economy of experience. 

 

The key elements are as follows: 

 

• Finnish Education Model: Using the Team Academy model as a 

reference, tools have been developed such as: Responsible autonomy 

and Creativity, Dialogue, Entrepreneurial Teams, Sense of Community, 

etc. 

• International experience: Training sessions abroad lasting 1 and 2 

months: Finland, Silicon Valley (USA) and an emerging country (China. 

India, Brazil, Mexico, etc.) 
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• Learning by doing and in a team: Teams learn the abilities and 

skills of the degree through practice and the teacher becomes the 

team coach. 

• Real companies: Create your own company in a team (team 

cooperative). The coach oversees supporting and promoting the 

process, not running it. 

• Passion and enthusiasm: The student takes centre stage. 

 

MINN - International Master’s degree in Intra-entrepreneurship and 

Collaborative Innovation. 

 

This is a Master’s degree designed and developed for business professionals, a 

programme in “executive” mode, that makes it possible to combine a master’s 

degree with the company’s daily work. 

 

It is based on the training-action model. Participants should lead an 

innovation project, self-managed teams or intra-entrepreneurship projects in 

their company. It is founded on 10 learning modules and 3 learning journeys 

to Finland, San Francisco (USA) and China or India. 

 

TEAM MASTERY IBERIA – Master’s degree for Training 

entrepreneurship coaches. 

 

It aims to provide skills training for future coaches in entrepreneurship and it 

is based on the original finish Team Academy methodology25. 

 

It is founded on knowledge acquisition by means of learning by doing in 

methodologies and tools that train them with skills to work as facilitators in 

university programmes at Mondragon University in general and specifically on 

the LEINN, MINN and BEINN programmes. 

 

BEINN - Basic programme - innovating entrepreneurs - intended for 

people who are unemployed. 

 

This programme is particularly designed for unemployed people with 

entrepreneurial interests who are enthusiastic about leading change, including 

training and action. It is not a degree, but specific training programme for this 

target group. 

 

 

25 Team Academy: https://tiimiakatemia.com/en/ 

https://tiimiakatemia.com/en/
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The learning process includes teamwork, dialogue, creating a business project 

and bringing small personal dreams to life. The programme lasts 9 months, 

and the basic training is organized around 6 specialized workshops and 

includes 2 weekly dialogue sessions each lasting 4 hours. It is complemented 

by carrying out project work and participating in events of community 

interest. 

 

University Master’s degree in Strategic Design of Products and 

Services. 

 

This is a master’s degree created with the aim of promoting and generating 

innovation of products, services, and technological processes through 

strategic design based on sustainability and person-centred design. 

 

The programme includes specialization in 3 needs: eco-innovation, the design 

of experiences and the design strategy for products and/or services. 

Nowadays, to survive in the globalized world, it is necessary to generate 

“something more than innovative products/services”, you have to create 

experiences, not just products and services. 

 

Consequently, the programme strengthens not only technical skills but also 

personal skills such as learning to learn, leadership and teamwork, and 

communication skills.  

 

 

6.4.9 Physical design: how space influences innovation. 

Purpose and nature of spaces  

 

The BBF runs its operations in just one headquarters, strategically located in 

the city. Work is run on the ground, the first and the second floor of the 

building at calle Nervión, no. 3, which Mondragon University has been allowed 

for governing and general coordination of the MU-BBF “Bilbao Berrikuntza 

Faktoria” project. 

 

Space was made available thanks to the prior transfer of Bilbao Ekintza, the 

City’s Development Agency, to the new headquarters in the Plaza Circular 

building. 
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Space shapes an effective and integral innovation and entrepreneurial system. 

 

• Ground floor: Innovation and Entrepreneurship Centre (Incubation). 

• 1st floor: University (Training + Research). 

• 2nd and 3rd floor: Innovative business headquarters (Consolidation). 

 

Located on the ground floor, the Innovation and Entrepreneurship Centre 

represented an excellent opportunity to strengthen innovation in Bilbao. 

 

• Developing local innovation skills. 

• And attracting external innovative talent. 

 

It acts as an innovation catalyst in the city, with the aim of generating new 

ideas and new business initiatives in strategic sectors for the city, by applying 

advanced methods of: 

 

• Co-creation. 

• Open innovation. 

• Creativity 

 

The Innovation and Entrepreneurship Centre shapes the foundations of the 

system and makes it possible to connect with the local community and with 

the social challenges in our environment, whilst becoming a reference and 

connection point with people and organisations located in the BBF. 

 

On the first floor, there are the activities linked to the University, both training 

and research, as described in the previous chapter. 

 

The second floor revolves around consolidation of business initiatives 

considered to be strategic. This is the third space enabled for initiatives 
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resulting both from the internal process and for other outside projects, that 

are currently being developed and accelerated, competing openly in the 

market. 

 

The third floor is aimed at high growth companies and business associations 

and sector-based clusters. 

 

 

 

 

6.4.10 Main results. Outcome 

 

Regarding the results attained, the main results are summarised below for the 

different fields of action: 

 

The educational field, MU has developed 10 labs26 (Irun, Oñati, Bilbao, 

Madrid, Barcelona, Valencia, Amsterdam, Querétaro, Shanghai and Pune) 

achieving the following figures: 

 

• LEINN: 

o 1,500 entrepreneurs (130 in the BBF) 

o 40 startups created after LEINN (10 in the BBF) 

o 500 graduates 

• MINN: 

o 145 innovators 

o 55 projects in companies 

 

 

26 The labs are centres where the Team Academy programme is currently running through 

Mondragon University’s own resources (Bilbao, Irun, Oñati and Queretaro) or Collaboration 

Agreements with other educational institutions (the rest of labs).  
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• TMINN: 

o 100 trained coaches 

o 10 new labs 

 

In the field of incubation and acceleration, the results are summarised as 

follows: 

 

• 40 STARTUPS (35% of the graduates have created or are 

creating startups). 

• +100 ENTREPRENEURS 

 

Finally, concerning high-growth SMEs, the figures obtained are as follows: 

 

• 10 high-growth SMEs 

• Over 150 employees 

 

In addition, over 300 events have been organized in the BBF facilities, 

related to the topics of entrepreneurship, audio-visual industries, design and 

digital businesses and participation of more than 6,500 people. 

 

 

6.4.11 Identification and characterization of the 

strengths, good practices, and successful 

approaches 

 

With the triple focus of training-incubation-consolidation, it has been possible 

to close the cycle of innovation and entrepreneurship, through: 

 

• Innovative companies that are at a more developed stage than 

companies being incubated in the Social Innovation Centre, or new 

companies from large business groups in their early stages. 

• Companies that are a few years old that have already passed the first 

launch stages and that are in a new development and growth stage. 

• They would be framed within some of the sectors defined as strategic 

for the centre and above all for the city. Productive economy, Urban 

industries, and Advanced services. 

 

BBF has helped generate companies and entrepreneurs. It has generated high 

impact initiatives such as companies like Ticketbis, Irontec, We are testers 

(Telefonica)… 
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A boost has also been achieved for working with the rest of the centre’s 

activities, as by means of enabling a space for business consolidation, this 

gives the whole centre’s system considerable value in the form of working 

with: 

 

• Entrepreneurs. 

• University students. 

• Other agents and user organisations for the Innovation Centre 

activities. 

 

The BBF has also represented an opportunity to open the R+D+i centres for 

companies in Bilbao. Thanks to all these synergies, and therefore the 

opportunities and relations that might be generated, companies are interested 

in locating their R+D+i and promotion activities in the BBF (Bilbao Berrikuntza 

Faktoria). 

 

In addition, they have sought to position the centre internationally, so that 

companies from outside Bilbao can develop projects working with local 

innovative star-ups and even, they might possibly weigh up the advantages of 

locating to Bilbao. 

 

This advanced view has achieved something more than a simple business 

centre, as it is helping the headquarters of the city’s innovative new 

companies connect up with local and international creative and 

entrepreneurial talent by participating in the active community of 

entrepreneurs at BBF (Bilbao Berrikuntza Faktoria), which will doubtlessly 

help their accelerated growth. 

 

BBF’s current challenges: 

 

BBF is facing new challenges that have to manage in the medium-long term if 

it wants to be considered as a benchmark in entrepreneurship in Bilbao: 

 

• To be a real entrepreneurship ecosystem where education, incubation 

and scaling up are fully connected, it implies that BBF has to be a 

stakeholder with the capacity to create new resilient businesses. 

• LEINN Degree has to be able to create these new start-ups and 

businesses. That it is the sense of its existence, and if it fails in this 

role, it will disappear. Thus, BBF should become the source for start-

ups and new businesses for Mondragon Promotion Centre. 



   

UCLAN – Designing a Cooperative Entrepreneurship initiative for Preston 81 

• The relationships among the rest of the entrepreneurship 

stakeholders of Bilbao are maintained organically, and they are not 

structured and formalised. They are mainly based on projects. 

• BBF must connect and be interlinked with the new 

entrepreneurship initiatives of Bilbao City: As Fabrik and Torre 

Bizkaia. 

• BBF has to be specialized in attracting entrepreneurs and start-ups 

from strategic productive sectors (fintech, artificial intelligence, sport 

and leisure technologies, and mobility). Currently, BBF is leading a 

Fintech programme in collaboration with Bilbao City Council, Bizkaia 

Provincial Council, Kutxabank, Laboral Kutxa, and Dominion. It aims is 

to foster the creation of new start-ups in Bilbao in these technologies, 

so it can become a new hot-spot for these sectors. In this project, two 

different competing bank institutions like Kutxabank and Laboral Kutxa 

are collaborating through the definition of technological challenges that 

the entrepreneurs have to solve. 

• The core activity of BBF to attract entrepreneurs is through education, 

so it has to maintain its quality educational services and programmes 

to maintain the ecosystem.  

 

The largest part of BBF’s revenues comes from students’ fees. 

Likewise, BBF receives also funding from Mondragon Foundation. 
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6.5 Gaztenpresa 
 

A relevant activity to articulate Laboral Kutxa's27 

commitment to society is support for 

entrepreneurship through Gaztenpresa. 

 

Due to its legal nature and its cooperative vocation, 

Laboral Kutxa directs a significant part of its solidarity 

contributions to the promotion of the cooperative world, 

but also reserves specific sections to local initiatives in the territories where 

its branches are located, and particularly to specific activities such as the 

promotion of self-employment and entrepreneurship (in this case through a 

specific Foundation, Gaztenpresa). 

 

The Gaztenpresa Foundation is a private, non-profit entity that belongs to the 

Laboral Kutxa social project. Its purpose is to promote the creation of new 

companies, the generation of employment and its maintenance, 

through programmes and services that add value to the business and 

professional development of its users, and also to its allies and in 

general to all the society. 

 

It is an initiative that began in 1994 and which, over the years, has become a 

leader in the Basque Country and Navarra in supporting self-employed and 

small businesses that are starting their life. 

 

 

6.5.1 Initial description and value proposal/Mission 

statement/Social object 

 

Specifically, Gaztenpresa seeks to promote the creation, development 

and maintenance of small businesses and micro-SMEs, identifying 

employment opportunities through self-employment for people who 

want to start their own business. These services are targeted to: 

 

27Laboral Kutxa is a cooperative bank belonging to Mondragon Corporation. It was created in 

1959 to facilitate funding and financial resources to Mondragon’s cooperatives. Its main goals are 

clients’ satisfaction and the generation of wealth and employment in the territories where 

branches are located. Its action is guided by cooperative values and philosophy prioritizing 

common interest rather than the individual, taking democratic and responsible decisions and 

reinvesting their profit back into society. 
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• Entrepreneurs, regardless of their age. 

• Young micro-companies with development projects. 

• Social groups facing difficulties when seeking employment and at risk 

of social exclusion. 

• Entities striving to foster entrepreneurial culture. 

 

One of the features that differentiates Gaztenpresa from other types of similar 

initiatives is the integral support to the entrepreneur, cooperating with them 

not only until the start-up of their business project, but also during 

the first years, after the launch, providing support in those 

management areas in which the entrepreneur does not yet have a 

sufficient background of knowledge and experience, and requires the 

support and expert advice in this field. 

 

In this sense, the Foundation's value proposition covers the maturity of 

the idea itself in the initial moments, the study of the feasibility of the 

project, the design of the financing structure, the granting of credit 

itself under exceptional conditions and the business start-up 

procedures. 

 

But the work of the Foundation does not end there, because in addition to 

getting the project started, it is essential to ensure its survival in the 

first years of life of the newly created companies, in which the greatest 

difficulties are concentrated and resulting in high closure rates. This is why, in 

addition to having talks and workshops to help in the consolidation of the 

companies created, Gaztenpresa has volunteer teams made up of 

professionals from Laboral Kutxa, people with managerial experience and 

successful entrepreneurship experience, aimed at offering a service of 

"Mentoring" to entrepreneurs. These are people who, altruistically, help 

with their experience, collaborate and support the business and 

professional development of entrepreneurs during their spare time 

apart from their work hours, and without any economic compensation 

for this activity. 

 

The vocation to contribute to social progress does not end there. Gaztenpresa 

also supports universities and vocational training centres that want to 

promote the entrepreneurial spirit and innovative projects among 

their students through funding specific promotion actions and 

activities. 
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6.5.2 Origin/Background. Process of creating the 

initiative and main objectives.  

 

We must go back to the year 1994 when, under the scourge of the industrial 

crisis that the Basque Country was suffering then, a group of worker-

cooperative members from Laboral Kutxa28 (what is now known as Laboral 

Kutxa) from the Ezkerraldea region in Bizkaia, - one of the regions of the 

Basque Country that suffered the effects of the crisis in a more pronounced 

way - concerned about the high incidence of unemployment among the youth 

population, took the initiative together with Cáritas29, to hold a business 

ideas contest trying to mobilize the young people. 

 

We must take into account that, at that time, Cáritas was working on training 

people who had lost everything because of the severe floods that had 

occurred a year earlier (1993) that had been particularly harsh in the area of 

Bilbao, including the region of Ezkerraldea, through Bultz-Lan, a consultancy 

firm owned by Cáritas. 

 

At that time and thanks to the personal and professional relationship that 

existed between some of the directors of the Laboral Kutxa branches and the 

management of Cáritas, there was a confluence of the concerns of both, 

which made it possible to launch a business ideas competition, which would 

later become the Gaztenpresa programme. 

 

In that first business ideas contest, 10 projects (out of 40 submitted) were 

chosen and assisted in their start-up, for which Caritas contributed with 

financial resources and the expert knowledge of Bultz-Lan, while Laboral 

Kutxa, at the same time, facilitated access to loans for the implementation of 

the projects. 

 

Initially, the competition was only launched in the region of Ezkerraldea and 

focused on young people under 30 years of age, for whom unemployment 

levels were above 50% at that time. 

 

 

28 Essentially, it was the bank's branch managers with special social awareness, who were 

involved in different social initiatives.  

29 Cáritas is the official confederation of institutions of charitable and social actions of the Catholic 

Church. Established in 1947 by the Spanish Episcopal Conference, Cáritas Española aims to carry 

out the charitable and social actions for the Church in Spain, through its confederate members. 
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Gradually, that initiative promoted by just a few, practically in a personal 

capacity, began involving more people from Laboral Kutxa, including the 

bank's Director of Communications and the Regional Director for Bizkaia 

region. It became a self-employment programme for young people, with a 

budget of approximately €30,000, which enabled them to cover the 

preparation of the business plans of the selected projects, subsidizing at the 

same time the interest rate of the financing required to get them underway 

(around €12,000 per project). 

 

The success achieved in that first experience encouraged its promoters to 

extend it to the rest of the province of Bizkaia the following year. And two 

years later (1996), the impact achieved prompted the model to be replicated 

in the province of Gipuzkoa (Cáritas → Laboral Kutxa). 

 

In 1999, the experience was extended to the province of Araba, although a 

different model was applied in line with the fact that Araba had already been 

working on supporting entrepreneurs through an inter-institutional agreement 

between the Basque Government, the Araba Provincial Council, Vitoria-

Gasteiz City Council and Laboral Kutxa. 

 

In the year 2000, the Gaztenpresa programme was extended to the 

Autonomous Community of Navarra, through an inter-institutional agreement 

between several public institutions of the Autonomous Community and 

Laboral Kutxa.  

 

Thus, by the year 2000, Gaztenpresa was present across the whole of the 

Autonomous Community of the Basque Country and the Autonomous 

Community of Navarra, with a joint population close to 3 million people, 

through two models: 

 

a) Bizkaia and Gipuzkoa: Cáritas→Laboral Kutxa Collaboration  

b) Araba and the Autonomous Community of Navarra Community of 

Navarra: Through interinstitutional agreements 

 

In both cases, the procedure was the same: Business proposals were 

gathered, their feasibility was analysed, accompaniment was provided and 

access to financing was facilitated (Laboral Kutxa offered the interest rates 

under "friendly" conditions). 

 

Both models coexisted for some time, although in an isolated way, during 

which there were commissions of people in each territory and each territory 
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sought its sources of financing, fundamentally through the FEPI30 

(Cooperative Promotion and Education and other purposes of public interest 

Fund) of each bank branch in each territory on a voluntary basis (through 

individual donations), which were completed with funds from the Mondragon 

Corporation. 

 

At that time, Gaztenpresa did not have a legal form since it was an initiative 

promoted by the branches' employees, individually and voluntarily, (Laboral 

Kutxa let them act but the Bank was on the side-lines of the initiative). 

 

However, as of 2001/2002, many of the people who had initially promoted 

Gaztenpresa began to retire, so Laboral Kutxa made the decision to become 

actively involved in the initiative, for which the Gaztenpresa Foundation was 

created. 

 

Thus, 8 years after the creation of the self-employment programme for young 

people, Gaztenpresa acquired the status of Foundation, a task for which it had 

the collaboration of the Department of Justice, Employment and Social 

Security of the Basque Government and the Mondragon Corporation (which 

provided financing through the cooperative funds of Mondragon Foundation), 

which contributed to formalize and give continuity to the movement, at the 

same time, allowing to generate a unique policy between the different 

territories. 

 

The board of Trustees (governing and representative body of the Foundation) 

was established, in order to monitor / guarantee the alignment and direction 

in which Gaztenpresa should operate. Each trustee, although representing a 

specific organisation / entity, is part of the board in a personal capacity (this 

formula was chosen for legal reasons, since otherwise the decision would have 

had to be ratified in assembly, which made the administrative process more 

complex and lengthier). However, it was ensured that the people who were 

part of the Foundation's board of trustees were people with a certain “weight” 

in their respective organisations (President, regional directors, etc.). 

 

 

30 FEPI – Intercooperative Promotion and Education Fund. This fund is part of Mondragon’s 

Corporative Funds, to which all the cooperatives must contribute for being members of the 

Mondragon Corporation. The contribution of Laboral Kutxa to this fund is 43% of its COFIP 

(Compulsory Contribution to Cooperative Promotion and Education and other purposes of Public 

Interest established in the Basque Country Cooperative Law). 
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Through the Foundation a process was designed that began with an executive 

analysis (carried out by Bultz-Lan in the case of Gipuzkoa and Bizkaia and by 

the development agencies in Navarra and Araba) of each initiative to assess 

its sustainability. If the executive analysis was positive, the initiative was 

accepted in the Programme to then approve the accompaniment and the 

corresponding feasibility plan.  

 

Over the years, the programme has varied depending on the circumstances 

(both socioeconomic and relative to the public policies and programmes 

existing at any given moment). The ability to adapt to each circumstance is 

essential for the programme's sustainability, which has an anti-cyclical 

nature, its demand grows in adverse economic circumstances and vice versa. 

 

Likewise, the programme has been growing in relation to the number of 

projects, going from 20 or 30 a year at the beginning, to much higher figures 

at present (see section 6.5.8). It must be taken into account that this type of 

programme requires visibility and publicity (to attract entrepreneurs), so it is 

essential to achieve a sufficient critical mass to be considered a benchmark. 

 

 

6.5.3 Socio-economic context during the creation of the 

initiative 

 

Industry has historically played a central role in the development of 

metropolitan Bilbao. Historically, a whole range of traditional industries were 

concentrated around the Nervión river Estuary, devoted to steel manufacture, 

iron and steel works, shipbuilding, and other types of metal and electrical 

manufacturing. These were companies with labour-intensive production 

processes, with a certain dependence on external technology. 

 

In turn, these and other industries (capital goods, electrical equipment, 

chemicals) enabled the creation and installation of a large number of 

industrial companies and auxiliary services, where these traditional activities 

spread to neighbouring areas, which failed to break the existing industrial 

monoculture. In short, in the metropolis of Bilbao an industrial sector was 

formed with a strong specialization in traditional ("mature") sectors and with 

a serious dependence of many of the service activities on them.  

 

In the early 1990s, the developed countries were affected by an economic and 

financial crisis. Its effects took some time to reach Spain, due to the volume 

of public investment between 1990 and 1992 to prepare the country for major 
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events such as the Universal Exposition of Seville - the Barcelona 1992 

Olympic Games or the Hispasat project.  

 

In this sense, Metropolitan Bilbao received most of the actions contained in 

the State Conversion Plans in the Basque Country, to which we should add the 

effects on auxiliary industry, which depended so greatly on the basic sectors. 

In the time between 1975 and 1996, this area lost 45% of industrial 

employment in absolute terms - from 136,304 to 74,858 industrial jobs. This 

loss of industrial employment was more severe in those regions that 

harboured this type of activity, as was the case of the Region of 

Ezkerraldea31. 

 

In the most affected areas, the industrial crisis caused a high unemployment 

rate, which exceeded 30 percent in 1993. They focused on municipalities like 

Sestao, Barakaldo, Trapagaran, Basauri, and Zaratamo, that is, in the 

Ezkerraldea District. 

 

In the 1990s, the transition was made from the industrial model to a new one 

in which construction and services became the main sectors of activity in the 

productive fabric. Ezkerraldea was located at the tail end of the Basque 

Country in the main socioeconomic parameters, especially in relation to youth 

employment. And at the root of this problem was an undeniable reality: 

Ezkerraldea had lost its industry. 

 

As can be seen in this historical series, the Basque Country has experienced 

three very different periods. From 1985 to 1996-97, unemployment rates 

were 20% and employment rates 40%. A photograph that reflects the 

industrial reconversion, a time when a series of policies for the reconversion 

of the primary and secondary sector aimed at modernizing the viable sectors 

and creating new economic activities were launched.  

 

The Basque Country did well, and it entered a golden decade in which, in the 

third and fourth quarters of 2007, it achieved an unemployment rate of 3.1% 

(usual rates in Northern Europe). 

  

 

31 The Region of Ezkerraldea includes the following municipalities: Barakaldo, Basauri, Galdakao, 

Portugalete, Santurtzi, and Sestao. 
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Evolution of the annual average unemployment rate in the Basque Country 

(%) 

 

Source: Eustat Basque Institute of Statistics 
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6.5.4 Main milestones in the initiative's trajectory 

 



    

UCLAN – Designing a Cooperative Entrepreneurship initiative for Preston 92 

6.5.5 Organisational structure and main economic figures 

 

6.5.5.1 Organisational structure 

 

A differential element or feature (compared to other similar initiatives that 

have emerged in the Basque Country’s entrepreneurship ecosystem) that has 

characterized the Gaztenpresa Foundation from the start is its small 

structure. 

 

The Foundation currently has one full-time worker (a manager) and one part-

time worker, both from Bultz-lan on services commission. 

 

The activities of training and carry out the feasibility plans are outsourced to a 

team of 8 consultants from Bult-Lan. 

 

In this sense, the Foundation's management highlights that there is no 

vocation to create or expand the current structure, to ensure all 

available resources go to the activity (this feature is part of the original 

philosophy that was used to create the initiative and is still maintained today). 

 

Likewise, the bank provides corporate volunteering mainly proceeding from 

their employees, although there are also external volunteers. 

 

Before establishing itself as a foundation, Gaztenpresa depended directly on 

the actual structure of Laboral Kutxa, although after its creation an 

organisational structure was created based on the financial institution's 

corporate volunteering.  

 

Organisation chart. 2008 

 

 

Initially, the Foundation was structured in 4 territorial commissions (one per 

territory) and an interterritorial commission was created to align the policies 

(in which a representative of each territory, a representative of the 
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communication area of Laboral Kutxa as well as another representative from 

the bank's risk area participated). This interterritorial commission is in charge 

of preparing (from a bottom-up perspective) the Foundation's strategic plan. 

 

Today the Foundation maintains a very similar structure, always (except in 

the case of the Foundation manager and a part-time support person) formed 

by teams of volunteers: an internal team that helps in the management and 

an external team devoted to mentoring the entrepreneurs in Gaztenpresa.  

 

Organisation chart of the GAZTENPRESA Foundation. 2019 

 

 

 

In addition to a general coordination area between the Foundation and 

Laboral Kutxa formed by the Foundation's management, the Presidency and 

the Director of Corporate Business Development of Laboral Kutxa, the 

Foundation is structured based on 4 coordination teams (always through 

corporate volunteering): 
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• ADN + GAZTE Coordination team 

This is the area of business development and its main function is the 

development of communication channels and campaigns and the 

alignment between Gaztenpresa and Laboral Kutxa at the level of new 

financial products, interest rates, etc. This team is integrated by 4 

people. 

• RED + PRO + GAZTE Coordination team 

This team, integrated by 16 people, is responsible for the coordination 

of the bank's branch network. It is composed of a representative of 

each territory or geographical area in which Gaztenpresa is located. 

We must take into account that the Bank's branches (around 220) are 

the main sources of recruitment of entrepreneurs. Around 500 people 

attend projects. The branches have high autonomy in decision-making 

and it is the branch manager, with the information provided by the 

branch officers, who decides whether a project is transferred to 

Gaztenpresa or not. 

• Risk operations committee 

Its function is to assess those specific operations that, for different 

reasons, present a high level of risk. This committee is composed by 5 

people. 

• Mentoring Team 

This team takes on the coordination and management of the network 

of mentors on which Gaztenpresa is supported. Among its most 

important tasks is to achieve an adequate "match" between the 

profiles of the mentor and the entrepreneur. It is also the link with 

Youth Business Spain (providing the mentoring methodology). This 

team is integrated by the Mentoring Manager and the 166 mentors. 

 

In addition to corporate volunteering and the network of mentors, 

Gaztenpresa has the following collaborators: 

 

I. TRUSTEES: 
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Laboral Kutxa provides human resources (corporate volunteering and its 

entire structure of bank branches) and economic resources32, the latter linked 

to the amount lent by the Foundation (2% of the amount lent) as well as 

Gaztenpresa’s advertising budget. 

 

For its part, Mondragon Foundation contributes around 20-30% of the annual 

budget to finance the development of Gaztenpresa’s activity. This contribution 

can vary significantly from one year to another according to the resources of 

the Foundation. 

 

 

II. INSTITUTIONAL COLLABORATORS 

 

 
 

 

The Basque Government provides financial support to the Foundation through 

its Employment Department, around 20-25% of Gaztenpresa’s annual budget. 

Likewise, Gaztenpresa relies on Lanbide, the Basque Employment Service, 

alongside Laboral Kutxa's branches, to attract entrepreneurs. 

 

  

 

The EIF Financing Lines are the result of agreements signed between the 

European Investment Fund and Laboral Kutxa since 2013, aimed at enabling 

effective financing to reach businesses in the creation and consolidation 

phase. 

  

 

32 Laboral Kutxa finances around 55% of Gaztenpresa’s annual budget. 



    

UCLAN – Designing a Cooperative Entrepreneurship initiative for Preston 96 

 

EIF Financing provides the following advantages: 

✓ Greater agility in granting, few requests for guarantees. 

✓ Special financial conditions in the agreement. 

 

The EIF and Laboral Kutxa strengthened in 2020 its collaboration by the 

creation of a credit line of €70 million for the next 3 years (until 2023) in the 

framework of European Microfunding Programme EaSI. It aims to support the 

creation and consolidation of 4,500 micro-enterprises and around 6,300 direct 

jobs during this period.  

 

This new credit line is targeted at unemployed people or those who are at risk 

of losing their job and want to start a new business, entrepreneur women, 

disabled people, migrants, and young people. The maximum amount of the 

credit is 50,000 per person with a 5 year repayment term without the 

requirement of mortgages guarantees. 

 

III. Partnerships 

 

Gaztenpresa, during the years, has created an extended network of partners 

and collaborators. Since its origin, it has had a willingness to cooperate and 

collaborate to generate synergies with other stakeholders. That is the reason 

why Gaztenpresa invests time to analyse and know the partners’ need and 

interest issues to create and maintain the synergies with them, and to 

maintain contact and a close relationship with them. 

 

Likewise, Gaztenpresa offers an integral service of entrepreneurship support 

and looks for partners to act as prescribers of the different services, but 

especially the mentoring one. 

 

Finally, trust, openness and transparency are values that have helped the 

creation and maintenance of the current network of partners. 

 

 
Bultz-Lan Consulting is a consultancy firm specializing in the creation of new 

companies and in the consolidation of SMEs in the Autonomous Community of 

the Basque Country, in urban and rural areas. 

 

Bultz-Lan is part of a large recognized social aid project, Cáritas Euskadi. 



    

UCLAN – Designing a Cooperative Entrepreneurship initiative for Preston 97 

Its main function in Gaztenpresa is to provide support in preparing the 

feasibility plans for the entrepreneur projects supported by the Foundation, as 

well as, in the training/education activities to the entrepreneurs that are 

carried out. 

 

 
Youth Business International (YBI) is a global network of independent, non-

profit organisations and initiatives that help young people to create and 

consolidate their own businesses with the goal of generating employment. It 

is present in 34 countries, including Spain. 

 

 
 

In its concern about the level of youth unemployment in the Spanish state, 

YBI requests the collaboration of Accenture to identify benchmark institutions 

that work with entrepreneurs and invite Gaztenpresa to create a new 

Foundation called Youth Business Spain, together with two other 

stakeholders. It is a collective impact initiative that seeks to promote self-

employment among young people and help them to access the necessary 

resources to create, consolidate and grow their own businesses, promoting 

their personal and professional development and the creation of employment 

in their communities. 

 

Currently, Youth Business provides the methodology and technical knowledge 

for Gaztenpresa’s mentoring programme. 

 

IV. COLLABORATING ENTITIES-UNIVERSITIES 
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V. PROFESSIONAL NETWORKS 

 

 

 

VI. OTHER COLLABORATORS 

 

Elkar-Lan S.Coop., is a second-level cooperative with the aim and 

ultimate purpose of promoting cooperative enterprises and, 

consequently, creating cooperative employment and economic and 

social development (more information in section 6.6). 

 

Its founding partners are: 

• Basque Country Superior Council of Cooperatives 

• Basque Country Confederation of Cooperatives (Konfekoop). 

 

 
 

Garapen is a professional association that aims to unite development agencies 

formed by local institutions of the Basque Country. Although the development 

agencies are nowadays residual, they are also the gateway for the 

entrepreneurs' projects in Gaztenpresa. 

 

 

6.5.5.2 Main economic figures 

 

As we pointed out in the section on the organisational structure of 

Gaztenpresa, the initiative is characterized by having a very small staff 

structure that relies on both corporate and external volunteering (166 

persons) to develop its activity. 
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In this sense, based on the data published by the Foundation in its different 

annual reports, its annual income is usually located within a range of 

€900,000-1,200,000, compared to structural costs (mainly personnel) plus 

activity expenses that are around €150,000 per year. 

 

Below we include the main economic figures of Gaztenpresa, corresponding to 

the year 2008 (oldest Foundation Report available) and for the year 2019 

(last available Annual Report). 

 

Annual accounts 2008 (2008 report) 

 

 

 

 

As regards income, in 2008 it was €1,098,369, 93% of which corresponded to 

contributions from institutions, 3% to financial income and 4% to 

extraordinary income. 
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During the 2008 financial year, the institutions that funded Gaztenpresa were:  

 

• Basque Government – European Social Fund → 27% 

• Laboral Kutxa → 44%,  

• Mondragon Corporation → 29%. 

 

With these funds, the Foundation developed its activity, and they were applied 

in the following programmes: 

 

• Entrepreneurial culture support programme: 7% of the income was 

allocated to these activities, and its purpose was to support vocational 

training centres and universities. 

 

• Business initiatives programme: 34% of the income was allocated to 

this programme. Its purpose was to cover the costs of feasibility 

studies and service development action plans, where were allocated 

66% of the amount, and the 34% remaining was dedicated to 

insolvency fund allocations. 

 

• Business consolidation programme: 9% of the income was allocated to 

this programme, where 91% as dedicated to the grants awarded, and 

the 9% remaining was used to cover the costs of the workshops for 

the people who created the companies. 
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6.5.6 Target, main lines of action and work philosophy 

 

Gaztenpresa is aimed at entrepreneurs -young companies-, micro-businesses 

in their first years of life that need support, and also at institutions that want 

to promote entrepreneurial spirit among their users. 

 

The Foundation's targets are as follows: 

 

✓ Entrepreneurs, of any age. 

✓ Young micro-enterprises with development projects. 

✓ Institutions that want to promote entrepreneurial spirit among their 

users. 

 

The word "gazte" means "young" in Basque. This adjective is referred to the 

new companies created with the help of Gaztenpresa that are young, not 

necessarily to the entrepreneurs who come to the Foundation for whom 

nowadays there is no age limit. 

 

In this sense, we must remember that Gaztenpresa initiative was initially 

created for people under 30 years of age since at that time the youth 

unemployment rate was especially significant.  

 

As we will see later, the profile of the entrepreneurs who come to 

Gaztenpresa has evolved over the years, and their average age is becoming 

higher and higher. Also, the experience accumulated by Gaztenpresa indicates 

that although the young people who undertake an activity are usually 

characterized by their strength and desire, reality has shown that they are 

usually not very stable in their decisions, which together with their economic 

weakness, makes the projects promoted by this group show a lack of 

continuity on many occasions. 

 

On the other hand, attracting entrepreneurs is mainly carried out 

through the of Laboral Kutxa's branches33 (60% of cases). However, it is 

increasingly more common for the entrepreneurs to access through the 

Foundation's website as well as through the Development Agencies.  

 

 

 

33 When an entrepreneur goes with its project to the Laboral Kutxa’s branch asking for financial 

support, he/she is addressed to Gaztenpresa, where they can offer better financial solutions and 

all the mentoring and support programme. It is the more direct way to attract entrepreneurs. 
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6.5.6.1 Entrepreneur and entrepreneurship profile 

 

The profile of the entrepreneurs that Gaztenpresa supports, as well as 

their evolution in recent years, is as follows:  

 

Entrepreneur profile in 2019 

 

 

In relation to the entrepreneurship profile in 2019, 72% of the companies that 

were created belong to the service sector. The typical entrepreneur is a man 

(53%) or a woman (47%) with an average age of 38 years. 72% do not have 

University Degrees, and most of them are unemployed or at risk of 

unemployment.  

 

Regarding the legal form of the supported entrepreneurial projects, 77% are 

made up of sole-traders, and the remaining 23% are companies. Only 4.83% 

of the projects supported by Gaztenpresa take on the cooperative legal form. 

 

In the last decade, the entrepreneur´s profile has undergone some significant 

changes, which we summarize below: 

 

✓ The average age has risen from 34 in 2008 to 39 in 2019. 
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✓ In 2008, the majority of entrepreneurs were women (56%), in 2019 

they were men (53%). 

✓ In 2008 only 22% of the entrepreneurs were employed, this group 

reached 58% in 2019. 

✓ Regarding the entrepreneurs' educational level, the majority were still 

people without university Degrees.  

✓ Currently, approximately 15% of the projects that are backed by 

Gaztenpresa correspond to immigrants.  

✓ The average amount invested in starting up a new company was 

€81,200 in 2019 (the average loan amount was €42,200) 

 

 

 

Evolution of entrepreneurs’ average age 
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Evolution of gender distribution of entrepreneurs 

 
 

 

 

 

Evolution of entrepreneurs’ employment situation 
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Evolution of entrepreneurs’ level of training 

 

 

 

 

 

Evolution of the activity sector of the entrepreneurship projects 
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6.5.6.2 Main lines of action 

 

Gaztenpresa has 3 main lines of action34: 

 

 
 

 

34 The Mentoring programme started in 2015 based on the collaboration agreement signed with 

Youth Business Spain, which provides the methodology to the process. 

1- Creation and 
consolidation of 

companies

2- Mentoring
programme

3- Promotion of 
entrepreneurial

culture
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SUMMARY OF GASTENPRESA’S ACTION LINES 
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1. CREATION AND CONSOLIDATION OF COMPANIES. On the one hand, 

it aims to promote the development of business initiatives that generate 

employment among people who have a business idea and want to become 

self-employed and, on the other, to facilitate the consolidation of new 

companies in the market. For this, comprehensive support is conceived 

during the 5 stages of the project: presentation of the idea, feasibility 

plan, financing, launch and consolidation. 

 

 

 

The cycle begins with the presentation of a business idea by the entrepreneur 

(attention and advice are personalized). The conversion ratio of ideas to 

companies is around 25%, that is, almost one in four applications leads to 

the creation of a company. 

 

Gaztenpresa projects 

 

 2018 2019 

Viable projects that lead to the creation of a company 415 405 

Not viable / Viable but do lead to the creation of a 

company 

144 195 

Consolidation 120 50 

Projects derived to other agents/institutions 108 96 

Queries 298 295 

Total 1,085 1,041 

 

Once the application is accepted, the diagnostic phase begins, an intensive 

activity in hours of specialized technical staff, who listen to and analyses each 

application. As a result of this analysis, those projects that are considered 

infeasible are rejected, and the promoter of the idea is advised to give up 



    

UCLAN – Designing a Cooperative Entrepreneurship initiative for Preston 109 

their efforts or rethink the project. The reasons are diverse: a wrong approach 

to the business model, lack of experience and knowledge of the activity by the 

entrepreneur, financial weakness to start the business, etc. 

 

The projects considered feasible advance to the third stage, the search for 

an adequate financial structure. The financing of projects is a crucial 

element. Through Gaztenpresa, the entrepreneur receives help in the 

developing of the financing plan to assess the project’s needs and establish 

the most appropriate source of funding. Additionally, entrepreneur can have 

access to financing under special conditions and specific financing agreements 

from the European Investment Fund, Mutual Guarantee Societies and social 

economy entities. 

 

Of the 402 companies created in 2017, 77% have required external financing 

in some of their modalities. The average investment per project comes to 

€56,100, with approximately 50% of the amount financed via loans from the 

premise that no valid idea will be materialized due to lack of funding. The 

aggregate amount of financing granted during 2017 comes to €8.5 million, 

and with a historic view, until 2017, loans were formalized for an aggregate 

amount of €138 million. 

 

The fourth phase covers the opening and launching of the company, in 

which Gaztenpresa provides support to resolve the necessary procedures, 

such as licenses, rental contracts, supplier management..., and also provides 

advice on the different options for grants. 

 

Within its training activities, Gaztenpresa includes a series of Creation 

Workshops. Creation Workshops are a tool to start self-employment and the 

steps to follow to move from the idea to the start-up of the company.  

 

These training activities aim to serve as a guide that allows the entrepreneur 

to acquire the professional skills that enable them to create their own labour 

activity. 

 

The Creation Workshops have a maximum capacity of 15 entrepreneurs and a 

total duration of 22 hours, distributed as follows: 

 

a. Welcome Workshop (duration 1 hour). The objective of this 

workshop is for people who come to the Foundation to know what 

Gaztenpresa is, the services it offers and what it can help them with 

when starting a business. 
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b. Analysis of the Idea - Canvas (duration 3 hours). 

c. Market Test (duration 3 hours). A market test is the first approach to 

the sale of the product.  

d. Action Plan to Create the Company (duration 15 hours). In this 

workshop is configured the action plan to create the company. 

 

Once the company is already in operation, the entrepreneurial cycle ends with 

the so-called consolidation phase. A business' first steps are delicate and 

there is a high risk that the project will fail in the first few years. That is why 

Gaztenpresa has a specific line of work to help new companies become 

established in the market with a solid base that guarantees their 

sustainability. The survival rate of Gaztenpresa's projects is very high in 

relation to entrepreneurial standards; three out of every four companies 

continue working after three years. 

 

The consolidation programme includes business management workshops, a 

line for consulting (Consulting Pro), and a personalized mentoring programme 

(optional) that supports entrepreneurs for a year. More than 1,800 people 

have participated in different business consolidation actions developed 

throughout 2019 (50 workshops were given with 878 attendees and 952 

consultations through Consulting Pro were solved). 

 

The support offered in the business consolidation stage includes:  

 

a. Telephone assistance service that advises on accounting, tax, 

labour issues and grants. 

 

✓ Consulting Pro is a free advisory service on business 

management aimed at professionals, the self-employed and 

small businesses, customers of Laboral Kutxa, which allows 

personalized consultations to routine management queries 

that may arise in the different areas like taxation, legal 

issues, grants... and offers access to useful information and 

training to improve the management skill of the business 

activity as well as grants and subsidies. This service is 

outsourced to Bultz-Lan Consulting.  

 

They also develop different training actions aimed at SMEs, 

free-lancers and businesses. These training activities have a 

shorter duration (2 hours). 
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The aim of these actions is to support the new business 

community on a daily basis, in decision-making, enabling it 

to:  

✓ Contrast its vision and decisions. 

✓ See new points of view. 

✓ Build relations with other companies, through 

horizontal and vertical relationships. 

✓ Search for opportunities beyond injecting financial 

resources. 

 

b. Business consolidation workshops. Consolidation Workshops 

are a guide that allows the entrepreneur to acquire the professional 

management skills to consolidate their business. The duration of 

these workshops is normally around 2 hours, and the following 

topics are covered: 

i. Are you going to open? Preparing the opening of the 

business. A Workshop focusing on the steps the 

entrepreneur will have to face, the elements that they have 

to acquire or how to negotiate with suppliers. 

ii. Do you need help with your daily activity? Learn to 

manage your business. The aim of this workshop is for 

the entrepreneur to learn to manage their business in a 

professional way. 

iii. How are you going to sell? Develop your sales plan. It 

aims to help create a sales plan. 

iv. Do you have to go to the bank? Improve your 

dealings. We work on the key factors in the relationship 

with the bank, from analyzing the money that is needed to 

launch the business and/or develop it, the existing financial 

products, the methods of collection and payment or the 

POS, to how to negotiate with the bank or work with online 

banking. 

v. Are you drowning in paperwork? Manage your 

business. It analyses how to prepare the most commonly 

used documents (quote, delivery note, invoice...), some 

invoicing software programmes, and tax obligations. 

vi. Do you want to work online? Get ready to make the 

leap. It offers insights about how to get around and sell on 

the Internet. 

vii. What am I missing? What you need to know to avoid 

shocks. The profitability threshold is studied, and 
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entrepreneurs learn to deal with unforeseen events such as 

late payments or overdrafts, among others. 

viii. Do you want to improve? Develop your skills and 

abilities. It works on how to efficiently manage, improve 

presentations to communicate effectively, learn to make 

decisions, develop negotiation techniques, and conflict 

resolution. 

 

c. Networking. The aim of networking is to publicize and expand 

businesses in consolidation with a professional network of contacts, 

facilitating the companies' increased visibility and a commercial 

connection with Gaztenpresa's network of contacts. In this sense, 

Gaztenpresa enables communication spaces where professionals 

can publicize their services or products and thus increase their 

company's notoriety, as well as collaborate with other 

entrepreneurs to share experiences and best practices. To promote 

networking, among other tools, the Gaztenpresa community has 

been created on LinkedIn. 

 

In addition to personalized support, Gaztenpresa offers on its website a series 

of tools and services for those who want to create a company or for those 

seeking opportunities for improvement, which include: 

 

1. Test for entrepreneurship  

(https://www.GAZTENPRESA.org/es/tests/test.php?id=1).  

Through a series of simple questions (38 in total), an automatic report 

is generated that allows the maturity of the business idea to be rated. 

The test for entrepreneurship also gives a recommendation of the 

topics to work on before launching the business. 

 

2. Company Test   

(https://www.GAZTENPRESA.org/es/tests/test.php?id=1).  

Using the Business Model Canvas by A. Osterwalder, the application 

analyses the state of business in order to detect areas of improvement, 

and thus develop an action plan to implement those improvements 

detected. 

 

https://www.gaztenpresa.org/es/tests/test.php?id=1
https://www.gaztenpresa.org/es/tests/test.php?id=1
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3. COMPYTE. A barometer of the competitive company 

It is a tool that allows each company to analyse its competitiveness 

with regard to its competitors and discover the tools to improve it. 

Promoted by Laboral Kutxa and Mondragon University, COMPYTE 

allows entrepreneurs to work on an individualized 

diagnosis and an action plan for each type of 

company. In just three stages and using a set of 

tools, they can test their company's competitive 

health: 

Diagnosis. A simple 15-minute online test will help 

entrepreneurs get the full potential of their company.  

Advice. Analysing the different alternatives by 

contrasting the results of the test. Generating an 

action plan that includes milestones to measure the 

impact of specific actions. The aim is to improve the 

company's competitive position. 

Action. Help is given in the process of opening new 

lines of competitive improvement for the company. 

a. Information and advice on how to prepare 

a Business Plan. 

b. Single counter for the necessary procedures 

as well as to clarify different doubts about how to 

become self-employed, what the Social Security 

payment is, what the IRPF (personal income tax) is, 

whether a self-employed person has unemployment 

benefit, what is their retirement, tax obligations, etc. 

c. Information about available financing, 

subsidies, and grants 

d. Information about business consolidation 

workshops 
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2. MENTORING PROGRAMME 

 

The Mentoring programme is made up of volunteers with extensive experience 

as professionals, and who selflessly devote part of their free time to 

developing the management skills of the entrepreneurs. Through this 

programme, Gaztenpresa offers non-cost personalized mentoring to 

entrepreneurs to help them to consolidate their business. 

 

Gaztenpresa is responsible for finding a personalized companion (within the 

volunteering framework), to accompany the entrepreneur in the consolidation 

of their business. 

 

The mentoring teams help entrepreneurs with decision-making and the 

management of tasks within the entrepreneurial process. 

 

Gaztenpresa is a member of the Youth Business Spain Network and they use 

the YBI methodology applied in more than 40 countries. 

 

The Mentoring is based on the creation of a confidence relationship that allows 

an objective analysis of the challenges facing the new business, strengthening 

entrepreneurial skills, and promoting the personal and professional 

development of the entrepreneurial team. 

 

The personalized accompaniment done by entrepreneurs and professionals 

volunteers who have already been through the experience of creating a new 

company, and the duration of the mentoring, at least one year, are the key 

factors to the programme's impact and sustainability. 

 

The process involves regular meetings between the mentor and the 

entrepreneur for a minimum period of one year (extendable to a second 

year), in sessions of between 2 and 4 hours, with a fortnightly or monthly 

frequency, although depending on the circumstances of each project this 

approach may vary slightly. Mentors have the freedom to organize and adapt 

the mentoring process to the needs of the entrepreneur. 

 

Currently (2019), Gaztenpresa has 166 volunteers. 51% of the volunteering is 

corporative (people who work in any of the Mondragon Corporation 

Cooperatives mainly Laboral Kutxa), and the rest (49%) are external but 

connected to Gaztenpresa: 
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The 130 mentoring volunteers do their mentoring activities outside their 

working hours, during their spare time and do not receive any monetary 

compensation. Its estimated time dedication is around 2-4 hours for each 

meeting hold with the entrepreneur, and usually, they conduct a meeting 

monthly. The mentor’s role is to support, help and clarify the questions and 

doubts of the entrepreneur once the company is running, but he/she doesn’t 

work for the project. 

 

The profile of the volunteer is a person with experience in entrepreneurship 

and/or business management, who offers contrast and strengthens business 

decision-making and helps to develop the entrepreneur's management skills. 

 

Nowadays, Gaztenpresa has more mentors in its network than projects to be 

tutorized. So only a part of mentors is carrying on mentoring activities. 

 

Some benefits for the entrepreneurs are: 

✓ Improving their decision-making process about the business. 

✓ Expanding their network for a rigorous contrast, with experienced 

people. 

✓ Gaining a new learning space. 

 

Some benefits for the mentor are: 

✓ Contributing to the consolidation of the young business fabric. 

✓ Contributing to society, with knowledge and experience. 

✓ Gaining a new learning space. 

 

Within the Mentoring programme, Gaztenpresa develops different workshops 

(3 hours and a maximum capacity of 10 people), designed to train both 

mentors and entrepreneurs. The mentor’s training goals are to know what it 

means to be a mentor, to clarify expectations of the process, and to inform 
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about the activities that they have to carry on during the mentoring.  In 2019, 

18 mentors and 33 entrepreneurs were trained, and 20 relationships were 

signed. 

 

According to the project’s needs and features, Gaztenpresa assigns a mentor 

with the necessary knowledge and expertise to accompany the entrepreneur. 

 

The main difference from other similar initiatives is that Gaztenpresa is able 

to offer to entrepreneurs extended and comprehensive support because it 

covers the entire creation and consolidation business process from the initial 

idea to the business plan, financing, etc. 

 

3. PROMOTION OF ENTREPRENEURIAL CULTURE 

 

One of the Foundation’s goals is to foster the entrepreneurial culture among 

young people through awards, events and advertising Campaigns. Although, 

Gaztenpresa is the promoter of some of these activities, the role of the entity 

is mainly as a financial sponsor or as a collaborator. 

 

In that sense, Gaztenpresa provides funding to third parties who want to 

organize actions to foster the entrepreneurial culture in the society, especially 

to universities. On the other hand, The Gaztepresa’s Director is also a 

benchmark figure in the Basque entrepreneurial ecosystem, therefore she is 

invited and takes part in different events related to entrepreneurship. 

 

a) AWARDS 

 

Gaztenpresa helps people who want to become entrepreneurs and collaborate 

so that entrepreneurship culture spreads through our environment. That is 

why they endorse the message that the European Commission is sending to 

Parliament in its Action Plan on Entrepreneurship 2020. "Our society needs 

more entrepreneurs and to achieve this we need to reignite the 

entrepreneurial spirit". 

 

In this sense, Gaztenpresa sponsors to Universities and Vocational Training 

Centres that want to promote entrepreneurship and innovative projects 

among their students through funding support and specific actions, as well as 

unemployed people who are not aware of self-employment as a labour 

alternative. 
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During 2019, Gastenpresa has collaborated, facilitating funding, with the 

following stakeholders: 

 

MONDRAGON UNIVERSITY - “Changemaker Lab” entrepreneurship 

programme 

Changemaker is an entrepreneurship programme for students from any of its 

faculties, which introduces theory about entrepreneurship that the students 

have to apply to real projects working in interdisciplinary teams. 

 

The initiative is based on MTA (Mondragon Team Academy) methodology and 

uses the ‘bootcamps’ format, which are intensive workshops where the theory 

and practical activities are shared by experts on the subject, and then 

students apply these insights into real projects. 

 

In the framework of this programme, Gaztenpresa offers funding for the 

development of entrepreneurship contest targeted to the students' teams. 

They have to provide a new solution for a proposed challenge. 

 

TECNUN UNIVERSITY OF NAVARRA 

This contest aims to contribute to promoting values and attitudes related to 

innovation and entrepreneurship, creativity, and teamwork. It is a technology 

project competition for engineering students. 

 

KIMUBERRI – GAZELA AWARDS 

Kimuberri-Gazela is a competition of university students from Alto Deba 

district aimed at analysing a series of Gazela models and adapting them to a 

possible business model for Alto Deba. 

 

The competition has been organised by the Debagoieneko Mankomunitatea 

Development Agency, in conjunction with Gipuzkoa Provincial Council and 

Gaztenpresa. 

 

BIZINTEK 

Bizintek, an engineering firm, along with Gaztenpresa and Bizkaia Provincial 

Council foster innovation among the up-coming generations by supporting 

young engineers and showcasing their cutting-edge projects related to 

industry 4.0.  

 

GOOGAZ 

It is a movement set up by a group of former students on the 

Entrepreneurship and Innovation Degree (LEINN) aimed at encouraging the 
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young people to be entrepreneurs. This is the second edition of this initiative, 

based on Sustainable Development Goals defined by the United Nations for 

2030, and it has the support of Bizkaia Provincial Council, Unesco Etxea and 

Gaztenpresa. 

 

The project has three phases: 

a. A “Escape Room” at a municipal level. 

b. The local winners compete at a provincial level of Bizkaia. 

c. The winning team will travel to Mexico to take part in the bootcamp 

of the Iberio-American University Puebla IATA. 

 

AFRICA BASQUE CHALLENGE 

The Africa Basque Challenge - “Mind the gap”, is a programme that seeks to 

drive socio-business initiatives to (i) foster an inclusive development of rural 

communities and (ii) contribute to reducing inequalities between urban and 

rural areas in Africa. 

 

MUNDUKIDE, LKS, Mondragon Team Academy, PLO Lumumba Foundation, the 

Management University of Africa and Freedom Farms Limited, along with 

Bizkaia Provincial Council among other stakeholders, work together to drive 

new socio-business realities co-created by young people who cooperate in an 

intercultural way. Gaztenpresa was one of the members of the jury. 

 

Also, in the last years Gaztenpresa has collaborated with the main universities 

located in the Basque Country: 

 

✓ MONDRAGON UNIVERSITY "EKITEN". It is a new business ideas 

competition. In 2019 edition 104 students took part in this initiative, 

with 35 projects submitted, of which 11 came from Latin American 

universities. 

✓ TECNUN UNIVERSITY OF NAVARRA: Gaztenpresa sponsored the XIII 

"Ingenuity and Design in Sports" contest, that has as main goals to (i) 

Promote critical thinking understood as a spirit that encourages 

curiosity and observation, (ii) Contribute to the promotion of values 

and attitudes related to innovation and entrepreneurship, creativity 

and teamwork, and (iii) Bring innovation to the high-schools and 

university environment. It is targeted to young people from 1st and 

2nd year of Baccalaureate in relation to sport, specifically sporting 

goods. 
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✓ MBAE3 UPV/EHU: II Promotion of the MBAe3 Master's in 

Entrepreneurship and Business Management of UPV/EHU, with three 

projects awarded by the Gaztenpresa Foundation. 

✓ Holding the STARTinnova Summit on the Gipuzkoa campus of the 

UPV/EHU, the goal of this initiative is to promote entrepreneurship 

among young people aged 16-17 who are studying Baccalaureate or 

vocational training and give them the chance to develop their 

entrepreneurial ideas for the future.  

 

Other initiatives carried out and sponsored by Gaztenpresa in previous years 

that can also be highlighted are: 

 

✓ Bilbao Berrikuntza Factory – Correemprende (2016). Corremprende 

was an event created to promote entrepreneurship in Bilbao. As a 

result, Hirue, a company created by students from the LEINN Degree, 

organized “Corremprende run for solidarity”. The aim of this initiative 

was to encourage all the persons who had a business idea or project 

that they wanted to develop, to take hold and go for it.  

✓ "Neskworking" a networking event held in 2016 in the Bilbao Bilbo 

Rock Hall with the goal to create and strengthen a female network of 

entrepreneurs. 190 women attended this event. 

✓ “El gran salto”. From 31st October to 23rd December 2015, it 

collaborated in a docureality contest on entrepreneurship on Eitb35. 

 

b) EVENTS 

 

Gaztenpresa also takes part in events organized by other entities to showcase 

the work of the foundation with entrepreneurs, regardless of their age. In 

2019 the most relevant ones were: 

 

> B-VENTURE 

> CITA EMPRENDE 

> START INNOVA EDUCA 

> MERKALAN 

> EUROPEAN MICROFINANCE NETWORK CONFERENCE 

>WATS-VALUES IN SPORT 

> TECHSTARTS STARTUP WEEK 

 

 

35 EiTB: Euskadi Irratia Telebista. It is the Basque public radio and television station. 
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Gaztenpresa as a benchmark initiative in supporting entrepreneurship is 

invited in taking part in these kinds of events to disseminate its experience 

and knowledge about entrepreneurial issues. 

 

c) COMMUNICATION CAMPAIGNS 

 

Gaztenpresa uses different communication channels to get in contact and 

attract entrepreneurs with a triple goal (i) to provide first-rate information for 

people who want to become entrepreneurs, (ii) show examples of 

entrepreneurs who have already succeeded in this process and (iii) open up 

new platforms to solve doubts and inquiries from potential entrepreneurs. In 

this case, Gaztenpresa is the promoter of this campaigns to attract new 

entrepreneurs to the initiative. 

 

The main ones are: 

 

• MEDIA CAMPAIGNS: Gaztenpresa conducts different kinds of media 

campaigns to disseminate the foundation work, showcase the 

supported companies to attract new entrepreneurs (press, radio, etc.) 

• POSTERS IN BRANCHES. 

• COVERAGE OF THE SUPPORTED COMPANIES: interviews conducted at 

over 20 companies. 

• ANNUAL REPORT 

• ONLINE CAMPAIGNS 

 

 

6.5.7 Description of the Business Model 

 

The figure on the following page aims to reflect Gaztenpresa's current 

business model based on Osterwalder's Business Model Canvas approach. 
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GAZTENPRESA BUSINESS MODEL  

 

Customer
rel.

Direct and 
personal 
relationships: 
Branch Dtor. 
(usually) →
Bultz-Lan 
Consultant →
Mentor

Distrib. 
channels

Communic:
Personal
(Branch
Manager),
telephone,
email.
Gaztenpresa
website
+ Advertising in
the media, and
in Laboral
Kutxa's own
branches
Distribution:
Laboral Kutxa's
own branches
+ Lanbide and
Garapen Offices
(incipient)

Customers

In 2008:

• Entrepreneurs, mainly 
young people. (mean 
age: 34 years, 56% 
women and 44% men; 
78% unemployed; 70% 
without university 
studies. Activity sector: 
75% services and 25% 
commerce).

• Groups with difficulties 
of social and LABOR 
insertion.

• Young microenterprises 
with development 
projects.

• Training entities that 
want to promote the 
entrepreneurial spirit 
among their students.

In 2019:
• Entrepreneurs, 

whatever their age 
(average age: 38 years, 
46% women and 54% 
men; 44% 
unemployed; 74% 
without university 
studies. Activity sector: 
73% services and 22% 
commerce).

• Young microenterprises 
with development 
projects.

• Entities that want to 
promote the 
entrepreneurial spirit 
among their users.

Revenue streams
• 2008: Income from own business € 1,068,240. Contribution of entities (98%; Laboral Kutxa

contributes 2% of the loaned volume + advertising expenses), Financial income (3%) and 
extraordinary income (4%)

• 2019: Income from own business € 1,196,647: Income from promotions, sponsors and
• associates: € 916,647. Subsidies, donations and legacies: € 280,000

Key activ.

• Recruitment of 
entrepreneurs and / 
or young 
companies

• Professional 
analysis / 
assessment of 
projects (feasibility 
study)

• Mentoring
• Communication and 

dissemination of 
the Gaztenpresa
Program

• Ability to adapt to 
changes in public 
aid and subsidies

Key resourc.

• Corporate and 
external volunteers 
(Mentoring)

• Consulting partner: 
professionals with 
experience in 
project evaluation

• Financial Partner: 
Solid Institutional 
Partners.

• Bank branches to 
attract 
entrepreneurs.

• Positioning / image 
(to attract 
entrepreneurs)

Cost structure
• Personnel (staff 1 person)
• Outsorced services to Bultz-lan: training and  

workshops activities and carry on feasibilitty
plans

Value proposition
The Gaztenpresa Foundation is a private, non-profit entity
that belongs to the social work of Laboral Kutxa, and seeks
to promote the creation, development and
maintenance of small businesses and micro-SMEs,
identifying employment opportunities through self-
employment.

The aim of Gaztenpresa is offer comprehensive support to
the entrepreneurs, cooperating with them not only
until the start-up of their business project, but also
during the first years, after the launch, giving support in
those management areas in which the entrepreneur does not
have yet enough knowledge and experience, and requires a
qualified contrast.

All of this is articulated through 3 lines of activity:

1. Creation and consolidation of companies
Comprehensive support is conceived in 5 steps that ranges
from the maturity of the idea itself in the initial moments,
the study of the feasibility of the project (Consulting Pro
through a team of external consultants), the design of the
financing structure, the own granting of credit under
exceptional conditions and business start-up procedures.
In addition to promoting communication and networking
spaces (via social networks, etc.) from its website you can
access information on grants, articles and news of interest,
as well as different tools. Online to test projects and even
measure the competitiveness of the company through an
online questionnaire.

1. Mentoring Programme
It is essential to ensure their survival in the first years of life,
in which the greatest difficulties and death rates are
concentrated. This is why, in addition to having talks and
workshops (on creation and consolidation) to help in the
consolidation of the companies created, Gaztenpresa has
volunteer teams made up of professionals from LABORAL
Kutxa or people with managerial experience and successful
entrepreneurs, aimed at offering a “mentoring” service to
entrepreneurs. Currently Gaztenpresa has 134 volunteers.
An annual contract is signed between the mentor and the
entrepreneur and monthly meetings are agreed.

1. Promotion of entrepreneurial culture
Gaztenpresa also supports universities and professional
training centers that want to promote the entrepreneurial
spirit and innovative projects among their students through
financial support and specific awareness actions.

Key partners

Volunteering:
• Internal team that

collaborates in the
management

• External team
dedicated to 
enterpreneurs in 
Gaztenpresa

Patrons:
• Laboral Kutxa
• Mondragon

Corporation
Institutional
collaborators:
• Basque

government. 
Department of 
Employment and 
Social Policies. 
Lanbide

• European Union. 
European Social 
Fund. EIF-
European
Investment Fund

Collaborators:
• Bultz-Lan

Consulting
(feasibility
studies, training, 
etc.)

• Youth Business 
International 
(YBI). Provides
mentoring
methodology

• Others: Elkarlan, 
Garapen, ...
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6.5.8 Main results. Outcome and impact 

 

The main results of the year 2019 are summarized below, as well as the 

impact generated by Gaztenpresa throughout its life in terms of number of 

jobs, companies, and provided funding. 

 

The business creation activity of the Gaztenpresa Foundation, financed on the 

one hand by Laboral Kutxa and Mondragon Corporation, and on the other by 

the Basque Government (Department of Employment and Social Policies), 

through Lanbide and the European Social Fund, was significant in 2019. Thus, 

the projects developed that get passed the feasibility phase have generated 

405 microenterprises and have created 787 jobs. 

 

 

DATA IN 2019 
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Regarding the consolidation of companies and the mentoring programme, 

their main figures during 2019 are: 

 

  
*Asistants: Participants to the workshops 

 

Finally, from the point of view of its impact, the Gaztenpresa Foundation 

became operational on 6 November 2002. Since that date, it has supported 

the creation of 5,730 companies and 10,353 jobs and has granted €166 

million to entrepreneurs who have taken part in the programme.  

 

Evolution of companies and jobs created until 2019  

 

  

* 
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6.5.9 Identification and characterization of the lessons 

learned, good practices and successful approaches 

 

Regarding the initiative: 

 

• To replicate an initiative like Gaztenpresa, it would be advisable for it 

to be promoted or generated by an "independent" entity, as well as 

trying to avoid any duplication with other initiatives that may be in 

operation. 

 

• The fact that Gaztenprensa has a small (and cheap) structure makes it 

attractive to public administrations as means to provide access to 

financing for projects with financial rigor. This small structure is 

supported by the outsourced services of Bultz-Lan a third sector 

consultancy company and the volunteers. 

 

• Being a cooperative bank has significantly contributed to the project, 

to the extent that worker-owners who make up a cooperative usually 

have a greater willingness to collaborate and work as a team. 

 

• The bases of the key points to develop an activity such as Gaztenpresa 

must be well constructed: a) from the financial point of view (liquidity) 

it is necessary to have a solid financial partner, b) an expert consulting 

partner in feasibility analysis and c) a business/commercial partner. 

The latter (the business partner) is also important since it is necessary 

to attract the entrepreneurs, so positioning is fundamental (through 

presence at events, dissemination activities, etc.). 

 

• It is important for the initiative to be flexible enough to adapt to the 

changes that occur at public grants and subsidies level, as well as to 

the current socio-economic situation. The programme must have a big 

enough "waistline" to be able to adapt to the current circumstances. 

 

• It is essential to try to achieve and maintain a symbiosis between all 

the agents that participate in the initiative (between the public and 

private entities, between the financial institution and the third 

sector...), and in which everyone "gains" something. However, in 

Gaztenpresa’s case not in all the cases exist a complete win-win with 

all the partners. 

 

• In the creation of a partner’s network is necessary time, a clear 

willingness to collaborate with others, and the maintenance of 

relationships based on trust and transparency to know the partner's 

main needs and interests. 

 



 

UCLAN – Designing a Cooperative Entrepreneurship initiative for Preston  125 

• Gaztenpresa invests time in the maintenance of the partner’s network 

and the creation of new partnerships. In that sense, it analyses the 

partner's needs and interests to offer them the kind of services that 

best suits its need. In some cases, it can be information, in other 

mentoring service and, also, it can act as projects' prescribers. 

 

• In an initiative such as Gaztenpresa, with a structure based on 

corporate volunteering36, it requires people with certain "weight" in the 

organisation (in this case Laboral Kutxa) to speed up decision-making 

and open the doors to the inside (Presidency, Regional Directors, etc.). 

 

• Before becoming a foundation, one of the main difficulties that 

Gaztenpresa encountered was having a source of sustainable financing 

(its financing came from donations), which made it very difficult to 

plan its activity from one year to the next. After becoming a 

Foundation, funding was assured through Laboral Kutxa. 

 

• However, although economic resources are very important, they are 

not determining factors. The success of an initiative like Gaztenpresa is 

guaranteed by having committed people, with social awareness, who 

bring enthusiasm to the initiative, and who share cooperative 

principles and values. 

 

• In this sense, one of the differential elements of Gaztenpresa 

compared to other similar initiatives lies in its concern for people 

(entrepreneurs). Gaztenpresa is a programme focussed on people, and 

its role is to support them in their life projects.  

 

• It is essential to reach a sufficient critical mass (volume of projects 

backed) to be considered as a benchmark. This type of programme 

requires visibility and awareness (to attract entrepreneurs), so it is 

essential to reach a sufficient critical mass to be a benchmark. 

 

Regarding entrepreneurs and entrepreneurial projects: 

 

• An adequate pre-selection of the projects helps to improve the 

projects' success rate.  

 

• In order to achieve a high survival rate for the projects, it is necessary 

to have the tools to be able to make a 360º diagnosis, that is, to 

contemplate the business aspect (in terms of its feasibility) and the 

 

36In 2019 the number of volunteers of Gaztenpresa is 166. 51% of them are workers from 

Laboral Kutxa or Mondragon Corporation, and the rest belong to other organisations. These 

people dedicate part of their spare time, apart from the working time, mainly to develop the 

mentoring programme without any economic compensation and in an altruistic way. 
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financial aspect, as well as having a personalized roadmap for the 

entrepreneur.  

 

• The more that is invested in the training and education of 

entrepreneurs in management skills, the higher the success rate.  

 

• Although initially Gaztenpresa's focus was on young people, experience 

has shown that no limits should be placed on entrepreneurship (age, 

gender, religion, origin…). In this sense, unlike young people, older 

entrepreneurs are more constant, to the extent that their business 

project is often their life project. 

 

• Likewise, we must consider that the majority of the entrepreneurs who 

come to Gaztenpresa lack management experience, meaning that any 

obstacles can lead to the project going under. In this sense, it is very 

important to generate an entrepreneurial culture among 

entrepreneurs.  

 

Regarding mentoring: 

 

• One of the keys to achieving a high success rate is accompanying the 

entrepreneurs on a continuous basis, beyond the company’s launch. In 

that sense, mentoring is the most appropriate tool.  

 

• Mentors must have had extensive professional experience at 

management level. 

 

• It is essential to understand mentoring as an activity based on not-for-

profit volunteering since otherwise there is a risk of it becoming an 

activity of consultancy, coaching, etc., i.e. a customer-supplier 

relationship. The fact that the mentoring is not-for-profit generates a 

certain moral responsibility of the mentor towards the mentee, as well 

as a relationship based on trust and honesty. 

 

• The volunteers' commitment to the initiative is based on their 

willingness of helping other people. Being a volunteer is a self-

gratification process. Usually, mentors have the feeling that they 

receive more than what they give when they take part in the 

mentoring process. They are mainly professionals from the financial 

and business sectors, which goal is mainly focused on maximizing their 

company's profit.  Thus, taking part in these kinds of social initiative, 

they feel that they can help other people and that they are engaged in 

improving the community's well-being. 
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• Mentors and entrepreneurs take part in a training workshops 

developed by Youth Business Foundation (3 hours duration and a 

maximum capacity of 10 people). 

 

• The prior training of the mentors37 and the entrepreneur is a key factor 

to avoid false expectations: On the one hand, we must convey the idea 

that the role of the mentor is not to solve problems but to accompany 

the mentee and, on the other hand, the mentor must be clear that the 

project belongs to the entrepreneur, who is the one who sets the pace. 

 

• Mentor’s dedication, when they are taking part in a mentoring process, 

is around 2-4 hours monthly (a meeting per month). However, they 

have the freedom to organize and adapt this dedication to the project’s 

needs. Usually in the beginning, the meetings are more frequent than 

at the end of the process. The mentor must provide the meeting 

minutes to Gaztenpresa. Thus, Gaztenpresa can follow up the process. 

Mentors usually work in an individual way. 

 

• In mentoring it is essential for there to be empathy between the 

mentor and the entrepreneur. In that sense, it is relevant to ensure a 

good match between the two parts, not only at knowledge level but 

particularly in terms of their profiles: entrepreneur and mentor. 

Mentoring requires effort, if that match does not exist, it creates 

frustration. A good selection process (mentor-entrepreneur) is vital.  

 

• The matching process is done by Gaztenpresa, and it takes into 

account, on the one hand, the entrepreneur’s needs, and on the other, 

the mentor’s expertise and knowledge. Gaztenpresa conducts a first 

meeting where take part the proposed mentor according to its profile, 

the entrepreneur and a representative of Gaztenpresa to share and 

analyse the project’s need and assure a good matching between both 

of them. If both parties agree, then Gaztenpresa signs a contract with 

the mentor and the entrepreneur. 

 

• In every entrepreneurship process, the emotional part is essential. 

Often, the mentor needs to try to make up for the feeling of solitude 

experienced by entrepreneurs. In their task of accompanying the 

entrepreneur, the mentor must practice active listening in which 

psychology plays an important role.  

 

 

37 Youth Business Foundation provides the methodology and technical knowledge for 

Gaztenpresa’s mentoring programme. Moreover, Gaztenpresa offers different training workshops 

to mentors (3 hours of duration and a maximum capacity of 10 people) with the support of this 

partner. 
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Taking part in the mentor’s network is a personal decision based on 

the good willingness of the volunteers. Thus, they are fully committed 

to that activity from the beginning, and they put all their effort into the 

accompanying process. 

 

• Currently, Gaztenpresa does not have a quality monitoring process of 

the mentoring service. However, it collects the assessment of the 

service from the entrepreneur and the mentor point of view through 

two differentiated surveys. Gaztenpresa analyses the survey’s results, 

and if there is any nonconformity tries to clarify what has happened 

with the two parties.  

 

• The main improvement areas of the mentoring service that 

Gaztenpresa wants to address in the future are (i) establish/formalize 

working protocols for the mentors and encourage the follow-up of the 

mentor’s activity, and (ii) strengthen the network of mentors 

identifying specific expertise of each of them to foster some kind of 

specialization. 

 

• It is a good idea to build the mentor network first before having a 

network of entrepreneurs. So, it is important to disseminate the 

initiative to attract volunteers through the social networks, direct 

contacts, communication campaigns and mass medias. 

 

• . Currently, Gaztenpresa has more mentors in its network than 

projects. 

 

 

6.5.10 Vision and future projects 

 

Gaztenpresa continues to be Laboral Kutxa's main lever for the contribution to 

the economic and financial development of the business fabric and, more 

specifically, in relation to support for entrepreneurship. 

 

The following are the main Corporate Social Responsability (CSR) actions 

carried out during 2019, according to the commitments taken on board by 

Laboral Kutxa in its previous CSR reports, as well as the objectives for 2020. 

These actions are detailed and segmented according to defined stakeholders 

by the Entity: Environment (M), People - Staff (P), Clients (C), Society (S) 

and Suppliers (Prov). 

 

In this sense, it should be noted that one of the goals of Laboral Kutxa for the 

2020 in terms of CSR, is to support for 400 entrepreneurs to launch their 

micro-business through the Gaztenpresa Foundation. 

 



 

UCLAN – Designing a Cooperative Entrepreneurship initiative for Preston  129 

Looking ahead, due to the pandemic is expected an increase in 

unemployment, therefore it is likely that it takes place a significant rise in the 

number of requests from people who want to start a business and become 

entrepreneurs after having lost their jobs. 

 

In this regard, a challenge that Gaztenpresa had been already working on in 

the past and that has been accelerated due to the Covid-19 pandemic, is 

digital transformation to create agile and successful support experiences for 

entrepreneurs. 

 

Although Gaztenpresa is, in essence, an analogical process, where “face to 

face” plays an important role, while maintaining that philosophy regarding the 

tutor-entrepreneur relationship, the future approach involves providing itself 

with significant digital tools in the entire process, which involves, among 

others, digitizing: 

 

• The initial stage linked to the first relationship (first inquires, initial 

steps, etc.) → In development. 

• The process of business plans preparation →In development 

• And even subsequent mentoring processes 

 

In addition to generating obvious advantages for entrepreneurs, in terms of 

accessibility of services, digitization will help optimize the resources available 

to Gaztenpresa, which will allow Gaztenpresa a) to improve efficiency and 

management capacity, and b) even, extend its geographical scope (currently 

limited to the CAE and the Autonomous Community of Navarra), which would 

provide greater visibility and impact to Gaztenpresa, a key aspect for this type 

of initiatives. 

 

On the other hand, another action line that Gaztenpresa wants to develop is 

the support of those activities that are already underway and that need some 

kind of reinforcement for its market consolidation, such as the rethinking of 

business model, online sales tools, or quick mentoring. The idea is to maintain 

this accompaniment service which, due to the impact of COVID-19, is 

currently being an emergency aid. 

 

Moreover, although Gaztenpresa has focused on small-scale entrepreneurship 

projects until now, there is a chance to support transfer processes of active 

businesses, interconnecting those who want to leave the activity for example, 

due to retirement, with those interested in continuing it. 

 

Finally, with the aim of strengthening the initiative in the future, Gaztenpresa 

plans to undertake shortly the following issues: 
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• Promoting relations among the members of Gaztenpresa’s community 

through the creation of new forums. These spaces could allow or 

facilitate the generation of synergies among entrepreneurs. 

• Digital transformation to create agile and successful support 

experiences for entrepreneurs. 

• Definition of new products to offer a solid entrepreneurial experience 

from the inspiration and creation of companies to consolidation, 

launching and growing stage. 

• Regarding mentors, the lines of improvement to be developed in the 

future are the following ones: 

o Establish/formalize working protocols for the mentors and 

encourage the follow-up of the mentors' activity. 

o Strengthen the network of mentors identifying specific expertise 

of each of them to foster some kind of specialization.  
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6.6 Another interesting initiative: Elkar-lan 
 

6.6.1 Initial description and value proposal. Mission 

statement. 

 

ELKAR-LAN, S.COOP. is a second-level cooperative with the aim 

and ultimate purpose of promoting cooperative enterprises 

and, consequently, creating cooperative employment and 

economic and social development.  

 

Elkar-lan seeks to promote cooperatives in the Autonomous 

Community of the Basque Country through an operative action unit that helps 

all those who are interested in channelling their business projects through the 

cooperative legal form. 

 

It is considered that there is a lack of knowledge about the cooperative model 

and its advantages respect other legal forms more well-know, making the 

dissemination and prescription work of great importance. Cooperativism in 

Basque Country has strong roots in Mondragon and in Alto Deba district, but 

outside this geographical area, the cooperative level of awareness is lower 

and less known among the society and the business ecosystem. 

 

Elkar-Lan offers free guidance and advice services, the feasibility analysis of 

the entrepreneurship project, cooperative training, information about grants 

and the creation process of the cooperative and mentoring services during the 

first year of the company’s operation. 

 

 

6.6.2 Origin. Process of creating the initiative and main 

objectives.  

 

Elkar-lan was created in 2003 after Saiolan conducted a study to identify the 

lack of knowledge about cooperatives as the main obstacle to its creation. 

This study, commissioned by the Basque Country Superior Council of 

Cooperatives38, analysed the entrepreneurship network in the Basque Country 

 

38 Basque Country Superior Council of Cooperatives was created by the Basque Country 

Cooperative Law in 1981. The Board Meeting is composed of 20 people: 10 representatives from 

the Basque Country Confederation of Cooperative (one of them is the Director of Public Affairs of 

Mondragon Corporation), 3 representatives of the Basque Government, 3 representatives from 

the Provincial Councils, 3 representatives from the Basque Universities (one of them from 

Mondragon University) and the General Secretary. Its functions are (i) promote the research, 

planning and implementation of cooperative development programmes, (ii) foster the 

coordination among public institutions, (iii) support the development of cooperative legal 

framework; (iv) spread the cooperative values and principles and the social impact of 
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and detected the main reason for the small number of cooperative companies 

created at that time: the lack of knowledge about cooperatives and their 

advantages. The reason cooperatives were not created in Basque Country was 

because there was little awareness of them. Basque cooperative movement 

origins are very located in Alto Deba District and especially in Mondragon, in 

this geographical area exists a strong sense of ownership and knowledge 

about cooperativism that is not transferred to the rest of the Basque Country. 

 

It was then that the Basque Country Superior Council of Cooperatives (CSCE-

EKGK), the Basque Country Confederation of Cooperatives (EKK-CCE, today, 

KONFEKOOP)39 and the Basque Country Federation of Worker Cooperatives 

(ELEKF-FCTA, known as ERKIDE) joined forces to create ELKAR-LAN, with the 

objective of supporting entrepreneurs to create cooperatives and offer a one-

year follow-up after their creation.      

 

 

Since its creation in 2003, it maintains the same objectives and offers the 

same activities as before cost free for entrepreneurs. 

 

 

6.6.3 Organisational structure 

 

Currently, the three aforementioned founding organisations continue to 

finance and support Elkar-lan's organisational structure, although the 

Federation of Worker Cooperatives, Education, Consumption and Credit 

(ERKIDE) has been integrated in the Basque Country Confederation of 

Cooperatives (KONFEKOOP), and nowadays it does not exist In addition, 

subsidies from public entities can support this financing.   

 

 

 

cooperativism to the society and relevant public and private stakeholders; (v) support the 

cooperative education and training; (vi) develop arbitration duties, and (vii) advice and 

consultancy services to the Basque Government and the rest of Public Institutions. 

39 Konfekoop is the Basque Country Confederation of Cooperatives and in its structure integrates 

Erkide. Mondragon Corporation is member of this Confederation, as well as the rest of the 

individual group’s cooperatives. The functions of Konfekoop are: (i) institutional representation of 

Basque Cooperatives to public institutions (Basque Government, Provincial Councils, City 

Councils, and other public bodies); (ii) design of management tools for coops (annual 

management plan, cost control systems, measuring the staff satisfaction systems; 

communication plans, 5S implementation in cooperatives….), (iii) cooperative training; (iv) 

Central purchasing service (Ategi); (vi) financial and technical guarantees through Elkargi. 
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This structure includes a team of three full-time advisors or tutors, alongside 

a part-time person for dissemination and communication activities, with 

headquarters in the centre of Bilbao.  

 

All services are offered free of charge, at no economic cost to the 

entrepreneur. 

 

 

6.6.4 Targets and main activities  

 

Elkar-lan not only directs its services to entrepreneurs interested in creating a 

new company but also places special emphasis on spreading the cooperative 

model to a diverse target audience, including intermediary agents who can act 

as prescribers. Elkar-lan's main targets: 

 

▪ Entrepreneurs. 

▪ Advisers and consultants. 

▪ Small and medium-sized companies that wish to become cooperatives. 

▪ Workers who wish to create their own cooperative. 

▪ Cooperatives wishing to diversify their activities forming other 

cooperatives. 

▪ Business Promotion Cent and Local Development Agencies 

▪ Groups that have initiatives that they want to start up as a 

cooperative. 

▪ All the Public Entities and Administrations of the Autonomous 

Community of the Basque Country (CAPV). 

Elkar-lan offers advice services throughout the process of a cooperative 

company creation, by developing the following activities: 

 

▪ Guidance and advice on any business project to be developed under 

the cooperative corporate configuration.  

▪ Analysis of the project's feasibility. 

▪ Cooperative training. 

▪ Personalized and professional attention with the entrepreneurs of the 

cooperative projects until their launch. 

▪ Information on grants and subsidies. 

▪ Setting up cooperatives assessment. 

▪ Tutoring/follow-up during the first year starting from its constitution as 

a cooperative. 

Elkar-lan does not replace the work provided by consultancy firms, it 

complements it, offering support in parallel. Although the time devoted by 

Elkar-lan to each entrepreneur varies according to each specific project and 

its associated needs, the dedication of each advisor to each project per year is 

estimated at 50 hours (on average).  
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The entrepreneur has access to the Elkar-Plan software, a software 

application that allows carrying on feasibility plans for the new cooperative 

enterprise. 

 

The only requirement for the entrepreneur interested in receiving the support 

service is to sign a document called "Fostering Role Accreditation Document" 

and devote the necessary time according to the tasks required.  
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6.6.5 Description of the Business Model 
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6.6.6 Program Design: Educational Processes, 

Curriculum, Certifications 

 

The services offered by Elkar-lan include individualized training for each 

entrepreneur since each project is unique. This training requires a dedication 

of approximately 20 to 30 hours and has a practical approach applied to 

reality, once the entrepreneurial project is in a mature phase. The objective of 

this training is to inform the entrepreneur about what a cooperative is and 

how it works so that they can define work dynamics, social statutes... that 

best suit the activity they want to perform.   

 

 

6.6.7 Main results. Outcome 
 

Since its creation in 2013 to the present, Elkar-lan has supported the creation 

of 1,830 cooperatives, meanwhile, in the same period in the Basque economy 

were set up 2,519 cooperatives, so it means a percentage of 72.6% (2003-

2019). 

 

According to the last available data referring to 2017, the closure rate of the 

created cooperatives is of 21.75%. In 2017, 1,022 cooperatives out of the 

1,306 cooperatives promoted from ELKAR-LAN since 2003 were active.    

 

- Liquidated: 55 

- Dissolved: 36 

- Without activity: 193 (seasonal or definitive) 

- Active: 1,022  

In the following table is shown the evolution of the number of cooperatives 

created in the last 7 years. 

 

Number of coops 

created: 
2013 2014 2015 2016 2017 2018 2019 

In the Basque Country 196 213 199 219 182 176 178 

With the support of 

Elkar-lan 
132 138 143 153 138 139 123 

% 67.3% 64.8% 71.9% 69.9% 75.8% 78.9% 69.1% 
Source: ELKAR-LAN, “13th Observatory of Cooperative Business Initiatives Report”, 2018. 
ELKAR-LAN, Annual Report, 2013-2014-2015-2016-2017-2018-2019. 

 

Jobs generated in coops 

supported by Elkar-Lan 
2013 2014 2015 2016 2017 2018 2019 

Number of jobs 429 507 549 562 464 402 349 

Average of employment per coop 3.25 3.7 3.8 3.7 3.4 2.9 2.8 

Source: ELKAR-LAN, Annual Report, 2013-2014-2015-2016-2017-2018-2019. 

 

The cooperative profile created in 2018 can be described as follows: 

 

- Typology of cooperative: 

✓ Associated work (94%) 
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✓ Housing (4%) 

✓ Others – consumption, 2nd degree, business services – (2%) 

- Activity sector: 

✓ Services sector (38%) 

✓ Building industry (17%) 

✓ Education (7%) 

✓ Food industry (5%) 

✓ Hospitality and catering (5%) 

✓ Agriculture and farming sector (4%) 

✓ Housing (4%) 

✓ Metal mechanic sector (3%) 

✓ Textile sector (3%) 

✓ Others (9%): furniture, energy, automotive sector, retail, machine 

tool….  

- Regarding the cooperatives created in the services sector, main activities 

include: 

✓ Consultancy (19%) 

✓ Cultural activities (13%) 

✓ Social activities (13%) 

✓ Audio-visual activities (10%) 

✓ Training activities (8%) 

✓ IT (8%) 

✓ Tourism services (8%) 

✓ Others (21%) 

 

On the other hand, taking into account the information available from the 

13th Observatory of Cooperative Business Initiatives Report that collects data 

from the creation of ELKAR-LAN, the following additional conclusions can be 

drawn according to the entrepreneurs’ profile: 

 

- Gender distribution: 

✓ 56% men 

✓ 44% women 

 - The vast majority is between the age group of 25-54 years old, with 

medium or high qualification level.  

 

- 90% of entrepreneurs has professional background, as employed worker. 

 

- The main reasons why they chose the cooperative legal form versus others 

are: 

✓ Philosophy and culture (35%) 

✓ Tax benefits and access to grants (34%) 

✓ Recommendation from advisors (20%) 

✓ Other reasons (11%) 

- Financial profile: 

✓ Average investment per created cooperative: 8,000€ 

✓ 33% needs external funding. 

- Social security scheme: 

✓ Special scheme for self-employed workers (79%) 
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✓ Social security general scheme (24%)  

The main difficulties encountered by entrepreneurs during the cooperative 

creation process are related to (i) the lack of legal knowledge and lack of 

adequate training, the procedures for their incorporation, and (ii) the costs 

associated with the rental or purchase price of the premises where the activity 

takes place. At the same time, the offer of unstructured spaces (social 

activities) for the promotion of collaboration among cooperative members is 

rated positively. 

 

Every year Elkar-lan publishes a report, which, besides analyzing the ratings 

made by the users of the service, identifies the difficulties and areas of 

improvement (through the Observatory of Cooperative Business Initiatives).  

 

 

6.6.8 Identification and characterization of the lessons 

learned, good practices and successful approaches 

 

✓ Main challenges: 

The main challenge identified by Elkar-lan is the lack of knowledge and 

awareness in society about the cooperative model and therefore, the need to 

disseminate it and make it visible, not only to entrepreneurs, but also to the 

rest of the stakeholders who can participate or influence in the process of 

companies’ creation, such as development agencies, public entities, consulting 

firms...   

 

On the other hand, to the lack of knowledge, there is also in many cases a 

lack of attractiveness associated with the cooperative model; its advantages 

are generally unknown, and normally entrepreneurs do not consider it as an 

option until it is prescribed. Thus, it is essential to educate and inform about 

the cooperative model and its benefits to the society, the Public 

Administrations and the business ecosystem. There is a wide range of public 

and private organisations that are developing awareness actions about 

cooperativism: Basque Government, Konfekoop, Mondragon Foundation, 

Mondragon University... 

 

✓ Main success factors: 

The main success factor identified by Elkar-lan is to ensure that people are 

empowered with the cooperative model through training, support, and 

awareness. Elkar-lan has been able to extend the cooperative values and 

principles among people, highlighting the advantages of this company model 

compared to the traditional ones.  

 

It is essential to convey the value that people have in the cooperative model 

and the value of participating in the management since the cooperative is 

equivalent to a society of people.  
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Another key aspect is to provide a personalized service, fully adapted in a 

practical way to each project. It is about active listening and answering all the 

questions made by the entrepreneurs.  

 

 

6.6.9 Vision and future projects 

 

The support offered to entrepreneurs must take into account new future 

trends, in terms of new technologies and other related issues. The model 

offered must evolve according to the new uses, needs, and demands that are 

to come.  

 

Likewise, the entrepreneurship will evolve according to the employment 

expectations. The cooperative model should take advantage of the 

opportunities that may arise from the changes that occur in the labour 

market. For instance, in the US, the number of self-employed people has 

increased exponentially, since companies prefer to outsource certain services, 

thus reducing the number of people employed permanently. Thus, this change 

is an opportunity for the cooperative model and should be exploited. In 

addition, the strength of the cooperative figure should be taken advantage of 

in terms of its self-regulating function (main advantage with respect to the 

traditional company).  
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7. FUTURE EVOLUTION OF THE INNOVATION, 
AND ENTREPRENEURSHIP 

 

INCORPORATION OF MEMBERS IN THE ENTREPRENEURSHIP PROJECT 

1. Currently, besides promoters, entrepreneurship projects also require 

external agents for their development (financing, knowledge partners...), 

which become a barrier for the generation of cooperatives. In that sense, 

other legal forms are more attractive and flexible to attract external 

partners or capital investors. 

2. From the Mondragon Corporation, new businesses are generated with 

flexible legal formulas and their transformation to cooperatives is carried 

out in phases after the launch. It is perceived that this trend will continue 

in the coming years. 

 

DYNAMIC AND CHANGING BUSINESS ENVIRONMENT 

3. Entrepreneurship projects are increasingly faster, it is necessary to launch 

the idea in increasingly earlier phases, and therefore, they require simple 

and flexible business structures, which makes it harder for new business 

activities being generated with a cooperative legal form. 

4. We are currently in a time of change, in which new technologies and new 

business models are breaking through very quickly in traditional sectors. 

This makes the business ecosystem unstable, and in this context, open 

innovation is a key new entrepreneurial element. 

5. The changing environment means that companies have to increasingly 

interact with each other and with other agents to be able to innovate 

(Universities, technology centres, start-ups). The need for cooperation and 

collaboration will be increasingly stronger in large companies, in SMEs and 

among public institutions. This implies that entrepreneurship will also be 

more collaborative and with agents from all over the world because 

knowledge travels faster and globally thanks to new technologies. 

 

INCREASE OF AGENTS IN THE ENTREPRENEURSHIP ECOSYSTEM 

6. In recent years there has been an increase in the number of agents 

offering services linked to industrial innovation to companies, such as 

Technological Centres, Specialized Consultants, Universities and Public 

Institutions. 

7. The entrepreneurial ecosystem in the Basque Country is very extensive 

and increasingly complex. There are 5 business incubators, more than 40 

corporate agents linked to promotion, dozens of business angels... The 

competition between these agents is greater and greater on all levels, and 

this means that these entities have to stand out from the rest. 

8. It is necessary to continue with the institutional support for 

entrepreneurship, especially in the initial phases of the projects in which 

they are not yet fully developed as companies. 
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CULTURAL CHANGE AND NEW FORMS OF MANAGEMENT 

9. Changes in the culture and the forms of management of the companies 

are taking place. There is a greater willingness from the managers 

towards cooperation and collaboration, with the people of the company 

itself and with the rest of the stakeholders of the ecosystem. 
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8. KEY SUCCESS FACTORS AND LESSONS 
LEARNT 

 

After analysing these four initiatives we sum up the main conclusions 

obtained. They are organized in three different levels according to its nature: 

internal elements, which are linked to the centre management definition; 

external elements of the ecosystem that have a direct influence in the 

initiative; and the third ones that can be both internal and external. 

 

 

 

1. ROLE OF THE PERSONS WHO TAKE PART IN THE CENTRE AND 

STRUCTURE 

 

✓ Horizontal-flat structure of the initiative. Saiolan, as well as BBF, 

had a very reduced staff at their beginnings. The structure was small, 

with a few numbers of staff members, and very horizontal being even 

flat in the case of Gaztenpresa. So, they were very flexible, informal 

and collaborative organisations. 

 

✓ Tutor or coach must be fully committed to the entrepreneurial 

projects that he/she supervises. Offering a professionalized support to 

the entrepreneurs in both technological and management fields. In 

Saiolan case for instance, the tutor’s role was a key element of success 

for entrepreneurial projects during the first years of the initiative’s 

launch. The tutor was completely integrated into the entrepreneur's 

project team. S/he offered continuous assessment and support to the 

entrepreneur. In Gaztenpresa mentors have a deep knowledge and 

expertise in analysing companies, in doing feasibility plans or in 

business management issues. In the case of BBF, it is the team coach 

who advises the students from the LEINN degree during the set-up and 

initial stages of the business project. 

 

INTERNAL ELEMENTSEXTERNAL ELEMENTS BOTH VISIONS
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✓ The tutor or coach should have the capacity to identify trends 

and technologies and get innovative project ideas to generate 

new products or services. Entrepreneurship should have an 

innovative approach, going beyond the current sectors and activities. 

 

✓ The role of volunteers in the staff as mentors or tutors. The fact 

that the mentoring activities could be developed by volunteers, without 

a financial profit orientation, involves the generation of a certain moral 

responsibility from the mentor to the entrepreneur and facilitates the 

creation of a relationship based on trust and honesty. 

 

In that case, the volunteers’ activity should be professional and should 

use a rigorous methodology. It is important to take into account the 

opinions and demands of this group during the development of the 

initiative.  

 

For instance, in Gaztenpresa mentors are volunteers who have high 

experience and expertise in business management. Due to their 

knowledge, they are able to analyse the key elements, and define 

robust business models, so they help to professionalize entrepreneurial 

process. 

 

✓ Leadership and a committed team from the beginning. The 

launching of these initiatives was based on strong leadership and the 

creation of a very committed team with a special awareness of social 

problems. The leaders had an innovative vision for solving social 

problems and they were very action-oriented, as well as, in Saiolan’s 

case the leaders had a high capacity for detecting innovations and 

needs from the industrial companies. 

The leader must know the keys and the main elements of 

entrepreneurship to foster it in the community. 

 

2. CHARACTERISTIC OF THE CENTRE 

 

✓ The centre should support the creation of new companies by 

entrepreneurs as well as the development of innovation (intra-

entrepreneurship) done by existing companies. This vision is 

shared by BBF and Saiolan who offer services focused on the company 

needs, they are not targeted only in individual entrepreneurs. 

✓ Space is important. Space, where the initiative is placed, must be 

managed to boost synergies and to promote the relationship between 

the members of the ecosystem (students, enterprises, and 

entrepreneurs). In BBF the cafeteria is the meeting point of all the 

different users and the place where they can get in touch. The 

organisation of meetings and events within the building is also very 
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relevant, as long as it encourages new relations and cooperation 

among the stakeholders. 

 

This space has to facilitate an exchange of ideas to create an 

ecosystem and become a reference site in the city, borough, district… 

 

3. ENTREPRENEUR CHARACTERISTICS AND RECRUITMENT 

 

✓ The initiative should be open to everyone, and free of restrictions 

(age, gender, level of training…). One lesson learned by Gaztenpresa is 

that normally people launch an entrepreneurship project when they are 

35-40 years old when they already have been working and have 

professional experience in the labour market. Moreover, as this group 

takes the entrepreneurship project as a life project, they have a high 

commitment level, and usually, they have more chances of succeeding. 

The BBF is also open to students, unemployed people, entrepreneurs, 

and business organisations. 

 

✓ Entrepreneur support and assessment must be continuous and 

should go beyond the creation of the company. Normally support 

is facilitated during the initial stage of the project (from the idea 

development until the creation of the company), but during the 

operation phase, it may still be necessary for the entrepreneurs to 

have an expert assessment in management issues.  

 

✓ It is important to create a business culture and knowledge 

among entrepreneurs. That is the reason why it is important to have 

economic funds oriented to training activities of business management 

for entrepreneurs. The experience shows that the more trained 

entrepreneurs are the higher is the likelihood of success. 

 

✓ There is a need to get a critical mass of entrepreneurs involved 

in the initiative to increase its visibility. This is a key point to 

recruit and attract entrepreneurs for the initiative, especially during 

the first stage of launching it. 

 

4. PARTNERS 

 

✓ It is important to cooperate with the rest of stakeholders that 

integrate the business ecosystem in order to generate synergies and 

opportunities for entrepreneurship. For instance, in Saiolan case the 

network of contact has become a key resource for the organisation. 

 

✓ The link with Mondragon University. In two of the cases -Saiolan 

and BBF- this link has been crucial, both have been initiatives that 

were born inside the University. This link has facilitated the knowledge 
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transfer from the academia to the entrepreneurship projects, giving an 

important added value to the initiatives. In BBF’s case was supposed to 

go beyond a simple co-working space and it has given a differential 

element from the rest of incubators. Having academic activities within 

the same building also becomes relevant for the business organisations 

when attracting young talent to their activities. 

 

✓ Have the right partners to support the initiative. The partners 

should be a benchmark, professional organisations and specialized. 

According to Gaztenpresa experience, finding the right partners was a 

key element for success at the launch of the initiative: financial 

support provided by Laboral Kutxa and Fundación Mondragon; 

assessment support from Bultz-Lan a third sector consultancy 

company, and commercial support to recruit entrepreneurs provided 

by the network of Laboral Kutxa branches. Moreover, nowadays 

Gaztenpresa is a win-win project for all the partners: Laboral Kutxa, 

third sector, and institutions. 

 

5. CONTEXT 

 

✓ Be adaptable. The three initiatives have demonstrated a high degree 

of adaptation to the economic, environmental and political changes. 

That is one of the reasons why Saiolan and Gaztenpresa have survived 

for a long time. They managed to adapt their business model to the 

new scenarios. BBF has already consolidated as an entrepreneurship 

initiative in Bilbao, and it is now starting its expansion through the new 

As Fabrik project in the Zorrozaurre District focusing on advanced 

services. 

 

✓ The economic context. Periods of economic crisis are perceived as 

more favourable for the creation of this type of initiatives. In Spain and 

Basque Country economic crises have a direct effect on the labour 

market, strongly increasing the unemployment rate. As a response to 

this problem, entrepreneurship is seen as a job generator source, and 

this kind of initiatives are supported by public institutions. Saiolan and 

Gaztenpresa were created both during crisis context in the 80’s and 

90’s recessions, while BBF started during the last financial crisis of the 

beginning of the 2010 decade. 

 

✓ Support of Mondragon Corporation. All three initiatives have been 

created inside Mondragon Corporation’s ecosystem. Thus, they could 

benefit from the contacts, synergies, and funds coming from the 

cooperative’s contributions to the group for their own development or 

adaptation to the context. 
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✓ Not only cooperatives. The main purpose of these three initiatives is 

to encourage the creation of all kinds of new sustainable companies 

and economic activities independently of their legal form. The creation 

of cooperatives is not the main goal in any case, but all of them inform 

to the entrepreneurs of this possibility and have a deep knowledge of 

what is and means being a cooperative. Moreover, in the BBF the team 

entrepreneurial approach is an intrinsic and relevant characteristic of 

the LEINN Degree. In the economic and social sphere and in the 

society in general, there is a lack of knowledge about cooperatives and 

its legal framework. 

 

6. ECOSYSTEM OF MONDRAGON 

 

✓ Higher coordination and integration of Mondragon’s 

entrepreneurial and innovation initiatives. Throughout its 

existence, Mondragon Corporation has developed several tools and 

initiatives to encourage entrepreneurship and innovation for their 

cooperatives (Promotion Centre, Saiolan, BBF, Isea,…). There is 

currently an extended opinion that it is necessary a redefinition of 

roles, a rearrangement, and a higher level of integration and 

coordination of all these entities to increase the level of performance of 

all of them. 

 

✓ Mondragon’s cooperatives and the Mondragon Foundation 

finance entrepreneurial initiatives. Despite this context, a sense of 

awareness about the importance of entrepreneurship exists in the 

Mondragon ecosystem. That is the reason why coops use part of their 

own funds to support that kind of initiatives. For example, Mondragon 

Foundation supports economically: Gaztenpresa, Saiolan, BBF or Elkar-

Lan. 

 

✓ Long term vision of the economic profitability of the 

entrepreneurial projects. Sometimes, the short-term profitability of 

the innovative projects is prioritized and that slows down or paralyzes 

its development. So, having a long-term vision and strategy to 

promote these kinds of projects is necessary to obtain new companies. 

 

✓ Entrepreneurial projects have their own key management 

issues that are different from the traditional ones. It is necessary to 

know these elements and to have them into account to develop these 

new initiatives and projects. There is a clear opportunity to promote a 

team entrepreneurship approach for these new projects. 

 


