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2> INTRODUCTION & CONTEXT

The Western New York region has seen meaningful entrepreneurial success in recent years.
Work over the last decade to foster a more robust entrepreneurial ecosystem is yielding new
startups that are bringing jobs and wealth to the community—and increasing confidence in the
ecosystem’s ability to produce thriving companies. The region needs more diverse and
successful startups, however, to reach critical mass and drive inclusive entrepreneurial activity
and opportunities in the region sustainably into the future.

»» OURPROCESS

To bring the Western New York entrepreneurial ecosystem stakeholders together around an
diverse, inclusive, and equitable unified vision for the next ten years, Victor & Company used a
three-phase methodology to:

* Discover insights to inform recommendations
* Design a community-led roadmap for the next ten years, and
* Deliver a 2032 Strategic Vision that is based on grassroots contributions from
stakeholders across the region.
Below are descriptions and highlights of each phase.

Phase I: Research & Report (“Discover Phase”)

In an effort to learn more about the ecosystem’s current state and to inform future
strategy, the Ralph C. Wilson, Jr. Foundation (RCWJRF) engaged Victor & Company to
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conduct a three-month rapid discovery process. As part of this process, in 2021, Victor &
Company conducted 20 interviews with regional stakeholders and reviewed existing
reports and articles about the entrepreneurial ecosystem. Following the research and

discovery process, Victor & Company published a report, “The Western New York
Entrepreneurship Ecosystem: Rapid Discovery Assessment and Recommendations for the

Future,” outlining observations, challenges, and opportunities facing the ecosystem.

Victor & Company shared the report with the ecosystem through key channels:
* Listening to, aligning, and convening the ecosystem to review the report,
* Hosting expanded collaborative feedback sessions with stakeholders from the
ecosystem, and
* Hosting 1:1 meetings with potential co-funders and stakeholders.

Phase 2: Design Sessions (“Design Phase”)

After publishing the report, Victor & Company hosted a series of collaborative,
interactive design sessions with the ecosystem to co-create tangible takeaways and a
roadmap for the future with the ecosystem. The three design sessions included:

* Session 1(April 6, 2022 - virtual): The View from 2032
o Participants envisioned what the Western New York entrepreneurial ecosystem
could achieve in 10 years.

* Session 2 (April 13, 2022 - virtual): Achieving the Future
o Participants “returned” to 2022 and embodied the persona of a local
entrepreneur. Thinking through the lens of an entrepreneur, participants designed
a future that enabled greater entrepreneurial activity and widespread economic
growth.
o Following Sessions 1 & 2, Victor & Company drafted a ten-year strategic vision
for the ecosystem.

* Session 3 (May 16, 2022 - in-person): Bringing the Future to Life

o Participants reviewed the drafted 2032 vision, then built a 10-year timeline for
the ecosystem that will establish Western New York as America’s leading model
of entrepreneur-led economic rebirth by 2032. Participants identified the key
milestones, resources, and success indicators needed to accomplish the
ecosystem’s 2032 vision.

o Note: To ensure the design session was inclusive of the entire ecosystem,
participants from Sessions 1 & 2 were asked to invite two additional attendees
who could bring additional perspectives to the work.
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Phase 3: Final Deliverable (“Deliver Phase”)

o After the three Design Sessions, the Victor & Company team carefully documented
every thought, sticky note, and idea that the ecosystem shared. The community-
generated findings and feedback serve as the critical building blocks of the
collective 10-year strategic vision for the ecosystem.

* Victor & Company synthesized the data that the ecosystem contributed to building a
2032 Strategic Vision, inclusive of the strategic stages, indicators of success, a
potential grant framework, and the next steps necessary to achieve the vision.

2»» STRENGTHS, CHALLENGES, AND OPPORTUNITIES

Interviews with stakeholders and feedback from the community led to the identification of the
key regional strengths and challenges for the ecosystem. These strengths and challenges
showcase the need for a 2032 vision, and the impact this work can have on Western New York.

Key regional strengths include:

e The region has a tradition of innovative companies and leading research universities that
attract and develop talent in valuable sectors.

e There is significant legacy wealth in Buffalo and the broader ecosystem that can
potentially be tapped as risk capital.

e Key leaders in the region’s core entrepreneurial support organizations are highly capable
and collaborative, and stakeholders have a strong cultural desire to work together for the
benefit of the region.

e Investors are increasingly willing to invest throughout the region when opportunities arise.
Recent high-growth “unicorn” companies—including a successful IPO—provide validation
that great businesses can launch and grow in the region.

Key challenges include:
¢ The ecosystem’s culture has been historically risk-averse and even anti-entrepreneurial.
e The worlds of high-growth tech businesses are separated from those of “Main Street”
businesses.
e There is a critical need for greater inclusion and diversity.
¢ The region does not have enough experienced entrepreneurial talent.
e The ecosystem is highly disconnected, with severe geographical silos.
e lLarge corporations are absent.
¢ The ecosystem is too quiet.
e There is insufficient basic Business 101 training.
¢ The ecosystem has low levels of information sharing.
o There are gaps in early stages of capital.
e There is an overdependence on a handful of programmatic funding sources.
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To meet these challenges and enhance entrepreneurial success in the region, we recommend
the following strategies to stakeholders:

* Provide vision and leadership.

* Consider building capacity and infrastructure around an “intermediary organization” to
coordinate, support, and celebrate the work of entrepreneurial support organizations in
the region, inspired by the success of the New Economy Initiative in Detroit, MI, and
SchoolSmart KC in Kansas City, MO.

* Draw in other funders.

e Offer more small, innovative, catalytic grants.

* Collaborate across a broader geography.

* Expand financial support for entrepreneurial activities that connect and leverage the
strengths of the broader Western New York region across geographical silos, in order to
catalyze the full ecosystem.

* Leverage media and storytelling more effectively.

* Expand capital access.

PP STRATEGIC VISION FOR WESTERN NEW YORK

By 2032, Western New York can achieve economic rebirth and become the nation’s leading
model of how communities can surpass their industrial legacies and attain even higher levels of
success.

Success means strong, diverse, equitable, interconnected, and inclusive networks of people
and resources that are accessible to everyone; best-in-the-nation programs that lift all
entrepreneurs and accelerate fast-growing ones; organizations that are strong and
sustainable; capital that fills gaps across all entrepreneurial stages; corporations engaging
routinely with startups; media that is full of inspiring stories of the region’s entrepreneurship;
world-class talent moving to the region; and policies tightly aligned with supporting
entrepreneurs.

Overall, the region will have achieved a new, robust brand of global stature.

VISION
Western New York will be America’s leading model of entrepreneur-led economic rebirth by
2032.

MISSION

Rebirth the economic power of Western New York by realizing the full potential of its
entrepreneurial ecosystem.
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STRATEGIC PILLARS

A thriving ecosystem requires that we build entrepreneurial pathways for all, expand the circle
of involvement, invite new participants into the ecosystem, and leverage untapped assets that
exist within our region and our broader networks.

We achieve this vision through three strategic pillars (paths, people, and assets) built from ten
key themes (interconnectivity, inclusivity, learning, acceleration, participation, media, capital,
funding, corporate, and policy).

A Billion Paths. Every aspiring entrepreneur has a path to start and grow, whether
establishing a home business, a generational enterprise, or a unicorn.

* Interconnectivity. Ubiquitous interconnections between people and resources in the
ecosystem.

* Inclusivity. Ubiquitous access to entrepreneurial resources, including for Black,
Brown, and rural entrepreneurs.

* Learning. Ubiquitous entrepreneurial learning for the next generation.

* Acceleration. Rapid awareness and acceleration for the most promising high-
growth startups.

A Billion People. Our startups improve the lives of 1 billion people, whether as founders,
employees, suppliers, and/or customers.

* Participation. Expand the circle of participation to engage the broader public,
including the region’s diaspora, to ensure that entrepreneurial opportunity is
embedded as a universal right.

* Media & Storytelling. Leverage a wide network of media and storytelling outlets to
communicate the story of the region’s rebirth.

A Billion Assets. Leverage $1 billion of assets, including capital, services, and sweat
equity.

e Capital. Expand funds, fund managers, and types of capital available to support
every stage and every type of emerging business.

* Funding. Expand the circle of financial support to a broad codlition of
philanthropies, corporations, and private citizens.

e Corporate. Expand the circle of engagement by drawing large corporations
together with startups, whether as customers, suppliers, investors, and/or partners.

* Policy. Develop a stronger pro-entrepreneur environment through improved public
policies, increased civic engagement, and more effective measurement of each.
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2»» ACHIEVING SUCCESS FOR THE WESTERN NEW YORK
ENTREPRENEURIAL ECOSYSTEM IN THREE STRATEGIC STAGES

In order for the Western New York entrepreneurial ecosystem to achieve this 2032 vision,
based on the input from involved stakeholders in the process, Victor & Company has outlined
below three stages of actionable steps. These steps, taking place over the next ten years and
incorporating diversity, equity, and inclusion throughout, will help propel the ecosystem to
lasting success.

STAGE 1: ACCELERATE IDEAS

Develop a mechanism to award 30-36 small prizes over three years to individuals,
companies, or organizations that seek to support entrepreneurs; jumpstart innovative
programs that invite new, diverse populations into the ecosystem; fill unmet needs;
generate positive momentum across the broader ecosystem; craft a new narrative for
participants; and build goodwill for the longer-term effort. Prize categories will include
interconnectivity, inclusivity, learning, acceleration, participation, storytelling, capital,
funding, corporate, and policy. Should this become an evergreen initiative, long-term
management would transfer to the intermediary organization established in Stage 2:
Accelerate the Ecosystem.

STAGE 2: ACCELERATE THE ECOSYSTEM

Launch an Ecosystem Accelerator that does not directly support entrepreneurs, or
directly run its own entrepreneurial assistance programs, but instead supports other
organizations that support entrepreneurs. This Ecosystem Accelerator, distinct from
traditional entrepreneurial accelerators, would serve the innovation ecosystem and its
organizations, rather than individual entrepreneurs directly. This initiative would connect,
align/coordinate, and lift key actors and organizations across the ecosystem by
maintaining a common vision; strategically connect and convene players across silos;
make grants to catalyze programming and strengthen organizations; raise support funds
from new funders; help ensure equity and inclusion across the ecosystem; and generate
a new regional narrative through strategic media efforts.

STAGE 3: ACCELERATE CAPITAL FORMATION

Launch a Capital Acceleration Fund (CAF). The CAF is a new, evergreen fund that
catalyzes capital formation by investing at critical early stages in emerging funds,
emerging fund managers, and innovative capital structures across all stages and
segments of the entrepreneurial cycle. For more information, see the description of
Stage 3 in later sections.
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Achieving the strategic vision requires taking short-, medium-, and long-term actions that
can begin immediately (see Figure 1below), and also enhancing equity and inclusion within the
ecosystem.

Figure 1. Building a Sustainable, Equitable Ecosystem Infrastructure
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STAGE 1: ACCELERATE IDEAS (SHORT-TERM, IMMEDIATELY)
These action items can begin right now. They are the “primer” for the revitalization of
Western New York's entrepreneurial ecosystem.

RAPID PRIZES TO SPARK INNOVATION

The region can catalyze innovation and energy throughout the ecosystem by making
small, rapid prototyping prizes (as grants or sponsorships) to entrepreneur support
organizations for new, experimental ideas with high-potential impact for the ecosystem.
These prizes should be weighted toward organizations that have not won grants before,
while also ensuring diverse, community-wide participation in the process. To streamline
the process, this stage should be structured as a direct grant to one or two grantees,
which are organizations that will manage the prize selection and awards process.

Prize categories. The prize categories could follow any combination of the ten strategic
themes:

* Interconnectivity
* Inclusivity

* Learning

* Acceleration

* Participation

e Storytelling

e Capital

e Funding

e Corporate

e Policy
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Purpose.

e Stimulate new ideas. Small, quick grants for innovative ideas carry lower
expectations, but can generate high return by filling market gaps neglected in the
past, catalyzing more impactful programming in important niches, and building
goodwill in the ecosystem. Those ideas that succeed can potentially scale in future
years as well.

e Bring in new voices. Such a process would welcome and engage new
organizations, people, and businesses who have not felt invited to engage in the
ecosystem in the past.

* Generate new energy. There would be immediate awareness that “things are
happening” and that momentum is growing across the ecosystem. The rapid prizes
would also address Key Challenges identified by ecosystem stakeholders, namely
that many voices have been left out in the past, the “ecosystem is too quiet” and “the
ecosystem'’s culture has been historically risk-averse and even anti-entrepreneurial.”

Structure. Award ten prizes, one per theme, in small- or medium-sized, one-year
grants/sponsorships (e.g., $50,000 each). Frame as quick, “fun,” peer-driven decisions
(e.g., peer judging panel, peer voting process, or even pitch contests) or as mini-RFPs.

The process should consider how to lift voices in the ecosystem that haven't been heard
before. More than ten prizes could also be awarded by giving “at-large” awards to ideas
outside of the usual categories, including “People’s Choice” award(s) to expand voting
and encourage engagement across the region. Expect that up to 50% of projects may
fail, given their experimental nature.

Timing. Consider giving out one award per month, on a rolling basis, to generate news,
excitement, and ecosystem-convening focal points throughout the year. These prizes can
continue to be incubated until a new organization is ready to inherit the effort.

Celebrating. Consider hosting mini-events to announce and celebrate the awards.

These mini-events would also serve to convene, connect, and energize the ecosystem,
while also generating media stories about the ecosystem’s ongoing activities.
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STAGE 2: ACCELERATE THE ECOSYSTEM (MEDIUM-TERM, ONE YEAR)

These items require strategy, planning, and development work in advance, but will serve
a critical role in the ongoing reemergence of the ecosystem. The advance planning will
also ensure that principles of diversity, equity, and inclusion are integrated into the
ecosystem'’s reemergence.

THE ECOSYSTEM ACCELERATOR

Design, launch, and establish operations of an Ecosystem Accelerator, an intermediary
organization that serves to connect, convene, catalyze, and strengthen the organizations
and assets in the ecosystem. The design process for the Ecosystem Accelerator should
include active engagement with and feedback from diverse community stakeholders.

Purpose.

e Supports those who support entrepreneurs. Does not itself operate direct support
programs for entrepreneurs, so does not increase competition for resources amongst
ESOs in the WNY region.

e Convene and connect organizations in the ecosystem.

* Keep a common vision and agenda for the ecosystem. This includes maintaining
publicly-viewable data dashboards measuring success indicators for the ecosystem.

* Raises new funds for the ecosystem. This includes additional funds for programmatic
support from new philanthropies, corporations, and donors, especially from other
sources beyond WNY. It also includes additional capital for investing into businesses,
such as supporting corporate venturing, angel networks, and emerging fund
managers.

* Creates a collective voice to brag about the ecosystem.

* Addresses several Key Challenges identified by the community, including: “the worlds
of high-growth tech businesses are separated from those of ‘Main Street’
businesses,” “there is a critical need for greater inclusion and diversity,” “the region
does not have enough experienced entrepreneurial talent,” “the ecosystem is highly
disconnected, with severe geographical silos,” “large corporations are absent, “there
is insufficient basic Business 101 training, “the ecosystem has low levels of information
sharing,” and "there is a need for a consistent, structured storytelling.”

 This approach parallels successful efforts in both Detroit and Kansas City to create
stand-alone, agenda-setting intermediary organizations that aligned stakeholders,
catalyzed momentum and confidence, funded innovative programming, expanded
inclusivity, and generated wide-ranging impact in their ecosystems. Such efforts can
generate a virtuous circle, as the entrance of new entrepreneurs, innovators,
organizations, capital providers, corporations, and other stakeholders bring fresh
ideas, energy, and resources to the ecosystem that attract even more. In Detroit, the
New Economy Initiative has invested over $175 million in entrepreneurial support
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efforts by aligning stakeholders, building a common vision, and tracking strategic

progress. In Kansas City, the Kauffman Foundation launched SchoolSmartKC, which
has funded over $30 million in efforts to expand educational programs, engage
families, recruit educators, and generate previously missing data.

Structure of the Intermediary Organization.

* Manages a common agenda for the ecosystem by convening, connecting, and
facilitating organizations and leaders (e.g., facilitating targeted meetings and
leadership cohorts, publishing strategic progress, tracking impact/metrics, convening
stakeholders across silos, etc.)

* Makes impactful grants to (1) strengthen operating organizations, (2) catalyze
innovation, and (3) address gaps in underserved markets.

* Is capitalized sufficiently for defined operations.

* s required to operate inclusively, across the region.

* Is prohibited from launching its own programs for, or providing direct support to,
entrepreneurs.

* Holds the ecosystem stakeholders accountable for diversity, equity, and inclusion
across strategy development, executed initiatives, and resource allocation.

Timing.
* One year timeline to design and launch this organization.
* Grant to a single entity to run the design and development process.

Leadership.
* |deally someone who is objective and does not operate an organization that will
benefit directly from the formation of this intermediary organization.
e Consider inviting a respected individual to assume this leadership role as a one-year
community service.

Governance.

* Intermediary organization is only motivated by the goals of the whole ecosystem. It is
not political. It is “above the fray” and objective.

* The board should be composed of respected leaders who are not grantees or
beneficiaries. These leaders should be diverse (including demographically,
geographically, and across sectors).

e Setting clear geographic targets can create trust and align incentives, e.g.,
allocation of resources. New funding sources could provide support for funding
programs in additional counties in the western half of the state, such as the Finger
Lakes region and other areas west of Interstate 81, that are outside some of the
stakeholders’ current geographic boundaries.
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STAGE 3: ACCELERATE CAPITAL FORMATION (LONG-TERM, TWO YEARS AND
BEYOND)

These components require longer-term commitments to develop and deliver enduring
benefits across Western New York.

x°
x°

FETTRAT HoeAd
IS TS AT ATHOM FUND

CAPITAL ACCELERATION FUND
Build an evergreen $100 million Capital Acceleration Fund to catalyze capital formation
across the ecosystem for many decades to come. This Fund’s mandate should include a

focus on providing equitable opportunities to a diverse and dynamic group of fund
managers.

STRATEGIC VISION FOR THE ENTREPRENEURIAL ECOSYSTEM OF WESTERN NEW YORK: SUMMER 2022

12



Purpose.

e Establish the region’s long-term capital formation capacity for the foreseeable
future, rather than providing one-time subsidies to create single funds that will
expire.

e Support fund managers who are getting new funds or capital structures off the
ground by investing in their funds at early critical stages.

* Help these fund managers overcome initial fundraising hurdles, build successful track
records, and connect them into a network for shared learning and career
development.

 Diversify both the pool of fund managers (in particular, women fund managers and
fund managers of color to reflect local demographics) in the region, and the type of
capital available within managed funds operating in the region.

o Key statistics from the Ewing Marion Kauffman Foundation’s Capital Access Lab’s

20192 "Access to Capital” Report highlight the need for diverse capital options:

= 90%-95% of entrepreneurs that hire require some type of external funding to
start their business.

= At least 83% of new businesses that hire do not access institutional capital at
startup.

= Only 0.5% of businesses receive venture capital at startup.

= Only 1.8% of businesses receive government-guaranteed business loans from
a bank or financial institution.

o Provide support for emerging fund managers (including training and educational
programming), who are targeting market gaps, developing innovative investment
models (such as revenue-based investing, profit-sharing, crowdfunding, etc.),
and/or who come from historically underserved communities.

o Addresses Key Challenges identified by community stakeholders, particularly
“there are gaps in early stages of capital,” and "there is an overdependence on
a handful of programmatic funding sources.”

Structure.
* Model after Yozma Fund, which birthed Israel's venture capital industry, or the
Multilateral Investment Fund, which birthed Latin America’s venture capital industry.

Can also draw lessons from Kauffman Foundation’s Capital Access Lab and

Michigan's Renaissance Venture Capital’s fund-of-funds.
* Potentially leverage Department of Treasury's SSBCI funding, depending on New

York State’s program design.
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* The entity can be structured as a nonprofit, so proceeds from successful fund
investments will be recycled tax-free, and the Capital Acceleration Fund continues
to reinvest and grow indefinitely.

* Optiondlly, if the Region seeks to begin laying the groundwork sooner in the first one
to two years, philanthropic partners can create fertile soil by investing in fund
manager capacity (e.g., scholarships for fund manager leadership development
through the Kauffman Fellows Program, an independent 501(c)(3)), supporting the

participation of local corporate innovators in national corporate venture capital
networks (e.g., Global Corporate Venturing), and providing operating capital to

select promising, emerging fund managers that might otherwise struggle to get
launched (e.g., Surdna Foundation and Ford Foundation grants to emerging fund
managers of color).

Timing.

* This effort may take two to three years to be born with an inaugural fund, ramping up
to a $100 million fund over the coming decade.

* Currently, we can nurture and support young fund-of-funds efforts in the ecosystem,
as they could potentially serve as the seeds for this larger permanent, evergreen
fund.

* Immediate work can involve developing a Capital Acceleration Fund design and
plan, either as part of or separately from the development of a new intermediary
organization.

Leadership.

e The Capital Acceleration Fund should be managed professionally by people with
expertise in entrepreneurial capital formation. They can be further trained and
supported by individuals with expertise in fund and capital structure design, such as
former and current leaders of Yozma, the Multilateral Investment Fund, Kauffman's
Capital Access Lab, or Michigan’s Renaissance.

Governance.

* The Capital Acceleration Fund can potentially be managed by the new intermediary
organization (for maximum ecosystem-wide coordination), or it can be run
independently (for maximum innovation, flexibility, and specialized skills).

* Board structure, composition, and investment management processes should all be
developed based on best practices established by segment-leading entities.
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2> KEY INDICATORS OF SUCCESS FOR THE STRATEGIC VISION

It is crucial for the Western New York ecosystem to track its progress over the next ten years
through both qualitative and quantitative metrics. How will the ecosystem know if it is on track
to achieve the 2032 vision? How will it know when, where, and how to correct its course, if it is
not on track? If the ecosystem stakeholders are able to answer these questions, it significantly
increases the likelihood of achieving region-wide success by 2032.

Below are recommended quantitative metrics that will help guide the ecosystem in monitoring
and evaluating intended outputs and outcomes over time. Each of these categories of metrics
will be developed with diversity, equity, and inclusion as key measurement principles.In
addition, these metrics will provide a unified set of standards across all entrepreneur support
organizations and funds, while generating a consistent flow of data to support additional
region-enhancing activities.

SHORT-TERM

e Number of Rapid Prizes Awarded (total and by theme)

* Number of Rapid Prize Applications (total and by theme)

* Geographic distribution of prize awards

* Geographic distribution of prize applications

e Percentage distribution of awards between early-stage and established
organizations

* Award ratios reflect regional demographics

* Pace and frequency of award periods stay above designated baseline

* Number of media pitches and/or stories published

* Percentage of prize awards that result in failure (this is a metric designed to
formalize the encouragement of experimentation)

* Number of media/social media impressions, shares, and other engagement metrics

MEDIUM-TERM (ALL OF THE ABOVE, PLUS)

* Asset Class Availability Index

* Sweat Equity Index (a prospective measure of the value of the work contributed by
founders)

* Early-stage dollars deployed in region

* Growth stage dollars deployed in region

* Number of companies supported by entrepreneur support organizations

* Percentage increase (or decrease) in “use” of regional entrepreneurial resources, as
tracked by the intermediary organization
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LONG-TERM (ALL OF THE ABOVE, PLUS)

Number of fund managers investing in the region

Number of capital vehicles directly managed within the region

Percentage of identified “asset class” needs served by at least one regional capital
vehicle

Amount of capital raised by funds in region

Number of total investments

Startup survival rate (%)

Number of exits

Amount of follow-on capital outside of the original $100 million catalytic fund
Number of customers served by new businesses in the region

Number of new businesses started

Number of new jobs created

Quality of new jobs created, based on industry-leading framework

Quality of life/place

Average number of years that companies stay in WNY

Media mentions

Number of people lifted from poverty because of new businesses created
Increase in diversity of investments and investment pool

>»» RECOMMENDED NEXT STEPS

Aligned with the three strategic stages outlined above, Victor & Company recommends the

following short-term, medium-term, and long-term action steps.

1. ACCELERATE IDEAS
Immediately: Develop mechanism to distribute monthly rapid small prizes (10-12 per year

at $50,000 each over three years, until Stage 2 can be fully operational).

Key decisions to be made:

Direct funding from whom/how many?

How to market and generate applicants?

How to receive applications?

How to evaluate? Peer-based vs. internal review? Selection criteria?
How to generate stories by engaging media?
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2. ACCELERATE THE ECOSYSTEM

Immediately: Develop a grant to a single entity to engage in a one-year, community-
driven process to design, develop, and launch the new Ecosystem Accelerator
organization. |deally, at the end of one year, this should include a final large-scale
conference that convenes and aligns the broader ecosystem to celebrate and launch the
new effort.

Key decisions to be made:
* Grant to an existing organization vs. new entity?
* Who serves in leadership?
* Governance - how to represent diverse stakeholders from inception?
* Develop internal grantmaking documentation needed by the foundation?

Plan to host a significant ecosystem-wide kickoff summit in one year?

3. ACCELERATE CAPITAL FORMATION

Optional: Within one to two years, create fertile soil by investing in fund manager
capacity, supporting the participation of local corporate innovators in national corporate
venture capital networks, and provide operating funds to select, promising, emerging
fund managers.

Key decisions to be made:
¢ |n-house or outsource?

e Funding direct from foundation or via community foundation?

After two to three years, when the Ecosystem Accelerator is fully operational, it can drive
the design, development, and launch of the new Capital Acceleration Fund.

>»
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>»» APPENDICES
APPENDIX 1. DETAILS OF STAKEHOLDER MEETINGS

List of participants: Here is a list of participants from the 3 Design Sessions.

Key outcomes/discussion points:

* Session 1 (April 6, 2022 - virtual): The View from 2032
o Participants envisioned what the Western New York entrepreneurial ecosystem could
achieve in 10 years.
o Key takeaways:
» Emphasis on collaboration: “We do not eat each other. We feed each other.”
= Highlighting the importance of the ease of use of the ecosystem, creating easy
paths for entrepreneurs.
* Importance of DEI: It is critical that the ecosystem is intentionally diverse and
inclusive.

* Session 2 (April 13, 2022 - virtual): Achieving the Future
o Participants “returned” to 2022 and embodied the persona of a local entrepreneur.
Thinking through the lens of an entrepreneur, participants designed a future that
enabled greater entrepreneurial activity and widespread economic growth.
o Key takeaways:
= WNY will be a beacon of opportunity by 2032.
= “If we strive to be diverse by nature, it won't be an aspirational goal anymore.”
» Emphasis on engaging the next generation (youth programs).
» Abundance vs. scarcity mindset.
= Discussion: The stakeholders are stewards of the ecosystem. Think of what it will
look like when this group "hands it off" to the next generation.
» Collaborative ecosystem where players are building on each other's strengths.
* No more “survival thinking.”
» Be the gold standard for regional collaboration.
= An ecosystem that is easy to navigate, accessible, and inclusive

* Session 3 (May 16, 2022 - in-person): Bringing the Future to Life
o Participants reviewed the drafted 2032 vision, then built a 10-year timeline for the
ecosystem that will establish Western New York as America’s leading model of
entrepreneur-led economic rebirth by 2032. Participants identified the key milestones,
resources, and success indicators needed to accomplish the ecosystem’s 2032 vision.
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o Key takeaways™:

» Overarching takeaway: The community highlighted the need for an intermediary
organization to lead the ecosystem to reaching its 2032 vision.

» |nterconnectivity: Formalized connectivity among resources in the ecosystem.

® Inclusivity: Long-term goal: DEl incentives are no longer needed.

» Learning: K-12 entrepreneurial education is standard, not an elective.

» Acceleration: Launch a $100MM seed fund.

» Participation: Launch a regional investment fund. $20MM in grants/loans
distributed. Equitable breakdown of investments/loans across
race/ethnicity/gender.

* Media: Dedicated funding for a national media relations firm to regularly pitch
stories about WNY.

= Capital: Have at least one more fund per region. Gather all funds together to
discuss how to grow capital base.

» Funding: New funders joining the ecosystem. Greater geographic distribution of
funders. Highlighting the need to “pull in other funders.”

= Corporate: Financial incentives for corporations to buy from startups. In-person
networking events between corporations and startups.

= Policy: Labor pipeline is abundant and diverse. Emphasis on placemaking: “place
matters!”

*Note: The above notes are snapshots of the community-generated 10-year timeline. The visual
depiction of the timeline will comprehensively showcase the community’s thoughts and
takeaways for each topic.

APPENDIX 2. COMMUNITY-GENERATED TIMELINE FROM SESSION 3 (MAY 16, 2022, IN
BUFFALO, NY)

The transcribed timeline and participant Post-It notes from Session 3 can be viewed as a
Google Sheet here.
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APPENDIX 3. PICTURES FROM SESSION 3

STRATEGIC VISION FOR THE ENTREPRENEURIAL ECOSYSTEM OF WESTERN NEW YORK: SUMMER 2022

20



STRATEGIC VISION FOR THE ENTREPRENEURIAL ECOSYSTEM OF WESTERN NEW YORK: SUMMER 2022

21



STRATEGIC VISION FOR THE ENTREPRENEURIAL ECOSYSTEM OF WESTERN NEW YORK: SUMMER 2022

22



STRATEGIC VISION FOR THE ENTREPRENEURIAL ECOSYSTEM OF WESTERN NEW YORK: SUMMER 2022

23



'E;,,r. =

d‘-#
= -

STRATEGIC VISION FOR THE ENTREPRENEURIAL ECOSYSTEM OF WESTERN NEW YORK: SUMMER 2022

24



1 3 » i F ‘-I-.I -- | :ﬂ;. 1 . : i . :..-- -
= __-"u_;r o 1'{:! FLtl =" -tn"\-“ .~ SR T

S e

25

STRATEGIC VISION FOR THE ENTREPRENEURIAL ECOSYSTEM OF WESTERN NEW YORK: SUMMER 2022



STRATEGIC VISION FOR THE ENTREPRENEURIAL ECOSYSTEM OF WESTERN NEW YORK: SUMMER 2022

26



This report was authored by:
Victor Hwang, Kim Lane, Kate McCrery, and Mark Newberg.

© 2022 Victor and Company, All Rights Reserved



