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1. Introduction 

The German Economic Team Moldova has been asked by the Office of the Prime Minister 
to support the reorganisation of the Investment Agency. 
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 In a competitive landscape, various countries have reformed their investment 
promotion agencies (IPAs) in the recent past with the aim of increasing their 
effectiveness. 

 The Government of the Republic of Moldova also has reorganised the institutional 
landscape in the area of investment, trade and tourism promotion.  

 In 2018, the Moldovan Investment and Export Promotion Organisation (MIEPO) has 
been transformed into the Investment Agency, a central public authority subordinated 
to the Prime Minister.  

 In order to generate synergies, the Tourism Agency has been merged with the 
Investment Agency as part of the reorganisation process. 
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1. Introduction 

Based on a good-practice analysis and complementary stakeholder interviews, a 
workshop with the team of the Investment Agency has been carried out to reflect on the 
status of the reorganisation process and to identify needs and options for refinements. 
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 Key focus has been on the strategic dimensions  
(1) tasks, (2) organisation and (3) financing as well as 
their interaction. 

 The configuration of those dimensions varies 
considerably between IPAs around the globe, 
depending upon the country-specific … 

 economic challenges and opportunities 

 policy and strategic framework 

 institutional landscape. 

 However, there are a number of cross-cutting  
success factors to be considered when designing 
measures to increase the effectiveness of IPAs. 

Tasks 

Organisation 
(Structure & 
Processes) 

Financing 

Strategic dimensions 
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2. Comparison of tasks, organisational and financing models 

The comparison of IPAs in the Baltic region and East Germany reveals a wide scope of 
tasks and considerable differences between the different models. In a number of 
cases, the portfolio of activities and services has been extended in the recent past. 
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Main tasks (selection) 

Investment 
promotion 

and 
facilitation 

Trade 
promotion 

Management 
of funding 

programmes / 
development 

projects 

Start-up 
support 

Innovation 
support / 

cluster 
development  

Tourism 
marketing 

and 
development 

Regional 
development 

and 
cooperation 

Talent 
attraction and 

skills 
development 

Latvia x x x x x x 

Estonia x x x x x 

Lithuania x x 

Berlin x x x x x x 

Brandenburg x x x x x x 

Mecklenb.-Vorp. x 

Saxonia-Anhalt x x 

Saxony x x x x 

Thuringia x x x x x x 
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The majority of IPAs reviewed consists of departments focusing on different service 
areas. While IPAs in the Baltic region follow the model of a subordinated agency, in 
Germany private limited companies are common. The subordination of the Investment 
Agency to the Prime Minister in Moldova represents a competitive advantage. 
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Organisational principle Legal status Subordination 

Latvia Service areas 

Agency Subordinated to Ministry of Economy Estonia Service areas 

Lithuania Functions 

Berlin Industries 

Private limited 
company 

Private sector as main shareholder 
(Supervision by Ministry of Economy) 

Brandenburg Service areas 

State as main shareholder 
(Supervision by Ministry of Economy) 

Mecklenburg-
Vorpommern 

Industries 

Saxonia-Anhalt Service areas 

Saxony Service areas 

Thuringia Service areas 

2. Comparison of tasks, organisational and financing models 
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There is a broad spectrum of financial models used by IPAs around the globe. The 
funding sources depend on the business model, the institutional set-up and access to 
(inter-)national funding programmes and schemes. 
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While most IPAs in Germany receive some form of 
institutional funding, the financing models often include 
further forms and sources of funding, e.g.: 

 The IPA of the Federal State of Berlin raises a third of 
its budget with a PPP-model from the private sector. 

 The IPA of the Federal State of Brandenburg receives 
half of its budget in the form of EU project funding. 

 The IPA of  the Federal State of Baden-Württemberg 
raises about two-thirds of its budget offering fee-
based services such as joint booths at trade fairs. 

Berlin bear made up of the logos  
of all “Berlin Partners”  

2. Comparison of tasks, organisational and financing models 
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3. Cross-cutting success factors for IPAs 

While the tasks, organisational and financial models vary between IPAs around the globe, 
a range of common, cross-cutting success factors can be identified: 
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(1) Alignment of the three dimensions tasks, organisation and financing 

(2) Focusing on clearly defined core tasks 

(3) Customer-oriented and systematic approach 

(4) Integrated and targeted approach 

(5) An efficient organisational structure that is clear to customers, staff and stakeholders alike 

(6) Coherence between the structure and processes 

(7) Efficient cross-organisational cooperation and coordination 

(8) Perception of the IPA as an attractive employer 

(9) Appropriate long-term funding for core activities 

(10)Efficient monitoring/reporting tools and processes. 
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3. Cross-cutting success factors for IPAs 
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(1) Alignment of the three dimensions tasks, organisation and financing 

 Reforms addressing only one dimension in isolation – without considering interdependencies – generate 
only a limited or even a negative impact. 

 All dimensions should be aligned to the overarching strategic objectives and frameworks. 

(2) Focusing on clearly defined core tasks 

 Many IPAs face difficulties in designing and implementing a clearly defined portfolio of services and 
activities. 

 Singular measures and ad hoc activities (e.g. organising major events, participating in delegations, 
preparing speeches and statements) often tie up capacities and resources to a large extent. 
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3. Cross-cutting success factors for IPAs 
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(3) Customer-oriented and systematic approach 

 Successful companies and IPAs both regularly align their services and processes to the customers’ needs. 

 Tasks such as investment promotion take time and rely on trust and customer relationships which requires 
continuity and a systematic approach. 

 

Initial contact 

Second contact 

Personal meeting (e.g. at event or trade fair) 

Company visit 

First site visit 

Negotiations 

Investment decision 

Year 1 Year 2 Year 3 

Project maturity 
Typical time frame and interactions in the 
course of investment decision processes: 
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3. Cross-cutting success factors for IPAs 

11 

(4) Integrated and targeted 
approach 

 Covering the entire 
investment attraction 
cycle 

 Utilising synergies  
between instruments, 
competencies and 
organisational units 

 Increasing the impact of IPAs 
as confirmed by empirical 
research. 

 

1. Research & 
target group 
definition 

2. Promotion 
strategy 

3. Organisation 
5.  Investment 

facilitation 

6. After-care / 
policy advice 

7. Monitoring 

Image 
Building Marketing 

Materials 

Inter- 
mediaries 

Networking 

Lead 
Generation 

4. Implementation 

Investment attraction cycles: 
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3. Cross-cutting success factors for IPAs 
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(5) An efficient organisational structure 
that is clear to customers, staff and 
stakeholders alike 

 The structure should facilitate the use of 
synergies and avoid the duplication of 
competencies. 

 The structure should consequently adhere 
to guiding organisational principles. 

 Common is the divisional structure where 
the focus is on specialisation by target 
sectors, regions, or service areas. 

 

Types of divisional structures: 

CEO 

ICT Life Science  Automotive Textiles 

CEO 

Investment 
promotion 

Trade 
promotion 

SME 
development 

Cluster 
development 

CEO 

Central 
Europe 

Western 
Europe East Asia North 

America 

by target sector, e.g.: 

by product / service  
group, e.g.: 

by region, e.g.: 
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3. Cross-cutting success factors for IPAs 

Cross-cutting success factors (cont.): 
 

 

 

(6) Coherence between the structure and 
processes 

 The flow of processes should not run counter to 
the way the organisation is structured. 

 The processes that are most critical to success 
should be determined and documented (incl. time 
frame, key actors and their roles). 

 In order to support the processes, marketing and 
IT tools should be regularly updated and extended 
in line with the needs of the target groups. 

 

Lead Generation 

Participation in Exhibitions 

Organising Events 

Intermediaries Networking 

Investment 
Promotion 

Company 
identification 
and profiling 

Systematic 
CRM 

Telephone 
follow-up 

Direct 
mail 

Identifying target companies 

Completing of company profiles 

Identification of decision makers 

Developing a database 

Exemplary break down of the task  
“Investment Promotion” into processes: 

Exemplary break down of the lead generation process  
into steps and activities: 
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3. Cross-cutting success factors for IPAs 
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(7) Efficient cross-organisational cooperation and coordination 

 IPAs are part of a broad landscape of institutions supporting investment, export and tourism including … 

• Government and public institutions (e.g. embassies, ministries and other agencies, local and regional 
government, FEZ and industrial parks, administration, universities and research institutions) 

• Industry organisations and networks (e.g. chambers, industry associations, cluster networks)  

• International partners (e.g. donor organisations and projects, development banks) 

• private companies (e.g. real estate developers, financial service and training providers, existing investors). 

 Activities should complement each other rather than compete. 

(8) Perception of the IPA as an attractive employer 

 It is of critical importance for IPAs not only to recruit, but also to retain highly qualified professionals.  

 Fluctuation poses a major challenge for building up the necessary capacities and contact networks. 

(9) Appropriate long-term funding for core activities 

 A systematic, integrated approach requires reliable long-term funding for core tasks and activities. 

 Complementary funding sources should be explored without compromising goals and objectives. 
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3. Cross-cutting success factors for IPAs 
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(10)Efficient monitoring/reporting tools 
and processes 

 The monitoring and reporting should be based 
on a focused set of key performance indicators 
(KPIs) reflecting the defined core tasks. 

 The KPIs should comprise result indicators  
(e.g. jobs created) as well as activity targets  
(e.g. organised events, after-care visits).  

 Modern CRM systems can make an important 
contribution towards monitoring/reporting. 

 

 

KPIs of the Investment and Development 
Agency Latvia (see annex) 
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4. Conclusions and recommendations 

Considering the success factors as well as the case studies in the annex, the status of the 
reorganisation process has been reflected in the workshop with the team of the 
Investment Agency. Building upon the results as well as complementary stakeholder 
interviews and analyses, the following conclusions and recommendations can be derived: 
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(1) The spectrum of tasks set out in the Regulation of the Investment Agency should be clarified and 
narrowed down. 

(2) The status of the Investment Agency and its employees should be reviewed and revised to 
ensure a systematic approach towards investment, trade and tourism promotion. 

(3) Efficient monitoring and reporting processes should be introduced. 

(4) An efficient organisational structure should be developed based on the Regulation of the 
Investment Agency. 

(5) The spectrum of marketing and IT tools should be regularly updated and extended according to 
the needs of the target groups. 

(6) Cooperation with all actors involved in investment, trade and tourism promotion (e.g. other 
agencies, donor financed projects) should be intensified to fully unlock the development 
potential for the country. 
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4. Conclusions and recommendations 
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(1) The spectrum of tasks set out in the Regulation of the Investment Agency should be 
clarified and narrowed down. 

 Overall, the range of tasks should be reduced, as it exceeds the available resources.  

 The focus should be on clearly defined core tasks to build up specific competences and generate synergies. 

 Targeted investment attraction should be emphasised as a core task. The promotion of the country image is 
an important prerequisite but not in itself sufficient to attract investment. 

 A number of tasks could be more efficiently covered by partners (e.g. export-oriented trainings) or should 
be clarified to avoid duplication (e.g. advocacy-related activities). 

Based upon the results from the workshop, the Investment Agency should prepare a definition of core 
tasks and seek approval from Government. 

As a basis for clarifying the tasks related to the management of the export promotion fund, an evaluation 
of the scheme should be carried out. 
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4. Conclusions and recommendations 
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(2) The status of the Investment Agency and its employees should be reviewed and 
revised to ensure a systematic approach towards investment, trade and tourism 
promotion. 

 The decision to subordinate the Investment Agency to the Prime Minister is a positive signal. 

 However, the transformation of the Investment Agency into a public authority entailing a public servant 
status of the employees poses a serious challenge to a systematic and effective approach.  

 Investment agencies stand out from other Government institutions with respect to the required skills sets. 
They rely upon highly qualified employees who are able to work and negotiate at the interface between the 
top level of the public and private sector in an international environment. 

 The current status of the Investment Agency and its employees will most likely limit the socio-economic 
impact of the Investment Agency (e.g. regarding job creation, income and revenues for the public budgets). 

 Furthermore, it is likely to limit the potential to participate in international projects and programmes. 

 The Government should review and revise the status of the Investment Agency and its employees. 
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4. Conclusions and recommendations 
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(3) Efficient monitoring and reporting processes should be introduced. 

 Currently, the Investment Agency is reporting to various ministries and institutions with different formats, 
indicators and in varying intervals resulting in a high administrative burden. 

 In future, monitoring and reporting should be based on a focused set of key performance indicators (KPIs). 

 The KPIs should reflect the defined core tasks and should comprise result indicators (e.g. attracted projects, 
jobs created) as well as activity targets (e.g. organised events, scoping missions, after-care visits).  

 Monitoring reports should be submitted by the Investment Agency to a dedicated special advisor to the 
Prime Minister at least on a half-yearly basis.  

 The annual monitoring report should be complemented by a brief extract and analysis from national 
statistics on foreign investment. 

Drawing from international good-practice, the Investment Agency prepares a set of KPIs and seeks 
approval from Government. 

A special advisor to the Prime Minister is taking on the responsibility to approve the monitoring reports 
and annual activity plans. 
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4. Conclusions and recommendations 
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(4) An efficient organisational structure should be developed based on the Regulation of 
the Investment Agency. 

 The responsibilities for targeted investment attraction should be clarified. The Investment Department 
should cover the entire investment attraction cycle.  

 The organisational structure should support the development of sector-specific expertise. Responsibilities 
for the defined target industries should be defined.  

 The tasks related to the development and management of brands and image-building campaigns should be 
clearly delineated between the departments to utilise synergies and avoid duplication. 

 The processes that are most critical to success should be determined and documented. 

 The Investment Agency prepares a proposal for the organisational structure and seeks approval from 
Government. 

Director General  

Investments and 
Investment Protection 

Tourism Promotion Export Promotion Image Promotion 

Internal Auditor 

Institutional 
Management 

Deputy Director General 

Counselor 
Organisational structure  
according to the  
Regulation: 



German Economic Team Moldova 

4. Conclusions and recommendations 
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(5) The spectrum of marketing and IT tools should be regularly updated and extended 
according to the needs of the target groups. 

 A broad range of marketing and IT tools has already been developed in the past – partly in cooperation 
with international partners. 

 The discussion at the workshop has shown a need to allocate resources for maintaining and updating the IT 
tools and to enlist the support of the partners for full integration into the processes of the Agency. 

 Furthermore, to support targeted promotion efforts, the range of marketing tools should be extended.  

 Based on a modular approach, target-group specific presentations should be developed and updated.  

 The presentations should be complemented by target-group specific investment profiles building upon the 
tool that is currently being developed in cooperation with GIZ for the agro-food industry. 

 In cooperation with (international) partners, the Investment Agency ensures an appropriate range of 
marketing and IT tools to support the core processes.  
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4. Conclusions and recommendations 
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(6) Cooperation with all actors involved in investment, trade and tourism promotion (e.g. 
other agencies, donor financed projects) should be intensified to fully unlock the 
development potential for the country. 

 Currently, the cooperation potential with donor financed projects and international partners, other public 
agencies, FEZs and Industrial Parks, business representative organisations and others is only partly used. 

 In the workshop, various cooperation areas / opportunities could be identified (e.g. joint participation in 
exhibitions and B2B formats, cooperation in organising events and scoping missions, training and 
participation in international programmes and calls). 

 Donor projects which overlap with the tasks of the investment agency will be encouraged to support and 
capacitate the investment agency as opposed to setting up parallel structures.  

 From today’s perspective, efforts to generate cross-organisational synergies should focus on enhancing the 
coordination and cooperation within the existing institutional landscape. Further mergers are not 
recommended at this point of time considering potential positive and negative effects. 

Based on bilateral consultations, the Investment Agency develops and implements a concept for cross-
organisational cooperation and stakeholder management. 
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Annex: 
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• Case study 1: Investment Development Agency Latvia 

• Case study 2: Berlin Partner for Business and Technology 

• Workshop programme 
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Case study – Investment and Development Agency Latvia 

The Investment and Development Agency Latvia (LIAA) integrates the promotion of 
trade, investment, innovation, entrepreneurship and tourism in one organisation.  

 LIAA is organised as a public institution subordinated to the Minister of Economy of 
the Republic of Latvia.  

 Established in 1993 as the Latvian Development Agency, it was reorganised into the 
Investment and Development Agency of Latvia in 2003 and merged with Latvian 
Tourism Development Agency (LTDA) in 2016.  

 In addition to services provided free of charge, LIAA offers fee-based services, e.g. … 

 Matchmaking services for foreign companies wishing to sell goods and services in Latvia 

 Export seminars in Latvia 

 Ad placement in LIAA information material. 

 The agency has representative offices in 19 countries. 

 

24 
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Case study – Investment and Development Agency Latvia 

LIAA represents an example of a divisional structure focusing on core service areas 
(e.g. export promotion, trade promotion) which is quite common among IPAs. 

25 
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Case study – Investment and Development Agency Latvia 

Based on thorough research of global investment trends, eight target sectors were 
identified offering the most promising potential based on competitive advantages. 

 Target sectors comprise: 

 Woodworking 

 Metalworking / Mechanical engineering 

 Food Processing  

 Health Care 

 Life Sciences 

 Green Technology 

 Transport / Storage 

 IT / Global Business Services. 

 Each team member in the Investment  
Department has clearly defined  
responsibilities for one or more sectors.  

 

26 



German Economic Team Moldova 

LIAA operates a range of databases throughout investment promotion and facilitation 
processes, including … 

 Database of investment opportunities (investment profiles) 

 Database of Latvian suppliers 

 Database of different investment sites.  

27 

Case study – Investment and Development Agency Latvia 
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Case study – Investment and Development Agency Latvia 

Monitoring and reporting is based on a focused set of KPIs for the different service areas. 
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Category Indicator 

Attraction of investments • Number of potential investors identified by the 
representative offices 

• Number of investment projects 

Investment facilitation and after-care • Number of in-house visits 

• Number of site-visits 

• Number of after-care visits 

Selected KPIs for investment promotion: 
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Case study – Investment and Development Agency Latvia 

Monitoring and reporting is based on a focused set of KPIs for the different service areas. 
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Selected KPIs for export promotion: 

Category Indicator 

Information • Published information items on the website  

• Number of participating companies in seminars 

• Number of export related consultations 

Projects and capacities • Number of processed export projects/requests 

• Number of supported companies in export activities 

• Number of grants facilitated and number of beneficiaries 

• Increase in turnover of companies (compared to two 
previous years, in %) 

Public awareness • Number of organised media visits 
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Case study – Investment and Development Agency Latvia 

Monitoring and reporting is based on a focused set of KPIs for the different service areas. 
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Selected KPIs for tourism promotion: 

Category Indicator 

Image building and information • Number of visits at tourism platform (million) 

• Average time of visit (minutes) 

• Developed tourist information material (types) 

Development of tourism clusters • Number of trainings for tourism service providers 

• Number of tourism development projects in the local market 

• Number of grants facilitated 

International marketing activities • Number of national tourism stands at trade fairs / events 

• Number of implemented marketing campaigns 

Service quality • Number of quality assurance measures 
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Case study – Berlin Partner (Germany) 

Berlin Partner for Business and Technology (IPA of the German Federal State of Berlin) 
represents a PPP model with a cluster- and marketing-oriented focus. 
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 Based on an integrated approach, Berlin Partner 
focuses the following activities on defined clusters: 

 Investment promotion (incl. after-care) 

 Innovation and start-up support 

 Trade promotion and talent attraction. 

 In addition, the agency manages the city brand and 
runs communication campaigns (e.g. “be Berlin”). 

 The shareholder structure of the private limited 
company comprises: 

 IBB State Promotion Bank: 31,5% 

 Berlin Technology Foundation: 30,0% 

 270 companies / institutions: 28% 

 Chambers / Business Associations: 10,5%. 
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Case study – Berlin Partner (Germany) 

The structure reflects the emphasis on clusters and brand promotion. The division 
“Capital City Marketing” focuses on cross-cutting image building. The cluster divisions are 
responsible for the actual investment attraction process. Project managers act as one 
face to the customer integrating the expertise of the “Operative Services” division. 
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Capital City 
Marketing 

Energy, 
Mobility 

Managing 
Directors 

Public 
Relations 

Human 
Resources 

Location 
Marketing 

Berlin 
Campaigns 

Berlin Partner 
Network 

Berlin Partner 
Events 

Mobility, 
Logistics 

Energy 
Technology 

Berlin Agency 
Electromobility 

Life Sciences, 
Health Care 

Digital Business, 
Service 

Industries 

Biotech, 
Pharma 

Medical 
Engineering 

Public Health 

ICT 

Smart Cities 

Media, Creative 
and Service 
Industries 

Asia Pacific 
Weeks 

Manufacturing, 
Photonics, 

Berlin Districts 

Operative 
Services 

Manufacturing 

Photonics 

Berlin Districts 

Location 
Services Airport 

Region 

Techn. Services, 
Funding, 
Financing 

Talent Services 

EU and 
International 

Services 

Central Services 

Finance, 
Controlling 

Internal 
Services 
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The marketing materials and instruments used by Berlin Partner are aligned to the 
defined target groups. 
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Case study – Berlin Partner (Germany) 
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Case study – Berlin Partner (Germany) 

Berlin Partner places strong emphasis on stakeholder management and integration. 
Amongst others, the agency has developed strong ties with the private sector 
throughout all strategic dimensions. 

 Based on a PPP approach, companies and research institutions can choose from 
different licence categories. 

 A special unit is organising a wide range 
of events and networking opportunities 
for the partner companies. 

 As a main shareholder, the business  
community appoints two members of  
the supervisory board – in addition to  
three members representing the  
chambers and business associations. 
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Case study – Berlin Partner (Germany) 

The Berlin Business Location Center represents an exemplary project that is 
implemented in close cooperation with the private sector. 

 The Business Location Center integrates  
a broad spectrum of information and  
facilitation services for investors, e.g. 

 3-D virtual model of the city 

 Real estate portal 

 Economic and infrastructure atlas 

 Legal, HR and marketing services 

 Financial services. 

 The services are available on an online 
platform as well as in a showroom on  
the premises of Berlin Partner. 
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Time Topics 

9:00 Welcome & introduction 

9:15 Setting the scene: Business and organisational models of IPAs – main differences and 
common success factors 

10:45 Coffee break 

11:00 Aligning the organisational structure to core tasks based on an integrated approach 

13:00 Lunch break 

14:00 Defining key processes and necessary tools and capacities 

15:30 Coffee break 

15:45 Cross-organisational perspective: opportunities for differentiation and cooperation with 
strategic partners 

16:45 Wrap-up 

17:00 End of workshop 

Workshop programme 
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Contact 

Björn Vogler 

vogler@berlin-economics.com 

Woldemar Walter 

walter@berlin-economics.com 
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Tel:  +49 30 / 20 61 34 64 0  

Fax: +49 30 / 20 61 34 64 9  

www.get-moldova.de  

Twitter: @BerlinEconomics 

 

 


