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1 WHY ECOSYSTEM INTELLIGENCE MATTERS 
Systemic transitions in food, energy, climate, workforce, and beyond demand more than new ideas 
or technologies. They require ecosystem intelligence: the ability to understand, connect, and 
activate diverse actors around shared missions. 

At DataScouts, we help organizations navigate this complexity by turning fragmented information 
into living insights, and isolated actors into aligned coalitions. This document outlines DataScouts’ 
methodology to build and sustain thriving ecosystems. 

1.1 WHAT THIS METHODOLOGY IS FOR 

• Mapping ecosystems to understand who is active, how they relate, and what’s changing 
• Designing shared infrastructure for collaboration, innovation, and learning 
• Orchestrating transitions in complex, multi-stakeholder environments 
• Building coalitions or mobilizing ecosystems around a mission 
• Turning intelligence into collective action with digital tooling and real-time feedback 

1.2 WHAT DATASCOUTS BRINGS TO THE TABLE 

• Platforms: Our tools support ecosystem intelligence and operations in real time 
• Methodology: A structured approach rooted in systems thinking, regenerative principles, 

and collective intelligence 
• Expertise: A team of analysts, designers, and facilitators experienced in public-private 

collaboration and innovation ecosystems 
• Enablement: We work with clients directly or empower partners through training, 

certification, and co-implementation 

1.3 REFERENCE CASES 

• Foodleap was initiated as a tool to accelerate the implementation of the regional innovation 
strategy for food system transitions in the Netherlands 

• Ellie.Connect is enabling a European ecosystem of brands, designers and producers to 
embrace circular processes in textile and fashion. 

• FoodTech Data Navigator is a platform facilitating fund raising in the FoodTech domain, 
matching FoodTech companies and investors or corporates. 

• Economic analyis of the CleanTech ecosystem in Flanders  
• Scenario analysis on the democratisation of space, a crowdsourced think tank effort for 

NASA to better anticipate the many forces of change that will shape our society and aviation 
in the 20-30 years.  

We believe that maps are only the beginning. Ecosystems come alive when intelligence fuels 
activation, learning, and purpose-driven growth. 

mailto:info@datascouts.eu
https://datascouts.eu/ecosystem-intelligence/
http://foodleap.com/
https://ellieconnect.com/
https://forwardfooding.com/food-tech-data/
https://vito.be/nl/nieuws/cleantech-rapport-2023-cleantech-meer-dan-ooit-teken-van-een-veerkrachtige-economie
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2 THE DATASCOUTS METHODOLOGY  

2.1 ECOSYTEM MAPPING 

The purpose of Ecosystem Mapping is provide structured, real-time ecosystem intelligence that 
empowers decision-makers to navigate complexity, identify opportunities, and orchestrate systemic 
transitions. 

2.2 ECOSYSTEM THINKING   

We view markets as dynamic ecosystems of interdependent actors. Mapping these systems allows 
us to understand not just who is involved, but how they interact and evolve over time.   

Shift from linear value chains to relational systems thinking. 

2.3 CONTEXTUAL INTELLIGENCE   

Our mapping always starts from a clear question or mission:   

• What transformation are we trying to enable?   
• Who are the key players?   
• What dynamics are we observing?   

Relevance comes from rooting insights in context. 

2.4 COLLECTIVE INTELLIGENCE 

We see ecosystems as networks of people. At the heart of our methodology is the belief in collective 
intelligence: the shared insight, experience, and intuition of those actively shaping change.   
We combine this human expertise with data and AI, not to replace it, but to enhance depth and 
speed:   

• AI supports the grunt work — collecting, structuring, and surfacing data.   
• Humans bring context, interpretation, and meaning.   
• Generative AI helps accelerate reasoning and decision-making, acting as a thought partner in 

the complexity.   

Transitions accelerate when we capture and activate the wisdom of the crowd. 

2.5 TAXONOMY AS THE BACKBONE   

Our ecosystem intelligence is structured around a dynamic and layered taxonomy that provides 
consistency, comparability, and contextual relevance:   

• We apply a standard classification model that combines industry categories, innovation 
activities, key enabling technologies, and sustainability goals.   

• We adapt and customize the taxonomy to reflect the specific context and scope of each use 
case or transition challenge.   

• We also apply a relational taxonomy that captures the roles of actors within the ecosystem 
and the nature of their interactions.   

A well-structured taxonomy creates a shared language to interpret complex systems. 

mailto:info@datascouts.eu


 

 

© 2025 DataScouts – BE 0650 599 388 – info@datascouts.eu - +32 471 95 00 80 

4 

2.6 MULTI-DIMENSIONAL VIEWS & LIVING MAPS   

We provide a multi-dimensional, living view of the ecosystem, not a static snapshot, but a 
continuously evolving representation.   

The key views we offer include:   

• Stakeholder Mapping   
• Relationships   
• Signals & Trends   
• Scenario Analysis   

 

Ecosystem intelligence must be both multi-dimensional and  
continuously refreshed to remain relevant. 

2.7 FROM MAPPING TO MONITORING & ACTIVATION   

We don’t stop at producing a static image or a map. An ecosystem is a living, evolving system.   
Our Ecosystem Operations capability includes:   

• Stakeholder Directory  
• Spotting Areas   
• Knowledge Base 
• Open Challenges   
• Community Chat   
• Events Calendar  
• News & Signals Feed   

 
Mapping is only the beginning.  

Real value lies in enabling ecosystems to self-organize, learn, and act collectively. 
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3 DATASCOUTS' FRAMEWORK FOR ECOSYSTEM OPERATIONS: 
THE 5-LAYERED MODEL   
This framework introduces five essential layers that make up a regenerative business ecosystem: 

 

Each layer reinforces the others, supporting trust, purpose, and regeneration. 

• Without space, no encounter.  
• Without services, friction dominates.  
• Without data, no coordination.  
• Without governance, trust erodes.  
• Without purpose, everything drifts.  

 
The DataScouts framework for ecosystem operations is used to 

• Design or audit a regenerative innovation campus or cluster  
• Align partners around shared responsibilities  
• Identify missing enablers in your ecosystem  
• Communicate clearly to funders, policymakers, and citizens  

   

Regenerative ecosystems are not managed — they are nurtured. 
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