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Organizational motivations for joining national health and social care AI innovation ecosystem

This report is based on a peer-reviewed 
scientific article published in the Finnish 
Journal of eHealth and eWelfare:
"Organizational motivations for joining the 
national healthcare and social welfare AI 
innovation ecosystem“
Read the article
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Macro-level: 
Institutional roles and 

policy influences

Borrás & Edquist, 2019; 
Lundvall, 2012

The study examines the national AI ecosystem for health and 
social care ("SOTE-tekoälyn ekosysteemi") launched by the 
Ministry of Social Affairs and Health in the summer of 2024:
www.sotetekoaly.fi

The study asks what motivates organizations to join a 
government-led AI innovation ecosystem and what the key 
mechanisms are for joining. This is probably the first study of 
its kind, both nationally and internationally.

Researcher Jarmo Pulkkinen (PhD), Web Fellows Oy

Adner & Kapoor, 2010; 
Jacobides et al., 2018

The study integrates 
innovation systems theory (IST)

and ecosystem theory

Meso-level: Networks 
of interdependent 
actors and value 

co-creation

A document with text on it

AI-generated content may be incorrect.
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Data collection at the early development phase
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1. The ecosystem was 
established

2. Organizations applied 
for membership via an 
online form during the 

first four months

Dataset
Membership applications from 

166 organizations

3. Analysis
Data was analyzed through systematic coding 

and interpretive analysis

June 2024 October 2024 – February 2025June–September 2024

The ecosystem attracted a diverse range of actors
Private companies: 45 %, NGOs and professional 

associations: 15 %, Wellbeing services counties: 12 % 
Research and educational institutions: 11 % 

Government agencies: 7 %, Others: 10 %
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The research addresses two questions

What motivates organizations to join a government-led AI innovation ecosystem, 
and what are the key mechanisms behind joining?

How do different types of organizations (e.g., public, private, third sector) 
perceive and seek value within this ecosystem?
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Five distinct, yet interconnected mechanisms drive ecosystem participation
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Regulatory 
influence

Knowledge 
synergy

Resource 
allocation

Legitimacy 
enhancement

Societal 
impact

Collaborative 
learning and 

knowledge sharing

Funding and 
pooling of 
resources

Credibility, trust, and 
institutional status

Ability to shape and 
anticipate regulatory 

frameworks

Commitment to 
solving major 

societal challenges
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”In the ecosystem, we can exchange lessons: good and bad experiences with other ecosystem 
members and possibly plan joint experiments and development projects” 
(Wellbeing services county, R147)

Knowledge synergy

Sharing and creating new knowledge is the most fundamental driver

• Core: Organizations seek knowledge assets and collaborative problem-solving opportunities

• Method: Networking, experience sharing (successes and failures), and interdisciplinary 
collaboration

• Target group: Particularly significant for technology companies and research institutions 
needing domain-specific expertise

mailto:jarmo.pulkkinen@ulapland.fi
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“Promoting funding acquisition to support the development of artificial intelligence for organizational needs” 
(Wellbeing services county, R150)

Resource allocation

Funding opportunities and the pooling of resources motivate participation

• Core: Access to financing was identified as a critical primary motivation

• Efficiency: Collaboration enables economies of scale and projects that would exceed individual 
organizational capabilities

• Significance: Crucial for wellbeing services counties, and smaller organizations facing resource 
constraints

• Market: Private companies view resource allocation as a means to expand their customer base

mailto:jarmo.pulkkinen@ulapland.fi


Research report: Organizational motivations for joining national health and social care AI innovation ecosystem

jarmo.pulkkinen@webfellows.fi

© Jarmo Pulkkinen, Web Fellows Oy | jarmo.pulkkinen@webfellows.fi | 22.12.2025 10

“As a notified body, we evaluate AI applications used in medical devices” 
(Private company, R91)

Legitimacy enhancement

Government leadership provides essential credibility and trust

• Core: Formal affiliation strengthens credibility with stakeholders, customers, and regulatory bodies

• Reciprocity: Public sector validation enhances private sector trust, while innovative private 
participation strengthens public sector innovation credentials

• Startups: Provides credibility that typically requires years to build independently

mailto:jarmo.pulkkinen@ulapland.fi
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“The EU legislation that will emerge in the coming years will probably only worsen the situation, and we want to 
contribute to creating more sensible legislation” 
(University research group, R16)

Regulatory influence

Ability to shape and navigate the complex regulatory environment

• Core: Organizations want to anticipate and shape regulations (e.g., EU AI Act) through collective 
dialogue with policymakers

• Collective power: Amplified influence through joint representation compared to individual efforts

• Need: Strict regulations are often perceived as innovation barriers; the ecosystem seeks regulatory 
harmonization and practical approaches
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“We want to participate in developing a better tomorrow and be involved in solving 
challenges related to the sustainability gap and population aging” 
(Private company, R145)

Societal impact

Strong commitment to addressing complex societal challenges

• Core: Driven to improve the healthcare system, population wellbeing, and population-level social 
sustainability

• Broad commitment: Motivation extends beyond public sector mandates; private companies also 
integrate societal impact into their business objectives

• Mission-oriented: AI is viewed as a tool to address the challenges of an aging population and the 
resource sustainability gap
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Value creation patterns by organizational type

Private companies Commercial & societal benefit
  Pursue business value (market expansion, product development) while framing goals within broader public welfare improvements.

Seek public sector partners for co-development and pilot opportunities.

Public sector Efficiency & service improvement
  Prioritize operational effectiveness, productivity gains, and service quality. AI is seen as a prerequisite for managing constrained 

resources and rising service demands. Leverage the ecosystem for peer learning to avoid "reinventing the wheel".

Research  Bridging theory & practice
institutions  Aim for bidirectional knowledge flow: translating research into practice and bringing real-world problems to the research agenda.
  

NGOs/associations Ecosystem influence & facilitation
  Act as sector-wide representatives; shape regulatory frameworks, industry standards, and ethical principles.

Sector  Value proposition

mailto:jarmo.pulkkinen@ulapland.fi
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Practical
implications
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To foster a thriving AI innovation ecosystem, policymakers and 
managers should prioritize
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Funding 

Ensure mechanisms 
that allow 

participation also from 
smaller organizations 
and public wellbeing 

services counties

Regulatory
dialogue

Maintain direct 
communication 

channels and working 
groups between 
regulators and 

developers

Active 
communication

Utilize newsletters, 
events, and social 

media to support all 
five participation 

mechanisms

Governance 
transition

Plan a strategic shift from 
ministerial-led toward 

distributed, stakeholder-
driven governance to 

ensure long-term 
sustainability

Knowledge-sharing 
platforms

Create effective 
channels for 

exchanging best 
practices and lessons 

learned

mailto:jarmo.pulkkinen@ulapland.fi


Research report: Organizational motivations for joining national health and social care AI innovation ecosystem

jarmo.pulkkinen@webfellows.fi

© Jarmo Pulkkinen, Web Fellows Oy | jarmo.pulkkinen@webfellows.fi | 22.12.2025

jarmo.pulkkinen@webfellows.fi

For more information
Research report: Organizational motivations for joining national health and social care AI innovation ecosystem

Kuva, joka sisältää kohteen Fontti, Grafiikka, teksti, graafinen suunnittelu

Tekoälyllä luotu sisältö voi olla virheellistä.

mailto:jarmo.pulkkinen@ulapland.fi
mailto:jarmo.pulkkinen@webfellows.fi
http://www.webfellows.fi/

	Slide 1
	Slide 2
	Slide 3
	Slide 4
	Slide 5
	Slide 6
	Slide 7
	Slide 8
	Slide 9
	Slide 10
	Slide 11
	Slide 12
	Slide 13
	Slide 14
	Slide 15
	Slide 16

