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Disclaimer

This project has received funding from the European Union's Horizon2020 Framework
Programme, through the European Climate, Infrastructure and Environment Executive
Agency (CINEA) under the powers delegated from the European Commission and under
Grant Agreement No. 101037564.

The content of the publication herein is the sole responsibility of the publishers, and it
does not necessarily represent the views expressed by the European Commission or its
services. While the information contained in the documents is believed to be accurate, the
authors(s) or any other participant in the PIONEERS consortium make no warranty of any
kind with regard to this material, including, but not limited to, the implied warranties of
merchantability and fitness for a particular purpose.

The user thereof uses the information at its sole risk and liability. For the avoidance of all

doubts, the European Commission has no responsibility or liability with respect to this
document, which is merely representing the authors’ view..
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1 - Executive Summary

‘Communication leads to community, that is, to understanding, intimacy and mutual valuing”
(Rollo May, American Psychologist)

The Community building programme was designed and will be implemented to better
understand how the PIONEERS consortium can keep in motion a community of
stakeholders. This community is crucial to achieve the project objectives, which are
strongly linked to the challenges faced by European ports to reduce their environmental
impact while continuing to grow and adapt. By sharing valuable input and opinions, the
stakeholders are crucial when implementing new changes, and are key to its success. On
account of that, communicating with the advocates of PIONEERS is critical.

The community building programme intends not only to define an overall framework on
how to build a community at a conceptual level, but also to draft an implementation plan
that will further help communicating with the stakeholders. In order to do that, a brief
literature review was carried out.

This deliverable will answer the question "How to create and maintain a community” at a
theoretical level. In a second stage the document will be updated, and the PIONEERS
stakeholders' community details will be integrated. This document will also provide some
measures in order to control guide the implementation of practices to help liaise with the
stakeholders.
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2 - Methodology

A deliverable can be defined as a particular output, produced as the outcome of the work
performed during the course of the project. This type of output could take multiple forms
- in this case, the deliverable is a document that was specifically created to provide an
answer to "how to create a stakeholders community”, assembling knowledge for the wider
community at a project level.

This deliverable, mainly theoretical, is supported by secondary data, acquired through in-
depth research in recognised databases such as Scopus, Web of Science or
ScienceDirect. In addition, it was carried a search for other (academic) references,
available online and related to the topic in question and/or to communication were
reviewed.

The first step when researching is to identify a motivation and a problem to scrutinize - in
this case, the main problem is finding out how to build and maintain a community. Then, it
is crucial to define objectives and design a strategy to implement. Finally, it is crucial to
evaluate the results and disseminate those, in order to share value to the organisations
belonging to the project.
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Figure 1 - Example of a Design Science Research Methodology (Azasoo & Boateng, 2015)
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It is important to say that the PIONEERS Stakeholders Community Building crosses all
Work Packages (WP) and will be elaborated on several deliverables from different
perspectives. Below, the interrelation between the main deliverables is shown. To align
the content and the development of the work, a thematic group called “Stakeholders
Community group” has been created. The group consists of representatives from different
partners and meets on a monthly basis.

PIOSNEERS

D3.3 PIONEERS scenarios, personas, use cases
and demonstration requirements (ICCS)

D1.7 and D1.8 Plan for
exploitation and
dissemination of project
results (BAL)

D8.1 Co-transferability innovation and
implementation framework and plan for
co-transferability (VECTOS)

D2.2 Port stakeholder
mapping (EIP)

D10.1 Communication and
dissemination strategy (MAGELLAN)

D3.2 Port stakeholder
analysis and end-user

—>\,  D10.2 and D10.3 Cross cooperation &
[ e synergies plan (MAGELLAN)

needs (UA) . o ;
D10.4 Community building programme design
& implementation (MAGELLAN)
Disclaimer
The views represented in this document only reflect the views of the authors and not the views of the Directorate-General for Research and - Co-funded by the Horzon 2020 programme
Innovation (DG RTD) of the European Commission. DG RTD and other European Commission Services are not liable for any use that may be of the European Umon

made of the information contained in this document. Furthermore. the information provided *as is" and no guarantee or warranty is given that
the information is fit for any particular purpose. The user of the information uses it as its sole risk and liability.

Figure 2 - Interrelation between the main deliverables

To complement this deliverable, a database was created to compile information regarding
the project partners and the stakeholders that are already in direct collaboration with the
PIONEERS project and that are valuable to the project.

The following data of the external stakeholders are collected and used: organisation data,
such as name, country and category. In addition to those data, the following categories
were also created to facilitate future contact with the external stakeholders:

e Knowledge and research institutions

e Governments or related

e Networks

e Partnerships

¢ NGO (Non-Governmental Organisation)
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e Other Private Companies
o Ports

The database also contains details about personal contact details, such as the name and
e-mail address, and in some cases an alternative e-mail address. Finally, the organisations
are divided between those who expressed their support by signing a written letter of
support (LoS), and those who did not sign the document during the proposal phase of the
project.

A digital questionnaire was created to gather authorisations to contact the stakeholders,
as to be compliant with the General Data Protection Regulation (GDPR). The questionnaire
is also used to identify potential organisations that are interested in collaborating with the
project, by joining the stakeholder's community. By entering the community, the
registered companies will have continuous access to the latest news and achievements
and will have the possibility to be proactively involved in PIONEERS events. Table 1 below
shows the structure of the questionnaire. It is publicly, available on the project website:
https.//pioneers-ports.eu/stakeholders-community/

Organisation (short answer)
Sector: (multiple choice)

e Ports
SME
International organisation
Local authority
Port operator
University/Research
Other
Country (short answer)
First Name (short answer)
Last Name (short answer)
Job Title (short answer)
E-mail Address (short answer)
General Data Protection Regulation

Acceptance (tick box)
Table 1 - Questionnaire

Additionally, this document is a product of the interaction between the consortium
members, who gave meaningful input regarding communities and stakeholders.
PIONEERS supporters who signed a Letter of Support during its proposal phase will be
used as a starting point for establishing the Community. The detailed list can be found in
Annex 2.

PIONEERS will follow 4 specific steps in order to build up the Community:
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Figure 3 - Steps on how to build a community

3 - Define the capacity development
strategies of a community

Since ancient Greece, the view and meaning of the concept ‘community’ has changed
depending on the context and different perspectives according to different authors,
(Patrick & Wickizer, 1995) (Cobigo et al, 2016). This term is widely used, and even in
literature, its definition is not 100% consensual (Patrick & Wickizer, 1995). Aristotle, known
to be one of the biggest Greek philosophers of all time, mentioned community as being a
group of parts with common functions and interests (Miller, 2017). However, connoisseurs
and other philosophers (such as Ténnies (1957)) saw community as a set of individuals'
close social ties, such as family or friends (Ténnies, 1957). Regardless of the different
perspectives about the term community, there is a common component i.e., “people”
(Hillery, 1995).

Nowadays, there is still not consensus on the notion of community, but it is commonly
described as a set of relationships among people with similar needs, interests, and
common identity that mutually support each other (Chavis & Lee, 2015) (Cobigo et al.,
2016). As such, people feel a sense of belonging, positivity and togetherness, regardless
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of whether they are in close physical proximity or not (Cobigo et al., 2016). In a community,
as mentioned before, the group is connected to each other by common ideals and by the
same vision of the world. The interaction between different members shape their
understanding of the world (Lowe, 2021). Consequently, by changing the meaning of
certain concepts within the group, it is possible to make a change in their world (Lowe,
2021). This unity of shared values is supported by a familiar thread, as denoted by the word
community — common/unity (Chavis & Lee, 2015). This thread is not only important to bring
people closer and to strengthen the sense of belonging, but to deal with possible conflicts
and external threats (Ikeda Center, 2005). This capacity to overcome barriers, to comfort
members and also to provide multiple resources is what anchors the individuals in a
community and what reinforces the loyalty, making the community hard to leave (Ikeda
Center, 2005).

As previously mentioned, the need to establish and maintain social ties is inherent to
human beings (Koetz & Tankersley, 2016). These social relationships not only provide a
sense of connection and support, but also a sense of purpose - this is one of the main
reasons to live in groups and to join a community (Brower, 2020).

Individuals may also join a community because of their personal and organisational
interests. This membership offers a sense of belonging to its members, as they identify
themselves with the group's characteristics. Sharing new ideas, lessons and/or
suggestions are also some motives to join and to contribute for a community - these
exchanges not only add value to the individuals, but also to the community itself since it
will be recognized as a knowledge sharing point. This brainstorming is stimulated by the
will to build new ideas and innovations, and by the desire to be kept informed on new
trends, techniques, knowledge, etc.

Collaboration and communication, as said before, are key to learning - sharing insights,
collaborating with others through threaded conversations or watching other members fail
or succeed is the best way to acquire expertise.

For the ports, the underexplored concept of community is a useful tool to exchange
information between stakeholders, with the aim of improving competitiveness and
promoting a mutual development between the ports and the stakeholders. Additionally,
being part of a ports' community will stimulate new interactions and exchange of ideas,
valuable when trying to provide greater efficiency and operability. Ports should also invest
heavily in effective communication and engagement, stimulating the exchange of ideas
inside of the community, for example to reduce their environmental footprint.

As said previously, the participation in a community, online or not, has a positive effect on
relationships (Koetz & Tankersley, 2016). These communities are easily created, by
following five steps, according to Spinks (2016):
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Form Identity: Find potential

members who fit the
community identity you
envision.

Firstly, in order to create a community, it is
crucial to outline the main goals to be
achieved with the creation of the group, and
the principal purpose. Consequently, it is also
necessary to trace an ideal profile of the
members that are wanted/needed in the
group, in order to achieve the main objectives.
So, in this phase, when selecting the
stakeholders, it is important to choose exactly
the type of members that are wanted in the
community: e.g., ports, government entities,
etc.

The members that are chosen to be part of the
community will set the tone and will set the
standard of quality for everyone inside and
outside of the community.

Earn Trust: Get buy-in for a
community.

Building trust is crucial in an early stage of
creating the community. Creating this feeling
is ideal, not only to strengthen ties between
the members, but also to start engaging the
stakeholders.

This trust is particularly important in moments
of crisis and difficulties, since the more people
work together and trust each other, the more
people support each other through the tough
times.

Fuel Participation: Bring them
together

Gathering the stakeholders that are part of the
community is a crucial step to help fortify
relations. These moments of interaction could
be face-to-face or online but should be as
intimate and interactive as possible.

Prior to the interaction moments, it is important
to set concrete rules to moderate the
interaction between stakeholders, in order to
guide their behaviour in general, and to align
expectations.

Before this, it is also important to define in
which settings this interaction will be
encouraged. A platform should be chosen that
is compatible with the technological aspects
of Web 2.0 and capable of supporting an
instantaneous and in real-time community on
a global scale and in different formats.

D10.4 Community building programme design & Implementation
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4. Reward: Validate that the
members get value.

It is always important to offer a reward for the
collaboration of the stakeholders. This reward
could be, for example, a validation of their
contribution to the community and for the
‘greater good”. In this phase, it is also important
to collect feedback, in order to improve the
community itself. Gathering feedback is by
itself a way of fortifying the commitment of the
stakeholders since it makes them feel heard
and respected.

5. Repeat Steps 1-4: Invite new
members and give existing
members the opportunity to
invite someone new.

Continuously investing in the development of
the group is critical for the community. It is not
only an opportunity for the members
interested in taking part to tap into a source of
up-to-date knowledge, but for the community
itself - to grow and to acquire new valuable
assets. This invite on its own, will be a way to
create an instant connection, since the
organisations will feel like they are invited to
belong to an elite group.

In this phase itis also important to reflect about
adding new members in the future and if the
invitation method is the best procedure for the
community in the long term. Other options, like
open applications for interested organisations,
may be considered.

Table 1 - Steps to create a community

Below, a diagram summarizes table 2, and points out other two crucial aspects, being
content and the two-way conversation. As said previously, valuable content is one of the
main reasons for the stakeholders to join a community, so it must be one of the priorities
when managing a community - always leave room for dialogue, in order to stimulate the
exchange of ideas and the creation of knowledge. If this space exceeds the initial
expectations, the willingness to communicate positively about the community to the
outside world and, in this case, about the PIONEERS Project will increase (Koetz &

Tankersley, 2016).
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Figure 4- Creating of a community (Bhasin, 2020)

Figure 5 also compiles the five-step method previously mentioned in three categories:
identification, participation, and validation. In the identification phase, it isimportant to form
the identity of the community and to earn the trust of the members. In the participation
phase, the community should gather the stakeholders in order to gather useful
information, in this case for the PIONEERS Project. Finally, in the validation phase, it should
be assessed if the community is well accepted and if the community members feel useful
and enriched by the group.
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Figure 5 - Social Identity Cycle (Spinks, 2016)

In addition to this, it is crucial to promote the community. This promotion can be done by
word-of-mouth but will be more effective if supported with tools such as social media or
email marketing. In the PIONEERS project, it is important to include the stakeholder
community into the marketing strategy, since this group is a result of the project work. In
the long term, by investing in a community of stakeholders, the PIONEERS project may be
getting useful feedback on their innovations. By involving the community in a co-creation
process, it will not only be enriching for the PIONEERS consortium, but also for the
stakeholders themselves (Koetz & Tankersley, 2016). As previously mentioned, promotion
is key when creating a community. This promotion is imperative to ensure that they are
aware of the existence of the project, and specifically its activities and achievements. This
promotion, however, is much more than just the generic paid advertisement - it is
drastically conditioned by the characteristics of the community and by its members. Some
examples of tools used for promoting the community which fall within the scope of
PIONEERS are e-mail marketing, news sharing and media mentions. Regarding news
sharing and media mentions, it is important to promote the community not only in the
community itself, keeping it “thriving" with the latest news and developments, but also
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externally. By sharing information with the general community, people will be aware not
only of the project, but also of the importance of the developments for the environment.
This huge impact externally will motivate the organisations/individuals to join the change
and work for the greater good - the more people know about the project and about the
community and its advantages, the more people will want to join and create a community
with other community/projects members. E-mail marketing will also fortify the promotion
of the community: simple things like adding a call to action with a link to join the
community to the e-mail signature line will create awareness too. Other ways to get the
best out of e-mail marketing is promoting specific news and developments, always
accompanied by the huge advantages of belonging to the restricted community.
However, before promoting the community, it is important to understand what type of
community we are promoting.

There are three main types of communities: the place-based community, the interaction-
based community and the community of practice and interest (Rasanen et al, 2020):

Place-based community

Interaction-based
community

Community of practice and
interest

Totality of individuals and
social structures within a
geographical location, eg,
a village; includes
inhabitants, organisations,
institutions, and authorities
therein.

Network of interactions
between people; foci on
informal cooperation and
everyday life; civil society
organisations can be an
important forum for
interactions.

Network of specialized
and/or professional actors
that engage in common
actions, imagine a shared
identity, and align activities
towards a shared goal.

Table 2 - Types of communities

In the case of the PIONEERS project, the group to be created is a community of practice
and interest: this means that the PIONEERS community will benefit from a specialised
network in the project's area of expertise, that will interact in order to achieve new
knowledge and to reach the objectives of the project. This type of community is not
restricted in terms of location, making knowledge more diversified and guided by
multiculturalism. In a second stage, the importance of a community from a port
perspective and the characteristics of such a community in the concrete context of a port
will be further analysed and reported in this live document.

As previously addressed, belonging to this type of community has multiple advantages
(University of Reading, 2019). Figure 6 shows some of the main advantages of belonging
to a group.
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Figure 6 - Advantages of belonging to a community

One of the most important advantages is the capacity of problem solving, based on the
help of the community members. With their support, it is possible to not only identify and
overcome some organisational problems, but also to gain experience and confidence,
needed in an increasingly competitive market context. These perks should be well
communicated by PIONEERS, in order to attract new members to the community of
stakeholders, and to encourage the involvement, not only for the greater good, but mainly
for the internal development of the organisation that the stakeholders represent.

4 - Stakeholder's engagement - how, who,
why

There are different definitions for the concept of stakeholders. For some, the notion of
stakeholders includes persons, neighbourhoods, institutions, groups, organisations,
society, and the environment (Mitchell et al, 1997). Others have a complementary
definition, saying that a stakeholder is an individual or a group that can affect the
achievement of the organisation's objectives, or vice-versa (Freeman & Reed, 1983, p. 91).
One of the most complete definitions suggest that stakeholders are persons or groups
that claim to have interests in an organisation and its activities, carried out in the past,
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present or in the future. These claims stem from contact with the company activities and
with the remaining stakeholders (Clarkson, 1995, p. 106).

There are two types of stakeholders that should be considered: internal stakeholders and
external stakeholders. The internal stakeholders are the ones who are within the
organization: employers, owners, managers, etc. They are directly involved in the
operationalization of the strategy in the organization - because of that, they are a huge
key to success. Their satisfaction directly impacts the next steps of the company. In the
case of the PIONEERS project, the members of the consortium are examples of internal
stakeholders since they are highly involved in the execution of the project. External
stakeholders, in contrast, include clients, investors, suppliers, government agencies, etc.
Since they are impacted by the actions and outcomes of the organization, they want the
consortium to achieve the objectives they set forth. PIONEERS, for example, highly affects
not only the communities with the development of innovations, but also the governments
that have environmental targets to achieve and that benefit from the project actions.
Interest groups or political representatives are some of the external stakeholders that
influence the project. With the help of these stakeholders, it is possible to get valuable
input in order to shape and refine not only the offered products, but also the objectives
and goals of the organization (Jacobs, 2002).

With the help of figure 7, it is possible to visualize the two groups of stakeholders, with
some examples that can be framed in those categories.
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External Stakeholders

Customers
Suppliers
Investors
Creditors

Media
Communities
Trade unions

Government agencies

Figure 7 - Types of stakeholders (Minning, 2021)

In PIONEERS, the type of stakeholders is also preliminary divided in external and external:

1 The first level of stakeholders is demo specific. As such, they should be an expert
community

2. The second level of stakeholders are the ones affecting the overall objectives of
the project

More specifically, stakeholders are to be found and engaged in the following areas:

+ PIONEERS ports network — Ports Community

* Industry representatives in the port: terminal authorities, terminal operators, port
authorities

* Networks i.e. ESPO, EFIP; FEPORT, IPCS, trade associations

* Shipping lines

+ Grid managers and energy companies/providers (demo oriented) - Energy
Community

* Shipping industry representatives ie. port users, the tracking companies, the
freight removals

«  Community surrounding the port (citizens using public roads shared with the port)

+ Port state control

*+ Media
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* Environmental groups

+ Customs

+ Automated and connected vehicles group - related to safety
« Construction companies - responsible for materials

« Equipment manufacturers (i.e. straddle carriers)

The classification of stakeholders can be found in detail in Annex 1 “Stakeholders
Community brainstorming - concept note & outcome”. This brainstorming was conducted
during the kick-off of the PIONEERS project with members of the Consortium.

A first overview of who are the PIONEERS stakeholders engaged at the early stage is
provided by D3.2 Port stakeholder analysis and user needs where have been reported the
outcome of the four workshops held in a hybrid format in the four PIONEERS ports
(Antwerp, Barcelona, Constanza, Venlo). The deliverable explains more in details what
could be their role and contribution to PIONEERS and when they can intervene.

In PIONEERS, stakeholders can be grouped by benefit and roles. Not just what is their role
in the ecosystem, but also towards a certain solution. More in general, the role of each
stakeholder and its importance is based on three characteristics of the stakeholders. To
ensure stakeholder satisfaction, it is crucial to identify what their specific role could be in
terms of:

- Power. how much weight the stakeholder carries in the organisation's
performance.

- Legitimacy: how can the stakeholder affect the community's perception of the
company.

- Urgency: how swiftly can the stakeholder request action from the organisation.

As a rule, the stakeholders that assume the most crucial role are employees, customers,
and investors - without them, the business would not be able to operate and to make a
profit. In the project, it is also important to categorise the stakeholders in two other
categories: the first one comprises the stakeholders who contribute to the project, and the
second one comprises the stakeholders that are affected by the project.

In order to secure and maintain the stakeholders, it is crucial to not only understand how
to maintain a win-win relationship and to improve the performance of the organisation and
of the stakeholder, but also to acknowledge the importance of a good communication
between the interested parties.

The engagement of stakeholders is a process that aims to contribute to the success of the
project/organisation/initiative/etc. and it is affected by the frequency and quality of
communication with the target audience. This process is mainly used to engage with
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relevant stakeholders, to achieve certain outcomes, as defined previously (AccountAbility,
2015).

There are multiple ways to engage with the stakeholders, depending on the stakeholders'’
characteristics and level of importance.

High influence
high interest

High influence
low interest

Low influence
high interest

Low influence
low interest

Figure 8 — Stakeholder Engagement (Stakeholdermap, n.d.)

At the top of the pyramid, we find stakeholders that are considered to be true partners. In
this type of relationship there is a shared accountability, and the decision-making process
is mutual. Pull communications, on the other hand, are at the bottom of the pyramid
because there is no two-way communication, and the exchange of opinions is not
instantaneous. The position on the pyramid of the remaining engagement approaches
establishes the degree of interest and influence of the stakeholders.

In the PIONEERS project the engagement approach may vary, not only because of the
multiple types of stakeholders, but also during the course of the project. The ongoing
communication that this adaptation in different phases of the project requires, is crucial
for PIONEERS project.

There are four important steps when trying to engage:
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Step 1 Identify the community | Communities are groups of people, linked
stakeholders and get to know their | through social relationships and by

concerns common issues.

Step 2: Define an engagement strategy It is a priority to define what are the main
objectives of creating a community of
stakeholders.

Step 3: Plan the engagement process, by | There are investment, involvement, and
selecting practices and techniques that | integration techniques.

meet the objectives of the community The techniques that best suit the
PIONEERS community of stakeholders are
the integration techniques. This type of
process is ideal to involve the community
and can be done by promoting working
groups or brainstorming sessions.

Step 4. Make community engagement | The systematic approach to the
permanent stakeholders’ engagement will create
benefits in the long-term. One-off-
initiatives will not be profitable, since there
isn't a pattern to study and analyse.

Table 3 - Steps to engage

An effective communication plan will essentially ensure that the information that is
relevant for the organisation/project is well transmitted and that it is used for the benefit
of the organisation/project. However, they are other benefits linked to communicating
well with the stakeholders. One of the main advantages is that when the organisation is in
touch with their group of stakeholders, stakeholders understand the objectives of the
project very well. In order to clearly know these goals, the consortium has to do an
important exercise of reflection about their vision, mission, etc.

Another advantage of communicating is that by doing so, it is easier to create fruitful
relationships with other organisations of interest (e.g., media), who have the power to
create a network, ideal to exert influence. This dialogue, encouraged by the community,
is imperative, not only for gathering feedback, but also to better spread the message of
the organisation/project that maintains the community.

Finally, an effective communication could result in the building of a long-term relationship
with the stakeholders. This relation can put the organisation in a strong position and can
fortify their competitive advantage. In the case of PIONEERS, these long-term
relationships can result in a bigger visibility of the project results.

Decision-making, competitiveness, and legitimacy are, as said before, other benefits of
engaging with a community of stakeholders.

Many of the advantages of these communities are explained before in this document.
However, below in table 5, it is possible to observe the comparison between the principal

D10.4 Community building programme design & Implementation Page 21 of 37



PIOENEERS

Portable Innovation Open Network for
Efficiency and Emissions Reduction Solutions

advantages and disadvantages of creating and maintaining a community of stakeholders
for a project like PIONEERS.

Advantages Disadvantages
The stakeholders have knowledge of | Stakeholders available to enter a
available local resources, and are | community are difficult to find/to

willing to share this information; engage;
They  provide  guidance  for | They can feel reluctant and
maintaining the community; resistant to the project, possibly

leading them to hinder the
implementation;

The stakeholders volunteer their | The stakeholders may not have
time and other resources because | access to the platforms used to

they see the value o fthe project; engage with the community;
When engaged, the stakeholders will | Time  restrictions and  other
work harder for the common good; constraints can lead the

stakeholders to a low level of
engagement with the community
and with the project.

Their insider knowledge helps

planning the project details.
Table 4 - Advantages and Disadvantages of creating a community of stakeholders

5 - Strategy implementation and
monitoring

The promotion of a community, in order to achieve successful user engagement numbers,
is a process that not only requires time and resources, but also effort and the ability to
build relationships (Rickinson et al., 2011).

The table below shows different channels through which to reach the community and
disseminate results and how to measure the impact and the engagement of those
different strategies:

Dissemination Description Key Performance
channels Indicator
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Events (only for | The events restricted to the | KPI Number of
stakeholders) stakeholders are a  great | Participants

opportunity to gather feedback
and to create an exclusive
atmosphere. The feeling that only
a select few belong to the
community should be cultivated
in order to attract new members
and to retain stakeholders.

Events (in general)

The events for the wider
community are important to raise
awareness of the project and of
the community.

KPI Number of
Participants

Social Media

Nowadays, social media is crucial
to disseminate all types of
information. Since PIONEERS has
LinkedIn and Twitter accounts, all
the events/news/information
regarding the project can be
divulged. This information should
also be published in the
community, for stakeholders to
keep up with the results of the
project.

KPI: Number of
likes/shares/comments

E-mail
(newsletters)

marketing

E-mail marketing is one of the
most efficient ways to contact the
members in our database. The
interest can be measured by the
open rate. In these campaigns, it is
possible to share news regarding
the community and regarding the
project itself.

KPI: Open Rate

Website project's own
and partners'

The PIONEERS website aims to
keep the wider population
informed  about the latest
events/findings/progresses  of
the project.

It is also important to be present
outside the PIONEERS website, to
reach other people and possibly
attract new people to the join the
community.

Additionally, the  PIONEERS
website contains a registration
form, in order to gather new
stakeholders for the community.

KPI: Number of visitors
KPl:  Number of news
items where PIONEERS is
featured

KPI: Number of
registrations made by
filling the website form
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way of achieving greater visibility
to the general public.

Partners' network | As previously mentioned, it is also | KPl:  Number of posts
channels important to be present outside | where  PIONEERS s
the PIONEERS website, to reach | featured
other people and possibly attract
new stakeholders interested in
being part of the community.
Press releases Press releases are an excellent | KPI: Number of

publications

Reports, infographics
and/or leaflets

These types of documents are
crucial to disseminate the results
of the project and also show
figures regarding the success of
the community.

KPI: Number of
downloads

e Whatis an Online Community?Types of Online CommunitiesAdvantages of Starting a

Branded Online Community7 Steps for Building an Online Community4 Tips for a

Thriving

Online

Community5 Successful

Online

CommunitiesExecutive

SummaryTable 5 - Dissemination channels

It is extremely important to measure the results, in order to know which efforts are the
most successful. In that sense, promoting a community is very much like promoting a

product.

6 - Assess achievements of the community
programme and disseminate the results

In order to measure the success of the community programme, it is important to trace
specific, measurable, achievable, realistic and timely objectives, for each of the key

performance indicators.

KPI

Objectives

Number of Participants - stakeholders'
events

During the project, we aim that at least 1/3
of the stakeholders are represented in
these kinds of events. During this, we aim
that at least 90% of the stakeholders have
been to a stakeholders’ event.

Number of Participants - events in general

For the duration the project, the number of
participants and registrations in the
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organised events should grow by 5% each
year.

Number of likes/shares/comments

By each year that the project goes on, the
overall number of likes/shares/
comments should go up by 5%/2%/2%,
respectively.

Open Rate

The open rate should, each year, grow by
2%, always being higher than 157%.

Total number of visitors

Each year, the number of visitors of the
PIONEERS site should grow by 5%.
Creating interactive content on the
website is one option to stimulate this
growth.

Number of news items where PIONEERS is
featured, number of publications and
number of posts where PIONEERS is
featured

Annually, PIONEERS should be featured in
at least two publications/news items in
other platforms (e.g, in the stakeholders’
platform).

Number of registrations — made by filling
out the form on the website

The number of registrations of new
stakeholders should rise annually with 1%.

Table 6 - KPIS and Objectives

Reaching these communication objectives will partly determine the project's success. If
these goals are communicated beforehand to all the stakeholders, a spirit of mission will
be created, and the consortium and remaining stakeholders will fight together to later
celebrate collective success.

The fulfilment of these objectives should be measured every six months, in order to better
monitor their progress. Also, constant updates of the progress are a technique to further
engage the members of the community.

In this phase of dissemination, it is crucial to inform the largest number of interested
people regarding the findings: this dissemination could be done through the project
website or via social media, for example. Using tools like videos, interviews or articles are
some of the best ways to bring awareness to the- project and its goals. In this phase it is
also important to make the results available for use, for example by publishing scientific
articles or by organising an event conference.

7 - Conclusions and recommendations

This deliverable aims to give a general overview regarding the importance of the
stakeholders and the concept of community. After clarifying this crucial subject for
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PIONEERS, the correlation between those two matters was studied, always from a
communication'’s point of view.

For this purpose, a literature overview was carried out, where articles and reference
material regarding the importance of stakeholders were analysed. Adding the community
importance to the discussion, a brief analysis and discussion with the consortium
members was also held to clarify the importance of the subject to ensure the overall
success of the PIONEERS projects. By mapping this significance, it is important to trace a
path to promote PIONEERS and the PIONEERS community in the best way possible.

Strategies to improve and promote this community of organisations/individual entities
were developed, not only for creating the community, but also to promote the group,
internally and externally. These strategies will be continuously monitored and coordinated
by the thematic work group, created to first align the work of the different WPs in relation
with the stakeholders and secondly to enlarge the scope, by monitoring the progresses
of engagement and assessing the results throughout the project lifespan.

The document points out the importance to use the community as a tool to receive useful
inputs for the overall project and to facilitate the tasks' executions. Therefore, it will
provide a helpful guide to everyone who may benefit from the community, by helping to
understand not only how to manage differences but also how to maximise the benefits.
Finally, this deliverable will also encourage the discussion of the importance of
communication, in a world where communication is seen, not as a strategic tool, but as a
marginal instrument. This discussion points out the advantages of a well-communicated
project, because without that, the implementation of the project results might be hindered
and decrease the overall success.
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O — Ahnexes

Annex 1

Concept Note

PIONEERS Kick Off meeting
4™ October 2021
14:55 - 14:25 = 30" in total for each group

Online

Background

Setting up the Community building is a task of WP10 but providing the framework for
developing the stakeholder's community is transversal to all PIONEERS WPs. The GA
states that: The task has a twofold objective: it will develop the design of the Community
Building programme and it will create a network for exchanging experiences and ideas. The
Community will be developed starting from the existing networks from UITP, ALICE, IWT and
the Waterborne platform ETPs and all associated partners who signed the Letter of Support
and in a second stage extending the range of actors involved, such as port authorities,
terminals, rail and barge operators, shippers, carriers, cities and local authorities. The
Community takes into consideration the Green Deal action “Mainstreaming sustainability in
all EU policies” ensuring that the stakeholders identified will make effective the EU Green
Deal goals. Thus, it will also serve as a basis for validation of PIONEERS activities. Such
activities comprise the improvement of co-definition actions in T3.2, provide feedback on the
co-transfer process by contributing to the transferability roadmap and the Master Plan in
cooperation with WP2. The Community building programme plan is split in four different
phases: 1. Define the capacity development strategies; 2. Engagement of stakeholders, 3
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Implement strategies and monitoring; 4. Assess achievements of the community programme
and disseminate the results.

Objective

The brainstorming sessions proposed in the PIONEERS kick off was a first opportunity for
gathering the Consortium partners and encourage them to interact and exchange their
opinions on how to shape the PIONEERS stakeholder's community. It was an internal
exercise and only Consortium partners were involved. The overall objective was to bring
ideas on which actions could be developed and how to get stakeholders involved in
joining the PIONEERS network, identifying the common interest & needs and understand
the role they would play in PIONEERS. Indeed, the stakeholder's engagement and co-
operation are a key element of the project and will contribute to making the transferability
of innovations proposed by the 4 Ports successful, by scaling them up internationally.

Format

The format proposed was to organise +/- 5 different parallel sessions of 30 minutes where
a group of max 12 people was engaged in an open discussion led by a member of the
consortium in charge of a WP or Task related to the stakeholder's community activities.

A set of standard questions was provided to the facilitator to initiate and ease the
discussions.

The breakout sessions were recorded. The Magellan team prepared a summary of the
ideas that were exchanged during the session in the week following the kick off and
circulated them to the Consortium.

Potential questions feeding the discussion

The questions below served as a basis to start the discussions on the stakeholders'
community. The questions were the same for each group but could be personalized
according to the facilitator's field of expertise.

1. A Community Building program will be established to empower stakeholders at
local and global level to join in all project phases. Who are the actors to involve in
a priority scale?

2. And how do we balance their weight according to the respective categories they
represent? (Meaning from the most influential to the less according to PIONEERS
priorities)

D10.4 Community building programme design & Implementation Page 30 of 37



PIONEERS

Portable Innovation Open Network for
Efficiency and Emissions Reduction Solutions

3. What ideas can you bring for engaging a community of stakeholders who are not
beneficiaries of an EU funded project such as PIONEERS, thus not fully committed?
l.e, incentives, etc.

4. What is the role you think the stakeholder's community should play? (e.g.,
workshops participation, surveys, etc)

5. How do you envisage a community shall be organized in a long term? In working
groups or as a plenary? As an open forum or as advisory board?

6. What is the level of trust to be given to the stakeholders' community when talking
about innovation and business opportunities?

7. Stakeholders' identification, feedback, inputs, mobilisation are required in all WPs.
What would be the best methodology to harmonise such multiple requests?

Organiser

Manuela Flachi, Magellan

Moderators
° Markus Lehne, BALANCE
. Timothy Durant, VECTOS
o Lucia Cristea, EIP
. Stefano Persi, MOSAIC FACTOR
o Giannis Kanellopoulos, ICCS

. Jeffrey Williams, University of Antwerp

OUTCOME

5 breakout sessions were organised where about 12 participants attended, coming from
different backgrounds (academia, research institutes, ports, terminal operators (private)
and networks' organisations). Below we present the results of these discussions. Every
bullet point brings new ideas or consolidate existing ones.

Who are the stakeholders to involve in PIONEERS?

o There was consensus to engage with the industry representatives in the ports.
Terminal authorities, terminal operators, land operators and shipping companies
were also mentioned
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o

Many networks should be involved in the discussion; ESPO, EFIP were mentioned.
Trade associations should also be involved

Some remarks were made that yes, we can inform the stakeholders about
PIONEERS, but itis also important to connect ports for meaningful discussions. The
first, immediate and easy step is to use the PIONEERS ports network of partner
ports and leverage this network in the hinterland and seaside with other ports or
partners

Comments were made about the focus of the project regarding the “greening” the
ports; this is great, but sometimes it doesn't work easily for private entities. The
investment in green technology is so huge that it is sometimes not reflected in the
profit. Therefore, a discussion regarding the high-level objectives and the
practicalities and the costs of greening business is needed. Another related
comment was to address how much an end-client would like to pay for the
greening efforts of different entities

Related to the above point, the discussion touched upon the playfield that is
changing and how different entities, but mainly ports should be proactive in
anticipating different type of threats (resilience) rather than being reactive.

Short teasers have been used already by the Port of Barcelona. They were
informal, catchy communications to attract more stakeholders beyond the ones
that we identify and want to involve one by one

In one concrete pilot (in Barcelona, at least) they saw the need to involve the
shipping lines so people on a cruise know about the available (transport) options
BEFORE reaching the port of Barcelona

A common form could be set up, somehow including the criteria that could be
used to define the relevance of a certain stakeholder for a specific type of activity

A Pillar oriented or Pilot oriented approach could be used to define stakeholders
and activities. The end conclusion was that “the end pillar leader is the one with
more clear ideas” about the needs and barriers of a specific use case

The last two approaches could be complementary (common methodology)
The stakeholders could somehow be grouped by benefit and role, at least

internally, to understand what they could want from the project or from a specific
pilot and what they could fear or be opposed to, so as to deal with them in a certain

D10.4 Community building programme design & Implementation Page 32 of 37



PIONEERS

Portable Innovation Open Network for
Efficiency and Emissions Reduction Solutions

way or moment. The idea was to not just look at what is their role is in the
ecosystem, but also towards a certain solution (enablers, facilitate replicability,
clients, policy makers, possible barrier, etc.)

Facilitating the stakeholders results of the project in advance could be something
that could be used to motivate them

Who do you think are going to be the stakeholders that we need to evolve apart from
the obvious ones that are the port operators, the port authority and the local
authorities?

(0]

FEPORT, the Federation of European private port operators, an important
stakeholder group to include

Looking at the demos, especially for electrification, we might also need to involve
the grid managers and energy companies/providers. We might be able to develop
a very nice concept, but if the grid cannot take it, then we might need investments
or adjustments to the grids. Good ports or terminal operators function as energy
providers. This point touches upon the legal aspects, and we need to take these
into consideration when looking at what's being produced and supplied. Being
produced is one thing, getting supplied is another. If it needs to submit, let's say
power to the grid, then thisis something to explore: how it is going to be developed,
or whether any energy produced within the port is kept for the port and for the
operations of the port.

Shipping industry representatives: as part of the emissions is due to the shipping,
shipping lines must be included. As for the power supply there is a need to have
standardization of where we are going to be able to supply energy to the ships.
The agents are the ones that are handling the local connections with the authorities
and the port operators. As such, they are the ones that should find a way of how to
do the everyday communication about the logistics of supplying the power. These
are part of the business that needs to be taken into consideration. Some other
stakeholder groups are the port users, the tracking companies, the freight
removals, and they should be aware of what they can expect. If the port becomes
an energy provider, then they should also be part and submit their requirements.

Probably the port authority themselves, but also the community surrounding the
port: because when we think about the port modality changes, the community
surrounding the port is also affected. For example, when trying to find a solution
for road congestion in the port and looking at model shift, this will also influence
the congestion on the public roads, and therefore, also affect the community
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surrounding the port. But also, the regulators being the local government, the
federal government, but also the European government.

o The port state control is potentially influenced when thinking about stakeholders
within the port. The media & environmental groups are also potentially involved.
For example, when thinking about electrification, this is thought of as a new green
way of shipping, but if the electricity that is implemented is not generated in a
green way, then this is also not beneficial.

o The consumers as taxpayers since in some cases they are contributors to the port
or the port authorities. Customs can also be influenced as important operations will
be affected somehow. Not in the energy part though, unless of course they
become consumers of the energy produced in the port because they have local
premises in most of European ports. | do not know about Antwerp specifically, but
in most European ports, they operate within the port area.

o Thinking in terms of the digital transformation, how will the customs department
react? Reading papers about a digitalization project, it makes it possible for ships
that are not already at the port to have their customs documentation already
processed. Those are all things that can affect the customs department.

o Considering the other direction, anything coming from the hinterland, if
digitalization is taking place, it is important to involve the customs there as well.
Because if it allowed peak clearing of customs documents, there is still a possibility
that the container at the cargo will be inspected.

o In customs, at least in my experience, you have a kind of a risk analysis model
behind it, that gets 5% or even more for the container to be physically inspected.
Due to that, it is crucial to have a tool to redirect the flow.

o Inawider perspective and not just focus on customs, there are the port community
systems in each port. They are all stakeholders that need digital information to be
connected. There is a European group of the port community systems. Thus, by
involving them they can cover a much wider range of stakeholders that can work
with the digital information.

o IPCS is the organization representing the port community system. It is the national
port systems association. Thus, if we can represent each of them into the project,
then we can have a very credible view on what we are building and demonstrate
in the demonstrators.
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o Following the digital transformation, one thing to add is the stakeholders of
automated and connected vehicles, related to safety. Also as mentioned to the
port authorities and just to make sure that all the demonstrations are done in a safe
environment.

o A practical example of other types of stakeholders comes from Flanders Circular,
a project from the Flemish local government, responsible for materials. Together
with them, we set up a stakeholder project to inform the construction companies,
to inform governments and to introduce the certification institutes and also the
assurance institutes, because another type of concrete is used, and it is also linked
with assurance of the products made. That is for the demonstration part.

o Regarding the energy and energy transition: who are the big energy consumers
and who are the users that can act as big batteries and can store energy in another
format? For instance, in the port of Antwerp, and probably also in other ports, there
are big users of energy that can start up a process, a batch process. When there is
too much energy in one time, they can take out the energy of the grid and produce
immediately. Same for big companies that work in the sector of freezing and
cooling that can go to lower temperatures. In Flanders there are a lot of companies
working with food and they have storage rooms, for example, for French fries, but
also for other vegetables stored at minus 18°C, but they can store up to minus 30°C.
Thus, if there is energy available, they can lower the temperature to -30°C. This
process uses a lot of energy, but the opposite can also be done. For example, they
can go from minus 19°C to minus 10°C and they can put energy on the market.
Therefore, it is important to think about companies and sectors that can take out
energy in and out of the market. This is valuable for people working in the energy
transition.

o Inthe energy community the latter point is something trendy these days: to be able
to get the heavy users and the peak times at some point of the day and the rest of
them in some other points of the day, so that they cancel out the energy they use.
So, the overall use remains balanced between the different players, avoiding that
we do not have someone using the grid simultaneously with someone else and the
grid remaining inactive for the rest of the day.

o Equipment manufacturers, like the ones that made the straddle carriers and make
the cranes could also be a targeted stakeholder.

In conclusions, it seems that the peers identified two levels of stakeholders:

1. One level of stakeholders is demo specific and therefore they should be a small
community.
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2. The others are the ones affecting the overall objectives of the project.
An option is to start diversifying between the two groups first and have groups for each
demo and then have the general stakeholders as an overarching layer.

Annex 2

List of PIONEERS supporters - LoS

1 Associacio d'empreses estibadores portuaries de | Terminal  operators ES
Barcelona association
2 Barcelona Freight Forwarders Association, Logistics :
and Transport Organization and Customs Forwa_rdllng ES
Representatives — ATEIA-OLTRA Barcelona association
3 BCTN Inland Terminals Terminal group NL
4 Big Data Value Association Start-ups, SMEs, BE
Clusters and DIH
5 Barcelona Chamber of Commerce Chamber of ES
commerce
6 Centro Intermodal de Logistica SASME (CILSA) Logistics ES
7 CIMALSA Logistics ES
8 CMB.TECH Hydrogen
technologies UK
company
9 Colegio Oficial de Agentes de Aduanas Y | Custom brokers ES
Representantes Aduaneros de Barcelona association
10 Consorci de la Zona Franca de Barcelona Spanish Government ES
Delegation
11 Danube Commission International HU
organisation
12 Escola Europea - Intermodal Transport Professional school ES
13 European Federation of Inland Ports European federation | BE
14 Interregional Alliance for the Rhine-Alpine Corridor Network DE
EGTC
15 ELONROAD Start-ups, SMEs, SE
Clusters and DIH
16 European Sea Ports Organisation Network BE
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17 Eurocities Network BE
18 European Barge Union Network NL
19 International Port Community Systems Association Network UK
20 Jiangsu Jiangyin Port Group Port CN
21 Last Mile Team Start-ups, SMEs, ES
Clusters and DIH
22 LOGISTOP Logistics ES
23 Maritime Technology Cooperation Centre — Asia Network CN
24 Organismo Publico Puertos del Estado Governamental ES
agency
25 Ningbo Zhoushan Port Group Port CN
26 PLUGPOWER Company FR
27 Port of Duisburg Port DE
28 Pro Danube International Association AT
29 Royal Belgian Shipowners Association Association BE
30 SDSN Belgium Science and
BE
technology
31 The Shift Network BE
32 TRANSPRIME Spanish Shippers' Council Association ES
33 WeBarge Berge operator BE
34 World Economic Forum International CH
organisation
35 Xiamen Port Holding Group Port CN
36 Autorita di Sistema Portuale del Mar Ligure Occidentale | Port IT
37 Port Vell Port ES
38 Generalitat de Catalunya Regional government | ES
39 Port of Cotonou Port BJ
40 Alken-Maes - Heineken Group Brewery BE
41 Durres Port Authority Port AL
42 Public Waste Agency of Flanders Agency BE
43 Port of Dugm Port oM
44 Alfaport Voka Port BE
45 Antwerp Shipping Federation Federation BE
46 The Beacon Innovation BE
community
47 Association of Flemish Cities and Municipalities Association BE
48 Waterborne Technology Platform | BE
49 Province of Limburg Regional government | NL
50 Dutch Federation of Inland Ports Federation NL
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