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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

".ports — in terms of greening and modernisation —
have significant knock-on effects on port stakeholders,
shipping and the hinterland, driving decarbonisation
and growth all around them.”

Adina Valean, European Commissioner for Transport?

The project's objective is to support the PIONEERS ports in their journey to develop a new Green
Port Master Plan. This document presents how this goal is translated into concrete activities with
stakeholders in each of the PIONEERS ports, as building blocks in drafting a Green Port Master
Plan in the second year of the project.

The ports set up stakeholder engagement plans that are ambitious, sometimes innovative.
Through the engagement activities, the ports intend to capture the most important aspects that
will determine the structure and the content of their Green Port Master Plan. These plans are an
integral part of the ports' approach in defining the Green Port Master Plan. All PIONEERS ports
have chosen a rather different approach in drafting the Green Port Master Plan, due to their
particularities, diversity and experiences.

To support the port authorities, a series of methods of engagement and channels of
communication are presented in section 4 of this document. As such, the port authorities have
access to a set of methods and channels of communication that allows them to develop their
engagement activities. Moreover, the activities set at project level, aimed at sharing experiences
and knowledge gained throughout the process, will help them to enrich their activity at local
level. The ports present their engagement plans in section 5 of this document, building on the
insight & discussions of the major prerequisites to build a Green Port Master Plan as presented in
section 3.

This document builds on the stakeholder assessment carried out in an earlier stage of the project
and through different activities carried out already in the project and it is only the first in a series
of similar documents developed by the project throughout the project lifespan. This document
focuses on the actions that ports will implement in 2023. The major goal of these series of
documents is to allow port representatives to learn and adapt their engagement activities based
on the particular stage of development of their Green Port Master Plan they are currently in. As

! European Sea Ports Organisation (ESPO),- ESPO Green Guide 2021 A Manual For European Ports Towards
A Green Future, 2021
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their work is rather innovative, both in method and in the expected results, there is a high
expectation that their engagement plans will change and be adapted based on the valuable
insights that ports' stakeholders will provide in the process of engagement. The ports' journey in
engaging with the stakeholders will be monitored and recommendations about the process -
successful results and methods, barriers, and constraints - will be presented in future documents
developed in the project.

The authors would like to thank the port authorities for their collaboration and work done in
developing this document.
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2 - Introduction

PIONEERS is a very ambitious project involving four major European ports: Antwerp-Bruges,
Barcelona, Constanta, and Venlo. These ports have agreed to work together to develop new
strategic master plans for their organisations, focusing on achieving high-level goals at local,
national, and European climate policies. These goals are equally ambitious, and their timeline is
very short. Given these constraints, the actions that these organisations should take must be swift
and impactful and agreed with all those that have an important role in their ecosystem. This is a
very challenging goal and PIONEERS ports are committed to achieve it and to work with their key
stakeholders in creating a “Green Port Master Plan". This document presents a series of actions
that PIONEERS ports' representatives will take during the next months with the key stakeholders
to draft their Green Port Master Plan.

This document is part of a series of documents that the project will produce to present the actions
that ports will undertake and their results in the engagement activities with their stakeholders.
These results will then be analysed, and a compendium of recommendations will be provided to
other ports (in Europe and elsewhere) that are interested in developing their own Green Port
Master Plan. All these activities will be integrated with the activities done by ports to demonstrate
new, very innovative green solutions. Moreover, activities to cross-fertilize and transfer and
disseminate knowledge are foreseen with the support of other technical partners in the project.

2.1 Aligning the high-level goals with each individual
member of the port community and beyond

The process of change is complex. The time needed to implement a major change in complex
organisations sometimes transcends a generation. The shift in mindset of the decision-makers
and technicians and all those that form the organisation's ecosystem is very challenging. Hence,
in most organisations the knowledge necessary to carry the change process forward needs to be
built up from a near zero base. The PIONEERS project offers the participating ports the possibility
to shorten the learning curve and review their current starting base. Moreover, ports will share
experiences and information about their background information and actions, with concrete
examples of successful and unsuccessful actions, and specific tools and methods that each port
authority could also use.

The process of drafting a Green Port Master Plan is a complex, yet worthwhile journey. While the
ways to greening a port's master plan are many and varied, the benefits are real and can be
quantified in the number of “converted” stakeholders. A successful engagement program (i) will
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help port authorities in efficiently using the available, sometime scarce resources in engaging
with stakeholders; (ii) will ease the bottlenecks to economic development; and (iii) will motivate
the adoption of a new plan that protects the environment.

Generally, the main benefits port stakeholders can expect from a port's investment in a Green
Port Master Plan include:

1. Governments: improvement of the ports’ competitiveness, their energy efficiency, etc.
Besides this, an improved collaboration with all the relevant partners at local, regional and
national levels.

2. Transport and terminal operators: more efficient use of transport assets and better
competitive positions in transport markets, and more business opportunities in growing
sectors

3. Shippers, exporters, and importers: improved collaboration and development of new
business models integrating green principles.

4. Consumers and public: accountability and a new base for future economic development.

2.2 The need to prepare an integrated Green Port Master
Plan in local reality

A Green Port Master Plan will make the port's activities environmentally friendly and more
compatible with the surrounding territory. The port will be better integrated in the urban or rural
areas that surround it. The interventions to reduce energy consumption and to increase the
environmental sustainability through using renewable energy will contribute to the reduction of
greenhouse gas (GHG) emissions to the levels targeted by 2030 and 2050I(1,2]. The PIONEERS
ports have a very close territorial link with their neighbouring cities and provinces. This vicinity
requires joint efforts and alignment of the local and regional high-level goals in close connection
with the national and European ones. The links between port authorities, their respective city and
regional administrations are crucial. Efforts in engaging the main stakeholders from these
organisations should be rewarded in an integrated vision and clear objectives that will be
supported and implemented by all.

Consequently, this approach will have benefits in the short, medium, and long term; and to name
only a few:

¢ Reducing pollution in the port, city and their functional areas; this will generate benefits in
terms of improved quality of life and work in these areas;
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e Economic and social (re)development of the areas;
e Greater conservation of natural heritage and biodiversity in port areas.

A vital dimension of a Green Port Master Plan is the stakeholder interaction. In this respect, the
development of a Green Port Master Plan should include a specific stakeholder engagement
programme, as an instrument to engage all stakeholders and especially those key stakeholders
that may determine the acceptance of the solutions and innovations proposed by the Green Port
Master Plan. Such a programme should obtain a good understanding of the stakeholders' views
and expectations and to offer a platform for exchanging solutions that fit all. Only a quality
engagement plan will ensure that trust and confidence are established between all the entities,
either public, private or the general public. Therefore, PIONEERS ports will establish several
programmes with the key stakeholders, (see Figure 1) in order to ensure that their ambitions and
goals are harmonised and integrated with those key local, regional and national partners.

Draft Green Port

Master Plan and Green Port Master
Roadmap Plan and Roadmap
M24 M54

Mo

M12 M36

M57
D2.3 Actions and D2.4 Actions and D2.5 Actions and
Measures measures measures

Figure 1 Timeline for stakeholder engagement actions in PIONEERS work package 2 (source: EIP own design)
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3 - Green Port Master Plan - prerequisites
for successful drafting

In these difficult days when we all start to experience and recognize the impact of the climate
change on a daily basis, the main question we all have is how can we quickly, efficiently, and
cost-effectively tackle these negative consequences? Major organisations across the world are
making efforts in creating policies, strategies and plans that will help us all understand and work
together to mitigate these negative consequences. All major organisations underline in these
strategies (although sometimes not integrated or realistic) the necessity of immediate action. In
this context, the European Commission has implemented a very ambitious strategy to reduce the
GHG emissions by 55% by 2030 [2]. This ambitious target requires that the current competitiveness
of the European industry is maintained and strengthened and to ensure that it is a fair and social
transition.

This goal, however, cannot be achieved unless everybody is on board. Creating new partnerships
and raising awareness of the necessity to work together to achieve the targets is at the core of
all the policies developed by the European Commission. The implementation of actions to
achieve these goals comes with the necessity to look at current practices with “fresh eyes”, at the
governance structures and on the need to articulate clear policy goals that are achievable and
accepted by all.

The European ports, as major hodes in sea and land transportation, need to pay attention to their
strategic goals. They have an important influence on the economic, social, and environmental
development on a local, regional and national level. Sometimes specific strategic documents
need to be drafted to recognise the strategic importance of the ports and the support they may
need to achieve the expected results. This leads to different governance structures that include
public and private entities. The difficulty starts when the port strategic documents need to be
harmonised with local, regional, national, and even European targets, but at the same time to
respect targets, regulations and forms of organisations of other entities that are functioning
elsewhere in the world. This requires not only a comprehensive knowledge of the advantages
and the constraints of different operating systems globally, but also a certain degree of flexibility
to adapt and integrate different strategies and regulations. This adds a certain degree of
complexity in the dialogue with the key stakeholders in designing, agreeing, and implementing
new strategies, like greening the port. Figure 2 ESPO (3] illustrates the influence and the role of
different stakeholders very well.
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Figure 2 The influence and role of port authorities in the port area and beyond (Source: ESPO [3])

The Green Port Master Plan, as one of the major outputs of the PIONEERS project in each of the
ports, requires strategic input and acceptance from key stakeholders. In previous work [4-14], the
PIONEERS ports identified and analysed the stakeholders. They could range from colleagues
from different departments (internal stakeholders) to representatives from other ports that may
offer valuable knowledge to develop their activities (external stakeholders).

Prior to this document, PIONEERS published a series of stakeholder analyses that provide a good
understanding of who the major stakeholders for the innovation solutions implemented in the
ports (WPs1, 3, 4, 5,6 and 7) are. An analysis of who the major stakeholders for the communication,
dissemination, and exploitation of the results (WPs 8 and 10) are, has also been done. This work
shows the richness and the value of the pool of stakeholders targeted by the project (see Figure
3).
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Figure 3 Constellation of stakeholders in PIONEERS ports (source: EIP own design)

However, on closer analysis one observes that in certain situations, the stakeholders are the same
for any major goal of the project. Sometimes there is a very large pool of stakeholders that the
port authority needs to work and engage with, hence the stakeholder management requires
more resources.

Certain particularities and settings have been observed in working with the PIONEERS ports and
they will be monitored throughout the project to understand to what extent they may influence
the design, acceptance, and future implementation of a Green Port Master Plan. These are:

1.

The type of port authority - either entirely public or entirely private or a combination of
both [15].

The existence or absence of a good territorial collaboration between the port authority
and local/regional authority

The existing communication and formal collaboration with certain stakeholders -
providers of services or products etc.

The level of engagement that a port authority will achieve through the established
programmes
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5. The contextual aspects that may influence the strategic decisions regarding Green Port
Master Planning

4 - Engagement methods and channels

Designing, approving and implementing a Green Port Master Plan requires different activities,
targeting a diverse audience. Because of this, when planning engagement activities, each activity
should have a clear objective. Moreover, the type of activity planned could use a different method
or tool to be deployed. The ports involved in PIONEERS have experience in engaging with their
community and with their stakeholders. However, the particularity and the innovation potential of
the Green Port Master Plan they all envisaged to obtain, require a selection of the best methods
to engage with the stakeholders. As explained in Stakeholder Mapping Deliverable 2.2 [4],
PIONEERS ports have a wide range of stakeholders that they need to identify, analyse, and
engage during the activity of Green Port Master Plan drafting.

4.1 Stakeholder Engagement Strategies

Each stakeholder category requires a different approach and method, sometimes combined
methods to meaningfully engage them. Therefore, all ports considered a series of methods to
engage from surveys and interviews to workshops and conferences. To support the engagement
activity of the ports, a series of methods and channels of engagement are presented in this
section. These methods will address the engagement strategies, as explained in Deliverable 2.2
Stakeholder Mapping. Table 1 below presents the engagement strategies targeting a certain level
of engagement. These strategies have been adapted from literature [16-22] for the particularities
of the engagement activities in PIONEERS.

Table 1 - Levels of engagement in PIONEERS adapted to focus stakeholder activity

Strategy of

engagement

Co-exist Provide the stakeholder with the relevant information about the planning or
development process. This is usually a one-direction strategy, using different
information or communication established methods and channels
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PIENEERS

Strategy of

engagement

Consult Obtain the stakeholder's feedback on planning or development process. This is
in general a bi-directional channel: (i) the stakeholders are requested to
provide their views, needs and expectations through interviews, surveys, focus
groups, brainstorming sessions, etc and (i) the information of how the
stakeholders' input has been used through access to the final report
developed, workshop, conferences, media releases etc.

Involve Rely on this stakeholder's advice when making decisions about the planning or
development process. To work directly with the stakeholders throughout the
process to ensure that concerns and aspirations are consistently understood
and considered, e.g. workshops, brainstorming, role plays, community
platforms etc.

Collaborate | Work together with stakeholder to come up with solutions and recommendations
for the Green Port Master Plan. Usually, creating partnerships with stakeholders
in each aspect of the decision including the development of alternatives and
the identification of the preferred solutions, e.g., strategic groups.

Integrate Embed stakeholder ideas, experience and proposals in the Green Port Master
Plan process. This is very valuable in the process because it shows that the
decision-making is done jointly by all those key stakeholders, irrespective of
their domain of activity, specific interests or even skills and experiences. This
can be achieved through workshops, conferences, shared virtual spaces,
jointly published media etc.

The methods for engagement could also be correlated with certain moments in the process of
the Green Port Master Plan. For the purpose of the specific activities developed in PIONEERS to
develop a Green Port Master Plan, a series of possible stages have been identified:

v’ Building vision - basically, all ports will try to establish, with their key stakeholders,
what their main vision for the port is, what they want to achieve and to align the needs
and expectations of the stakeholders to achieve this vision. The added value of this
stage is that all stakeholders will understand the effort and resources needed to
implement this vision. This stage offers the building blocks for new policies, strategies
and regulations.

v' Creating new scenarios - in this identified phase, port representatives together with
their stakeholders discuss different pathways to achieve the vision. The vision will
provide specific objectives and, depending on the role and influence of certain factors,
a few scenarios could be generated. The value of this stage is that it offers clear
images of possible pathways to implement the vision; the decision-makers could
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choose which scenario could then be implemented. The added value is that the
results of this stage have been obtained through co-creating and collaborating with
the key stakeholders.

v Defining challenges - in this stage a thorough analysis of present and future barriers
could be analysed. Based on this analysis a plan of action will be drafted that will
include a very strong risk management analysis (including contingency actions). This
is a very important stage in the process, as it needs to consider known and potential
threats that the port authorities may not know exist at the current stage. The success
of this stage demonstrates the agility and the flexibility of the port authority and its
key stakeholders to adapt to new challenges (resilience). The added value of this
stage is that it will reveal potential weak points in different institutional, organizational,
financial, etc. systems of the port authority or in the relationship with the key
stakeholders. This will allow the port authority and its stakeholders to plan for
corrective actions.

v' Agreeing solutions - this is the most important stage in the stakeholder engagement
programme. Basically, the port authority not only seeks the collaboration for a set of
solutions and projects to be included in the Green Port Master Plan with its own
functional departments, but also the key stakeholders' views are taken into account
and they must be aligned in order to agree on the list of solutions. The added value of
this stage is that once agreed by all, the list of solutions will then become a working
programme for all, port authority and stakeholders.

v' Plan implementation - this stage incorporates many activities to engage with
stakeholders. Moving from plan to project, the port authority will implement the
agreed solutions, taking into account that plans are not always written in stone; fast
technological developments, external factor constraints (ie, pandemic(s), war,
economic recession, etc), political and organizational challenges etc. may influence
the plans. Engaging with stakeholders to align new conditions to previous plans is
crucial in order to get final acceptance of the projects. The main value of this stage is
the continuous monitoring and evaluation of (i) how the plan is implemented, (i) its
impact and (iii) how it is supported by all key stakeholders.

4.2 Methods of stakeholder engagement

The most relevant methods of engagement that ports will use, especially in the first phase of the
activity (i.e. to elaborate the GPMP) are presented below. The list is comprehensive, but not
exhaustive. The authors chose the most used methods to achieve (i) the critical mass of
stakeholder engagement, (i) a good understanding of stakeholders' views, needs and
expectations and (iii) a meaningful interaction with them (Table 2 and Table 3).

D2.3 Actions and Measures year 1 18



PIONEERS

Table 2 - Methods for stakeholder engagement

No | Methods Targeted Audience Explanation

1 Questionnaires | Business A questionnaire is a research tool featuring a series of questions used to collect useful
representatives, information from respondents. These instruments include either written or oral questions and
NGOs, Public Bodies, | comprise an interview-style format. Questionnaires may be qualitative or quantitative and can
Citizens be conducted online, by phone, on paper or face-to-face, and questions don't necessarily

have to be administered with a researcher present. Questionnaires feature either open or
closed questions and sometimes employ a mixture of both. Questionnaires are different from
surveys in the sense that a questionnaire is a set of questions created for the purpose of
gathering information; that information may not be used for a survey. However, all surveys do
require questionnaires. If you are using a questionnaire for survey sampling, it's important to
ensure that it is designed to gather the most accurate answers from respondents.

2 Interviews Public bodies, Interviews are used to explore the views, experiences, beliefs and motivations of individuals
Business on specific matters. Interviews as a qualitative method are believed to provide a more in-depth
representatives understanding of a certain topic than would be obtained from purely quantitative methods

(for example questionnaires). Interviews are, therefore, most appropriate where: i) little is
known about the phenomenon under investigation; and ii) detailed insights are required from
individual participants. In addition, they are appropriate for exploring sensitive topics, where
participants may not want to talk about such issues in a group environment.

3 Needs Survey | Business A survey is sent to the targeted audience. This shows in which field they potentially have
representatives, research questions and can lead to follow-up discussions to articulate research questions. A
Citizens, NGOs more informal approach is to go and talk with umbrella organizations in a specific field (e.g.

health; environment).
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[\\[o} Methods

4 Focus Group

Business
representatives,
NGOs, Public Bodies,

Targeted Audience Explanation

A focus group is a research technique used to collect data through group interaction. The
group comprises a small number of carefully selected people who discuss a given topic.
Focus groups are a type of qualitative research. Observations of the group's dynamic, their
answers to focus group questions can guide future research on decisions, products and
services, or controversial topics. Focus groups can provide more nuanced and natural
feedback than individual interviews and are easier to organize than large-scale surveys.

5 Online shared
whiteboards

Key stakeholder
group (public bodies,
business
representatives,
higher influence
stakeholdersin
general)

The idea of an online whiteboard is to provide teams with a whiteboard on which they can
work digitally, regardless of location whenever they are online. The purpose of a whiteboard
is to visualize thoughts, concepts, write down ideas, explain and teach, plan and create in the
group and many other things. Online whiteboards such as MIRO, support teams to collaborate
visually over distance in real-time. This method is great for engaging smaller stakeholder
groups and pushing them to visualise an idea, solution, etc.

6 Collaborative
research

Academia, Research
Centres, Public bodies

This represents an approach to research that integrates stakeholders in stages in order to
enhance the relevance of the work to the end users.

7 Creative lab

Key stakeholder
group (public bodies,
business
representatives,
higher influence
stakeholders in
general)

Creative labs are spaces in which new ideas can be explored and in which lessons learned are
documented and shared with the co-owning Division. Innovation Labs are also a space from
which the scaling of good practices can emerge. These can be virtual or physical and involve
a diverse group of key stakeholders with a higher influence and power.
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No | Methods Targeted Audience Explanation

8 Think Tanks Academia, Research A think tank is method that gathers a group of interdisciplinary professionals (mainly
Centres Public bodies | academia) to perform research around particular policies, issues or ideas. Topics addressed
in think tanks can cover a wide range, including social policy, public policy, economic policy,
political strategy, culture and technology. Think tanks have the objective of providing advice
on a diverse range of policy issues and products through the use of specialized knowledge
and the activation of networks.

9 \Workshops Business A workshop is a shorter, smaller educational training-type event that is designed to enhance
representatives, the skills of attendees from a particular industry or area of interest. The purpose of a workshop
NGOs, Public Bodies is to create a space in which a group of people can meet to discuss questions, brainstorm
ideas, identify problems, make decisions and develop solutions. Workshop events are
valuable because they enable attendees to learn new skills and work toward their goals.
Workshops may involve group discussions, exercises, activities, and the practical applications
of concepts learned. You might say workshops are about “doing” rather than “listening” or

‘networking.”
10 Public Business Public meetings are held to engage a wide audience in information sharing and discussion.
Meetings representatives, They can be used to increase awareness of an issue or proposal, and can be a starting point
Citizens, NGOs, Public | for, or an ongoing means of engaging, further public involvement. Public meetings convene
Bodies any and all organizations, individuals, officials and businesses who would be affected by

proposed changes. Each meeting offers an opportunity to share information that educates,
gains assistance in advocacy efforts, establish communication channels, and provide
transparency to your community of stakeholders.
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Table 3 - Application of methods in the stages and strategies of stakeholder engagement

Appropriate stage for applying Level of stakeholders’

No Msthods the method engagement

Building vision
Creating new
scenarios
Defining
challenges
Agreeing
solutions
Policy
formulation
Co-exist
Consult
Involve
Collaborate
Integrate

1 Questionnaires

2 Interviews

3 Needs Survey

4 Focus Group

Online shared
whiteboards

Collaborative
research

7 Creative lab

8 Think Tanks

9 | Workshops

Public

10 Meetings

Legend:

non-applicable -
T

applicable
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4.3 Communication channels

The methods presented in section 4.1 are the “classic” methods of interaction with stakeholders.
In complex organisations, such as ports, and in complex situations such as the current economic
crisis and external pressures (war, pandemic, etc) these “classic” methods need to be adjusted.
Naturally, a series of communication channels will also be used to ensure that most of the
stakeholders will be engaged throughout the project, therefore a list of possible methods of
communication that port representatives will use is presented below in Table 4 and Table 5. This
list is not exhaustive, but it offers a good starting point as an “ideas’ base” from which the ports
will select the best channel of communication that they need in their engagement activities.
Moreover, the transferability and dissemination/communication activities at project level could
also be used in engaging with stakeholders, if the targeted audience is similar.
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Table 4 - Communication channels that could be used in engaging with stakeholders

No Methods Targeted Audience Explanation
1 Emails Business representatives, | Email is an incredibly common communication tool for keeping in contact with
NGOs, Public Bodies stakeholders. However, it's not everyone's preferred communication method, so you
should never assume a stakeholder is comfortable with email. Email can be useful as a
communication channel because it can be immediate. To ensure your email isn't skipped
over, make your subject line clear and short so that it's easy to understand what the email
is about.

2 Newsletters Public bodies, Business A newsletter is a written or electronic report that is distributed to stakeholders and that

representatives, NGOs, contains information about the activities of an organisation. These represent a great

Citizens opportunity to engage stakeholders in a tailored manner by delivering helpful material
right to their inboxes. The main subject of a newsletter is typically something the readers
find interesting, and the content should be around 20 lines long for optimal readability.

3 Official written Public Bodies In some cases, certain organisations or branches of public institutions require official
letters & letters in order to join the pool of stakeholders or in order to agree on a certain decision.
documents These can represent anything from a formal invitation to an event to memos, policy-

related documents or agreements. This should be tailored based on each organisation's
specific guidance rules.

4 Press release Citizens, NGOs A press release is an official statement that is distributed to members of the news media

with the intention of disseminating information, forming an official position, or announcing
something that will be made public. A press release's main purpose is to immediately
disseminate information that could have a big effect or be of great interest to a sizable and
unrelated audience.
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Methods

Targeted Audience

Explanation

5 Social Media Citizens, Business Online resources like social media give citizens and stakeholder groups new ways to
representatives, NGOs organize and coordinate initiatives, find common interests, voice and share ideas and
requests, and become more informed. The most popular social media channels for
stakeholders' engagement are Linkedin, Twitter, Facebook, Instagram or YouTube.
6 Video Academia, Research Videoconferencing is a low-cost, high-reward method to include stakeholders in the
conference Centres, Public bodies, participatory process. Videoconferencing may be a desirable option, either on its own or
Business representatives as part of a mixed-methods study, according to a growing body of literature. Some of the
most popular systems, many of which are accessible for free online or through university
software bundles, include Zoom, Google Hangouts, GoToMeeting, Join.Me, and others.
This straightforward method may successfully eliminate many of the obstacles to
incorporate stakeholders in the participatory process.
7 Face-to-face Academia, Research Face-to-face conversations are often beneficial especially when you reach the stage
conversations Centres, Public bodies, when decisions need to be made. Depending on the nature of the relationship, these can
Business representatives be formal or informal, one on one or with multiple members or a certain organisation.
8 Presentations Academia, Research Public presentations allow us to connect, have an impact on choices, and inspire change.
Centres, Public bodies, The goal could be either to persuade, inform, inspire, or entertain the audience. The best
Business representatives presentations are a combination of all four, but one should be the backbone of it.
9 Videos Citizens, NGOs, Business Videos represent a great option for informing a wide range of stakeholders and inspiring
representatives action.
10 | Games Academia, Research This method applies game-like mechanisms to a non-game context, to encourage your

Centres, Business
representatives, NGOs

target audience to carry out certain behaviors and can be used in engagement strategies.
Gamification is an effective way to create measurable goals that engage learners.
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Table 5 - Objective application for stakeholder engagement channels

No Channel of Appropriate stage for applying Level of stakeholders’
Communication the method engagement
5
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1 Emails

2 Newsletters

Official  written
3 | letters &
documents

4 Press release

5 | Social Media

6 | Videoconference

Face-to-face
conversations

8 Presentations

9 | Videos

10 | Games

Legend:
non-applicable
applicable
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4.4 Understanding and changing complex systems as
stakeholder engagement method

The PIONEERS ports took the initiative to have a bottom-up approach in understanding the
structure of the major systems that are creating a port's ecosystem and how each system's
priorities and needs may contribute or hinder the development of green solutions and their
implementation (Figure 4). This approach has been initiated, developed, and closely monitored
by the Port of Antwerp-Bruges. Moreover, Port of Antwerp-Bruges will collect relevant
information from the method applied and it will correlate the results of the method implemented
across the ports. This approach allows a very good integration of the results obtained in the
demonstration WPs (WPs 4 - 7) and validates, at the same time, the views, and expectations of
the stakeholders across the systems.

g ST

[3] Understanding the System

[1] Framing the System

[2] Listening to the System

[4] Envisioning Desired Futures
[5] Exploring the Possibility Space
[6] Planning the Change Process

[7] Fostering the Transition

Figure 4 - Phases of Complex Systems Design (adapted from [23], presented by Pieter Vandermeeren in PIONEERS
meetings)

This method allows ports to understand the contribution of each of the systems studied to the
possible important transition of the port to a more adapted strategy to tackle the negative
consequences of climate change. Through the scheduled internal discussions, each port will
experiment with different interactive approaches in working with stakeholders. These methods
and the results of the meetings where they will be applied will be discussed with the fellow ports'’
representatives in a particular moment throughout the process, as called ‘“intervisions”. An
‘intervision” - an innovative interactive method in itself - will allow the port representatives to
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brainstorm and discuss their achievements, possible common findings and gaps. They will
provide valuable insights for future recommendations offered to other ports (later public
documents targeting other ports in Europe and the European Commission to feed their future
policies).

5 - Activities foreseen by ports to engage
with key stakeholders in 2023

The PIONEERS ports are diverse and their approach to greening is different because of their
particularities, economic interests, organization, available capacity and very importantly, their
governance structure. As port authorities, they have a regulatory and management role. They
collaborate with a diverse range of structures such as regional and national governments, local
authorities, different types of service providers in the port and in the hinterland, organisations that
protect the environment or interests of different groups, etc. Their regulatory structure and the
governance may influence the pathway chosen to “greening” the port activities. The diversity of
the PIONEERS ports, and their chosen approach for Green Port Master Planning determines a
different approach in engaging with stakeholders. In the next pages, the ports will present the
2023 programme? for engaging with their identified stakeholders. This programme reflects their
approach and chosen pathway to draft their Green Port Master Plan.

5.1. Port of Antwerp-Bruges - Stakeholder Engagement
Plan

The Port of Antwerp-Bruges is one of the main ports in Europe and in the world. Its dimension,
complexity and organisational structure makes it very challenging to map, analyse and determine
a course of action in engaging with the key stakeholders for designing, approving and
implementing a Green Port Master Plan. Despite this, the Port of Antwerp-Bruges team invests
valuable resources in developing a new approach in defining the principles of the new Green Port
Master Plan. This massive enterprise will ensure that all the relevant stakeholders will be engaged
in the process. The approach in understanding the main systems that will contribute to the Green
Port Master Plan and how their change needs to be achieved is at the core of the Port of Antwerp-

2 The previous activities held by PIONEERS ports with stakeholders are reported in [6]
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Bruges' PIONEERS activities. The transition of the current state of the chosen systems to be
studied to a new, jointly agreed, “greener” state is discussed with a wide pool of relevant
stakeholders. The identification of the actions for engagement follows different methods of
system change developed and used in other situations or projects. This approach is inspirational
for other ports (see chapter 4), and parts of this approach will also be used by the rest of the ports
in PIONEERS. Some of the engagement activities that are part of the approach are presented in
the Table 6.. The Port of Antwerp-Bruges presents only a part of their planned engagement
activities, because the approach used - system change - to define the principles of a new, Green
Port Master Plan will be developed throughout the understanding of the system change analysis.
In future deliverables (see chapter 2), the engagement activities implemented in Port of Antwerp-
Bruges will be presented.
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Table 6 - Port of Atnwerp-Bruges stakeholder engagement plan

. Type of
Engagement Activity engagement  Stakeholders engaged The expected ou_tcfomes of the
Focus engagement activity
method
The project team's January Formal DG MOVE Find support for the approach of complex
approach towards the 2023 meeting system thinking and design

Green Port Master Plan

Havenmilieuoverleg Monthly Recurring Flemish chamber of | The targeted stakeholders will be informed
(“Port environmental forme}l commerce (VOKA), Belglan about the Green Port Master Plan
: " meeting federation of chemical
consultation platform”) . . .
industry and life sciences
(essenscia)
Contextual interviews of | February Interview Individual actors in the | Stakeholders will be consulted and will
selected actors as part of | 2023 energy distribution | provide input for the system map:
listening t? the system management system e Factorsthatare influencing the behaviour
and creating a system
map® of people

e Causality relationships
e Factors contributing to continuous
growth or decline

3 Variants of these activities will also be planned in Q2, Q3 and Q4 for the systems clean fuels production and supply and multimodality, engaging
stakeholders dedicated to those systems.

D2.3 - Actions and Measures year 1 30



é!

PIONEERS

. Type of
Engagement Activity engagement  Stakeholders engaged The expected ou_tczomes of the
Focus engagement activity
method
e What maintains inertia and obsolete
patterns, preventing system change
Influence mapping March 2023 | Co-creation Selected actors in the energy | Stakeholders will be actively engaged with
workshop as part of workshop distribution management | drawing up an influence map that can be
understanding the system (arena) system used to determine the best pathways for
and creating a system systems change
map*
System value proposition, | April 2023 Co-creation Selected actors in the energy | Stakeholders will be actively engaged with
Three Horizons mapping workshop distribution management | the development of a positive mental model
and/or Paradoxing (arena) system of the shared value and values that will be co-
workshop as part of created
envisioning desired
futures®
4ldem

5 Variants of these activities will also be planned in Q2, Q3 and Q4 for the systems clean fuels production and supply and multimodality, engaging
stakeholders dedicated to those systems.
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Engagement Activity
Focus

Type of
engagement
method

Stakeholders engaged

The expected outcomes of the
engagement activity

Vlaamse Havenstrategie | March, Recurring Flemish government, De Stakeholders will be informed
- Werkgroep Klimaat June and | formal Vlaamse Waterweg, North
October meeting Sea Port
2023
Strategy Cup April 2023 Business Bachelor and master | New ideas have been introduced in the
casing students  from  Belgian | project from generation Z, being the people
challenge universities that will start their careers during the
implementation of the Green Port Master
Plan (2025-2050)
Joint workshop on Green | June 2023 Public European ports and policy | Stakeholders have been informed
Port Master Planning with workshop makers

MAGPIE at the ESPO
Conference in Bremen
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5.2. Port of Venlo - Stakeholder Engagement Plan

The Port of Venlo analysed the structure of the stakeholder network earlier in the project and
together with their local partner University of Maastricht decided who the stakeholders are that
will be approached in the context of PIONEERS, analysed them and classified their role in the
design and approval of the Green Port Master Plan developed in PIONEERS®. The results of this
analysis can be observed in Figure 5 below. The Port of Venlo, in close cooperation with University
of Maastricht, also decided on an approach for designing the Green Port Master Plan; the
engagement of key stakeholders and other different types of stakeholders has been an integral
part of this strategy. This shows the Port of Venlo's commitment to include, since the design
phase, all the views, needs and expectations of the stakeholders. In Table 7 below, Port of Venlo
presents the major engagement activities planned for 2023. These activities will be implemented
using different methods and forms of engagement, and, most importantly, to ensure that the main
stakeholders are engaged in these activities. The plan of engagement presented in the above-
mentioned table clearly addresses the type of stakeholder targeted through the engagement
activities.

CIRCLES OF INTEREST PARTICIPATION MODEL

KEY
STAKEHOLDERS

Figure 5 Port of Venlo stakeholders’ approahcing methodology

¢ The analysis was made in [4] which is on the process of finalisation
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Table 7 - Port of Venlo stakeholder engagement plan

Type of
engagement Stakeholders engaged
method

Engagement
Activity Focus

The expected outcomes of the
engagement activity

=

. , Project alignment
Integrate 2023 twice | 1x In-person meeting 1. Port of Venlo . L
a month 2 BISCI/UM 2. Work alignment and distribution

1x On-line meeting 3. UM/Fontys

Key Stakeholders (shareholders) meetings PIONEERS Master planning Port of Venlo

Integrate Jan/Feb In-person 1. Project team ; égﬁgi/rlrii%iir?foﬁlCi?k':leEEcE(S)ices for
2023 Stakeholder- 2. Supply chain valley C . . .
meeting 3. Hutchinson Ports Venlo interesting demo projects in Port

4. Municipality of Venlo Of. \/enlo
5 CTV Venlo 3. Initial steps to develop the
6. Provincie Limburg PIONEERS Masterplan for Venlo
7. Looop
8. VidaXL
9. Danser
10. Ondernemend Venlo
11. Panteia
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Engagement

Activity Focus

Type of
engagement

Stakeholders engaged

The expected outcomes of the
engagement activity

method

Integrate May/June | In-person 1. Project team 1 Msstetfplan vision and  key
2023 Stakeholder- 2. Supply chain valley g Jetc ves . & ;
meeting 3. Hutchinson Ports Venlo 2. System  scoping system
4. Municipality of Venlo understanding .
5 CTV Venlo 3. S’gakeholder engagement, policy
6. Provincie Limburg alignment and MP governance
7. Looop
8. VidaXL
9. Danser
10. Ondernemend Venlo
11. Panteia
Integrate Sept/Oct | In-person 1. Project team ; Bzgalir%at\t]viﬂnsnaﬁr?cgftzr??lft[lﬁles
2023 Stakeholder- 2. Supply chain valley ' d t'fg th d .
meeting 3. Hutchinson Ports Venlo 3. ldentity —pathways —an give
4. Municipality of Venlo direction
5. CTV Venlo
6. Provincie Limburg
7. Looop
8. VidaXL
9. Danser
10. Ondernemend Venlo
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Type of
Enqagement engagement Stakeholders engaged The expected ou_tc.omes of the
Activity Focus engagement activity
method
11. Panteia
Integrate Dec In-person 1. Project team 4. Draft port greening strategies
2023/Jan | Stakeholder- 2. Supply chain valley
2024 meeting 3. Hutchinson Ports Venlo
4. Municipality of Venlo
5. CTV Venlo
6. Provincie Limburg
7. Looop
8. VidaXL
9. Danser
10. Ondernemend Venlo
11. Panteia
Collaboration Sept/Oct | In-person 1. Project team L Explalnm g PIONEERS .
2023 Stakeholder- 2. Key Stakeholders 2 Present!ng PlOfNEERS Projects
meeting 3. All other stakeholders will be also 3. Presenting Draft Masterplan Port
invited of Venlo
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Engagement
Activity Focus

Collaboration

Involve and consult

March/Apr
2024

Nov/Dec

Type of
engagement

method

In-person
Stakeholder-
meeting

Physical Conference
with workshops or
round tables or in the
form of a Newsletter

Stakeholders engaged

Project team

Key Stakeholders
All other stakeholders will be also
invited

open subscription to every stakeholder

The expected outcomes of the
engagement activity

4. Draft Roadmap

Presenting Draft Masterplan

Other meeting and consultative structures

Theme group Jan-dec In-person Embedding PIONEERS, demos and
Sustainability & Masterplan within Supply chain valley
Energy transition including their members.

Supply chain Valley

Internal Meetings Jan-dec In-person-Online Various Commitment for Draft masterplan
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Engagement
Activity Focus

Type of
engagement

Stakeholders engaged

The expected outcomes of the

engagement activity

Commitment for demos and transfer

during PIONEERS

Internal Project Jan-dec In-person Developing various of scenarios for de
team Ports North development of the extension of the
Shore north shore of the port

Internal meetings Jan-Feb Physical Program Director and Alderman Alignment and approval of the master

with high level
decision-makers

plan

D2.3 - Actions and Measures year 1

38




PIOENEERS

5.3. Port of Barcelona - Stakeholder Engagement Plan

The Port of Barcelona's interest to develop a new Green Port Master Plan follows a very
comprehensive approach. As is the case in the other ports, the Port of Barcelona's structure is
very complex and requires effort in determining the right approach in defining and agreeing the
principles of the Green Port Master Plan. The high-level objectives established at European,
national, and local levels will be reflected in the new Green Port Master Plan. In this context, the
role of the port in engaging with the stakeholders becomes more complex. The views, needs and
expectations of the port stakeholders will need to be incorporated in the plan while the measures
and projects foreseen will need to have such an impact that it will allow the port to reach the
proposed targets. In order to collect the initial views and needs, the Port Authority has planned a
series of interviews and discussions with key stakeholders within the port community. These
activities will provide the port with the building blocks of their new master plan that will be drafted
and discussed with the key stakeholders at a later stage. This approach is collaborative and
foresees that all relevant stakeholders will provide their input for this new Green Port Master Plan.
The major engagement activities planned by the Port of Barcelona are presented in the Table 8
below.
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Table 8 - Port of Barcelona stakeholder engagement plan

Eng_a_gement Type of engagement Stakeholders engaged The expected ou_tcfomes of the

Activity Focus method engagement activity

Green Port 2023-Q1 | Conference + Workshop | All Commitment to the port energy transition
Masterplan

Greep Productlon & 2023-Q2 | Interviews Electricity Companies Explore poss@e cooperation on remote
Distribution System green production

Alternative Fuels 2023-Q1 | Interviews Fuel Companies Explore possible projects and volumes
Availability 3 P prore p Pro)

Alternative Fuels

Adoption In Maritime | 2023-Q2 | Interviews Maritime Shipping Explore Green corridors opportunities
transport

Alternative Fuels - . Explore and share projects

Adoption in maritime | 2023-Q2 Irr;epe?irjon Stakeholder Port Maritime Services P . Pres .

port services g SZEF consumption scenarios

Alternative Fuels Workgroup g | q

Adoption 2023-Q3 Cargo Terminals Coordinate  pilots  an encourage

in port machinery

collaboration
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Engagement

Activity Focus

Type of engagement
method

Stakeholders engaged

The expected outcomes of the
engagement activity

Alternative Fuels

In-person Stakeholder-

Distribution & Trucks+Rail

Explore and share projects

Adoption 2023_@3 X }

meeting + Survey Companies SZEF consumption scenarios
In land transport
Green Production 2023-Q2 | Surveys Stor‘?‘ge & Distribution and Large Evaluate potential production

Retailers
Green Port 2023-Q4 In—person Stakeholder- Education & Research Infqrm and spark possible innovation
Masterplan meeting projects
Circular Economy _ _ . o
) 2023-Q4 | Interviews WWaste & Cruise Companies Inform about port initiatives

(Sustainable Ports)
Energy Communities ) , , Industrial Companies, Port
Engagement 2023-Q4 | Hybrid presentations Terminals & ZAL Inform & encourage adherence
Modal shift & flow 2023-03 | Workshop Terminals, Depots Distribution & Cohesive vision of port operation

optimization

Trucks+Rail Companies

digitalization
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5.4. Port of Constanta - Stakeholder Engagement Plan

The Port of Constanta is determined to include in their current planning practice new ways to
address the high-level climate goals established at organisation and national levels. In this regard,
working with stakeholders and the rest of the ports in PIONEERS provides the team in Constanta
with the relevant information, knowledge, and approach to develop a new, Green Port Master
Plan. Although the Port of Constanta has a very good communication relationship with the port
community, the stakeholder practice in engagement is still relatively in its early stages. This is
due to a specific culture of engagement in the country and in major public organisations.
PIONEERS proves to be a great opportunity for the Port of Constanta to influence the current
culture and to introduce new methods to communicate, engage and involve relevant
stakeholders. As previously explained, the engagement activity is a “two-way street”; this means
that it is not enough for the local team to invest in engagement if the relevant stakeholders won't
actively contribute to this activity and embrace the principles and new ideas that the local team
will develop.

The engagement plan developed by the local team is a mix of activities that will address the
major barriers perceived by the team to be encountered during the project from the stakeholders
(Table 9). A lot of stress is put on information and knowledge sharing between the stakeholders;
this shows the interest of the Port to raise the level of information and knowledge of the key
stakeholders about their plans, to bring them on board and to jointly find solutions to achieve the
local targets.
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Table 9 - Port of Constanta stakeholder engagement plan

Engagement Activity Focus

Type of
engagement
method

Stakeholders
engaged

The expected outcomes of the
engagement activity

Analysis & Planning of project

Monthly (throughout
the entire project

Internal project

project team

activities/actions implementation team meetings members
period)

Providing accurate

information to Port Quarterly (or as often

Administration management | as necessary Meetings with Port | Port

about alternatives/ depending on the Administration Administration

opportunities/ solutions in progress of the management management

order to facilitate the final project)

decision-making process.
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Engagement Activity Focus

Type of
engagement
method

Stakeholders
engaged

The expected outcomes of the
engagement activity

Dissemination and promotion
of GPMP/project (i.e. results,
achievements, news) Insights
about the new technology,
process ideas in the field of
GHG emissions

Monthly,
Starting with January
2023

Online: Article
posted on MPAC's
website,
Facebook &
LinkedIn official
pages

*E-mail
Newsletter

+ Online shared

all

Raise awareness, disseminate key
information & appropriate activity
planning; promoting results; better
understanding of the project; keeping
STH informed about the progress of
the project; Increased level of
knowledge and information about the
current technologies and practices
related to GHG emissions

platforms

eproject team
Discussion with PIONEERS Workshop: i | | |
partners about the principles ' Detailed analysis of steps ahead in
of green master planning and PIONEERS ports Port GPMP; disseminate key information &
how will they be included in | May 2023 (2 days) on site visitin Administration | appropriate activity planning; debates
the Constanta Green Master Cogstanttq Port'th management | about expected results & impact on
PL anda meeting Wi . ort communit

an local stakeholders | *ICT solution P Y
provider

D2.3 - Actions and Measures year 1

44




PIONEERS

. IWpE@y Stakeholders The expected outcomes of the
Engagement Activity Focus | Date engagement enaaaed enagagement activit
method gag gag y

eterminal

operators

elocal

authorities
Analysis of the I?oC Mid 2.023/ June 2023, | Public debate. eport 25;?;;?;2@;?2?:; dpifgsk?icelving
masterplan (reviewed) & pending on the MP publish on management MP: debates about expected results &
interconnectivity with finalisation term of Environmental enational im 'act on port community: evaluation
PIONEERS project demos & | the Revision of PoC Protection environmental of Eeeds agd gather feed%’ack from
GPMP Masterplan Agency’'s website | NGO stakeholders

sterminal

operators
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Engagement Activity Focus

Type of
engagement
method

Stakeholders
engaged

The expected outcomes of the

engagement activity

Analysis of Green Port Master
Plan (draft)

End of
2023/November
2023, pending on the
finalisation of the
GPMP draft

Online:

GPMP posted on
Port's website,
Online or E-mail
questionnaire

all

Assessment of the GPMP & impact
levels on port community; evaluation
of needs and gather feedback from
STH regarding project demos &
GPMP; collecting final
suggestions/proposals/requirements
from the STH; Feedback regarding
GPMP/project demos to be
transferred
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6 - Conclusions and ways forward

Stakeholder engagement and management is fundamental to guarantee an appropriate and
sustainable development of ports. Some of the activities proposed by the ports in their
engagement plans use methods or techniques that proved effective in participation processes
(ie. workshops, interviews, focus groups, etc), while others rely on collaborative and co-creating
methods (i.e. brainstorming, active participation). It is worth noticing that the engagement plans
proposed by ports are adapted to the approach chosen for their Green Port Master Plan and
adapted to their specific context.

Stakeholder engagement is not an easy task and requires resources and skills. Sometimes port
representatives have good in-house skills in designing and implementing such activities,
sometimes they are creating strategic partnerships with organisations that help them to achieve
this task. What is very important to underline is that the port authorities need to invest in building
the skills to develop such activities and to budget enough resources for their implementation.
This is not an easy task when the knowledge base is close to zero; therefore, the experience
gained in PIONEERS adds a very important value.

As explained in the document, sometimes the proposed engagement plan is rather indicative, as
the approach to develop the Green Port Master Plan is entirely based on the results of stages of
interactions with different stakeholders. In this case, the flexibility of the actions will be monitored
throughout the project to extract valuable insights that may be of use to different ports that
choose a similar approach.

These engagement plans will be developed for each year of the project, based on the specific
activities that ports will do and the stage of developing the Green Port Master Plan they are in. It
is expected that consecutive engagement plans will be drafted by the ports' representatives to
integrate the experiences and the results of this plan.
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