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1 - Executive Summary 
This document provides an overview of why a Green Port Master Plan is needed, who will be the 
key stakeholders that will influence the design and the acceptance of such a document and how 
to manage/monitor the relationship with stakeholders. The project’s objective is to develop a 
Green Port Master Plan in each of the PIONEERS ports. 

The stakeholder mapping process established at the beginning of the project and presented in 
this document will support the PIONEERS ports’ representatives in their specific activities with the 
stakeholders. This document is the first one in a series of documents that will be presented 
throughout the project and details how PIONEERS ports are working with their key stakeholders 
for developing and accepting the Green Port Master Plan. Moreover, through this series of 
documents the project will try to assess the capacity of each port to engage and to design and 
implement specific actions that will support the port representatives in their goals for 
sustainability. 

This document also offers an overview of a need for a sustainability framework that each port 
could internalise and use, depending on its own specificities and particularities. This need for a 
sustainability framework and the proposed Avoid – Adapt – Advance - 3As framework (section 
2) will be monitored until the end of the project. 

The activities done to increase the level of awareness and knowledge for ports’ representatives 
on engagement tools and methods are presented in Section 4 of this document. Section 5 of the 
document presents the tool developed by EIP to support the ports in their stakeholder 
management activities. Section 5 also presents the results of the first assessment of the 
stakeholders in the PIONEERS ports. 

The main author of this document is the EIP (Sections 1, 2, 3, 4 and 6) with significant contribution 
and support from all PIONEERS ports representatives; Section 5 contains results, based on the 
input provided by ports. 

As previously mentioned, this document is a first document in a series of documents that will be 
presented under the umbrella of WP2. These documents will present the progress done by 
PIONEERS ports representatives in engaging with the key stakeholders for developing the Green 
Port Master Plan and how they develop specific engagement activities. 

The lead author would like to thank the PIONEERS ports representatives for their interest and 
collaboration in developing the engagement activities in the project.  
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2 - Sustainable Framework for Ports 
 

2.1 - Strategic Importance of PIONEERS Green Port Master 
Plan  

Ports have played a crucial role in economic development since ancient times. As important 
access points between land and waterways, they have facilitated the movement of goods and 
people, contributing significantly to the growth of their surrounding areas. However, this 
development has often come at a great cost, with pollution and other negative impacts on the 
environment and communities. Recognizing the need for change, local and national governments 
have been pressuring port administrations to improve their operations. In response, ports have 
taken steps to become more environmentally friendly and sustainable, not only to reduce their 
impact but also to improve their economic performance. Europe has been a leader in promoting 
"green" ports, with the European Sea Ports Organisation (ESPO) providing guidance since the early 
'90s and developing guidance for greening ports since 2014. 

The concept of green ports has expanded with growing public environmental awareness, and it 
refers to ports that prioritize ecological considerations, make efficient use of resources, and 
involve the community in decision-making.. The concept was formally proposed at the United 
Nations Climate Change Conference in 2009 [1]. There is no clear, universally agreed definition 
for a green port; however, the green port as a concept refers in the specialised literature to a port 
with an ecological environment, a port that uses wiser the available resources and a port that 
integrates views and expectations of their community in the decision-making process.  

PIONEERS Ports recognise the strategic importance of being green and they will use the project 
to understand how their major strategic planning documents could reflect these interests. Within 
the project there are many innovations that will be analysed from the perspective of their 
contribution to greening ports’ operations. Besides these, a series of analyses will be made to 
understand which are the most important factors that could influence the development of 
greening strategies. The PIONEERS ports’ representatives will assess their current practices and 
will develop new pathways for their ports’ transition to a more climate adapted strategies. All 
PIONEERS ports are determined to develop new Green Port Master Plans that are anchored in a 
profound understanding of what is required from them to transition: a new professional mind-set, 
a new cultural organisation, a new governance system etc.  

As the Green Port Master Plan is of great importance on both an organisational level and port 
community level, but also to a certain extend at the local and national levels, the communication 
and engagement activities with the key stakeholders is of the utmost importance. The correct 
identification and mapping of the stakeholders, the identification of the key aspects to be 
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considered in the engagement process – understanding their needs and expectations – are 
activities that each of the PIONEERS port representatives are aware of and committed to 
understand.  

This process began in the first year of the project, and it quickly became apparent that the 
participating ports have diverse characteristics, organizational systems, and expectations. As 
such, the PIONEERS project will require a joint approach to developing a strategy that will 
contribute to greening the port's activity. All participating ports have committed resources to 
working together to identify the most appropriate approach for developing a Green Port Master 
Plan  

2.2 - Sustainable Framework for Ports – PIONEERS 
approach 

In an uncertain world, efficient port operations are essential for the smooth functioning of multiple 
sectors that rely on them. A well-functioning port system also contributes to the prosperity of 
local communities. However, maintaining such a system requires significant resources, and there 
are several dimensions to consider, such as economic, technological, operational, environmental, 
social, and policy. Thus, developing a sustainable framework is the first step towards achieving 
stability and continuity in port operations. 

To build such a framework, all members of the port community need to work together, along 
with key stakeholders. The shift towards sustainability requires action across all systems that are 
part of the port eco-system, including stakeholders, clients, and the public. By connecting with 
key stakeholders and building consensus, a port invests in its ability to face future challenges.  

Within PIONEERS a new sustainability framework for ports is analysed in the context of 
developing a new Green Port Master Plan. This sustainability framework builds on three goals 
that require actions not only in the context of a port, but from all those key stakeholders, such as 
governments, port’s users/customers, civil society. 

These three goals relate to the need to develop a new sustainability vision and a strategy to 
achieve it in short and medium terms (Figure 1). The three goals refer to: 

1. Avoid – this requires a new understanding of the role of the ports and the need to improve 
the efficiency of the port system. This could be done through an analysis of the current 
system and understand what actions, steps, operations, measures, strategies could be 
reduced or avoided. The Avoid goal intends to improve the overall efficiency of the port 
system. This goal could also be supported by changes in the relevant policies that could 
support the Avoid, as a goal.  

2. Adapt – this goal requires building the resilience of the actions in the port. This goal needs 
the alignment of stakeholders’ views. This also requires consistency of the regulatory 
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framework to new actions. Adapt, as a goal refer in this context mainly to the resilience 
capacity of a port to build a consistent vision for a sustainable future.  

3. Advance – this goal encourages embracing any advancement of technology or processes 
that may produce an improved status of the port’s operation. The Advance goal should 
not be seen simply through technology glances, but also through the understanding new 
processes and how they could contribute to the progress a port could achieve in its 
journey to achieve sustainability. 

 

Figure 1 Building block for PIONEERS GPMP goals 

This integrated framework aligns efforts across different dimensions and between stakeholders, 
acknowledging the important role of ports in advancing sustainability. Drawing inspiration from 
the urban mobility sector, the port sustainability framework can be tailored to each port's unique 
context and enriched with key performance indicators to achieve a faster decarbonization 
process. 

This framework could be enriched with key performance indicators to recognise the ports’ 
contribution to sustainability, to achieve a faster decarbonisation process.  
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2.3 - Stakeholder Management in PIONEERS 

To ensure successful development of a Green Port Master Plan, PIONEERS ports have 
recognized the importance of effectively identifying, mapping, and managing key stakeholders. 

Given that most PIONEERS representatives are technical experts, WP2 has designed and 
implemented a series of actions aimed at supporting ports representatives in engaging 
stakeholders. Section 4 of this report outlines these actions. Additionally, EIP has developed a 
stakeholder management tool which has already yielded positive results for ports. Section 5 of 
this report presents the tool and its outcomes thus far. By investing in stakeholder engagement, 
PIONEERS ports are taking a critical step towards achieving their sustainability goals.  
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3 - Understanding the Port Stakeholders   
 

In this section, several academic studies are explored. They examine various methods of 
stakeholder identification and mapping, with a particular focus on port-related initiatives and 
sustainable planning. A significant number of scientific publications have been reviewed, in order 
to provide a comprehensive understanding of the current practices in stakeholder identification 
and mapping. While the intention is not to be exhaustive, the aim is to provide a broad overview 
of the diversity of stakeholder mapping approaches and methodologies commonly used in the 
field.. 

 

3.1 - Practices to-date in stakeholders’ management – a 
brief literature review 

In the early 1980s, stakeholder involvement in policy determination, implementation, and results 
became a crucial aspect of planning to position an organization in the market [2]. Over time, 
stakeholder management has been shown to play a critical role in complex projects as one of the 
main elements for success. Internal stakeholder interaction is analyzed in [3] while [4] 
demonstrates how partnering with stakeholders can create valuable benefits such as the 
development of distinctive competencies, reduced litigation, reduced negative publicity, and 
favorable regulatory policies. 

However, the first challenge in conducting stakeholder analysis is identifying stakeholders. 
According to Freeman's definition [5] stakeholders represent "any individual or group of 
individuals that can influence or are influenced by the achievement of the organization's 
objectives." Properly managing stakeholders' demands, expectations, and wants requires a 
thorough understanding of who they are [7]. Stakeholder identification is an ongoing process 
throughout the project life cycle and is a key factor for success [6]. 

The second challenge is classifying stakeholders into groups, which is generally difficult given 
their importance, objectives, level of involvement, sector of activity, etc. Various [8] stakeholders 
classifications have been proposed, but it is generally agreed that stakeholders are differentiated 
into two main categories: internal and external. Internal stakeholders are people or entities whose 
interests are directly related to the organization, such as through ownership, investment, or 
employment [11,12], while external stakeholders are those who may be indirectly impacted by the 
organization's results and decisions, as well as able to influence those results [13]. Moreover, the 
external stakeholders are usually grouped by the sector of activity (legislators and policy makers, 
business, community, academia, etc.) [14,15].  
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To effectively engage stakeholders, the mapping process involves generating a list of both 
internal and external stakeholders, analyzing and assessing their attributes and goals [16,17], and 
identifying their relative interests and importance [18], [19]. Techniques such as power, legitimacy, 
and urgency [20]. Another technique proposed by Chinyio et al. [21] is to use five dimensions for 
mapping, based on: power (high medium low); support (positive, neutral, negative); influence (high 
or low); interest (high or low); attitude (supportive or obstructive). 

The theory of stakeholder management also applies to ports, which represent a sum of systems 
and are part of a logistic complex system. To meet the complexity and uncertainty of various 
difficulties that result from the interaction of these systems, port administrations increasingly 
apply interdisciplinary sustainable strategic planning methods, which must consider multiple 
stakeholders' perspectives. The key elements in stakeholder management for sustainable port 
development have been identified in [22], which highlights the impact of the goals and various 
perspectives of a wide range of stakeholders on port strategic planning. Therefore, stakeholders 
should participate in the planning process to identify and respond to stakeholders' needs with 
reference to the project [23]. The goals of external stakeholders should also be taken into account 
by port authorities while planning the port, according to Gosss [24]. The port policies (including 
stakeholder engagement) described by Goss were recently re-evaluated and found to be still 
relevant by Brooks et al. [25] in their research. 

De Langen [26] identifies and analyses port stakeholders from the perspective of their conflicting 
interest, highlighting the growing importance of local stakeholders. These conflicts - 
environmental protection, urban development, labour conditions, resident interests, overall 
economic development versus port development, arise because interests of some stakeholders 
are not aligned with the main interest of actors in the port: economic development. Dooms, in 
[22,27,28] analyses the development of long-term port strategies planning, focusing on 
stakeholders’ inclusion and underlines the need for appropriate mechanism for including 
stakeholders. These mechanisms should include the need for governance changes that reflect 
the dynamic nature of power of interest of stakeholders. Various stakeholders mapping and 
analysis [29,30] demonstrate the extent to which stakeholders may influence reforms towards 
port sustainable development and the importance of prioritisation of stakeholders based on their 
salience to support decision-making situations in the port master planning process [31]. In a more 
recent work [32], the stakeholders are classified in four groups, respectively:  internal 
stakeholders, economic or contractual external stakeholders, community stakeholders, and 
public policy stakeholders. Careful and coherent approaches to these groups of stakeholders are 
necessary to achieve sustainable port development. Additionally, a stronger emphasis on 
external stakeholders may improve the legitimacy of port activities at the local and regional levels 
[28]. 

Based on the studies discussed earlier, it's clear that the stakeholder map of a port can vary 
significantly depending on several factors. The most significant factors influencing the 
configuration of stakeholders' maps are the governance framework and the specific objectives 



 

D2.2 PIONEERS Stakeholders’ Engagement   16 

of the port administration. As a result, when a new port strategy is developed, assessed, and 
implemented, these factors come into play and can shape the stakeholder map. 

To ensure the successful acceptance of a new port strategy, a considerable effort is put into 
engaging with the most relevant stakeholders. This is also evident in the actions taken by all the 
PIONEERS ports during the WP2 activities. Each port's unique stakeholder map is taken into 
account to engage with the right stakeholders and ensure their participation in the development 
and implementation of the new strategy. 

 

3.2 - Stakeholders’ analysis to-date in PIONEERS 

The aim of this sub-chapter is to analyze how stakeholders were approached in the development 
of the PIONEERS project's initial phase and their relationship with the port environment and 
PIONEERS pillars. This analysis will provide insight into identifying the key stakeholders that must 
be engaged in the Green Masterplanning process. 

Throughout the PIONEERS project, stakeholders have been involved in various strands. However, 
it is important to ensure that there is clear integration and understanding of the approach for 
working with stakeholders to avoid misunderstandings and overlaps. From the beginning of the 
project, an overview of different dimensions and areas where stakeholders will be involved has 
been provided (see Figure 2). The figure highlights the different types of stakeholders involved 
depending on the types of activities being developed in different parts of the project.. 
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Figure 2 PIONEERS Stakeholders mapping presented at the Kick off meeting in 2021 

 

The subchapter aims to analyze how stakeholders were engaged in the initial phase of PIONEERS 
to develop the demonstration in relation to the port environment and the PIONEERS pillars. 
Effective stakeholder engagement is crucial for the success of the project and was recognized 
as such in D2.1 - State of the art of the European Green Ports Master Plans The PIONEERS ports' 
draft master plans were expected to be based on broad stakeholder engagement and the 
evaluation of the demonstration projects. 

To build the stakeholder community, a strategy was prepared in the early stage of the project 
(D10.1 - Communication & Dissemination Strategy which identified two main levels of 
stakeholders:  

- demo-specific  
- and a broader community  

affecting the overall objectives of the project. A Stakeholders Community Group was created, 
consisting of representatives from different partners, and a database was developed to compile 
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information about project partners and external stakeholders. The external stakeholders were 
classified into seven categories, including knowledge and research institutions, governments, 
networks, partnerships, NGOs, private companies, and ports. Entities interested in joining the 
Stakeholders Community can register on https://pioneers-ports.eu/stakeholders-community/. 

 

A comprehensive action for setting up the Community building (Task 10.4 - Set up the Community 
building). For instance, it was created a thematic group – “Stakeholders Community group” - 
consisting of representatives from different partners and meets monthly. Additionally, it was 
created a database aiming 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. Inside this database the external stakeholders were classified into seven 
categories: Knowledge and research institutions; Governments or related; Networks; 
Partnerships; NGO (Non-Governmental Organisation); Other Private Companies; Ports. To join the 
Stakeholder’s Community, the entities must register on https://pioneers-ports.eu/stakeholders-
community/.  

 

A preliminary classification of stakeholders is proposed in D10.4 - Community building program 
Design & Implementation [35], which includes two levels of stakeholders:  

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. 

In a brainstorming session during the PIONEERS kick-off, several stakeholders were identified 
that could be engaged in the project, (Annex 1” Stakeholders Community brainstorming – concept 
note & outcome”, D10.4 [35]) 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 i.e. port users, the tracking companies, the freight 

removals 
• Community surrounding the port (citizens using public roads shared with the port) 
• Port state control 
• Media 

https://pioneers-ports.eu/stakeholders-community/
https://pioneers-ports.eu/stakeholders-community/
https://pioneers-ports.eu/stakeholders-community/


 

D2.2 PIONEERS Stakeholders’ Engagement   19 

• Environmental groups 
• Customs 
• Automated and connected vehicles group - related to safety 
• Construction companies - responsible for materials 
• Equipment manufacturers (i.e. straddle carriers) 

Moreover, in D10.4 [35] the role and importance of each stakeholder were based on three 
characteristics: 

1. Power: how much weight the stakeholder carries in the organisation’s performance. 

2. Legitimacy: how can the stakeholder affect the community’s perception of the company. 

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

Following the work in D2.1, in D3.1 [33,36] the PIONEERS project emphasized that private sector 
stakeholders play a crucial role in the possibility of a sustainable transition for the port. While 
ports can attract and advance green activities efficiently, the private sector should also play a 
suitable role in the ports' development.. According to the results in this report, the strongest 
influences that stakeholders may have and where they could mostly contribute are in the field of 
digital transformation, vessel traffic optimisation, connecting digital data sources through Digital 
Twin and modal shift. Based on the analysis carried out in Task 3.1 (‘Current State-of-the-Art, 
Enablers, Barriers and Challenges”) we could identify some challenges and barriers related to the 
technological, business, and societal aspects. The main barriers in collaboration with the 
stakeholders, according to the D3.1 [36] seems to be the lack of trust, willingness to co-operate 
and the data integration and data usage. 

A more focused analysis of the stakeholders can be found in D3.2 - Port stakeholder analysis and 
user needs [36] where the PIONEERS project reported the first overview of stakeholders based 
on workshops held in each of the four PIONEERS Ports - Antwerp, Barcelona, Constanza, Venlo. 
The user needs and barriers were identified by analysing the surveys that were conducted as 
part of these workshops. These needs reflected the interest in PIONEERS innovations at the initial 
phase ( 

Table 1). Based on the information provided in D3.2 [36] we could map internal project 
stakeholders on the four pillars of the project (Figure 3). 

 

Table 1 Needs and barriers that may require collaboration with external stakeholders resulted from D3.2 [37] 
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Dimension Needs and barriers 

Technical 
challenges 

- Integration of the axial flux machine (PowerGen) in the HydroPower 
installation  

- Variation of water level must be regulated in the range for all stakeholders 
- The availability of alternative fuels in the port stimulates the use of battery 

containers 
- Grid stability 
- Storage capacity of hydrogen in the port is low 
- The processing of sand and economically/technologically upscaling 

strategies in combination with new mix designs are needed 
- Safe mounting of tanks in a heavy-duty environment. 
- Technical risks regarding operational performance and costs. 
- Data sharing is perceived as a risk instead of an opportunity. 
- Data sharing standards application (e.g. TAF/TSI), data quality 
- The logistics planning problem considered is challenging and, depending 

on the exact nature of the problem to be solved 
- Developing a stable system in a port environment, considering the difficult 

weather conditions (localization, perception and so forth). 
- Wireless communication could be challenging at the site because of its 

layout and the amount of containers 
- Lack of knowledge with regard to 5G technology in the port sector. 

Operational 
challenges 

- Test site available for several working conditions (water velocity, infra 
environment, plug-in possibility) 

- Green refuelling capabilities. 
- Location on industrial harbour area implies less risk 
- There is a need for storage capacity of the excavated sand in and around 

the port area. 
- A hydrogen powered Straddle Carrier in real terminal operational 

conditions 
- Maintain uptime & availability of the equipment. 
- Insufficient visibility of current and future (planned/available) capacity. 
- Information concerning the Estimated Time of Arrival of the trains. 
- Lack of knowledge of local mobility services for tourists. 
- Limited view on: 
- Energy sharing opportunities between terminals 
- Renewable energy consumption/ production of terminals 
- Required energy for ships at berth (Onshore Power Supply, LT analysis, 

delivery of energy, forecasting and so forth) 
- Total energy consumption in the port area 
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Dimension Needs and barriers 

- CO2 and NOx emissions in port territory 
- When harmful air transmits to the city 
- Different lock planning scenarios on fairway traffic flow 
- Different cargo flow scenarios 
- Different operational scenarios/ simulations 

Business 
challenges 
 

- Optimal financial operation conditions for generating electricity, leading 
toward the prediction of usage of electricity, maintenance based on water 
offer, and market pricing of electricity 

- Synergy possibilities towards other hydrogen purchase options 
- Economies of scale to make the H2 station profitable 
- A reduction in costs. 
- Expensive battery pack for high-capacity vehicles. 
- Port designers have lack of insight into the impact of investments. 

Environmental 
challenges 

- Fish migration through the locks 
- NOx emissions need special attention. 
- Reducing the emissions as a result of the inland waterways. 
- The new concrete needs to be in line with the environmental requirements 

(leaching) 
- Availability of new infrastructure in the port to facilitate the switch towards 

a green alternative. 
- The port infrastructure can, in some cases, be unprepared to handle a 

multitude of pedestrians and/ or bikes. 
Regulatory 
challenges 

- The PoAB has the ambition to provide grid-connection at the test site. This 
is part of a public tender of which the outcome is not yet clear 

- Approval for implementation from the relevant authorities and 
stakeholders. 

- SEVESO regulation (i.e., the prevention of accidents with hazardous 
substances and reducing the impact of such hazards on the environment) 

- NOx regulation 
- Support standardization of technology to facilitate the scalability and 

transferability of solutions and technology 
- Limitations imposed by grid study of grid management company 
- Safety requirements and redecoration of the existing storage ATEX 

complex is necessary. 
- Agreements NDA for protection of the product. 
- Acceptance by the certification bodies and insurance companies for 

widespread application opportunities. 
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Dimension Needs and barriers 

- safety regulations concerning the development and implementation of 
hydrogen refuelling capacity and combustion engines on the terminal 

- Operation possibilities without driver’s license. 
- GDPR regulations. 
- Access to the port area can be blocked for certain modes of transport. 
- Automated operations might have to be run separately from non-

automated operations (system with object detection could be helpful if 
approved). 

- Sharing of data between stakeholders is not yet incorporated into the 
business culture. 

Societal 
challenges 

- Introduction of hydrogen in full operator-based terminal. 
- The implementation of a hydrogen safety culture and organizing the 

terminal with this culture in mind. 
- employment organization in the port should be on board and incentivize 

the workforce to do safety training etc. 
- Acceptance of this new concrete by the users. 
- Swift and safe container handling possibilities. 
- No organizational experience with the continuity of the electric terminal 

vehicles leading to a high perceived risk when introducing electrified 
alternatives 

- Need for a mind shift in the consumer's mind to utilize alternative modes 
of transport instead of cars and trucks. 

- a mind shift in the consumer's mind is needed. 
- Possible age of some cruise tourists. 
- Acceptance of the technology could be difficult. In addition, trade unions 

could challenge the automation process (according to MPET there have 
been challenges in the recent past). 

Organizational 
challenges 

- There is a need for data and cooperation with the different stakeholders. 
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Figure 3  Mapping internal PIONEERS project stakeholders
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However, in many cases, the external stakeholders are largely identified at the inception phase 
of the project, but the information could help in identification of the key stakeholders.  

The D3.2 [36] deliverable is complemented by D3.3 - PIONEERS Scenarios, Personas, Use Cases 
and Demonstration Requirements [37] where more in depth data was collected based on the 
‘PIONEERS Template Demonstrator Description Card’.  

However, the collected information was addressed only for the demonstrations, and not for the 
Linked Actions, Innovations transferred during the project, or for Innovations transferred after the 
project (see Table 2). For the development of Green Ports Masterplan of all the ports involved in 
the PIONEERS project, it is necessary to consider and to engage the stakeholders for every port 
since the development phase of concept for Green Ports Masterplaning. 

Table 2 Summary of the demonstrator. (D): Demonstrated; (LA): Linked Action; (TD): Innovation transferred during the 
project; (TA): Transfer after the project (source: Grant Agreement) 

PILLAR ACTION PoAB PoB PoV PoC 

Clean energy 
production and 
supply 

Energy generation from water currents D NA TA TA 
Hydrogen refuelling infrastructure D LA TA TA 
A corridor of modular docking stations for 
energy containers 

D NA D TD 

Battery Storage and Smart Management of 
Green Energy in terminal operations 

D LA TD TD 

Hydrogen heating for buildings D LA TA TD 

Sustainable port 
design 

Local resource recovery for green, circular 
concrete 

D LA LA TA 

Electric green last-mile TA TA D TA 

Green Straddle Carriers D TA LA TD 

Modal Shift and 
Flows 
Optimization 
 
 
 
 
 

IT Platforms for planning multimodal transport D TD TD TD 
Realizing a modal shift in the commute of port 
employees 

D TD LA TD 

Cargo Flow Optimisation D TA TD TA 
Multimodal access to port using a MaaS 
platform 

NA D NA TD 

Cargo Flow Optimisation D LA TD NA 

Digital 
Transformation 
 
 
 
 

Automated container shuttle solutions for port 
operations 

D TA TD TD 

Automated vessels D TA TA TA 

Vessel traffic optimisation D LA TA TD 

Maritime 5G for intelligent vessel location  TA D TA TA 

Containers transport forecast TA D TA TA 
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PILLAR ACTION PoAB PoB PoV PoC 

 Digital Twin D TD TA TD 

 

A more in-depth analysis of technological, societal, business, operational, regulatory and 
environmental challenges was done in: D3.4 - Clean Energy Production, Storage & Supply 
Scoping Document [39], D3.5 - Sustainable Port Design Scoping Document [40], D3.6 - Modal Shift 
and Flows Optimization Scoping Document [41] and D3.7 - Digital Transformation Scoping 
Document [42]. These documents provide an overview on the demonstration in PIONEERS, but 
the stakeholders are generally addressed and only in a few cases they are clearly identified. From 
here, we identified some of the challenges that could be managed together with the external 
stakeholders and that may provide information for selecting key stakeholders. These challenges 
and barriers are presented in Table 3. 

Table 3 Challenges that may requires collaboration with external stakeholders resulted from D3.4-D3.7 [39–42] 

Dimension Challenges and barriers 

Technical 
challenges 

- Low-emission energy supply and production at the Pioneers ports 
- The availability of alternative fuels in the port to stimulate the use 
- The availability of high-capacity, renewable electrical power near the 

location of the docking stations 
- External data dependencies, e.g.: wind energy providers, solar energy 

providers, load meters, EV-cargo shipment schedule 
- consortium needs to expand and include experts in aggregate processing 
- Creating extra transparency in the rail logistics chain for all stakeholders  
- Different datasets for alternative transport modes 
- sharing data is a risk instead of an opportunity 
- Data integration and linking 
- the GAP-N concept development requires inputs from a range of 

stakeholders within the project and externally 
- The data acquisition process fails and not enough data to train the 

prediction models will make the predictions less accurate 
- Data sharing of data sources from key stakeholders within the eco-system 

is essential and can limit the available data 
- Appropriate 5G telecommunication network for intelligent vessel location 

Operational 
challenges 

- New work processes with respect to the use of hydrogen straddle carriers 
- Accommodating external party requirements appearing during the project  
- Implementation of H2 storage and reconfiguration of the existing ATEX-

area without disturbing stakeholders’ activity 
- Operational constraints of the vehicles that need time to charge 
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Dimension Challenges and barriers 

- Not all transport services are allowed within the port area, especially to the 
cruise docks 

- The only public bus service that covers the cruise docks links its operating 
schedule to the arrival and departure of cruise boats 

Business 
challenges 
 

- A reduction in investment 
- Clarifying the roles and responsibilities about who is responsible for 

making sure there is enough power available for the battery station 
- Analyses for setting up a smart grid in the future 
- costs and electrical infrastructure 
- Enhance the alternative transport modes’ cost 
- Information provided in the datasets about availability conflicts with 

transport operator business processes 
- Estimated costs differ from real costs 

Environmental 
challenges 

- Alternative energy sources also produce toxins, noise pollution 

Regulatory 
challenges 

- Involvement of certification body in the process of the construction 
- License to build part of environmental permit 
- CE certification of the machine is still to be acquired  

Societal 
challenges 

- Involvement and approval of CEPA (private employers organisation of 
PoAB) 

- A mind-shift of the consumer to utilize alternative modes of transport 
instead of cars and trucks 

- Mind-shift for multimodal transport 
- Inform users about the app (MaaS) and convince them to download it and 

prepare the trip before they leave the ship 
- Willingness and engagement of key stakeholders and port tenants to 

disclose data required 
Organizational 
challenges 

- Use cases may not be deployed because of political sensitivities or an 
organizational model 

 

Based on the investigation of needs, barriers and challenges it can be observed that a large pool 
of stakeholders could be taken into consideration when implementing the demonstration and 
transferring the knowledge to the fellow PIONEERES ports, not only the project partners, but also 
the external entities. From internal stakeholders such as the port authority and trade unions to a 
comprehensive number of external stakeholders such as regulators, various operators (cargo 
handling, rail, logistics, etc.), IT developers, system integrators, energy suppliers, etc., it 
demonstrates the co-existence, dependency and interaction of sub-systems in a complex 
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system that requires an integrated approach when planning the sustainable development of a 
port. 

The focus in D2.2 is to determine the key stakeholders that represent the most important 
stakeholders for the port green masterplanning development. Key stakeholders are highly 
interested in the development of a Green Port Masterplan as they are most affected by its activity. 
Furthermore, the success and implementation of a Green Port Masterplan often depends on key 
stakeholders. Consequently, based on the results of the challenges and needs of the PIONEERS 
ports and on the relevant literature [32], we can identify several groups of key stakeholders (Table 
4).  

Table 4 Key stakeholders groups identified based on the analysis conducted previously in PIONEERS project 

Internal 
Legislation and public 

policy 
Businesses / 

Operators 

Communities / 
Local 

Neighbourhoods 

Education/ 
research 
related 

Port authority European Regulatory 
Bodies 

Shipping 
company/agency 

National 
environmental 
NGOs 

Universities 

Port 
management 

Ministry of Transport/ 
Infrastructure 

Terminal operator Local authority 
forums 

Training 
institution 

Employees Ministry of Environment Rail operator Local community 
organisations 

Experts from 
other cities 

Trade Unions Other national ministries Barge operator Special interest 
groups 

Research 
institution 

Shareholders Regional government Logistic operator Media   

Board 
members 

Local authorities Nautical service 
operator 

Citizens   

  Neighbouring city/ies Cargo handling 
operator 

Community groups   

  Regional/Local transport 
authority 

Bunkering service 
provider 

Tourist and 
passengers 

  

  Politicians Trucking company Foundations   

  Other decision-makers Cruise lines    

  Health & safety 
executives 

Industrial 
companies 

   

  Customs Towing service 
providers 

   

   Public transport 
service provider 

    

   ICT solution 
provider 

    

   Utility service 
provider 

    

  National 
associations  
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Within the activities done in WP2, the port representatives are working to identify those key 
stakeholders that may influence the development and the acceptance of the Green Port 
Masterplan. Based on this, an engagement plan will be developed on annual base and presented 
as Deliverable 2.3 and subsequent ones, D2.4 and D2.5. 

4 - Building Knowledge for Engaging 
PIONEERS Stakeholders 
 

During the first months of the project, actions to increase the awareness level of the ports’ 
representatives for engagement specific activities have been designed and implemented. A 
workshops was organized to familiarise the port representatives with the importance of the 
stakeholder engagement, of how to identify, map and engage with them. In this section the 
results of these activities are presented. 

4.1 - Tools and Methods for Stakeholder identification and 
analysis  

To increase the level of knowledge of the ports’ representatives in using different techniques to 
identify, map and work with their stakeholders, EIP organised a two-day workshop in Bucharest 
with all port’s representatives (29-30.09.2022).  

The objectives of the workshop were: 

✓ To brainstorm about the needs of the stakeholders of Ports in the context of the PIONEERS 
project. 

✓ To establish a set of actions of how to engage with stakeholders until the end of the 
project, focusing on the actions for the following project year. 

✓ To understand how to incorporate complex system change in green port masterplanning. 
✓ To use different techniques that will support the activities of the ports’ representatives to 

work with their local stakeholders to (i) understand the current systems and (ii) work 
together for adapting/changing them to the new climate challenges. 

At the beginning of the workshop, port representatives were asked to state their expectations for 
what learnings they could extract over the following days as well as how knowledgeable they 
are in working with stakeholders. This was done in order to establish a baseline for the work to be 
done within this workshop.  
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Following the discussions about the ports’ experience in working with stakeholders as well as 
what their learning needs are within this topic, EIP has designed a series of exercises to identify 
and analyse their key stakeholders.  
 
The first exercise focused on mapping key stakeholders. A blank template (Figure 4) [43] has 
been distributed to each of the port’s representatives. They were then asked to split into groups 
and identify the main stakeholders, plotting them inside the template. 
 

 

Figure 4 Template used for the identification of port stakeholders [43] 

 

The results of this exercise can be seen in the Figure 5, Figure 6, Figure 7 and Figure 8 below. 
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Figure 5 Port of Antwerp-Bruges results 

 

Figure 6 Port of Barcelona results 
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Figure 7 Port of Constanta results 

 

Figure 8 Port of Venlo results 
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Following this exercise, the ports representatives were given another template (Figure 9) based 
on the tool in [44], and adapted by EIP to the context of the ports. The purpose of this exercise 
was to identify the following: 

- Purpose of engaging stakeholders 
- Level of engagement 
- Methods to engage 
- Goals for engagement 
- Which stakeholders should be engaged 
- What type of resources are required in order to engage stakeholders 
- How the engagement process should be assessed.  

 

Figure 9 Community Engagement TOOL adapted to the context of ports (EIP adapted from [44]) 

This exercise proved to be more difficult for the ports’ representatives due to the fact that for 
some of them, the process of engaging stakeholders is not in their immediate activities. However, 
this was a helpful exercise in clarifying their goals regarding the process of stakeholder 
engagement. An example of the results produced by this exercise can be seen in Figure 10.  
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Figure 10 Example from the results of Community Engagement Tool applied for pioneers Ports 

Finally, the workshop concluded by discussing potential barriers that could arise within the 
process of engaging stakeholders for green master planning. Ports representatives were asked 
to assess potential barriers according with the six-dimension agreed for analysis Figure 11): 

- technological 
- operational 
- economic 
- environmental 
- social 
- political 

 

 

 

 

Figure 11 Working groups during Bucharest workshop 

  



 

D2.2 PIONEERS Stakeholders’ Engagement   34 

4.2 - Reflections of PIONEERS Ports representatives on 
stakeholder engagement process  

During November 2022 – December 2022, EIP conducted a series of one-on-one interviews with 
the ports’ representatives in order to discuss and clarify their strategies for engaging stakeholders 
and gain a better understanding for what the baseline for engagement in the PIONEERS ports is. 

On the topic of the perceived level of interest shown by stakeholders on Green Port Master 
Planning, most of the ports stated that stakeholders have shown to be only slightly interested. 
Some ports stated that there was no interest from the port community for a Green Port Master 
Plan, however the port community is very interested in how new regulations may influence the 
logistics chains. Only one port stated that the stakeholders are moderately interested to neutral 
in the process of Green Port Master Planning. 

Some of the ports stated that if requested, stakeholders do have some level of interest in 
supporting the port’s efforts to develop a Green Port Master Plan. A port clearly expressed that 
stakeholders may be strongly opposed to a Green Port Master Plan. This may be due to 
governance aspects, as they want to remain competitive, and the carbon neutral plan may be a 
threat for the companies acting in port.   

During interviews about the potential changes brought by the Green Master Plan, some port 
representatives noted that stakeholders are perceived to be neutral, while others reported that 
stakeholders are somewhat in favor of the plan. However, one port representative cautioned that 
if the decision to implement the plan comes from the top down, there may be a lot of resistance 
from stakeholders, and their opposition could be strong. To address this, the port has 
implemented a strong co-creation approach to reduce the level of opposition. Another 
representative mentioned that private interests may affect stakeholder acceptability. While 
stakeholders generally agree with the major goals of the plan, operational costs may create 
resistance. Additionally, stakeholders may seek incentives as the technology required for 
implementation can be expensive. In general, stakeholders' interest in the plan is higher than their 
level of acceptability, and actions within the implementation phase may need to be adjusted 
accordingly. 

Some of the ports reported that their stakeholders consider the development of a Green Port 
Master Plan to be of moderate priority. However, for the remaining ports, the stakeholders 
perceive it as a low priority. 

Ports also mentioned several barriers that they perceive to engaging with stakeholders, including 
a lack of interest in change or the topics being discussed, as well as a lack of knowledge or 
capacity. One port also noted that operational challenges with different priorities can make it 
difficult to engage stakeholders, as can a lack of a reflexive mindset or trust in the port authority. 
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Another port stated that when developing long-term plans, it can be challenging to engage 
stakeholders because of more immediate projects that need attention, but emphasized the 
importance of collaboration and planning. Uncertainty about future technology in the maritime 
sector was also identified as a potential barrier to stakeholder engagement.  

When asked about the perceived barriers to engaging stakeholders from their organization's 
point of view, some ports mentioned that a lack of resources and a lack of a moderator for 
discussions could be potential barriers. Other ports identified potential institutional barriers that 
could hinder stakeholder engagement. Additionally, some ports mentioned potential barriers 
related to a lack of empathy, not taking the time to listen to the port community, and having 
preconceived notions or myths about the port community that may not be accurate. The ports 
recognized that a bird's-eye view could hinder a close understanding of day-to-day operations 
and that not all departments within the organization may be interested in engaging with 
stakeholders or may not see the value in doing so. Other challenges mentioned included 
difficulties in reaching out to a large number of companies and capturing their values. Overall, the 
ports recognized the importance of stakeholder engagement, but acknowledged that there are 
various barriers that need to be addressed to effectively engage stakeholders. 

During the interviews, some ports' representatives highlighted that common environmental goals 
could act as a driver for stakeholder engagement. However, other representatives suggested 
that besides common environmental goals, economic benefits and shared societal goals could 
also serve as motivators for engagement activities and dialogue. They emphasized that 
engagement should be viewed as a two-way conversation where both the port and the 
stakeholders have something to gain. Additionally, some representatives mentioned that 
transparency, a clear communication plan, and mutual trust are essential elements to facilitate 
engagement and build strong relationships with stakeholders. 
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5 - Stakeholder Engagement Monitoring 
 

Stakeholder analysis is a crucial process for effectively identifying, communicating with, and 
engaging stakeholders in the development of a Green Port Masterplan. As part of the PIONEERS 
project, Ports representatives must carefully identify, assess, and organize stakeholders based 
on their input, support, interest, and power. This includes a range of actors, such as authorities, 
businesses, interest groups, academia, and other organizations that will be affected by the Green 
Port Masterplan or have the potential to influence its outcome. 

To assist PIONEERS port representatives in prioritizing stakeholders, EIP has developed a 
stakeholder analysis tool that ranks stakeholders based on their level of power and interest in the 
Green Port Masterplan. The tool has the following main purposes: 

• To enable the Ports to quickly identify the strategic stakeholders with the most impact in 
the Green Port Masterplanning process 

• To help Ports in ensuring their resources and efforts toward stakeholders who may benefit 
the most from the Green Masterplanning planning process, 

• To performed early analysis to secure that the strategic stakeholders are included 
throughout the Green Masterplanning process, 

• To establish a clear, focused plan of action and goals among Ports’ strategic stakeholders:  
• To ensure that each strategic stakeholder contributes significantly to the success of the 

Green Port Masterplanning. 
• To support Ports in acknowledging current and future conflicts or existing difficulties in 

engaging these stakeholders 
• To increases confidence of strategic stakeholders in the planning process, which leads to 

the allocation of additional support. 

The stakeholder analysis tool provides a visual representation of each stakeholder's importance 
to the project and serves as a log for Ports to plan and track their engagement activities over the 
project's lifetime. By effectively engaging with strategic stakeholders and addressing their 
concerns, Ports can increase their confidence in the planning process and secure additional 
support for the Green Port Masterplan. 

5.1 - PIONEERS Strategic Stakeholders’ Engagement – 
areas of influence 

The six dimensions on which key stakeholders may influence the development of GPMP are 
derived from a modified PESTLE analysis, which includes internal as well as external factors. The 
six areas of influence are Policy, Economic, Social, Technical, Operational, and Environmental. 
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This analytical framework is used for strategic business planning and provides a comprehensive 
understanding of the factors that may impact the development of the Green Port Master Plan 
[45]. While PESTLE analysis is traditionally used to evaluate external factors, for the GPMP, it is 
important to also consider the internal environment. By analyzing these six areas of influence, 
port representatives can identify potential opportunities and challenges that may arise during the 
planning and implementation process and develop appropriate strategies to engage 
stakeholders and address any issues that may arise. Thus, the six area of influence become Policy, 
Economic, Social, Technical, Operational and Environmental, as presented in Table 5. 

Table 5 Stakeholders’ area of influence/impact 

Area of 
influence/Impact Role 

Policy influence the acceptance of policies, strategies, legislation, etc. 
Economic influence on the economic development through regulation, funds, 

taxation, (capital) investments 
Social influence the labours standards and condition, job security, mindsets, 

gender and racial aspects, personnel and neighbourhood communities’ 
well-being 

Technical influence the development and effectiveness realization of port 
technology innovation and implementation, digital transformation 

Operational influence maximum the management of the port, especially the process 
of decision making when implementing public policies, strategies and 
programs, operational procedures 

Environmental influence the adoption of a more or less proactive or reactive port 
environmental strategy 

 

The process of selecting key stakeholders in the PIONEERS Ports project is aimed at identifying 
the area of influence in which each stakeholder can have the highest impact (as shown in Figure 
12). While it is possible for a stakeholder to have an impact on multiple areas, PIONEERS Ports 
prioritize the area where the stakeholder can bring the most support and make the greatest 
contribution. 

At the same time, GPMP has a strategic scope that seeks to connect and develop links among 
stakeholders who can have a similar impact, thereby strengthening their power and influence. By 
focusing on the key stakeholders who have the most potential to impact the project's success in 
their respective areas, GPMP can create a more cohesive and effective stakeholder engagement 
strategy. 

 



 

D2.2 PIONEERS Stakeholders’ Engagement   38 

 

Figure 12 PIONNERS Green Port Masterplan and different kind of influences that stakeholders may have 

 

5.2 - PIONEERS Stakeholders’ Engagement Monitoring tool 

The PIONEERS Stakeholders' analysis tool, specifically the "Stakeholders' Inventory," is designed 
to assist in identifying and evaluating strategic stakeholders who should be involved in the Green 
Port Masterplanning process. Port partners were encouraged to conduct a brainstorming session 
with colleagues from their department and other departments to identify all relevant 
stakeholders in the port for the Green Port Masterplanning. To aid in this process, the Port partners 
were provided with a range of stakeholder types that are pertinent to the Green Port 
Masterplanning (Table 6). 
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Table 6 Various types of Port stakeholders suggested 

Decision makers / Policy 
makers at local level 

Port 
captaincy/Harbourm
aster 

Professional planning 
and engineering 
organisations 

Financing 
organisations 

Research 
institutes 

Decision makers / Policy 
makers at regional / 
national levels (if relevant) 

Traffic management 
responsible 
department 

ICT service providers Disability groups Academic 
experts 

Port Authority Rail operators Port user groups (incl. 
vulnerable users) 

Major 
landowners 

Place users 

Transport & mobility 
service providers in city 
and inside port 

Cargo handling 
operators 

Physical infrastructure 
providers / owners (e.g., 
authorities) 

Property 
developers 

Community 
groups 

Public transport authorities Shipping agencies Asset maintenance and 
management 
organisations (e.g., 
utilities) 

Resident 
associations / 
groups 

Other interest 
/ lobby 
groups 

Department(s) / persons 
being responsible for port 
investments 

Freight operators Digital infrastructure 
providers (e.g., traffic 
management and 
control systems 
providers, 
telecommunication 
companies, and ICT 
companies) 

Passenger and 
touristic services 

Civil 
engineering 
companies / 
consultants 

Department(s) / persons 
being responsible for 
traffic safety / accident 
analysis and mitigation in 
port 

Nautical service 
operator 

Local emergency 
services 

Tourism 
associations / 
agencies 

Performance 
monitoring 
organisations 

Department(s) / persons 
being responsible for air 
quality and energy 
efficiency in port 

Barge operator Environmental 
monitoring authorities 

Local businesses Environmenta
l 
organisations 

Department(s) / persons 
being responsible for 
public health and safety in 
port 

Terminal operator  Public health monitoring 
authorities 

Local retail Other 
relevant 
NGOs 

Department(s) / persons 
being responsible for port 
administration 

Bunkering service End users of corridors 
(road, rail, inland 
waterway terminals) 

Chamber of 
commerce 

Environmenta
l protection 
experts 

Department(s) / persons 
being responsible for port 
development 

Employees Ministers Universities Government 
advisers / 
experts 

Other departments in the 
local administration that 
might benefit from joint 
action with the port 
development departments 

Major employers Utility service providers 
(water, energy, 
communication, etc.) 

Public 
consultation 
bodies 

  

Logistic service providers Trade unions     
Piloting service providers      

Coast Guard         
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To also help Ports in identifying and clustering, we consider five categories of stakeholders, 
based on the existing scientific literature [26,32,46–49]. The stakeholder category table is 
presented in Table 7. 

 

Table 7 Typical stakeholder groups involved in Ports and corresponding organisations 

Stakeholder 
groups 

Internal 
stakeholders 

Legislation and 
public policy 
stakeholders 

Businesses/ 
Operators 

Communities/ 
Local 

Neighbourhoods 

Education/ 
research 
related 

S
ta

ke
h

o
ld

e
r 

ca
te

g
o

ry
 

Port authority European 
Regulatory 
Bodies 

Shipping company/agency National 
environmental 
NGOs 

Universities 

Port 
management 

Ministry of 
Transport/Infrast
ructure 

National business 
associations (Chamber of 
Commerce, Professional 
Association, etc.) 

Local authority 
forums 

Training 
institution 

Employees Ministry of 
Environment 

Terminal operator Local community 
organisations 

Experts 
from other 
cities 

Trade Unions Other national 
ministries 

Rail operator Special interest 
groups 

Research 
institution 

Shareholders Regional 
government 

Barge operator Media   

Board 
members 

Local authorities Logistic operator Citizens   

Harbourmast
er 

Neighbouring 
city/ies 

Nautical service operator Community 
groups 

  

  Regional/Local 
transport 
authority 

Cargo handling operator Tourist and 
passengers 

  

  Politicians Bunkering service provider Foundations   
  Other decision-

makers 
Trucking company    

  Health & safety 
executives 

Cruise line     

  Customs Industrial company     
  Policy maker Towing service provider     

    Public transport service 
provider 

    

    ICT solution provider     
    Utility service provider (e.g., 

energy, communication) 
    

    International /regional / 
local business 

    

 

This table is flexible, each port partner can add any category of stakeholders based on their port’s 
particularities, specific activities, and interaction with their working environment. In the selection 
of stakeholders, the Ports must consider the micro level (internal department), as well as the 
macro level (systems of the Port and outside the Port), even though the strategic stakeholder is 
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not connected with the PIONEERS project four pillars (Clean Energy Production & Supply, 
Sustainable port design, Modal shift & flow optimisation, Digital Transformation), but they may 
have influence on developing the Green Masterplan. Moreover, their influence was categorised 
in 6 areas (Table 5): Technical, Operational, Economic, Environmental, Social and Political. 

The Stakeholder Inventory tool was developed using existing literature and tools [11,21,31,47,49–
55], which were adapted and improved to suit the project's requirements. Each stakeholder has 
their own file/sheet (as shown in Table 8), containing information about the contact person, the 
company they represent, the category and group they belong to, and the size they influence. The 
file also contains the stakeholder's contact details. However, to ensure compliance with data 
protection regulations and GDPR, this information will not be made public and is solely for internal 
Port use. 

Through the brainstorming exercise to identify strategic stakeholders, the port partners should 
also evaluate the level of power and interest of each stakeholder in influencing the development, 
acceptance, approval, implementation, and monitoring of the Green Port Masterplan. During the 
Bucharest workshop held on September 29-30, 2022, it was explained that power refers to a 
stakeholder's ability to initiate, change, or disrupt the Green Masterplanning process. For instance, 
decisions made by the board of directors or laws passed by central authorities hold a high level 
of power. On the other hand, interest refers to the extent to which a stakeholder's development, 
operational objectives, etc. overlap with the port's green development objectives. For example, 
the port's objective to shift to renewable energy sources may align with private operators' 
objectives to install renewable energy sources through access to non-reimbursable funds via 
various national and European programs. To assist in assessing these two components, the tool 
includes information on how to evaluate the different degrees of influence (Table 9 and Table 
10).  

Following the power and interest assessment, the Engagement Strategy will be generated 
automatically. The tool includes descriptions of various involvement methods for each category 
of stakeholder, which can be found in Table 11 and the instruction sheet. The two key factors, 
power and interest, are represented on a chart with interest on the x-axis and power on the y-axis 
(on a separate sheet). Despite its seemingly simplistic appearance, the resulting graphic provides 
a comprehensive overview of how stakeholders interact with the project. The positioning of 
stakeholders on the chart is summarized in Table 12.  

For example, on the plot we can have the following situations: 

- Stakeholders with high power and very high interest are important stakeholders that must 
be integrated/collaborated with throughout the Green Masterplanning process. 

- Stakeholders with high power, but low interest must be consulted or even involved in the 
planning process, as they might negatively influence the planning process because of 
minor issues that seem important from their point of view. 
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- Stakeholders with low power, but high interest must be involved or consulted, as they can 
have great influence if they feel their interests are threatened by the planning process. 

- Stakeholders with low power and low interest must be monitored (co-exists), as they 
might become more powerful and affect the planning process. 

Additionally, each stakeholder file requires information specific to each stakeholder (in blue 
colour in Table 8):  

- Reasons for engaging this stakeholder 
- Stakeholder opportunities from this engagement 
- Engagement barriers in communication with this stakeholder 
- Ways to address these barriers. 

The Stakeholder Log is an essential tool for Port partners to reflect on why they are involving a 
particular stakeholder and to assess the benefits that stakeholder can bring to the Green 
Masterplan. It can also help identify communication barriers and develop a tailored engagement 
strategy to involve and gain the support of stakeholders in the planning, development, and 
implementation of the Green Masterplan. During the WP2 meeting in Venlo (7-8 February 2023), 
EIP provided some reflection questions that can assist ports in filling in the Stakeholder Log 
(Figure 13). 

The final section of the "Stakeholder" file is an activity log (highlighted in orange in Table 8, which 
serves as an additional planning tool for discussion agendas and actions taken or to be taken by 
Port partners to keep stakeholders engaged and involved. This log can also serve as a basis for 
developing stakeholder co-interested activities and key messages to address them in the 
planning process. It is the starting point for deliverables D2.3, D2.4, and D2.5. 

The Stakeholder Inventory tool automatically combines each sheet that refers to a single 
stakeholder into a single table, called "Stakeholders' Inventory" (Table 13). This table summarizes 
general information about each stakeholder, the factors they influence, and their dedicated 
engagement strategy.  
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Table 8 Stakeholder file/sheet 

No Name 
Entity/ 

Organisation/ 
Department 

Stakeholders’ 
group Stakeholders’ category PIONEERS 4 pillars Dimension Power Interest Engagement strategy 

1          

Position Role City Address Email Phone Other/Observation 

       

Reasons for engaging this stakeholder Stakeholder opportunities from this engagement 

  

Engagement barriers in communication with this stakeholder Ways to address these barriers 

  

Engagement log 

No. Date 
Event/Action 

 Notes / Conclusion To do / Next steps / Actions 

1    
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Table 9 The levels of power that stakeholders may have to influence Green Port Masterplanning 

Rating Definition 

5 Very high This stakeholder can direct (or have a massive impact on) the Green Port 
Masterplanning (GMP) 

4 High This stakeholder can have a major impact on the GMP’s scope and/or the 
GMP’s schedule and/or budget,  

3 Moderate This stakeholder can have a minor impact on the GMP 

2 Low This stakeholder cannot impact the GMP, but may know (or have access to) 
someone who can  

1 Very low This stakeholder cannot directly impact the GMP 

 

Table 10 The levels of interest that stakeholders may have to influence Green Port Masterplanning 

Rating Definition 

5 Very high This stakeholder has a strong interest in the project's success and its results 

4 High This stakeholder is highly supportive of the GMP and its benefits 

3 Moderate This stakeholder sees a benefit in the GMP 

2 Low This stakeholder sees some harm to others in the GMP and would like to see it 
ended  

1 Very low This stakeholder believes that the costs of the GMP are greater than any 
potential benefits it may realise  

 

Table 11 The stakeholders’ engagement strategies and goals 

Engagement 
strategy 

Goal 

Co-exist 
Provide this stakeholder with information about the planning process, to 
assist them in understanding the process 

Consult 
Obtain this stakeholder’s feedback on key planning process that are 
relevant to them  

Involve 
Rely on this stakeholder’s advice when making decisions about the 
planning process 

Collaborate 
Work together with this stakeholder to come up with solutions and 
recommendations that the GMP 

Integrate Embed this stakeholder ideas, experience and proposals in GMP process 
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Table 12 The stakeholders’ heatmap 

  

Interest 

1 2 3 4 5 

P
o
w
e
r 

1 Co-exist Co-exist Co-exist Co-exist Consult 

2 Co-exist Co-exist Consult Consult Involve 

3 Co-exist Consult Consult Involve 
Collaborat

e 

4 Co-exist Consult Involve 
Collaborat

e 
Integrate 

5 Consult Involve 
Collaborat

e 
Integrate Integrate 

 

 

 

Figure 13 Reflection points to consider during stakeholders’ engagement activities 
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Table 13 Stakeholders’ inventory 
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5.3 - Results of the first round of stakeholders’ analysis  

All PIONEERS port representatives were tasked with mapping and identifying key stakeholders 
during the first 14 months of the project. Although the Bucharest workshop provided useful tools 
for this activity, each port also used their own methods to identify and map their stakeholders. 
The Inventory tool was used to provide a preliminary overview of the identified key stakeholders, 
and based on this activity, each port representative developed their first engagement plan, as 
presented in D2.3 Actions and Measures - year 1 [56]. 

As previously mentioned, each of the four ports has a unique approach to developing their Green 
Port Master Plan, which presents challenges in analyzing stakeholders across the PIONEERS 
ports. Despite these challenges, the following results demonstrate that despite their differences 
in nature and approach, the future Green Port Master Plans for PIONEERS ports include a 
significant number of stakeholders, with their views, needs, and expectations being 
acknowledged from the outset of the process. 

Figure 14 shows the high variety of key stakeholders identified for the development, acceptance, 
and implementation of a GPMP in the PIONEERS ports. Although there are some similarities 
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between stakeholder groups such as port management, ministries of 
transportation/infrastructure, logistic operators, businesses, and universities, each port also has 
specific stakeholder groups that are unique to their location and circumstances. For example, 
PoAB includes local community organizations, NGOs, and European regulatory bodies, while PoB 
has a research institution, cruise line and cruise terminal operator, harbor master, and 
shareholders as key stakeholders. For PoC, key stakeholders include IT solution providers, towing 
service providers, and other national ministries, while PoV has other types of decision-makers as 
key stakeholders. It is important to note that each port has a different structure of key 
stakeholders, which can be attributed to differences in the environment, specificities, and 
governance structures that influence port operations and development. 

The identified key stakeholders in the PIONEERS ports have been analyzed based on the six 
dimensions/area of influence - technical, operational, economic, environmental, social, and 
political. The analysis shows that operational stakeholders may have a higher degree of influence 
on the GPMP for PoB, PoC, and PoV, as depicted in Figure 15. In contrast, environmental 
stakeholders have a significant weight for PoAB, PoB, and PoC, while political stakeholders have 
a significant importance for PoAB, PoB, and PoV. It should be noted that each key stakeholder 
has been associated with a particular dimension, even though some stakeholders may have an 
impact on other dimensions beyond the one originally identified. 
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Figure 14 Identified stakeholders per stakeholders’ category and groups in each PIONEERS Port 
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Figure 15 Identified key stakeholders classified by dimension for each PIONEERS Ports 

 

Figure 16, Figure 17, Figure 18, Figure 19 depict the map of key stakeholders and the selected 
engagement strategy for each of the PIONEERS ports, as identified in the first round of 
assessment. These results are based on the assessment of the power and interest that each key 
stakeholder may have in the development, acceptance, and implementation of the GPMP. Figure 
20 presents an overview of the key stakeholders and types of engagement for all PIONEERS 
ports. 

In all four ports, internal stakeholders such as port authorities and management, board members, 
local and regional authorities, and ministries are identified as critical stakeholders. Shipping 
companies, cargo operators, rail companies, utility service providers, logistic operators, and 
industrial operators are also significant stakeholders due to their business interests. Research 
institutions and universities are considered critical stakeholders due to their contribution to 
research and innovation. 

From the perspective of the six dimensions/areas of influence, it can be observed that 
operational stakeholders have a more significant influence on the GPMP for PoB, PoC, and PoV 
(as shown in Figure 15). Selected environmental stakeholders have a more significant impact on 
PoAB, PoB, and PoC, while political stakeholders have a more significant impact on PoAB, PoB, 
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and PoV. However, it should be noted that some stakeholders may have an impact on other 
dimensions than the one identified originally. 

The map of key stakeholders and selected engagement strategies for each port (Figure 16-19) 
shows the diversity of stakeholder groups involved in the GPMP development process. The 
strategies vary from consultation to collaboration, depending on the stakeholder's level of power 
and interest. The Stakeholder Log (Figure 13) and the Stakeholders' Inventory (Table 13) are 
essential tools that help PIONEERS ports keep track of stakeholder engagement activities and 
support the development of co-interested activities and key messages for the planning process. 
These tools also serve as the starting point for the deliverables D2.3, D2.4, and D2.5. 

. 
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Figure 16 Key stakeholder categories map for Port of Antwerp-Bruges 
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Figure 17 Key stakeholder categories mapping for Port of Barcelona 
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Figure 18 Key stakeholder categories mapping for Port of Constanta 
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Figure 19 Key stakeholder categories mapping for Port of Venlo 
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Figure 20 Overview of stakeholder’s map for all PIONEERS ports
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To better understand the ability of different categories of key stakeholders to influence the 
GPMP, a weighted average was calculated for each of the four PIONEERS partner ports, taking 
into account their number, power, and interest. Figure 21 illustrates the results of this analysis. 

For PoAB, it can be observed that internal stakeholders have the highest potential to influence 
the GPMP, and they also exhibit the greatest interest in doing so. This group is followed by 
legislation and public policy stakeholders. On average, businesses/operators stakeholders are 
relatively numerous, and they are followed by local neighborhood stakeholders. 

 

Figure 21 Weighted power/interest of PoAB stakeholders on GPMP 

For PoB, it can be observed that the most influential stakeholders in the adoption and 
implementation of GPMP are the legislation and public policy stakeholders, followed by the 
internal stakeholders (Figure 22). In terms of interest and power, the business/operators 
stakeholders are equally positioned, showing a similar level of interest and power as PoAB. 
Additionally, education/research related stakeholders have also shown significant contribution 
to the GPMP for PoB. 
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Figure 22 Weighted power/interest of PoB stakeholders on GPMP 

 

When examining the Port of Constanta, it is clear that internal stakeholders have the highest level 
of power and interest in the GPMP (Figure 23). Legislation and public policy stakeholders as well 
as business/operator stakeholders also have significant influence. Notably, similar to PoAB, local 
communities and neighborhood stakeholders have a relatively high level of interest and power. 
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Figure 23 Weighted power/interest of PoC stakeholders on GPMP 

 

Figure 24 presents the key stakeholders map for the Port of Venlo, where it can be observed that 
education/research related stakeholders have a significant contribution to the development and 
acceptance of the GPMP. The legislation and public policy stakeholders also have a considerable 
influence on the GPMP, similar to the case of PoC. Internal stakeholders, such as port authority 
and port management, and business/operators stakeholders are also important in the 
development and implementation of the GPMP. 
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Figure 24 Weighted power/interest of PoV stakeholders on GPMP 

 

To better illustrate the significant role of legislation and public policy stakeholders in the 
deployment of GPMP, it is worth noting that they have a crucial influence in all four PIONEERS 
partner ports (Figure 25). Their involvement and support are essential for promoting "green 
policies" and adjusting legislation to technological advancements, which can accelerate the 
adoption of GPMP. By integrating public policy stakeholders, a collaborative approach can be 
achieved, leading to mutual gains for all parties involved in GPMP implementation, particularly 
with businesses operating inside the port. This collaboration can help ensure that interests are 
met, and value creation is maximized. 
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Figure 25 General overview of weighted power/interest for all PIONEERS port stakeholders on GPMP 

 

5.4 - Monitoring plan of the stakeholders’ engagement  

The stakeholder engagement activities will be ongoing throughout the entire project, with port 
representatives regularly engaging with key stakeholders as part of WP2. Progress in this area 
will be closely monitored and reported on at specific intervals, as depicted in Figure 26. In 
addition, the engagement plans will be updated continuously throughout the project to ensure 
that they remain effective and responsive to evolving stakeholder needs. 

By continuously monitoring stakeholder engagement activities, the PIONEERS project aims to 
foster a more co-creative approach to the development of the Green Port Master Plan. This 
ongoing dialogue with key stakeholders will allow the project team to gather valuable feedback, 
identify potential issues and opportunities, and adjust their plans accordingly. Ultimately, this 
collaborative approach will help to ensure that the Green Port Master Plan is not only technically 
feasible and economically viable but also socially and environmentally sustainable. 
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Figure 26  Proposed timeline for updating Stakeholders Inventory for each PIONEERS port 
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6 - Discussion and future steps 
 

The PIONEERS project aims to develop a Green Port Master Plan for each of the partner ports. 
Each port has its own unique characteristics and priorities, which require different approaches to 
the development of their individual plans. This document provides an overview of the importance 
of sustainability in ports and how the project has begun engaging with port representatives to 
involve their key stakeholders in the development of the Green Port Master Plan. 

This document is the first in a series that will focus on the progress of port representatives in their 
engagement activities. The continuous assessment of these activities allows the ports to adjust 
their engagement strategies and to determine a better take-up of the Green Port Master Plan. 
Through this process, the representatives are also able to increase their awareness of 
stakeholders' needs and interests, and to identify early the need for structural change in 
regulations, processes, or actions. 

The engagement process undertaken by the PIONEERS project can serve as an excellent 
example of how to develop a similar process in other ports. The results of the engagement 
activities will be analyzed across the ports, and the best practices and insights will be transformed 
into recommendations for future port-related policies by the European Commission. 

In conclusion, the PIONEERS project serves as a blueprint of how sustainable development can 
be promoted in ports through stakeholder engagement, co-creation, and collaboration. The 
continuous monitoring and adjustment of engagement activities ensure that the Green Port 
Master Plan development is done in a more efficient and co-creative manner. The project's 
results can provide valuable insights and recommendations for other ports and European 
Commission for future port-related policies. 
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