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1 Executive Summary 
 

The project’s objective is to support the PIONEERS ports in their journey to develop a new Green 
Port Master Plan (GPMP). This document is the second one in a series of documents that will 
monitor and report on the stakeholder engagement activities related to the GPMP development. 

Furthermore, this document presents in section 3 the method and approach followed in 
PIONEERS to develop the GPMP. In the last two years, the PIONEERS ports have worked diligently 
to draft their GPMPs. Innovation brought in by the ports representatives and included in the 
drafted GPMP needed an extensive consultative process with different actors, end-users and 
stakeholders involved in the project. The Green Port Master Plan, as the major result of the 
PIONEERS project in each of the ports, requires strategic input and acceptance from key 
stakeholders. The “Double Diamond” method has been identified and chosen to illustrate the 
process of development of the Green Port Master Plan, mainly from the stakeholders’ 
engagement perspective; this visualisation provides an easy understanding of the process and 
its stages (Chapter 3.1). 

It was clear since the beginning of the project that defining and creating a GPMP in PIONEERS 
would be a difficult task. The differences and particularities of all ports create a difficult task to 
align their needs and expectations for developing a new GPMP. The structure of the project 
allows partners responsible with GPMP to discuss, test, learn and understand which the best 
options are to develop the GPMP. As PIONEERS is limited in time, it was essential to determine 
an approach that allows ports’ representatives to reflect on their journey to develop the GPMP 
(Chapter 3.2).  

The richness of the activities to date with stakeholders in relationship with the design and 
development of the GPMP is presented in Chapter 4. The alignment of the stakeholder 
engagement activities with the stage in the development of the GPMP is clearly presented by 
each of the ports and an overview of their concrete actions and their results are also presented 
for each of the ports. Chapter 4.5 presents a comparative analysis of the activities done in 2023 
compared with 2022. 

Moreover, this document offers an overview of all stakeholder engagement activities planned 
for 2024 (Chapter 5). The ports reflect very well through their plans and new approach in working 
with stakeholders their interest to take the drafted GPMP to the next level of acceptance by all 
stakeholders. The conclusions and final remarks in Chapter 6 present an overview of the most 
important aspects noticed in the analysis for 2023 activities and the plans for 2024. 

This document clearly shows the significant advancements that PIONEERS ports have done in 
engaging with their stakeholders. Moreover, the honesty, the positive energy, and the true 
interest in engaging with the stakeholders by ports is clearly reflected in the document. All ports 
contributed to chapters 4 and 5 for their respective sections, and all commented on the actions, 
achievements, and plans of their fellow ports. This reflects the strong relationships developed 
between all ports’ representatives and other technical partners. 
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The lead authors would like to thank the port authorities for their collaboration and work done in 
developing this document and to wish them to preserve the same level of interest, energy, and 
curiosity in implementing their stakeholder plans in the future years. 
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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 that are focused on achieving high-level goals at local, national, and 
European 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 the PIONEERS ports have committed to achieve it and to work with their key 
stakeholders in creating a “Green Port Master Plan”.  

This document is the second in a series of documents that the project has produced to present 
the actions that the PIONEERS ports have been undertaking and the results of the engagement 
activities they have completed with their stakeholders in developing a Green Port Master Plan. 

As presented in Figure 1 below, this document is part of a series of documents that will present 
the stakeholder engagement activities in each of the ports: It will show how they followed the 
main activities required in the process of developing a Green Port Master Plan.  

 

 
 
Figure 1 Workflow in WP2 

Currently, PIONEERS ports have invested a significant effort in understanding the building blocks 
required to produce a Green Port Master Plan, how to approach it and how to root it in the local 
reality to achieve high level visions. In this respect, the ports developed a series of activities to 
engage with stakeholders, to co-create and integrate their views, needs and expectations within 
the new Green Port Master Plan.  
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All four ports have formally submitted to the EC an overview and draft of their Green Port Master 
Plan and its respective roadmap. All the ports mentioned how they worked with stakeholders and 
the specific roles that they had undertaken in the planning process.  

This document presents the results of the stakeholder engagement activities implemented by 
the ports in 2023 and presents an overview of the activities planned for 2024. The last document 
in the series, will present the activities done in all four ports, their results, and recommendations 
for other European ports to follow when implementing similar approaches. 
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3 GPMP in PIONEERS Overview  
 

The PIONEERS ports have worked diligently to draft their GPMPs. In some cases, this process has 
required more effort than initially planned. The innovation brought in by the ports representatives 
and included in the drafted GPMP needed an extensive consultative process with different actors, 
end-users and stakeholders involved in the project. All ports developed internal mechanisms and 
used different methods to engage with their targeted stakeholders. This was sometimes a 
process of discovery of triggers for change that they build on and eagerly integrated in their 
process to develop the GPMP. However, sometimes they hit walls – resistance to change the 
existing mind-sets, systems, culture. The mechanism created at the project level to monitor the 
progress of GPMP development acted as a place where all these experiences have been shared, 
discussed and solutions proposed, views have been co-created and developed. This is an 
invaluable, intangible outcome of the project and the lead authors of this document believe that 
this will have a very important impact on the activities done at local level to promote a new vision 
to ‘green’ the activities in ports – formally, expressed in the GPMP or informally, expressed by 
contributing to changing current mind-sets and resistant cultural habits. 

3.1 Double Diamond method in developing a GPMP 

The Green Port Master Plan, as the major result of the PIONEERS project in each of the ports, 
requires strategic input and acceptance from key stakeholders. In previous work (1–6), the 
PIONEERS ports identified and analysed the stakeholders. They could range from colleagues 
from different departments (internal stakeholders) to representatives of other ports that may offer 
valuable knowledge to develop their activities (external stakeholders).  

The “Double Diamond” method has been identified and chosen to illustrate the process of 
development of the Green Port Master Plan, mainly from the stakeholders’ engagement 
perspective; this visualisation provides an easy understanding of the process and its stages 
(Figure 2). This visualisation also allows to understand the complexity of the process that 
accumulates many views that then need to be distilled and develop in a single observation, 
insight, solution etc. PIONEERS ports representatives discussed since early stages in the project 
the concept of a Green Port Master Plan, discussed local and contextual problems and identified 
the influential stakeholders. In this way, they enlarged the base of knowledge that needed to be 
transformed in a single vision/approach for the GPMP (first diamond) that will be then addressed 
and developed into a consolidated strategy (second diamond).  

This method implies two linked diamonds: first one focuses in discussing an issue or a problem, 
while the second one focuses in discussing the relevant solutions. This simple representation 
offers everybody involved in the process the possibility to share their concerns, barriers, 
problems and to agree on the appropriate solutions, ideas, processes etc. The core issues 
identified in the first diamond, become therefore the foundation for the second diamond – to 
identify and test solutions. 

This method has been used to illustrate the process, but also to design a model that could be 
jointly applied and that could have the potential for replicability in other ports. The work done in 
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isolation in designing, developing, and deploying strategies a GPMP has in this way a more 
cohesive framework that could easily describe the process. Notably, this approach provides a 
wider and deeper rationale for developing a GPMP (as a ‘divergent assessment’), and then to 
focus on actions (as ‘convergent agreement’). 

PIONEERS therefore use the Double Diamond method to describe the process undertaken by 
ports to develop their GPMP, as it is illustrated in the Figure 2. 

 

Figure 2 Approach of GPMP development phases observed in PIONEERS project ports 

PIONEERS used the first diamond to ideate the GPMP concept, to understand how it could be 
defined, what are its main elements, what are the major influencing factors and barriers etc. This 
was a very intensive process started in 2022 and finalised during 2024. This process implied 
regular on-line meetings where PIONEERS ports representatives and technical partners involved 
in the action (BAL and EIP) have discussed, co-created and debated different problems, issues, 
aspects that needed to be considered in developing the concept of the GPMP. Besides these 
meetings, in certain moments in the project, usually during the consortium meetings, the 
discussions on the GPMP concept have been opened to all partners, and sometimes to externals 
involved in the co-creation process (i.e. MAGPIE representatives). This process has been intensive; 
many concepts, methods, issues, approaches have been brainstormed, discussed, debated and 
agreed. The richness of this phase has been invaluable and has provided the basis for a very solid 
collaboration and sharing mechanisms between the ports’ representatives. In the opinion of the 
lead authors, the value of this phase will outlive the project.  

This first diamond could be divided in two distinct stages: 

1. Discover – where all ports’ representatives have presented their own reality, and their 
perceptions on necessity of the GPMP, its focus, its relevance for achieving high level 
policy goals etc. Moreover, with the support of the technical partners involved in the 
process – BAL and EIP – ports’ representatives have identified their own needs and 
expectations in achieving GPMP during PIONEERS. Group discussions, one-to-one 
interviews, brainstorming sessions, knowledge sharing sessions were the most used 
methods in this phase.  
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2. Define – once the enlarged pool of knowledge had been collected, the partners entered 
in the process to define the GPMP. Many rounds of discussions, idea collection, 
brainstorming in the regular group of partners or in extended groups, involving other 
members of the consortium have been organised. These discussions have been very 
useful, trying to streamline a concept that could be utilised by all PIONEERS ports. The 
results of this phase have contributed to decide what are the major building blocks for a 
GPMP. This decision has been discussed and validated in the consortium, through 
dedicated meetings. 

The second diamond has also two distinct phases: 

3. Develop – in which all ports’ representatives drafted their GPMP and initiated discussions 
on its structure and content with the relevant identified stakeholders. In this process, all 
ports have been involved, with all the relevant categories of stakeholders that have the 
power and interest to influence the GPMP – structure, content and implementation. Many 
methods have been utilised in their engagement actions, from one-to-one discussions, 
surveys, workshops, webinars etc. All these methods in engaging stakeholders helped 
ports to enrich their GPMPs and to develop a version that has a comprehensive vision, co-
created and agreed with the stakeholders. It is worth mentioning that this phase is still on-
going as all ports will develop a final version of the GPMP that will be finalised at the end 
of the project. 

4. Deliver – this final phase in the diamond ensures that all comments, opinions, views, 
expressed needs and expectations of all stakeholders engaged in the process are 
included in the final GPMP. The end output of this phase is the delivery of the four GPMPs. 

3.2 PIONEERS approach to deliver and deploy the GPMP 

PIONEERS set up an ambitious goal to produce a GPMP in all ports involved in the project. This 
action however requires clear targets aligned to global, European, and national climate policies; 
it also requires a clear understanding of the current situation and of the future trends in 
technology, social and business dynamics, and a deep understanding of the stakeholders’ views, 
needs and expectations.  Moreover, the geo-political instability, different types of crises are major 
influencers of the port activities. These aspects may be easy to identify or to analyse, but difficult 
to assess their impact. Furthermore, there are elements that are very difficult to change as they 
are rooted in years of practice – identified as organisational culture with its unwritten rules and 
very important impact on the decision-making process. All these elements are important factors 
when considering developing a new strategy that will have such an important, strategic role in 
the future of a port.  

It was clear since the beginning of the project that defining and creating a GPMP in PIONEERS 
will be a difficult task. The differences and particularities of all ports create a difficult task to align 
their needs and expectations for developing a new GPMP. However, all PIONEERS ports have 
been determined to address the climate challenge and to analyse how they could change, what 
are the main areas for change to achieve climate goals and how actually to successfully 
implement actions that will have positive results for climate.   
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The structure of the project allows partners responsible with GPMP to discuss, test, learn and 
understand which the best options are to develop the GPMP. As PIONEERS is limited in time, it 
was essential to determine since the beginning certain important moments in the project, where 
ports’ representatives could reflect on their journey to develop the GPMP. Moreover, it is very 
important to acknowledge that the actual impact of the actions done in PIONEERS will be seen 
only after the end of the project.  

Three main phases in the elaboration of the GPMP have been observed (Figure 3): 

 

Figure 3 GPMP elaboration phases 

1. GPMP definition – this was a very important phase that allow all ports to ideate their own 
vision for becoming green ports. This phase has been developed mainly in WP 1 
Innovation Management and WP 2 Stakeholder Engagement. The discussions held 
allowed ports’ representatives to understand what innovations – technologies, processes 
or business models could be important to support them in the transition to climate 
neutrality. Moreover, discussions in WP2 allowed port representatives to discover the 
most important parameters to be considered in developing GPMP. These activities helped 
them to understand their policy priorities and to deepen the knowledge of the impact that 
certain technologies, processes, or models may have to be considered for their own 
GPMP. Regular exchanges between port representatives during the activities planned in 
WPs 1 and 2 have been the major support for ports to understand the nature and the focus 
of the green plan they will develop. Elements that could define a GPMP have been co-
created in rounds of discussion within WP2 meetings and validated in consortium 
meetings with a wider groups of PIONEERS partners. The PIONEERS GPMP definition 
provides a starting point in understanding what are the major elements to be considered 
when a GPMP creation process is set up. 

2. GPMP Design – within PIONEERS a series of 19 innovative measures will be demonstrated 
(WPs 4 – 7) and their process and potential impact will be monitored (WP3) and evaluated 
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(WP9). The innovations are carefully monitored to collect relevant knowledge of how they 
could be successfully implemented to have an important contribution to port’s plans to 
decarbonise their activities. Moreover, these innovations are monitored to extract relevant 
insights of how they could be upscaled or replicated in other ports. Understanding the 
specific conditions required to implement such innovations, from political, economic, 
social and technical point of view required special attention. A series of workshops with 
innovations’ implementation teams and relevant stakeholders have been implemented 
aiming to extract the most relevant insights of the contextual or circumstantial factors that 
contribute to the success or failure of such innovation implementation. The “Transition 
Arena” workshops revealed a series of important aspects that facilitate the potential 
transferability of the innovations (WP8). The results of the workshops should complement 
the transferability approach established from the outset of the project and they will 
influence the possible wide-scale uptake by having a deep understanding of the core 
aspects (sometimes hidden aspects) of how an innovation could be deployed. The 
innovations implementation, their constant monitoring and assessment (WPs 3 and 9), 
allows their leaders to take the decision to (i) persevere with the implementation, based 
on the positive results or to (ii) pivot in case some of the implementation conditions could 
prove difficult. PIONEERS project offers therefore an excellent opportunity to demonstrate 
state of the art technologies, but also to understand their specific conditions, processes 
required for a successful implementation. Besides this, importantly, the potential social, 
economic viability of the measures are considered. All these help ports to define the 
priorities for their GPMP and develop the roadmap of actions for greening their port.  

3. GPMP Deployment – All PIONEERS ports committed to deliver a GPMP at the end of the 
project. This will be a strong statement of their commitment for decarbonising and their 
contribution to reach the climate change goals.  Once the ports develop the GPMP they 
will then start the deployment of the actions foreseen in the plan. This specific stage in the 
case of PIONEERS will happen after the end of the project. However, in certain cases, such 
as the case of PoAB, some of the measures implemented and tested in PIONEERS will be 
building blocks for the GPMP implementation. During this phase, ports will monitor how 
the foreseen actions in GPMP are still relevant. The fast-paced technology advancement, 
new social or business models dynamic, different economic or geo-political conditions 
may change, therefore the initial plan need to adapt or pivot to address the new 
conditions. This is a very important aspect that ports should consider when they develop 
their GPMP; the success of their GPMP resides in the agility of the port to understand the 
changes that may affect the successful implementation of the plan, and to adapt to new 
conditions. Only those ports that invest in their capacity to capture these insights could 
prove to be agile enough to pivot to a new direction in the GPMP deployment. 

The process to develop a GPMP is complex and long. It is not enough to establish some principles 
based on current policies. The GPMP is a strategic commitment that requires effort, funds, and 
capacity (skills and knowledge) from a port. Moreover, the specific governance model of a port 
could influence the way a GPMP is developed. Therefore, the activities developed in WP2 within 
PIONEERS have an important goal to reveal if the current conditions, relationships, and 
governance models could support the development and successful deployment of a GPMP. As 
not all ports have the same governance structure, PIONEERS will pay special attention to 
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understand the (i) conditions that are required for GPMP to be widely approved and embraced as 
the leading strategy for a port’s carbon neutrality and (ii) to assess the barriers and drivers in 
setting a new governance model that will allow a smooth implementation of the GPMP. All these 
insights are valuable knowledge to be shared (WP8) with other ports interested in developing a 
GPMP. PIONEERS therefore is a great opportunity to ideate, understand, define, test, evaluate 
and transfer knowledge related to a GPMP as a concept, principles, structure and relevant 
technologies, processes, and models to be considered in its successful deployment.  

3.3 Focus on GPMP in Port of Antwerp-Bruges 

The focus of the Green Port Masterplan for the Port of Antwerp-Bruges (7) is to guide the port's 
transition towards a sustainable and climate-neutral future. It aims to achieve this by: 

• Analysing the current state of the port ecosystem - examining the port's activities, 
structures, organizations, value creation, leadership, knowledge, and regulations. 

• Identifying external pressures - analysing the impact of societal megatrends, the 
European Green Deal, and other factors on the port ecosystem. 

• Highlighting emerging niches - exploring innovative ways of doing, thinking, and 
organizing that can drive change in the port. 

• Addressing barriers - identifying obstacles that hinder the adoption and impact of these 
niches. 

• Developing a roadmap for transition - providing a set of actions, targets, and strategies 
to achieve the desired sustainable future for the port. 

The GPMP for the Port of Antwerp-Bruges acts as a framework for guiding the port's transition 
towards a future that is more environmentally friendly and resilient. It establishes an overall 
understanding of the transition, a vocabulary for communicating it, and a framework to link 
various components. 

3.4 Focus on GPMP in Port of Barcelona 

Green Port Master Plan for the Port of Barcelona (8) is focusing on accelerating the port's 
transition towards climate neutrality while maintaining its competitiveness and creating 
value for the region. 

Key aspects of the plan include: 

• Decarbonization roadmap - outlining a path to achieve climate neutrality by 2050, 
considering the port's specific characteristics and the complexities of port 
decarbonization. 

• Multi-level perspective - intended to be used as a framework to understand the port 
system and its dynamics, enabling a structured approach to the transition. 
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• Energy transition - prioritizes energy transition as a crucial pillar for decarbonization, 
focusing on efficient resource use, electrification, renewable energy and circular 
economy. 

• Shared understanding - establish a common understanding of the port system and its 
transition through a shared language and framework. 

The draft Green Port Master Plan for Barcelona frameworks a strategic plan to guide the port's 
efforts towards a sustainable and climate-neutral future. 

3.5 Focus on GPMP in Port of Constanta 

The draft Green Port Masterplan for the Port of Constanta (9) focuses on achieving climate 
neutrality and promoting sustainable development while emphasizing innovation, 
competitiveness and job creation. 

The PoC draft GPMP outlines a comprehensive strategy that encompasses the following key 
areas: 

• Establishing objectives and performance indicators by setting specific and measurable 
goals aligned with EU emissions reduction targets and establishes performance indicators 
to monitor progress. 

• Energy efficiency by promoting measures to reduce energy consumption and improve 
efficiency in port operations, including the use of renewable energy and efficient 
equipment. 

• Electrification and alternative fuels by encouraging the use of low-carbon vehicles and 
ships and supports the transition to alternative fuels like hydrogen and liquefied natural 
gas. 

• Infrastructure development by addressing investments in charging infrastructure for 
electric vehicles and ships, as well as infrastructure for alternative fuels and adaptation to 
climate change. 

• Sustainable transport, promoting rail and river/inland transport and implements traffic 
management measures to reduce congestion and emissions. 

• Waste management and circular economy emphasizing on efficient waste 
management, recycling, and promoting the circular economy through material reuse and 
equipment recycling. 

• Digitalization implementing digital technologies to optimize energy use, maritime traffic, 
supply chains, and port logistics. 

• Collaboration and partnerships emphasizing collaboration with local authorities, 
transport companies, energy suppliers and the community to develop and implement 
decarbonization measures. 
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• Social and economic sustainability addressing social sustainability by creating jobs and 
well-being, and economic sustainability by improving efficiency, reducing costs and 
managing resources effectively. 

• Monitoring and reporting considering a system for monitoring performance and reporting 
results to stakeholders. 

The Port of Constanta's Green Port Masterplan outlines a comprehensive framework for the port's 
transition to a sustainable and climate-neutral future. It seeks to build a more resilient and 
sustainable port by addressing a range of sustainability factors, such as environmental, social and 
economic. 

3.6 Focus on GPMP in Port of Venlo 

The Green Port Masterplan for the Port of Venlo (10) focuses on achieving carbon neutrality by 
2050 while providing a roadmap for sustainable port development and guiding green 
investments in critical community assets. 

The Port of Venlo draft GPMP integrates several important elements, including: 

• Vision and objectives outlining a vision of a carbon-neutral port and sets key objectives 
regarding greenhouse gas emissions. 

• Purposes, such as informing stakeholders about port development, assisting local 
authorities, and clarifying the port's strategic planning. 

• Guidance for sustainable port development, green investments and policy development. 

• Stakeholder engagement, emphasizing the importance of involving relevant 
stakeholders in its development and implementation. 

• Integrated and adaptive approach, acknowledging the interplay of various components 
of the port system and implements an adaptive strategy to accommodate the transition's 
dynamic nature. 

• Multi-level perspective for understanding the port system, its external influences, and 
emerging niches. 

• Principles and steps, by outlining key principles and steps for its development, including 
vision and objectives, system understanding, stakeholder engagement, data analysis, 
dealing with uncertainty, pathway identification, monitoring, quantitative assessment, 
updates and alignment with PIONEERS project objectives. 

In conclusion, the draft GPMP for the Port of Venlo presents a comprehensive framework to 
facilitate the port's transition to a sustainable and climate-neutral future. It involves stakeholders 
in the process, considers external factors, and addresses an array of aspects of the port system. 

Overall, the draft GPMPs for PIONEERS Ports (Antwerp-Bruges, Barcelona, Constanta and Venlo) 
have identified key focus areas and shared characteristics. These areas cover the following 
aspects: promoting sustainable development, reducing greenhouse gas emissions through 
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energy efficiency, renewable energy and alternative fuels, involving stakeholders in the 
development process, adopting a holistic approach, and emphasising innovation and adaptation. 
Their common goal is to reduce GHG emissions while remaining competitive. 

Nevertheless, each port has its own distinctive focus areas, including the port ecosystem's role 
and emerging niches' role in driving the transition. Port of Barcelona prioritises energy transition 
and a multi-level perspective for understanding the port system, while Port of Antwerp-Bruges 
emphasises the role of the port ecosystem and emerging niches. Port of Venlo integrates port 
development with local and regional strategies, while Port of Constanta prioritises infrastructure 
development and digitalisation for sustainable port operations.  

The draft GPMPs provide a valuable framework for facilitating the transition of PIONEERS ports 
to a more sustainable and climate-neutral future, thereby contributing to the overarching 
objective of decarbonising the maritime sector. 
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4 Overview of Stakeholder engagement 
activities 2023 in PIONEERS Ports 
 

An overview of the stakeholder dynamics related to the development of GPMP in PIONEERS Ports 
is presented in the sub-chapters below. This information was provided using the Stakeholder 
Inventory tool (11), developed previously in PIONEERS project and the discussions with the port 
representatives. Moreover, the analysis has been used as baseline the information provided by 
PIONEERS Ports in previous deliverables (12). 

Important to mention from the outset that port representatives have been asked to provide their 
perceptions regarding the GPMP stakeholder engagement activities undertaken in 2023. This 
offered the lead authors possibility to analyse the perceived change and the focus transition of 
the port representatives while working to develop their GPMP.  

4.1 Port of Antwerp-Bruges 

In 2023, with respect to the Green Port Master Plan, PoAB engaged with 127 individuals 
representing 27 organisations. Most of the stakeholders are businesses & operators, legislation & 
public policy stakeholders and internal stakeholders at the Port of Antwerp-Bruges. 

Stakeholder engagement in 2023 with respect to the PIONEERS GPMP has indeed mainly 
focussed on internal stakeholders at the port authority. This as a consequence of two main 
barriers observed in engaging with external stakeholders at PoAB: 

1) The PIONEERS GPMP is not unique with regard to strategic planning, sustainable transition 
strategy, road mapping, A multitude of such strategic projects are being implemented at 
the same time and parallel to each other at the port authority, which in itself is a 
manifestation of the societal trend to invest in strategic thinking, scenario mapping, think 
more on the longer term, to apply methodologies from systemic thinking and complex 
systems design, etc. 

2) The port community consists of a very complex mixture of terminal operators, logistic 
service providers, shippers, ship owners, agents, barge owners and barge operators, 
governmental agencies including customs, environmental supervisors, etc. Many, but not 
all, are clients of the port authority. All of these actors are managed by different teams 
within POAB, including key account managers, single points of contact, structural 
assemblies, etc. Access to the actors is not restricted to these people, but awareness of 
existing processes and structures is essential in order not to offend, insult, oppose or 
compromise any existing relationships. 

The combination of these two barriers makes it challenging to directly interact with stakeholders 
to discuss about the PIONEERS GPMP. Indeed, there is a certain caution and restraint to ‘bother’ 
customers too much with engagement activities that are perceived as not delivering a direct 
return on investment. An underlying factor is the fact that there is a culture of entrepreneurship 
in the port, where people ‘know how to tackle things’, thinking on the short term is the norm and 
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problems are solved ‘when they arise’. The can-do dynamic that mostly can be considered as a 
major strength of the port community, now hinders engagement activities with respect to the 
Green Port Master Plan as the latter is generally perceived as ‘we’ll pass that bridge when we get 
there’, a ‘waste of time’, ‘esoteric’, ‘abstract’ or ‘academic’. 

4.1.1 PoAB – stakeholder engagement activities 

4.1.1.1 Stakeholder activities held before 2023 
In 2022, under the name of the Green Port Barometer, clients of the Port of Antwerp-Bruges were 
interviewed regarding their position in relation to the then recently adopted Fit for 55 package. 
This research not only delivered valuable insights regarding operational, tactical and strategic 
greening activities of the port community in the Port of Antwerp-Bruges, it also introduced the 
topic of sustainable strategy into the ongoing conversations between clients and key account 
managers of the port authority. 

To that end, a questionnaire was sent to 72 concessionaires (industry, liquid terminals, cargo 
handling terminals, logistic service providers and nautical service providers) and shipping 
companies. Of these, 65 responded, which were followed up by semi-structured interviews. 

The insights related to the following categories: 

● Strategy and leadership (Does the company have a strategy for sustainable transition, 
which goals are being set in 2030 and 2050, to what extent do they know their carbon 
footprint?) 

● Operational actions for reducing scope 1, 2 and 3 emissions 

● Expectations towards the Port of Antwerp-Bruges port authority (public support, 
incentives, infrastructure, community building & capacity building/knowledge exchange) 

In addition to the detailed insights, five generic conclusions could be drawn from the Green Port 
Barometer: 

1) Strategy? Yes of course, sir! - Today, society expects governments, private companies, 
etc. to have a vision on climate transition. So, when that isn't there, it feels like admitting a 
shortcoming. People are therefore more inclined to say that there is a vision or strategy, 
even if it is vague and not literally on paper. The terms vision, strategy, master plan, 
roadmap, etc. are used interchangeably and everyone has different expectations or needs. 

2) Think global, think local - Companies often refer to a strategy from their headquarters 
abroad, where the objective is that the group wants to be climate neutral by 2050. The 
role or ambition of the local site in the Port of Antwerp-Bruges is not clear. 

3) Action bias?! - A lot of action is already being taken today based on a sincere intention to 
become greener. After all, PoAB cannot sit still, the sustainable transition is too urgent for 
that. But are the actions targeted? Do they have the desired impact? And above all, don't 
they serve as a justification for not considering further fundamental systemic changes? 
There is a strong focus on technology from an inside-out perspective. Innovation and 
experimentation offer prestige, while phasing out activities is rather taboo. 
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4) We can’t cope with that scope! - We know that approximately 18 million tons of CO2 are 
emitted annually in the Port of Antwerp-Bruges by industry, shipping and logistics 
activities. That figure should roughly halve by 2030 and reach 0 by 2050. Every company 
wants to know for itself what its share is in this sum and how many emissions fall within its 
control so that they can do something about it. We distinguish between scope 1, scope 2 
and scope 3 emissions. It is not clear to every company what its own emissions are and 
which emissions it has control over. 

5) Just let me ask our CSR officer! – “Sustainability should be everybody's task and not just 
someone's job”, but it often proves difficult to find the right person at the companies willing 
to have an interview. Often referrals are made to other people, it sounds like things need 
to be investigated, people express themselves cautiously, and options are kept open. 
Sustainability does not often appear to be a shared story. 

4.1.1.2 Stakeholder activities held in 2023 
In 2023, with respect to the Green Port Master Plan, PoAB engaged with 127 individuals 
representing 27 organisations. Most of the stakeholders are businesses & operators (30 persons), 
legislation & public policy stakeholders (20 persons) and internal stakeholders at the Port of 
Antwerp-Bruges (73 persons). PoAB engaged with: 

A. Businesses & operators: 

1) CMB.Tech 
2) EFIP 
3) ESPO 
4) Flux50 
5) Fluxys 
6) ICO Terminal 
7) NxtPort 
8) re.alto energy SRL 
9) Scholt Energy 
10) Vleemo 
11) Antwerp Euroterminal 
12) Aspiravi Energy 
13) Air Plus 
14) Atlas Copco 
15) Antwerp Terminal Services 
16) MPET 
17) Mosaic Factor 

B. Internal stakeholders: 

1) ACV 
2) Maatschappij Linkerscheldeoever (MLSO) 
3) Port of Antwerp-Bruges 

C. Legislation & public policy stakeholders: 



 

D2.4 Actions and measures year 3    26 

1) European Investment Bank 
2) European Commission 
3) Gemeente Zwijndrecht 
4) Vlaams Departement Mobiliteit en Openbare Werken 

D. Education & research stakeholders: 

1) Antwerp Port Education Center 
2) EnergyVille 
3) VUB 

In general, the types of engagement activities can be classified as: 

● Presentations at established stakeholder platforms (Duurzame dialoog, 
Havenomgevingsoverleg) 

● Presentations for dedicated audiences (PhD students, Delen = leren, ACV, Stuurgroep 
Vergroening Havenplatform) 

● PIONEERS International Conference (public) 
● Dedicated meetings and interviews with stakeholders 
● Transition arena workshops 
● PIONEERS project assemblies (General Assembly, Advisory Board, review meeting)  

Most engagement activities had not so much to do with the content of the Green Port Master Plan, 
but with the approach or methodology of master planning. Indeed, in 2023 the project was in a 
phase of exploring and discovering techniques and tools for strategic master planning. This was 
a very divergent phase, which ultimately led to a draft Green Port Master Plan (7) (submission 
delayed pending approval of the amendment request), containing an outline / framework for 
further elaboration in the second phase of the project, which will focus on the content itself. 

In Table 1  is presented the reflection on the planned stakeholder engagement activities ((12)) and 
to what extent they have actually been implemented in 2023. In general, it can be concluded that 
the deviations from the plan were due to the fact that (1) the focus has been redirected to the 
internal stakeholders at Port of Antwerp-Bruges instead of external stakeholders and (2) the focus 
has been mostly on setting up the methodology and not so much on the content itself. 

POAB took important actions towards gaining support and insight into green master planning of 
POAB in 2023 and the effort, specifically regarding the "green transition arena" events (Table 1). 
They have hosted one formal meeting with European Commission representatives in which the 
POAB team approach to Green Port Master Planning was presented. Two workshops have been 
organised, one with internal stakeholders within the port authority and the second one with 
students from various Belgian universities. These workshops had the goal to create an in-depth 
understanding of complex system mapping and testing business case solutions. Within the 2023 
period, POAB also held 8 interviews with various stakeholders in the Energy Distribution System 
with the purpose of gathering insights on the causal layered analysis model. Despite the fact that 
many of the activities planned for 2023 have been carried out, the majority of planned formal 
meetings could not be completed. There seems to be a barrier in engaging more political 
stakeholders due to scheduling conflicts, too little interest in the agenda and even culture issues 
regarding the analysis of structural issues. 
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Table 1 PoAB - Stakeholder engagement activities held in 2023 

Engagement Activity Focus Date 
Type of 

engagement 
method 

Stakeholders 
engaged 

The outcomes of the engagement activity 

The project team’s approach 
towards the Green Port Master 
Plan  

January 2023 Formal meeting DG MOVE 
Found support for the approach of complex system 
thinking and design 

Contextual interviews of 
selected actors as part of 
listening to the system and 
creating a system map 

February 2023 Interview 
Individual actors in the 
energy distribution 
management system 

Persons at Port of Antwerp-Bruges, Flux50, Fluxys, 
EFIP, ESPO, ICO, ATS and Vleemo have been 
interviewed. 

The interviews gave valuable insights on the litany 
level of the carousel layered analysis model, being 
mostly concrete and technical issues. However, it 
proofed challenging to gain deeper systemic insights 
(structures, worldviews, paradigms and metaphors). 

It seems to be a barrier or a threat to talk about deeper 
systemic problems with powerful and therefore 
influential stakeholders of the port ecosystem. 

Influence mapping workshop as 
part of understanding the system 
and creating a system map 

March 2023 
Co-creation 
workshop (arena) 

Selected actors in the 
energy distribution 
management system 

Done, albeit only with internal stakeholders of the port 
authority. However relevant, the methodology of 
complex system mapping proofed too far out of the 
comfort zone of the project team and the engaged 
stakeholders. As a consequence, the approach was put 
on hold for a while and the focus was directed to a 
different approach (root cause analysis with a focus on 
the PIONEERS demos). 

Strategy Cup April 2023 
Business casing 
challenge 

Bachelor and master 
students from Belgian 
universities 

The event was however too high level and the 
creativity of the students was not such that we went 
home with much inspiration. 
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Engagement Activity Focus Date 
Type of 

engagement 
method 

Stakeholders 
engaged 

The outcomes of the engagement activity 

The event, however, was too high-level, and the 
students' creativity was not sufficient to inspire PoAB 
representatives. 

Joint workshop on Green Port 
Master Planning with MAGPIE at 
the ESPO Conference in Bremen 

June 2023 Public workshop 
European ports and 
policy makers 

This action was not carried out, since the conference 
organizers could not fit in the programme. Instead, we 
joined a panel discussion at the conference creating 
visibility for PIONEERS. 

Attendance to a joint panel discussion at the 
conference creating visibility for PIONEERS. 
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4.2 Port of Barcelona  

The Port Authority is engaging with the different relevant stakeholders in order to design the best 
possible Energy Transition Masterplan, making sure that all the actors that will be implementing 
its contents are aligned with it. To incorporate their ambitions, requirements and knowledge, 
different lines of engagement are being undertaken.  

4.2.1 PoB – stakeholder engagement activities held in 2023 
Themes of Discussions 

The main themes of discussion have been; Environmental Sustainability, Energy transition (needs, 
prospects and technologies), Green ports concept, Validation of the energy pathways considered 
in the GPMP and to inform and disseminate of the developments. 

● Environmental Sustainability: Emphasize comprehensive environmental stewardship 
within port operations. 

● Energy Transition: Discuss transitions to renewable energy sources, technological 
advancements, and alignment with global energy trends. 

● Validation of Energy Pathways: Ensure that the energy solutions considered are viable, 
sustainable, and supported by stakeholders. 

● Green ports concept: first discussions about this topic but it will be further explored once 
the Energy Transition Master Plan of the Port is finished in 2024.  

Topics of Stakeholder Meetings 

● Strategy for Decarbonisation: Engage stakeholders in setting realistic, achievable goals for 
reducing carbon footprints. 

● Energy Consumption and Needs: Collect detailed data on current energy uses and 
forecast future requirements, leading to more tailored energy solutions. 

● Exploration of Green Corridors: Initiate conversations on establishing green corridors that 
could reduce emissions and increase efficiency in transportation logistics. 

Major Stakeholders Targeted 

The selection of stakeholders was strategic, focusing on those who directly influence or are 
impacted by port activities. The stakeholder groups included: 

● Cargo Terminals Operators: As primary users of port facilities, their input was crucial in 
understanding operational needs and challenges. 

● Alternative Fuel Producers: Their insights are vital in transitioning port operations to 
alternative, more sustainable energy sources. 

● Shipping Companies: As major operators, their commitment to adopting new fuels and 
technologies is essential for the GPMP’s success. 

● Emerging Energy Startups: They bring innovative ideas and technologies that could be 
piloted or integrated into port operations. 
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Methods of Engagement 

Each method of engagement was selected based on the nature of the information needed and 
the stakeholders involved (Table 2): 

• One-to-One Discussions: These were particularly effective with executive-level 
stakeholders from major shipping companies and terminal operators, providing a candid 
environment to address sensitive issues and strategic interests. 

• Questionnaires: Distributed to a broader range of stakeholders to quantitatively assess 
needs and opinions, ensuring comprehensive data collection. 

• Workshops: Interactive sessions were designed to brainstorm and problem-solve with 
multiple stakeholders, facilitating collaborative thinking and innovation. 

• Conferences: Large-scale events were used to broadcast the GPMP’s goals and progress, 
engaging a wider audience and fostering a sense of community and shared purpose 
among all participants. 

In 2023, PoB took great steps towards garnering stakeholders support towards their Green Energy 
Transition Plan, completing almost all the engagement activities planned for 2023 and having a 
significant presence in various external events. They have organised 5 workshops with port 
authorities and the port communities, but also various stakeholders in terminals, depots 
distribution & trucks & rail companies, terminal operators, car manufacturers as well as port 
concessionaire and cargo owners. The main goal for these workshops was to present the master 
plan, gather relevant information on energy transition and sharing challenges, solutions and 
strategies. PoB also organised over 20 interviews with stakeholders in fuel companies, maritime 
shipping, waste & cruise companies, energy companies and bulk storage operators. The 
interviews all focused on different topics but generally, they intended to gather companies’ 
interest in future projects as well as to understand their greening strategies. A set of wide surveys 
has also been deployed to energy companies, concessions of the port and companies of the port 
as well as storage & distribution and large retailers. The purpose was to gather information on 
energy consumption within the port and understand the potential for alternative fuel generation 
and usage. Roughly, 18 formal meetings have been organised by PoB in 2023 with various 
startups and stakeholders within port maritime services, rail companies and representatives of 
the 2 container terminals of the port. These formal meetings served the purpose of aligning on 
future strategies, goals and collaboration ideas as well as to gain a better understanding of 
innovative technologies used for greening ports. As mentioned, PoB representatives have also 
had a significant presence in various conferences and events, where they have presented their 
effort for greening the Port of Barcelona and present their innovative projects. Overall, the port 
representatives have achieved a great deal of support and insight from their stakeholder 
engagement activities in 2023. Their results demonstrate that there is a wider openness towards 
engagement activities from their stakeholders.
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Table 2 PoB - Stakeholder engagement activities held in 2023 

Engagement Activity 
Focus 

Date 
Type of engagement 
method 

Stakeholders engaged Type of stakeholder 

Green Port Masterplan 2023-Q1 Conference + Workshop All 

Public conference. A lot of interest of the port 
community in the Energy Transition Master 
Plan 

Workshop was internal within the Port 
Authority  

The public workshop is expected in 2024  

Alternative Fuels 
Availability 

2023-Q1 Interviews Fuel Companies 
Identification of possible projects, interests, 
and requirements of AF in port area 

Alternative Fuels 
Adoption in Maritime 
transport 

2023-Q2 Interviews Maritime Shipping 
Potential GSC identified. 

One GSC discarded. 

Alternative Fuels 
Adoption in maritime 
port services 

2023-Q2 
In-person Stakeholder-
meeting 

Port Maritime Services 
Agreement of new tender specifications for 
port services  

Alternative Fuels 
Adoption 

in port machinery 

2023-Q3 Workgroup Cargo Terminals 

Workgroup not done but individual 
conversations with different cargo terminal to 
explore the potential adoption, possibilities and 
interests of AF in the Port  

Alternative Fuels 
Adoption in land 
transport 

2023-Q3 
In-person Stakeholder-
meeting + Survey 

Distribution & Trucks+Rail Companies  
Potential project identified, consortium under 
development. 

Green Production 2023-Q2 Surveys 
Storage & Distribution and Large 
Retailers 

Potential generation defined. 

Green Port Masterplan 2023-Q4 
In-person Stakeholder-
meeting 

Education & Research Not completed  
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Engagement Activity 
Focus 

Date 
Type of engagement 
method 

Stakeholders engaged Type of stakeholder 

Circular Economy 

(Sustainable Ports) 
2023-Q4 Interviews Waste & Cruise Companies 

 

Biofuel project under development. 

Energy Communities 
Engagement 

2023-Q4 Hybrid presentations 
Industrial Companies, Port Terminals & 
ZAL 

Cancelled 

Different strategy pursued. 

Modal shift & flow 
optimization 

2023-Q3 Workshop 
Terminals, Depots Distribution & 
Trucks+Rail Companies 

Not completed 

However, different projects ongoing for port 
operation digitalisation  

 

The following table (Table 3) summarizes the quantitative results of specific engagement activities performed in 2023 

Table 3 PoB – results of the engagement activity 

Engagement Activity Focus Type of engagement method Outcomes of the engagement activity 

Energy companies’ potential interest 
in future projects in the port. 

11 Interviews 

Energy companies 
Better understanding, project initiatives, potential collaboration. 

Container Terminals (both) – 
exchange of energy transition goals 
and strategy. 
 

Meetings with the 2 Container 
Terminals 

Alignment of strategies and goals, collaboration ideas. 

Consultation survey on alternative 
fuel production plant. 
 

Presentation + Survey with Energy 
companies (chemical) 

Inform of the possibility to establish an alternative fuel production plant 
and gather knowledge to prepare a better tender. 

Energy consumption survey   
 

63 Survey to 

Concessions of the port. 

To gather information on the energy consumption of the concessions of 
the port; electricity, fuels, heat/cold etc.. 
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Engagement Activity Focus Type of engagement method Outcomes of the engagement activity 

Environmental sustainability 
workgroup – 3 events  

Workgroup 

Port Community 
Sharing challenges, solutions strategies and knowledge.  

Positive Impact survey Related to 
sustainability (social, economic and 
environmental) 

166 Survey to companies of the port 

(116 out of 500) 

Positive Impact Port, sustainability boost is an initiative of the Port of 
Barcelona, which aims to collect, systematise and promote sustainable 
practices among the different organisations of the Port Community. 

More info: https://www.portdebarcelona.cat/en/know-port/port-
community/positive-impact-port 

Liquid bulk storage terminals– round 
of interviews. 
 

6 Interviews 

Bulk storage operators 

To understand their strategies and get an understanding of the near 
future storage capacity projection for the different alternative fuels. 

Commercial and marketing working 
group – vehicles cargo  

Workshop 

Terminal operator, car manufacturers 

Have relevant information and data performing a survey on Energy 
Transition  

Startups/emerging companies from 
the port community innovation 
ecosystem  

1-to-1 meeting 

15 meetings with the startups from the Blue Tech Port to know better 
the innovative technologies used for greening ports.  

More info about the Innovation Hub Blue Tech Port:  
https://www.portdebarcelona.cat/en/port-vell/innovation-
hub/bluetech-port) 

Strategy and Innovation working 
group  

Workshop  

Port concessionaires, cargo owners, 
public administration, consultants 

Working groups to evaluate the evolution of the IV Strategic Master Plan 
of the Port of Barcelona  

Focus groups related to innovation with the aim of generating 
ecosystem,  

It was presented the Blue Tech Port project and the new Foundation for 
Innovation of the Port. 

Discussion about the fund Ports 4.0.  
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Engagement Activity Focus Type of engagement method Outcomes of the engagement activity 

Smart Ports 2023 

Congress 

Ports, Tech providers, public 
administration 

Presentation of innovative projects related to green ports.  

International forum for discussion between relevant port decision 
makers  

More info:  https://www.youtube.com/@SmartPortstv 

Green Tech Hamburg  
Dissemination 

Port related companies 

To inform of the APB strategy for the energy transition and make 
contacts for collaborations. 

ACI Sustainable Ports Conference –
Valencia 

Dissemination  

Port related companies 

To inform of the APB strategy for the energy transition and make 
contacts for collaborations. 

Green Ports Forum Singapore C40 – 
September 

Dissemination 

Port related companies and City 
councils 

To improve the understanding of the Green Shipping Corridor initiative, 
and make contacts in the ecosystem, explain APB strategy for energy 
transition. 

Heavy-Duty Zero Emission Vehicle 
Promotion Day: Batteries and 
Hydrogen  

Dissemination 

Transport operators, truck 
manufacturers 

To promote the use of trucks fuelled with alternative fuels and have 
relevant information about the actions taken by the industry and the port 
community.  

More info:  
https://www.portdebarcelona.cat/es/comunicacion/noticias/el-port-
de-barcelona-y-pimec-organizan-una-jornada-para-analizar-el 

Presentation of the hydrogen Dakar 
truck KH7-Epsilon 

Dissemination 
Develop the knowledge and ecosystem for a decarbonised land 
transport sector. 

Net Zero Hive Green Gas Mobility 
summit 23 

Dissemination 
To inform of the APB strategy for the energy transition and make 
contacts for collaborations. 
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4.3 Port of Constanta 

PoC consider that the strategic objectives of Green Port Master Plan and the journey towards 
climate neutrality can only be established with the support of stakeholders. In the process related 
to their engagement, PoC started from the "Stakeholder Inventory Register" tool and the 
methodology of assessment and engagement developed by EIP in PIONEERS project. 

The "Stakeholder Inventory Register" tool is comprehensive and provides a visual representation 
of the significance of each stakeholder within the project. Stakeholder Inventory Register serves 
as a database that centralizes contact information and documents the history of stakeholder 
engagement activities throughout the project's duration. Stakeholder Inventory Register is 
intended to support PoC in identifying and assessing strategic stakeholders who should be 
involved in the master plan development process and will be updated on project progress, 
activity outcomes and the experience gained by the PoC team in this process.  

"PoC - Stakeholder Inventory Register" highlights the significant number of stakeholders 
contributing to the planning process, especially from the port area, emphasizing that their 
opinions, needs and expectations should be given importance from the project's outset. 

Related to stakeholders assessment and engagement in developing the Green Port Master Plan, 
the PoC followed the methodology and approach described in D2.2.(11): 

1. Inclusion of stakeholders in a certain category: Internal stakeholders | Legislation and 
public policies | Business/Operators | Communities/Local Regions | 
Education/research 

2. Placement of stakeholders in a group specific to each category: according to the 
classification in (11): 

3. Assessment of stakeholders according to the interest shown in the 4 PIONEERS 
pillars: Production and supply of clean energy | Sustainable port design | Flow 
Optimization and Modal Transfer | Digital transformation. 

4. Assessment of stakeholders according to the field in which stakeholders can have 
the greatest power/influence: Operational I Economic I Environmental Protection I 
Social I Political. 

The matrix power x interest is the base of engagement strategy that refer to: co-exist, consult, 
collaboration and integration. 

The involvement methods and communication channels used by PoC in relation with 
stakeholders are in accordance with methodology of (12). 

4.3.1 PoC – stakeholder engagement activities held in 2023 
PoC is determined to incorporate new approaches meant to address climate objectives at 
organizational level in the planning process of the Green Port Master Plan. The collaboration with 
stakeholders provides information, knowledge and relevant approaches so that the Constanta 
team develops a Green Port Master Plan. 
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Through stakeholder engagement activities, PoC aims to capture the most significant aspects 
that will determine the structure and content of Green Port Master Plan. Therefore, for each year 
of the project, an "Engagement Plan" is developed based on specific activities that the ports 
undertake and the stage of GPMP development. 

PoC - Stakeholder Inventory Register comprises 73 stakeholders from various groups and 
categories, the majority being represented by stakeholders from the category of 
businesses/operators (68,5%) (Figure 4). 

 

Figure 4 PoC - Stakeholder categories – own source: PoC Stakeholder Inventory 

As groups identified in the category “businesses/operators”, a high percentage were recorded 
by "terminal operators" and "shipping companies", which highlights that the largest share of 
stakeholders is represented by the port community (Figure 5). 
 

 
Figure 5 Groups of stakeholders from the Businesses/operators category; own source PoC Stakeholder Inventory 

Businesses/ 
operators; 68,5%

legislation and 
public policy; 

23,3%

communities; 
2,7%

educational; 2,7%

internal; 2,7%

Stakeholder Categories  

Terminal 
operators; 30%

Shipping 
Companies; 22%

Rail Operators; 
8%

Local business; 
6%

Others; 34%

Businesses/operators



 

D2.4 Actions and measures year 3    37 

 
Another representative category of stakeholders is ‘’Legislation and public policy stakeholders’’ 
(23%) (see Figure 6). The highest percentage in this category were recorded by local authorities 
including Romanian Naval Authority, Environment Authorities, City Council, County Council, Coast 
Guard, Border Customs, Public Health, etc. (Figure 6). 
 

 

Figure 6 Groups of stakeholders from the Legislation and public policy stakeholders Category; own source PoC Stakeholder Inventory 

The power/interest analysis (Figure 13) showed that internal stakeholders have the highest level 
of power and interest in GPMP. Legal and public policy stakeholders as well as 
businesses/operator stakeholders also have significant influence. In particular, local and port-
adjacent communities have a relatively high level of interest and power. 

The planned activities by PoC team for engaging stakeholders in 2023 addressed these major 
categories and aimed to raise awareness and understanding about climate neutrality and 
objectives of the PIONEERS project and importance of stakeholder involvement in defining the 
vision and objectives for transforming the Port of Constanta into a “green port”. 

The 2023 Engagement Plan (Table 7) devised by PoC team represents a mix of activities that 
place great emphasis on the exchange of information and knowledge among stakeholders. This 
demonstrates an interest in increasing the level of information and knowledge among key 
stakeholders and in jointly identifying solutions to achieve climate neutrality goals. 

The themes of discussions and topics of stakeholder meetings refer to: 

• Analysis & Planning of project activities/actions; 
• Providing accurate information to Port Authority management about alternatives/ 

opportunities/solutions in order to facilitate the decision-making process. 
• New technology, process ideas in the field of GHG emissions; 
• Principles of green port master planning: energy transition, port digitalization 
• Green Vision for 2030-2050 
• Goals outlined in Fit for 55 and measures to achieve it 

Local authorities
59%

Ministry of 
Environment

6%

Ministry of 
Transport

6%
NGO
6%

Other national 
ministries

17%

Policy maker
6%

Legislation and public policy stakeholders
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• Analysis of the Draft Green Port Master Plan  

The purpose of discussions and meetings with stakeholders according to the themes mentioned 
above was to achieve (i) critical mass of stakeholder involvement, (ii) a good understanding of 
stakeholders' opinions, needs, and expectations, and (iii) meaningful interaction with them. 

The stakeholder involvement methods (one to one discussion, questionnaire, workshop, 
interview) were correlated with the first stage of the Green Port Master Plan process related to: 

● Defining the Vision: to establish with stakeholders primary vision for transforming the port 
into a "green port," along with their needs, expectations, and contributions to realizing this 
vision. 

● Identifying Challenges: to identify present and future barriers that could hinder GMP 
development allowing the port authority and stakeholders to demonstrate their capability 
to adapt to new changes. 

The Stakeholder groups, the methods that have been used to engage them and the expected 
outcomes outlined in the Stakeholder Engagement Plan” (Table 7). The contact information of 
the participants and the history of stakeholder engagement activities are mentioned in the PoC - 
Stakeholder Inventory Register.  

For internal stakeholders (represented by employees, PoC management, Board members) was 
chosen the method of “one to one discussion” considering that this method offers a better and 
more efficient communication between participants and provides opportunity to share feedback 
quickly. 

During March and April 2023, PoC initiated the "campaign for defining the strategy and 
objectives`` to be achieved for the development of the Port of Constanța as a Green Port`` using 
for involvement of stakeholders two methods: questionnaire and interviews.  

The questionnaire was sent to all 73 stakeholders because PoC team considered that it is 
important in this first stage of GPMP to provide all stakeholders with information about planning 
process, to help them understand the process better, to obtain feedback from stakeholders 
regarding the relevant aspects from them in the planning process. 

A total of 16 respondents (22% of stakeholders) participated in the survey from the following 
categories: communities, legislation and public policy, operators (Table 4). 

Table 4 Participating stakeholders in the "Green Port Master Plan Strategy and Objectives - Port of Constanta" Survey, Own 
Source 

STH Name STH Category STH Group Dimension 
Engagement 

Strategy 

Mare Nostrum NGO Communities 
National Environmental 

NGO 
Environmental Involve 

Environment 
Protection Agency 

Constanta 

Legislation and 
public policy 

Local authorities Environmental Integrate 
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STH Name STH Category STH Group Dimension 
Engagement 

Strategy 

County Council 
Constanta 

Legislation and 
public policy 

Local authorities Environmental Co -exist 

Macnav SA Operators Logistic operator Operational Consult 

SC SHARK SRL Operators Logistic operator Operational Consult 

UMEX S.A. Operators Terminal Operator Operational Co-exist 

TTS OPERATOR SRL Operators Cargo handling operator Operational Consult 

COMVEX SA Operators Terminal Operator Operational Collaborate 

SC SOCEP SA  Operators Terminal Operator Operational Consult 

SIRIUS SHIPPING & 
SERVICES SRL 

Operators Shipping Company Operational Consult 

DP World Container 
Terminal 

Operators Terminal Operator Operational Integrate 

Ministry of Transport 
and infrastructure 

Legislation and 
public policy 
stakeholders 

Ministry of transport/ 
Infrastructure 

 
Political Integrate 

CNFR NAVROM SA 
GALATI 

Operators Rail Operator Operational Consult 

SVAD SHIPPING 
SRL 

Operators Shipping Company Operational Collaborate 

National Romanian 
Railway Company 

“CFR SA”. 
Operators Rail Operator Operational Collaborate 

SEA CONTAINER 
SERVICES 

Operators Terminal Operator Operational Consult 

 
The majority of respondents belongs to categories “operators” and “legislation and public 
policy” (Figure 7). The representatives’ group from “operators’’ refers to terminal operators 
(Figure 8).  

The category “legislation and public policy” was represented by local authorities and the 
Ministry of Transport/Infrastructure.  

Taking into consideration the dimension in which these two major categories (“operators” and 
“legislation and public policy”) of stakeholders may have in influencing the development of the 
Green Port Master Plan, it can be observed that these refer to environmental, political and 
operational dimensions, the last being a major one.  
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Figure 7 Structure of questionnaire respondents; own source PoC stakeholders Inventory  

   

 
Figure 8 Groups of respondents from category ``operators``; own source PoC stakeholders Inventory  

 
This fact is a positive and encouraging aspect for port administration because it shows that the 
main groups of stakeholders that are in charge with port development policy as well as those 
who are decision–makers for implementation of the port policy and operational procedures 
in the port environment have shown their interest from the first stage of the Green Port Master 
plan and actively participate in the transformation of Constanta port into a green port.  

The participants to the interview were selected also from the main categories 
“business/operators” and “legislation and public policy” but also from education/ research, 
touching the “social” dimension (Table 5) 

Table 5 Participants to the interview 

Communities
6%

Legislation and 
public policy

19%

Operators
75%

Structure of questionnaire respondents 

Logistic operator
17%

Terminal 
Operator

41%

Cargo handling 
operator

8%

Shipping 
company

17%

Rail Operator
17%

Groups of respondents from category "operators"
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The engagement activities with targeted stakeholders revealed insights into key themes related 
to green transition on the following dimensions (Table 6): 

Table 6 Major topics related to green transition 

Dimension Major items 

Technical Ensuring ships' access to green electricity, investing in green infrastructure and 
enhancing waste management were highlighted 

Operational Port operators intend to reduce energy consumption and to carry out renovation 
works or to install solar energy systems for the buildings they own. 

Economical Energy transition involves responsibilities for the Port Authority, including obtaining 
funds for green infrastructure and modernizing energy systems. Governmental and 
local authorities should facilitate access to funds and offer incentives for 
renewable energy 

Environmental Stakeholders envision the Port of Constanta as a potential green port, capable of 
leveraging renewable sources like floating solar and wind farms. 

Climate change emerged as a significant concern, posing threats to the 
environment, society and economy, needing urgent sustainable solutions, but the 
climate neutrality goal is perceived like an objective that can be partially achieved 
in the Port of Constanța by the year 2050. The 2050 climate neutrality goal is 

Stakeholder name Stakeholder category 
Stakeholder 

Group 
Dimension 

Engagement 
Strategy 

DP World Container 
Terminal 

Businesses/Operators 
Terminal 
Operator 

Operational Integrate 

Chimpex SA Businesses/Operators 
Terminal 
Operator 

Operational Collaborate 

Universitatea Ovidius 
Education/ research 
related 

Universities Social Co-exist 

Enel Businesses/Operators 
Energy 
service 
provider 

Operational Integrate 

Elektra Company Business/ Operators 
Electric 
equipment 
provider 

Technological Co-exist 

Zona Metropolitana 
Constanta 

Legislation and public 
Policy 

Local 
authorities 

Environmental C0nsult 
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Dimension Major items 

acknowledged as challenging, mainly due to lingering fossil fuel dependencies. 
Green spaces should be arranged inside port area 

Social Digitalisation offers efficiency gains, but implementation faces barriers like funding 
and skilled workforce shortages 

Political Responsible authorities should join their efforts in developing coherent and unitary 
policies in order to create the necessary framework for the port authorities and the 
private sector regarding the transition to a new economic model 

The Russia-Ukraine conflict accelerated green investments, fostering sustainability 
and traffic growth.  

 

In 2023, PoC has taken major steps towards formulating their Green Master Plan informing 
stakeholders about their strategies and gaining support through their engagement activities. The 
project team holds monthly internal meetings in order to discuss progress and align on future 
activities. They have also organised 5 formal meetings with the port authority management team 
and the board administration with the scope of providing information on greening opportunities 
and solutions as well as for discussing the Green Master Plan and related strategies. PoC has also 
organised 2 workshops with project team members, Port Authority management and terminal 
operators to disseminate key information on the steps ahead in regards to the GPMP as well as 
to collect feedback. In an effort to raise awareness about the GPMP, identify weaknesses and 
opportunities as well as to provide a foundation for new policies and regulations, PoC has 
organised 6 interviews with terminal operators, academia representatives and local authorities. 
They have also deployed a wide survey to all identified stakeholders within the port. Overall, the 
engagement activities organised by PoC representatives are creating important opportunities for 
the development and future implementation of the GPMP as well as for other greening initiatives 
within the port. The lack of engagement culture within public institutions in the country however, 
are proving to be a barrier when it comes to creating a more complex engagement process, 
especially at political level. 
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Table 7 PoC – Stakeholder engagement activities held in 2023  

Engagement Activity 
Focus 

Planned date 
Type of 

engagement 
method 

Stakeholders 
engaged 

Type of stakeholder 
The expected outcomes of the engagement 

activity 

Analysis & Planning 
of project activities/ 
actions 

monthly 
One to one 
discussion 

Project team internal 

Raise awareness, disseminate key information & 
appropriate activity planning; 

Work together to fulfil the project tasks; 

Decisions regarding the proposed alternatives 

Providing accurate 
information to Port 
Authority 
management about 
alternatives/ 
opportunities/ 
solutions 

quarterly 
One to one 
discussion 

Port Authority 
management 

internal 

Raise awareness, disseminate key information & 
appropriate activity planning;  

Work together to fulfil the project tasks; 

Decisions regarding the proposed alternatives 

Insights about the 
new technology, 
process ideas in the 
field of GHG 
emissions 

monthly 
Online shared 
platforms 

all all  
Increased level of knowledge and information 
about the PIONEERS technologies and 
practices related to GHG emissions 

Discussion with 
PIONEERS partners 
about the principles 
of green master 
planning 

monthly 
On-line 
meetings 

Project team  internal 
Detailed analysis of steps ahead in GPMP; 

Disseminate key information & appropriate 
activity planning; 

Debates about expected results & impact on 
port community 

09-11 May workshop 
project team 
members; 

 

Defining the strategy 
and objectives for 
GMP; identifying 

March questionnaire all all 
Raise awareness about the effort and resources 
required for GM Planning;  

April  interviews •Terminal operator •Businesses/operators 
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Engagement Activity 
Focus 

Planned date 
Type of 

engagement 
method 

Stakeholders 
engaged 

Type of stakeholder 
The expected outcomes of the engagement 

activity 

challenges and 
barriers 

•university 

•Local authorities 

•Education/research 

•Legislation and public 
Policy 

Provides foundation for new policies and 
regulations; identify weaknesses and 
opportunity 

Analysis of Green 
Draft Port Master 
Plan  

07 Nov workshop 

•project team 
members 

•Port authority 
management internal 

Assessment of the Draft GMP; 

Gather feedback from PIONEERS partners; 
collecting final suggestions/ proposals/ 
requirements from the stakeholder;  

Feedback regarding Draft GMP 10 Nov 
On line shared 
draft  

Ministry of transport 
and Infrastructure 
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4.4 Port of Venlo 

The stakeholder approach for Venlo has changed since Deliverable 2.3 [1] during 2023. The usual 
approach in the municipality of Venlo is to involve external stakeholders in the drafting of a policy 
document from the very beginning. This isn't always the case in many other regions, countries or 
ports. For this reason, Venlo Municipality have agreed with the other ports to engage with 
stakeholders, of course, but not specifically on the content of the draft GPMP Venlo. 

Most of 2023's engagement activities had less to do with the content of the Green Port Master 
Plan and more to do with getting to know and engage stakeholders, and learning what master 
planning is all about. 

This was a very intense phase, which ultimately resulted in a draft Green Port Master Plan (D2.7) 
(submission delayed pending approval of the amendment request), which provides an outline / 
framework for further elaboration in the second phase of the project, which will focus on the 
content itself. 

Nevertheless, there were many meetings with relevant stakeholders, with key stakeholders, with 
interested stakeholders. PoV has not yet organised a stakeholder event open to the general 
public. The reason for this is simple. The Port of Venlo is currently active in many areas of the port 
area. As a municipality, it was decided not to organise three, four or even five open stakeholder 
meetings for the same general public.  

Throughout 2023, the focus shifted towards the development of the draft GPMP without the 
direct involvement of stakeholders. Despite the strategic shift, the engagement with stakeholders 
continued to be a priority. Numerous meetings were conducted, involving a range of 
stakeholders categorized based on their relevance, key involvement, or expressed interest in the 
project. These interactions were essential in gathering insights and perspectives and getting to 
know PoV stakeholders.  

The decision to postpone events for public stakeholders was based on the Port of Venlo's 
extensive operational involvement in several areas under its jurisdiction. The municipality chose 
to strategically postpone the meetings because it understood that organising multiple public 
sessions in a short period of time could lead to overuse of stakeholder engagement. This choice 
was made in an effort to ensure a targeted and significant public event while optimising 
engagement efforts. 

This meeting is now planned for the second half of 2024, under the responsibility of the process 
manager for the entire port area. 

4.4.1 PoV – stakeholder engagement activities held in 2023 
In 2023, the primary objective was to maximize stakeholder engagement across the port and 
inland logistics sectors. The goal for 2024 is to initiate detailed discussions regarding the 
implementation of the GPMP. Using this strategy, Port of Venlo aims to collect comprehensive 
knowledge relevant to port operations and inland logistics systems. 

For the year 2024, stakeholders will be systematically categorized based on their alignment with 
the UN SDGs. Priority will be given to entities within the port domain that have direct interactions 
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with aquatic environments. Furthermore, collaboration with the Supply Chain Foundation (SCV) is 
planned to leverage a broader logistics perspective. SCV, representing over 200 logistics firms, 
academic institutions, governmental bodies, and societal entities in Venlo, is identified as a critical 
partner for achieving a holistic engagement. 

In 2023, engagement efforts at the Port of Venlo employed various methods to foster stakeholder 
collaboration for the Green Port Master Planning. These included personalized one-to-one 
discussions to build relationships, occasional workshops to introduce the PIONEERS project and 
active participation in conferences for gathering input and sharing project updates. 
Questionnaires were not used, as direct interaction was preferred for deeper understanding of 
stakeholder perspectives. Overall, the approach prioritized inclusive and participatory 
engagement to ensure diverse stakeholder voices were heard and considered in the planning 
process. 
 
In the engagement activities with targeted stakeholders, a significant challenge emerged 
regarding their understanding of the GPMP. While stakeholders acknowledged the logic of 
achieving carbon neutrality, they struggled to understand the comprehensive framework and 
practical pathways of the GPMP. 

 
The engagement activities with stakeholders revealed significant positive aspects that can be 
leveraged to develop the GPMP. Particularly, stakeholders showed interest for the Pioneers 
project and its demos, indicating their recognition of the value of innovative sustainability 
initiatives. While interest in the long-term GPMP vision for 2050 may have been slightly less 
pronounced, the success of the PIONEERS project provides a solid foundation to build broader 
support for the GPMP's objectives. 
 
In 2023, PoV has had a major focus on formal meetings within the scope of gaining support for 
their GPMP as well as gaining insights into the governance models of other inland ports, 
specifically the Port of Twente and Harlingen (Table 8). They have organised 5 meetings with 
representatives from various companies in the port to better understand their SDGs, as well as 3 
other meetings with port companies to align on sustainable actions in the port of Venlo. To 
promote the PIONEERS project and the role of PoV in the project, 24 meetings were organised 
with various stakeholders within the Supply Chain Valley. PoV has also organised 2 workshops 
with CEOs of inland ports in the Netherlands as well as stakeholders in RVO, discussing greening 
and digitalisation opportunities and presenting the GPMP approach. Port representatives 
disseminated the GPMP approach to numerous conferences and events, especially addressing 
stakeholders in the political level. 
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Table 8 PoV - Stakeholder engagement activities held in 2023 

Engagement 
Activity Focus 

Date 
Type of 

engagement 
method 

Stakeholders engaged Type of stakeholder 
The outcomes of the 
engagement activity 

Integrate 
2023 twice a 
month 

Meetings 

Port of Venlo Peter van Wijlick 

Bisci/UM Gerwin Zomer, 
Priyanka Banejeree and 
Adriana Saraceni. 

Partners in Pioneers 
Project alignment 

Work alignment and 
distribution 

Consult Jan-dec 2023 Diverse 

Internal stakeholders ranging 
from alderman(s), program 
directors, program managers, 
strategists to policy makers 
(about 30 people). 

Internal stakeholders 
General updates and their 
inclusion in the GPMP. 

Integrate Twice a year 
Newsletter Port of 
Venlo 

All relevant stakeholders in 
the Port area. 

Citizens, companies in- 
and outside the port-
area, politicians, 
knowledge institutions et 
cetera 

General info about port 
development and general 
Pioneers update. 

Consult 1-2 June 2023 
Conference 

1-on-1 talk 
Vera Tax MEP at ESPO 
Conference Bremen Political 

Agreement on her support for 
the GPMP Venlo 

Consult 1-2 June 2023 Conference 
Over 200 participants at the 
ESPO Conference Bremen 

Political /Environmental 

Learnings about landscape 
development for Seaports and 
Inland ports from an EU 
perspective 

Consult 

 
Bi-Monthly Meetings 

Supply Chain Valley, building 
Block Sustainability 10 persons 

Technical, operational, 
economic, 
environmental 

Get them familiar with 
Pioneers and the port of Venlo 

Consult 15 February 2023 1-on-1 
Clean energy collective Venlo 
(Ondernemend Venlo) and 
Municipality of Venlo  

Technical 

Discussion about connection 
between GPMP, North Shore 
development and a Local 
Energy Hub in the Port area. 
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Engagement 
Activity Focus 

Date 
Type of 

engagement 
method 

Stakeholders engaged Type of stakeholder 
The outcomes of the 
engagement activity 

Consult 22 February 2023 1-on-1 
Governance 

Port of Twente, Director Port 
of Twente 

Port Authority Inland Port 
Governance-model of the Port 
of Twente 

Consult 2 March 2023 conference 
Bisci conference many 
stakeholders (120 Pax) 

Educational 
Learnings about circular 
economy 

Consult 8 March 2023 conference 
Logistic Day Netherlands 
many stakeholders (200 pax) 

economical 
Learnings about last logistic 
development in the 
Netherlands 

Consult 20-21 March 2023 Conference online 
Greening the Fleet IWT Event 
many stakeholders technical 

Developments of greening 
inland-shipping for shippers 
and inland ports 

consult 4 April 2023 Conference 
Limburgse werkgevers 
sustainable mobility many 
stakeholders (100 pax) 

Technical and Political 
Sustainable transport 
solutions for road-transport 

Consult 20 April 2023 Conference 
Smart city plaza on tour 30 
participants 

Technical 
Use of drones and AI in 
mobility, and inland ports  

Consult 17 May 2023 Workshops 
RVO Netherlands event on e-
charging for trucks 100 
participants 

Technical 
Charging opportunities for 
trucks in the Port area. 

Consult 27 June 2023 Conference 
Smart city plaza on tour 30 
participants 

Technical 
presented the Pioneers 
Projects and the GPMP 

Integrate 
May until 
December 

1-on-1 talks 

Research SDGs within 5 Port 
companies  

CTV Intermodal Transport 

Hutchinson Ports 

Geurts-Janssen Steel 

Environmental 
Insight in SDGs within 5 
companies in the port area 
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Engagement 
Activity Focus 

Date 
Type of 

engagement 
method 

Stakeholders engaged Type of stakeholder 
The outcomes of the 
engagement activity 

Mifa Aluminium 

Teunesen Sand and Gravel 

Collaborate 27 July 2023 1-on-1 talk 
Cabooter Terminals CEO, 
Harbourmaster and Peter van 
Wijlick 

Operational 
Possibility of using public quay 
for loading and unloading 
containers from a vessel. 

Consult 5-6 October 2023 conference 
NVB Congress many 
stakeholders Political 

Dutch association of Inland 
Ports annual conference. 
Learnings about inland ports 
developments on many levels 

Consult 25 October 2023 1-on-1 
Governance 

Port of Harlingen, CEO Port of 
Harlingen 

Port Authority Inland Port 
Governance-model of the Port 
of Harlingen 

Collaborate 
13 November 
2023 

1-on-1 

Havens Grains CEO 

Processmanager Port 
development Venlo 

Peter van Wijlick 

Economical 

Modal shift form road to water 
and extension of their water 
bound terminal including 
becoming more sustainable 

Consult 
14 November 
2023 

workshop 

Topcorridors Netherlands 
circa 15 CEOs of Inland ports in 
the Netherlands 
Rijkswaterstaat Provinces 

Port Authority Inland 
Ports 

Discussions about greening 
and digitization of Inland Ports, 
Presented PoV GPMP 
approach 

Involve 
15-16 November 
2023 
Maastricht/Venlo 

Annual steering 
committee 

EGTC Rhine Alpine 20 
stakeholders 

Political 

Discussion about sustainability 
and digitization of waterways 
and ports on the TEN-T 
corridor Rhine Alpine 

Consult 
23-24 November 
2023 

Conference 
Danube Ports Days Vienna, 
over 100 participants online 
and physical 

Ports/Political/Technical 
Learnings about calculating 
GHG-emissions amongst 
many other topics 
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Engagement 
Activity Focus 

Date 
Type of 

engagement 
method 

Stakeholders engaged Type of stakeholder 
The outcomes of the 
engagement activity 

Collaborate 6 December 2023 1-on-1 

Mebin Concrete company, 
chief operations officer, 
process manager Port 
development Venlo 

Peter van Wijlick 

 

Modal shift form road to water 
and extension of their former 
waterbound terminal including 
becoming more sustainable 

Consult 
12 December 
2023 

conference 

Meeting Clean Air Agreement 
Netherlands for inland 
shipping and ports 30 
specialists form governmental 
bodies, educational bodies, 
ports and shipping companies 

Gerwin Zomer 

Peter van Wijlick 

Political, economic, 
educational etc 

University of Maastricht and 
PoV presented PoV GPMP 
approach and had a lively 
discussion about it in general 
and more in detail about GHG 
emission calculations. 

WP meetings All year  All Pioneers Partners All of the above  
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4.5 An overview of the PIONEERS GPMP Stakeholder 
engagement dynamics 

Several general conclusions can be taken from the detailed analysis of the stakeholder dynamics 
in the development of the GPMP for the ports of Antwerp-Bruges, Barcelona, Constanta, and 
Venlo. This analysis has been done according to the methodology developed by EIP and 
explained in PIONEERS Deliverable 2.2. (11), All ports representatives work with a tool developed 
by EIP to record all the information related to stakeholder activities. Moreover, the tool allows 
ports to provide their perceived value for certain parameters, such as: stakeholder influence, 
power, and level of interest. Based on these parameters the tool has been designed to assess 
the type of engagement a stakeholder or a group of stakeholders need to be organised. The tool 
is used on a regular basis by ports, anytime they interact with stakeholders and is provided to EIP 
every three months for monitoring and intermediary analysis.  The constant monitoring actions of 
the stakeholder engagement activities allows ports to understand the success of their activities 
and to continue or change the engagement strategy.  

Moreover, in-depth discussions are organised between ports and EIP to understand the 
circumstances and context of the engagement plans and actions in ports; the analysis of this in-
depth discussions allows to understand the activities done and their results. 

The monitoring activities (filling in the tool and in-depth discussions) allow to capture any change 
in the stakeholders’ level of engagement, to understand barriers and drivers resulted from the 
ports’ activities with the stakeholders. 

 

4.5.1 Port of Antwerp-Bruges 

4.5.1.1 PoAB – Stakeholder Groups dynamics  
Dynamics of the stakeholder engagement for the Port of Antwerp-Bruges is presented in Figure 
9. A significant shift in Power and Interest in stakeholder dynamics can be observed in 2023 
compared with 2022. The reduction in power and interest across most categories suggests the 
transition in the GPMP development phase, a strategic shift in the development or a need to re-
engage stakeholders more effectively. This reduction is more prominent for internal 
stakeholders in 2023. The increase in internal stakeholders most likely diluted the individual 
influence. The rise in numbers of internal stakeholders may indicate the integration of a wider 
array of departments or staff with different degrees of interest to the GPMP, potentially resulting 
in internal discrepancies. Moreover, the high drop in both power and interest indicates a 
breakdown in communication or motivation within the Port. This could be due to difficulties in 
coordinating a larger group, internal conflicts or a perception that the Green Port Masterplan 
initiative is irrelevant or provides no immediate benefit. To effectively manage internal 
stakeholder interests in the Green Port Masterplan, a structured approach is necessary. This 
includes creating working groups to address specific aspects, clarifying roles and responsibilities, 
strengthening internal communication about GPMP goals and progress and emphasizing its long-
term strategic importance for the port's future and sustainability targets. This will support restore 
stakeholder empowerment and alignment within the organization. 
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In 2022, the “Legislation & Public Policy” stakeholder group was perceived as moderately 
influential but highly engaged. However, by 2023, the number of stakeholders increased 
significantly, while both power and interest dropped onto a negative place. The significant 
increase in the number for this type of stakeholders denotes the involvement of additional 
regulatory bodies, government agencies or political actors. This may result in increased 
complexity, with individual entities having less influence and coordination becoming more 
difficult. The drop in interest could be explained by regulatory fatigue, in which policymakers 
believe the GPMP is moving too slowly or is not in line with current regulatory priorities. It could 
also imply that policymakers have shifted their focus away from the GPMP, particularly if other 
legislative priorities emerged. To streamline communication and decision-making between the 
port and public policy actors, a centralized coordinating body or task force involving key 
legislative players could improve efficiency. Moreover, there is a need to re-engage stakeholders 
by demonstrating the Green Port project's alignment with sustainability goals, such as reducing 
carbon emissions or improving logistics efficiency. Furthermore, building strategic partnerships 
with key policy players can ensure continued interest and support. 

“Businesses and operators” stakeholders were engaged but not highly influential during the 
year I, their number increasing in year II, but both power and interest dropped substantially which 
may indicate that businesses no longer see the GPMP as aligned with their commercial interests 
or that they perceive regulatory or operational burdens without clear benefits. Moreover, it can 
also suggest that this wider stakeholder group includes more businesses that are marginally 
involved or less interested in the GPMP’s sustainability goals. To prevent disengagement, 
businesses should be involved in the GPMP through meaningful engagement strategies that 
highlight its long-term economic and environmental benefits, such as improved competitiveness, 
innovation and sustainable logistics solutions. Sector-specific engagement strategies should be 
created to address the unique concerns of different industries, such as shipping companies, 
energy providers, logistic companies, etc. 



 

D2.4 Actions and measures year 3    53 

 
Figure 9 Stakeholder categories engaged in 2022 compared with 2024 for the Port of Antwerp-Bruges. The size of the 
bubble reflects the overall number of the stakeholders engaged in the category. The colour codes: the light colour presents 
the values for 2022, the darker colour presents the values for 2023 

Community stakeholders maintained a unique position with consistently high interest, reflecting 
an ongoing interest with the GPMP local impact. However, the lack of power likely reflects the 
fact that local communities do not have decision-making authority or formal roles within the 
governance of the project. The GPMP could benefit from formal channels for community 
feedback and input, such as community advisory boards or consultation forums. This would give 
local residents a voice in key decisions and enhance transparency and communication. Keeping 
the community informed about the GPMP's progress and demonstrating tangible benefits can 
maintain their interest and address their concerns. 

A new category of stakeholders which was considered in 2023 are Education & Research 
stakeholders, but with low scores. The scope of their engagement is a diversification of 
stakeholders, aiming to incorporate more knowledge and expertise into the GPMP. Engaging 
education and research institutions in problem-solving and innovation can boost their power and 
interest in GPMP. Providing collaboration opportunities, such as research grants, joint projects, or 
public-private partnerships, aligns academic institutions' goals with the GPMP's sustainability 
objectives. 

The analysis highlights the evolving nature of stakeholder engagement in the GPMP for the Port 
of Antwerp-Bruges. The actions in 2022 were characterized by strong internal stakeholders’ 
interest and power, the role of legislation and public policy stakeholders in shaping the GPMP 
and high local community interest, while in 2023 can be seen a broadening of stakeholder 
categories with diminished power and interest among previously dominant groups. This dynamic 
of stakeholder engagement can be given to an array of factors, including GPMP progress and 
evolvement and internal organizational changes, such as changes within the port authority or 
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policy that can impact stakeholder relationships and priorities. External influences like economic 
conditions, regulatory changes, and competitive pressures, ineffective communication strategies 
and limited resources or competing priorities could be as well root factors that determined the 
stakeholder engagement dynamic and hinder the overall success of the GPMP. 

However, the decrease in mean power and interest scores across all categories highlights the 
need to pro-actively engage stakeholders and address their concerns and needs to maintain their 
support and involvement during the entire GPMP process. 

Overall, the Port of Antwerp-Bruges faces challenges in balancing interests, influence, and 
engagement among various groups due to evolving stakeholder dynamics. This highlights the 
need for adaptive stakeholder management strategies to ensure balanced and inclusive 
decision-making during the GPMP stages. 

4.5.1.2 PoAB – Stakeholder Dimension dynamics  
Looking at the stakeholder engagement dynamic from the Dimensions of stakeholder point of 
view (Figure 10), it is observed a wide range of stakeholder categories, which emphasize a 
comprehensive approach to engaging various perspectives in the GPMP process. Moreover, the 
substantial increase in number of political and economic stakeholders highlights the growing 
complexity and scale of the GPMP. As the GPMP evolves, securing political support and economic 
investment becomes critical for success. Additionally, the constant number of social 
stakeholders suggests that community engagement efforts have remained stable, this being 
important for maintaining social legitimacy and addressing community concerns throughout the 
GPMP's lifecycle.  

The significant increase in number of technical and operational stakeholders might indicate the 
shift from the planning phase to the practical development phase, where specific technical input 
and operational expertise are important. This trend may suggest a transition towards prudent 
deployment and the requirement for specialised expertise. The decline in the number of 
environmental stakeholders is significant and may point out that the contribution of this type of 
stakeholders was not significant in this stage of GPMP development.  

The GPMP is expected to gain political support, as it aligns with broader policy objectives. 
Consistent involvement of economic and operational stakeholders emphasizes the need to 
balance environmental goals with economic viability and operational efficiency. However, 
decreasing involvement of environment related stakeholders raises concerns about the GPMP 
environmental impact. Similarly, the limited involvement of social stakeholders may overlook 
social implications like job creation and community development. Overall, the GPMP faces 
potential implications for political, economic, and social impacts. 
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Figure 10 Stakeholder dimension engaged in 2022 compared with 2023 for the Port of Antwerp-Bruges. 

The Port of Antwerp-Bruges must foster stakeholder engagement in order to create a successful 
Green Port Master Plan. This involve enhancing environmental engagement, increasing social 
engagement, preserving political support and balancing economic and operational 
considerations. By actively seeking input from environmental stakeholders, engaging with social 
stakeholders, investing in resources and expertise, maintaining political support, and proactively 
taking economic and operational implications into account, PoAB can ensure that the GPMP 
aligns with environmental goals and broader policy objectives. 

 

4.5.2 Port of Barcelona 

4.5.2.1 PoB – Stakeholder Groups dynamics  
The Figure 11 shows the dynamics of stakeholder engagement in the development of the GPMP 
for the Port of Barcelona over two years of PIONEERS project. The data highlights the varying 
levels of power and interest among different stakeholder categories: 

Shifts in Stakeholder Power and Interest can be observed in a sense that a general trend of 
decreasing power across most stakeholder groups from 2022 to 2023, except for a slight increase 
in power among internal stakeholders. Interest levels varied, with some increases indicating 
growing engagement or concern as the project progressed. Legislation and public policy 
stakeholders started with the highest power and interest, crucial in setting the regulatory and 
policy direction. Their slight reduction in power in 2023 suggests a transition to a more oversight-
focused role due to the initial policy frameworks set in 2022 and less active policy involvement 
requirements in the later stage. The recommendation is to continue strengthening the 
collaboration with policymakers to ensure consistent regulatory alignment and to establish a 
formal review process for active policy engagement throughout the GPMP development and 
deployment. 
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Figure 11 Stakeholder categories engaged in 2022 compared with 2024 for the Port of Barcelona. The size of the bubble 
reflects the overall number of the stakeholders engaged in the category. The colour codes: the light colour presents the 
values for 2022, the darker colour presents the values for 2023 

Internal stakeholders and businesses/operators showed changes in their roles, with internal 
stakeholders shifting to a more participatory approach. There was a significant decrease in their 
power but an increase in interest, implying that as internal stakeholders became more engaged 
in the GPMP, their influence over decisions reduced. This could indicate an internal organisational 
re-organisation in which decision-making power was centralised, or more senior stakeholders 
took over GPMP responsibility, leaving lower-level internal stakeholders with less influence. Thus, 
to provide the ability to influence decision-making effectively there is a need to redistribute 
power more equitably within internal stakeholders. 

Businesses/operators stakeholders show an increased interest over GPMP outcomes, but their 
power remained almost stable During the first two years of the PIONEERS project. This shows 
that, while businesses and operators are becoming more concerned or interested in the port's 
green transformation, they have not gained significant influence in decision-making. Businesses 
may not have yet fully embraced environmental regulations or sustainability initiatives, or their 
lack of organised lobbying may be preventing them from gaining more influence. Facilitation of 
a stronger dialogue with businesses/operators stakeholder to better incorporate their 
perspectives and to align their interests with environmental sustainability goals of GPMP is 
recommended. 

The consistently low power and interest of local communities across two years highlight a 
significant gap in stakeholder engagement and an ongoing disconnection with this type of 
stakeholders.  This is concerning, as community engagement is often crucial in sustainability 
projects, such as GPMP. The consistent lack of interest might be because of insufficient outreach 
or communication about the benefits of the GPMP to the local communities. Addressing this gap 
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by demonstrating tangible local benefits (e.g., job creation, reduced pollution) may increase both 
power and interest and could be vital for the project's long-term success and social acceptance.  

While the interest of educational and research stakeholders has significantly increased, their 
power has reduced, indicating a gap between their growing expertise and input and their 
influence in shaping the GPMP. This disconnection could arise from a lack of integration between 
technical expertise and decision-making authorities. Leverage the increased interest of 
educational and research institutions by creating formalized knowledge-sharing structures will 
allow their expertise to influence decision-making process more directly. 

The shifting levels of power and interest reflect changes in stakeholder roles and the GPMP's 
advancement through different phases. Nevertheless, regularly review the stakeholder 
engagement strategy is necessary to ensure that groups with growing interest, such as 
businesses, education and internal stakeholders, are empowered to influence the GPMP more 
meaningfully. 

4.5.2.2 PoB – Stakeholder Dimension dynamics  
More information about the stakeholder dynamics can be found analysing the Dimensions of 
stakeholder (Figure 12). The political and operational stakeholders show minimal changes, 
indicating a stable level of engagement from these important groups. This stability ensures 
ongoing political support and effective operational management throughout the GPMP 
development. Moreover, this stability could imply that once political frameworks or regulations 
were established early on, the focus shifted towards development of GPMP, requiring less 
political engagement. 

 

Figure 12 Stakeholder dimension engaged in 2022 compared with 2023 for the Port of Barcelona. 

However, a decline in economic stakeholder engagement might raises some concerns about 
sustained economic interest and investment. This trend could impact the financial viability and 
economic support for the GPMP, necessitating strategies to re-engage or consolidate the relation 
with economic stakeholders. The constant number of social stakeholders could indicate that the 
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port authority maintained a consistent level of engagement with local communities, workers or 
social groups, but it was not a highly prioritized aspect relative to other stakeholder dimensions. 
This may raise questions about whether broader social or community impacts are fully integrated 
into the GPMP. Consequently, efforts may be needed to enhance social stakeholder involvement 
to ensure broader community support and address potential social impacts. 

A slight increase in technical stakeholder engagement highlights the growing need for 
specialized knowledge and innovation. Having a positive trend, this reflects the GPMP 
advancement into more technically complex phases requiring expert input.  

The operational stakeholders show a stable and strong involvement, with a slightly increase. 
This dimension is clearly the most engaged throughout the GPMP process, reflecting the 
significant role of port operators, logistics suppliers, etc., in ensuring the GPMP’s feasibility and 
practical implementation. The increasing involvement of operational stakeholders shows the 
transition from planning to implementation, as they played a key role in the execution of green 
strategies. 

Nevertheless, the small decrease in environmental stakeholders suggests a potential reduction 
in environmental oversight. This decrease indicates that while environmental input was crucial in 
the early stages of planning (such as environmental impact assessments or sustainability 
frameworks), their role slightly diminished in 2023, possibly after environmental concerns were 
addressed. On the other hand, it could also raise concerns about whether environmental aspects 
were deprioritized once the GPMP moved from between different designing stages. 

The Port of Barcelona’s GPMP appears to have been driven largely by technical and operational 
considerations, with initial economic and political input that decreased over time. Social and 
environmental factors, while present, played a relatively secondary role in terms of stakeholder 
engagement, suggesting that these dimensions may not have been as heavily emphasized in the 
later stages of development. 

 

4.5.3 Port of Constanta 

4.5.3.1 PoC – Stakeholder Groups dynamics  
The dynamics of stakeholder engagement during the two years of the PIONEERS project are 
illustrated in Figure 13 for the Port of Constanta's GPMP development. This figure provides 
insights on the diverse levels of power and interest that are held by various groups of 
stakeholders in this PIONEER Port. Businesses/operators stakeholders increased both their 
power and interest, while the number of stakeholders decreased significantly. This suggests that 
while fewer businesses/operators stakeholder are involved, those who remain are more 
engaged and have a stronger influence on the GPMP process. The reduction in stakeholder 
number could be attributed to a focus on larger or more strategically important businesses, or to 
the exclusion of smaller businesses that either were not aligned with the GPMP or saw less 
relevance in their participation. The rise in power and interest among the remaining stakeholders 
suggests they have a more direct interests in the outcomes of the GPMP, perhaps due to 
increased regulatory pressures, potential economic benefits or alignment with sustainability 
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objectives. Nevertheless, the contribution of smaller or less involved operators to the dialogue, 
could support the long-term GPMP success. 

 

Figure 13 Stakeholder categories engaged in 2022 compared with 2024 for the Port of Constanta. The size of the bubble 
reflects the overall number of the stakeholders engaged in the category. The colour codes: the light colour presents the 
values for 2022, the darker colour presents the values for 2023 

Internal stakeholders maintain their high power and they increased their interest in GPMP, 
indicating their continuous essential role in the development and future deployment of the GPMP. 
This high level of engagement should also be used to drive momentum, with these stakeholders 
acting as drivers to facilitate broader support within the Port. 

The shift in legislative and public policy stakeholders sharply decline in interest, but with more 
power and less stakeholders, that while fewer policy actors are directly involved, those remaining 
have more control over the project. The decrease in interest could be due to various factors, such 
as diminished political or regulatory focus on the GPMP or completing policy priorities. The rise 
in power among the remaining few may indicate a shift towards higher-level regulatory bodies 
that hold more decision-making authority but are less engaged on a day-to-day basis. However, 
to support long-term regulatory alignment, it is important to maintain active engagement with 
legislative & policy stakeholders, even if their direct interest has decreased. Regularly updates, 
collaborative policymaking and ongoing communication with local, regional and central 
authorities can help ensure the GPMP remains compliant with evolving regulatory standards 
while sustaining influence. 

The education & research stakeholders continue to have very low power, with no improvement 
in influence across both years. However, interest has increased, signalling that they may have an 
emerging interest in the GPMP process. Education and research stakeholders were not initially 
engaged because of the lack of alignment between academic research and the GPMP 
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operational focus. However, with growing global interest in green logistics and sustainability, their 
potential role starting to emerge. A formal effort to involve academic and research institutions 
could help improve their contributions to the GPMP. Building partnerships for environmental 
monitoring, sustainability innovation, energy efficiency or research into green logistics could help 
this group feel more empowered and involved into the GPMP process. 

The significant drop in power for communities and local neighbourhoods, despite maintained 
interest, their lack of influence suggests that they are not being actively included in decision-
making or that their concerns are not being addressed. This highlights a potential issue in 
addressing their concerns or the less important role that they may have in this stage of GPMP 
development. 

4.5.3.2 PoC – Stakeholder Dimension dynamics  
A closer look at the Dimensions of Stakeholder (Figure 14) reveals more details about the 
dynamics of the stakeholders. It is observed that the number of stakeholders decrease 
substantially for all dimensions. This might suggest that for this stage of GPMP development 
participated actively only those stakeholders that could strongly contribute to the GPMP. 

 

Figure 14 Stakeholder dimension engaged in 2022 compared with 2024 for the Port of Constanta. 

The involvement of political stakeholders has significantly decreased from 2022 to 2023, 
suggesting a potential shift in political priorities or a reduced need for direct political involvement 
at this stage. However, even in later stages, periodic updates and consultations with political 
stakeholders can help ensure continued support and alignment with broader policy goals. 

Economic and operational stakeholders have maintained a relatively high level of involvement 
throughout both years, indicating their crucial role in the project. This constant involvement of 
economic and operational stakeholders highlights the importance of balancing environmental 
goals with economic viability and operational efficiency. 
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Social, technical, and environmental stakeholders have had limited involvement throughout 
both years, suggesting potential gaps in addressing these critical dimensions of the GPMP. The 
limited involvement of these stakeholders raises concerns about the GPMP’s potential impacts 
on these areas and the need to address them more comprehensively. 

In conclusion a clear shift in stakeholder involvement from 2022 to 2023 can be observed. Initially, 
there is a broad range of stakeholders across various dimensions, including political, economic 
and operational. As the GPMP evolves, the focus narrows, leading to reduced involvement in 
several dimensions, particularly political, economic, and operational. The reduction in operational 
stakeholders is notable and suggests a move towards a smaller, more focused group managing 
the project. However, the reduction in technical stakeholders and their complete drop by 2023 
may indicate a lack of technical input during critical phases of GPMP development process. 

 

4.5.4 Port of Venlo 

4.5.4.1 PoV – Stakeholder Groups dynamics  
In Figure 15 is illustrated the stakeholder engagement dynamics for the Port of Venlo during 2022 
and 2023.  

 

Figure 15 Stakeholder categories engaged in 2022 compared with 2024 for the Port of Venlo. The size of the bubble reflects 
the overall number of the stakeholders engaged in the category. The colour codes: the light colour presents the values for 
2022, the darker colour presents the values for 2023 

In the case of Venlo, it is observed a shift in Business/Operator stakeholder engagement: the 
decrease in both power and interest for this category of stakeholders from 2022 to 2023 indicates 
that their influence over the project has diluted and their interest slightly decreased. The increase 
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in numbers suggests a wider involvement with businesses, likely as a result of efforts to include 
a broader range of businesses. However, as decision-making power is split differently, the overall 
influence of individual businesses has declined. The negative shift in interest could be explained 
as businesses feeling disengaged or less aligned with the GPMP's goals. It may also reflect 
concerns about the GPMP's potential impact on their operations or profits, particularly if green 
initiatives include regulations or costs that businesses find disadvantageous. One suggestion for 
dealing with this issue is to divide the larger business stakeholder group into sub-groups based 
on industry, size, or role in port operations. This could lead to more tailored engagement and 
address the specific concerns of different types of businesses. 

The significant increase in power and their high interest for education/research stakeholders 
reflects the growing importance of knowledge, research and innovation as the GPMP progresses. 
This highlights that the education and research stakeholders have become more influential in the 
project due to their expertise in green technologies or sustainable logistics. Moreover, the rising 
power of this group reflects the growing reliance on research and technical knowledge to 
support the development of the GPMP. 

Legislation and public policy stakeholders remained highly influential throughout both years, 
with increasing engagement in 2023, showing they have become more influential and more 
invested in the GPMP process over time. This also reflect the growing importance of regulatory 
compliance, environmental standards, and sustainability policy at the local, national, or EU level. 
Given these dynamic, it’s important to maintain open communication with these stakeholders to 
ensure ongoing regulatory alignment and to anticipate any new sustainability requirements. 
Collaborative policy development could also help balance environmental goals with the 
operational needs of the PoV. 

The entrance of local communities/neighbourhood stakeholder, with moderate power and 
interest of in 2023 highlight their emerging role, having some influence and being moderately 
engaged in the project. Ensuring their continued involvement and addressing their concerns will 
be important for the GPMP social acceptance and success. The inclusion of local communities 
suggests that the GPMP is starting to consider its social and environmental impact on surrounding 
areas. This may reflect an increasing emphasis on stakeholder inclusivity and addressing 
potential externalities, such as noise, pollution or economic effects on the local population. To 
build stronger community involvement, it is necessary to have public consultations, ensuring that 
local concerns are integrated into the GPMP process. Transparent communication about how the 
GPMP will benefit local populations (e.g., through job creation, improved environmental 
conditions) can help support or increase their interest. 

The stakeholder dynamics involved in designing the GPMP for the Port of Venlo are complex and 
constantly evolving. In the initial phase, internal stakeholders and policymakers had the most 
authority. However, in 2023, there is a change where educational and research institutions have 
more influence and there is more involvement from the local community and neighbourhoods. 

4.5.4.2 PoV – Stakeholder Dimension dynamics  
The Figure 16 provides insights on the dimensions and number of stakeholders involved in the 
development of the GPMP for the Port of Venlo over the last two years. The constant number of 
political stakeholders suggests consistent political support and regulatory engagement, which 
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is essential for navigating policy frameworks and securing necessary support. The consistent 
political involvement is a positive sign for the GPMP, highlighting its alignment with broader policy 
objectives and the potential to receive necessary support and resources. 

The important rise in economic stakeholders’ number indicates heightened economic interest 
and involvement. This trend shows the GPMP growing economic significance and the potential 
for increased financial investment and commercial opportunities. The growth in operational 
stakeholders’ number reflects the GPMP expanding operational complexities, ensuring effective 
operational management and practical development. The new dimension of social and technical 
stakeholders, even though minimal, highlights the GPMP evolving needs. Engaging these 
stakeholders is essential for addressing community concerns and incorporating technical 
expertise into the project. The increase in number of environmental stakeholders indicates a 
positive trend towards greater environmental consideration. Maintaining and enhancing this 
focus is crucial for sustainable GPMP development. However, the limited involvement of social, 
technical, and environmental stakeholders raises concerns about the GPMP's potential impacts 
on these areas and the need to address them more comprehensively. This demands for a 
comprehensive plan to engage stakeholders in these areas, addressing the potential impacts of 
the GPMP on these areas and ensure a sustainable approach. 

 

Figure 16 Stakeholder dimension engaged in 2022 compared with 202 for the Port of Venlo.  

In general, the analysis of the dynamics of stakeholder dimensions engaged in the GPMP 
development for the Port of Venlo reveals a dynamic and evolving stakeholder landscape. Key 
trends include a stable political engagement, a significant increase in number of economic 
stakeholders, emerging social and technical stakeholder involvement, increased operational 
focus and growing environmental consideration. 
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4.5.5 Overall consideration 
There is a clear trend of shifting power and interest among stakeholders over the last 2 years of 
PIONEERS project across all four ports (Figure 17),  

Businesses and operators initially have moderately influential interests, but their power and 
interest often vary. Education and research stakeholders tend to gain influence and maintain 
high interest over time, reflecting the growing need for technical expertise and innovation in later 
stages of GPMP development. Communities and local neighbourhoods initially start with low 
power but significant interest, indicating a persistent concern and engagement. 

 

 

Figure 17 Dynamic of stakeholders’ power and interest during the first two years of PIONEERS project 

Internal stakeholders consistently show high power levels throughout the project phases, but 
their interest vary. Policymakers generally have significant power and interest, reflecting their 
crucial role in regulatory compliance and policy guidance. Their power often increases slightly 
over time, as seen in Venlo. 

Effective stakeholder management requires balancing the power and interest of various groups. 
High Power, Low Interest Stakeholders have often come across in Constanta and Venlo, 
demanding strategies to increase their engagement to ensure active participation throughout the 
project. Low Power, High Interest Stakeholders are frequently observed, indicating a need for 
more inclusive decision-making processes to address their concerns and leverage local 
knowledge. 

Technical and innovative inputs gain importance over time, emphasizing the necessity for 
ongoing research and development to support project goals. Legislative and public policy 
stakeholders maintain a consistent level of high power and often increased interest over time, 
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demonstrating their essential role in providing a regulatory framework and aligning the project 
with broader policy objectives. 

Challenges in supporting business engagement include the drop in power and interest among 
businesses and operators, as seen in several ports. Addressing this requires continuous 
communication and demonstrating the tangible benefits of the GPMP to their operations. 

The analysis of the barriers and drivers for the stakeholder engagement process was carried 
out based on the interviews with the four PIONEERS ports representatives in November 2022 and 
October 2023. The interviews were structured on a set of questions aimed to investigate more 
deeper the stakeholder engagement process in each of the PIONEERS ports and to be able to 
develop a consistent and successful strategy for the engagement. 

The perceived barriers to engaging stakeholders in Green Port Masterplanning process in all four 
PIONEERS ports have been categorized into social, environmental, technological, organizational, 
economical, and political (Figure 18). 

The first year of the Green Port Masterplanning process showed higher levels of reaction to 
perceived barriers than 2023, suggesting a decrease in perceived barriers due to the experience 
gained and/or a shift in stakeholder engagement strategy. Political barriers were most frequently 
mentioned, with a slight decrease in the 2023. Economic barriers were mentioned equally in both 
years, implying a stable perception of economic barriers. Technological and organisational 
barriers received moderate responses, indicating that they are of transitional importance. 
However, Organisational barriers were more dominant in 2022, while Technological barriers were 
dominant in 2023. Social and environmental barriers were the least mentioned, implying that they 
are less prominent in this stage of Masterplanning process. 

 

Figure 18 Declared nature of barriers in engaging stakeholders in Green Port Masterplanning in PIONEERS ports 
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During 2023, there has been a decrease in the perceived barriers to engaging stakeholders, 
showing that the efforts in this area may be providing positive results. Nevertheless, the ongoing 
perception of political barriers emphasizes the need of addressing political factors in order to 
further improve the engagement of stakeholders. The slight responses about technological and 
organisational barriers may suggest that these concerns need to be overcome in order to achieve 
successful involvement of stakeholders. Therefore, the ongoing perception of economic barriers 
highlights the need of tackling economic issues while aiming to harmonise environmental goals 
with economic constraints. 

The Green Port Masterplan development faces several barriers to stakeholder engagement, as 
resulted from the discussions held with PIONEERS ports representatives during the two 
interviews. These include organizational structure, knowledge-driven factors, attitudinal and 
funding factors, prioritization and investment, relational and information sharing processes, policy 
and legal framework, political instability and inconsistent strategies and policies. Organizational 
differences can hinder effective communication and coordination among stakeholders, while 
knowledge-driven factors, such as disparities in knowledge levels and cultural attitudes towards 
environmental protection, can create challenges in understanding and addressing common 
goals. Attitudinal and funding factors, such as public vs. private models and limited resources, 
may hinder the decision-making process and resource allocation. Prioritization and investment 
can also be challenging due to varying priorities among stakeholders. The complexity of 
relational and information sharing processes can delay effective communication and 
collaboration. Finally, political instability can undermine the engagement process because of the 
frequent changes in leadership and policies, and, additionally, inconsistent strategies and policies 
at national and regional levels can create confusion and hinder progress. 

Figure 19 presents the declared drivers for engaging stakeholders in a Green Port Masterplanning 
process, categorized into common societal goals, common environmental goals, common 
technological goals, economic benefits, common political views and regulatory framework. The 
“regulatory framework” category was introduced in the 2023, following the experience and the 
discussions with the PIONEERS ports.  

A notable trend in stakeholder engagement drivers over two years could be observed from the 
Figure 19. "Common environmental goals" emerged as the most significant driver, followed by 
the "regulatory framework", highlighting its growing relevance. Overall, the findings suggest a 
dynamic landscape of stakeholder priorities, with environmental concerns gaining prominence 
while other factors diminish in significance. 
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Figure 19 Declared drivers for engaging stakeholders in Green Port Masterplanning in PIONEERS ports 

As suggested from the interviews, the engagement process for developing a Green Ports 
Masterplan is driven by highlighting the economic benefits of addressing stakeholder's green 
requirements. Moreover, the pressure from shipping companies to become more sustainable 
helped to engage them and get them involved in the process of thinking more sustainably. This 
process will improve coordination and funding access. Additionally, better green awareness 
campaigns for citizens, SMEs, and public authorities at local/regional government levels are 
crucial. A better communication and shared vision between port community stakeholders and 
local authorities is also essential for successful engagement. Furthermore, legislation and the 
regulatory framework play a pivotal role in driving stakeholder engagement towards 
sustainability. 
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5 Activities foreseen by ports to engage 
with key stakeholders in 2024 
 

Stakeholder activities related to GPMP become a priority in 2024 for PIONEERS ports. Once 
defined the structure and the main principles for their GPMP, ports invested in engaging with 
relevant stakeholders that will impact the acceptance and adoption of their GPMP. This chapter 
presents the ports priorities in engaging with stakeholders and what are the planned actions that 
they implement during the year.  

5.1 Port of Antwerp-Bruges 

5.1.1 Stakeholder activities planned for 2024 
The number and variety of stakeholders in and around the port and industrial platform of the Port 
of Antwerp-Bruges are large (outer circle in Figure 20 – work in progress hence illustrative). These 
stakeholders are managed by a complex web of employees within the port authority (middle 
circle in Figure 20). The PIONEERS team within Port of Antwerp-Bruges (centre circle in Figure 
20) is either directly or indirectly connected to the port’s stakeholders. Regardless whether the 
connection is direct or indirect, the complex internal web of relations should be considered when 
interacting with external stakeholders. We therefore introduced the term gatekeepers to refer to 
employees within Port of Antwerp-Bruges that maintain relations with external stakeholders. 
Clearly, they have not the exclusive right to interact with external stakeholders, but keeping the 
gatekeepers informed or consulting them for advice on ongoing files, projects, opportunities, 
conflicts, is more than advisable when interacting with external stakeholders when drawing up a 
Green Port Master Plan. 

In 2024, the GPMP will focus on three primary actions: 

1. to validate the systemic barriers identified through the PIONEERS demonstrations, 
ensuring that the strategies developed to enhance the GPMP are based on confirmed 
challenges.  

2. to create future scenarios that reflect the comprehensive input of the nine thematic 
lenses, ensuring a holistic and inclusive approach to Green Port masterplanning.  

3. the actions will aim to enhance awareness of the GPMP process and its conceptual 
framework, aiming to build broader support and understanding among stakeholders and 
the public. These actions are designed to refine and advance the strategic direction of the 
GPMP, promoting sustainable and equitable solutions. 

In 2024, the strategic engagement of stakeholders within the context of the GPMP at the Port of 
Antwerp-Bruges will initially focus predominantly on internal stakeholders, specifically the 
employees of the port authority. Looking ahead to 2025, the focus will shift towards external 
stakeholders. Throughout both phases—internal in 2024 and external in 2025—there is no 
anticipated specific thematic distinction within the group of internal stakeholders. This is due to 
the holistic approach taken by the port authority, which operates on the level of the entire port 
ecosystem. 
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Figure 20 Concept actor map of the Port of Antwerp-Bruges (work in progress), showing the PIONEERS team 
(white circle at the core), actors within the Port of Antwerp-Bruges port authority ( ) and private and public 
actors within or close to the port community ( ) 

 
As part of the engagement strategy for the GPMP in 2024, a variety of methods will be used to 
ensure effective communication and participation from both internal and later external 
stakeholders. These strategies are selected to take into consideration the different needs and 
characteristics of the stakeholders engaged, enabling a comprehensive and inclusive approach 
to stakeholder involvement. 

In the context of GPMP at the Port of Antwerp-Bruges, efforts to engage stakeholders effectively 
are anticipated to face several barriers. These barriers can be categorized across three primary 
dimensions: economic, social, and political. 

From the economical point of view, the main challenges revolve around the perception that “time 
is money”. Stakeholders may be hesitant to allocate time to strategic discussions about long-term 
sustainability when it detracts from their immediate revenue-generating activities. Operational 
demands and the daily routines at the port make scheduling such strategic discussions difficult. 
Moreover, because short-term objectives, there is frequently a natural tendency in favour of 
short-term goals over long-term thinking.  

Socially, barriers emerge from existing cultural norms and mindsets that may not align with the 
systemic changes proposed by the GPMP. Introducing new ways of thinking that prioritize 
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systemic, sustainable changes can be challenging in an environment where the prevailing 
sentiment is "if it isn’t broken, why fix it?" The transition towards sustainability is often perceived 
as secondary to the core business objectives like increasing trade figures. Moreover, the port's 
role as a significant economic driver and employer further complicates this transition, as 
stakeholders may feel guilty about pursuing environmental goals that seem to conflict with job 
security and economic prosperity. 

Politically, the landscape is shaped by populist narratives that often argues environmental 
initiatives as antagonistic to economic prosperity. This viewpoint can create resistance against 
implementing policies that prioritize environmental sustainability. Concerns about maintaining 
competitive equality with other North-Western European ports lead to a cautious approach to 
regulatory compliance, often summarized by the policy of "no gold plating"—doing the minimum 
required by law. Additional complexities such as Brexit, the rise of conservative and Eurosceptical 
parties, and challenges within the European Union framework contribute to a political 
environment that is wary of ambitious, long-term planning. Such factors promote a reactive rather 
than proactive approach to policy-making, complicating efforts to integrate long-term 
sustainability into immediate port operations. 

Engagement activities with stakeholders at the Port of Antwerp-Bruges are expected to yield 
positive outcomes across various dimensions crucial for the development of the Green Port 
Masterplanning (GPMP) and its subsequent roadmap. 

The technical benefits expected from stakeholder engagement involve enhancing innovation 
within the port. Initiatives such as the Antwerp Innovation District (BlueChem, the Maritime 
Campus, Beacon, NextGen Demo) serve as critical hubs for innovation scouting. These initiatives 
facilitate the emergence of innovative solutions tailored to the specific needs of the port, driving 
forward the technological advancement essential for sustainable development. 

Operationally, engagement with stakeholders is expected to reinforce existing transition 
dynamics within the port. This involves creating synergies to foster a collaborative development. 
Lighthouse projects and Transition arenas are envisioned to act as drivers and catalysts for 
broader operational changes. 

From the economic point of view, engagement activities aim to leverage public funding, venture 
capitalism, and innovative financial mechanisms such as blending and business casing of 
innovations. These economic strategies seek to internalize external costs, shifting the focus from 
traditional return on investment metrics to a broader consideration of cash flow and overall 
financial health in decision-making processes. 

From an environmental perspective, the engagement activities will focus on addressing key 
challenges such as climate transition, nature restoration, nitrogen deposition, water scarcity, 
water quality and biodiversity. Socially, the engagement process aims to cultivate acceptance of 
new ways of thinking, positioning the transition as an opportunity rather than a threat. 

From the political perspective, the success of PIONEERS project is expected to serve as a 
showpiece in election campaigns, demonstrating the practical benefits and success of 
environmental and sustainability-focused initiatives. 
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Table 9 PoAB - Stakeholder engagement activities planned for 2024 

Engagement Activity 
Focus 

Planned 
date 

Type of 
engagement 

method 
Stakeholders engaged Type of stakeholder 

The expected outcomes of the 
engagement activity 

Transition arena 
workshops: problem 
analysis with focus 
on demos  

Q1 – Q2 Workshops 
Organizations actively and 
operationally involved in 
implementing the demos 

Business and operators 
Factors in the port ecosystem that 
hinder or accelerate transition 

Vision and scenarios Q3 – Q4 
Interviews, 
workshops 

Will be tailored to different 
thematic scopes 

Businesses & operators, 
legislation & public policy 
stakeholders, education & 
research and internal 
stakeholders 

Vision and scenarios for a green 
port 

Transition arena 
workshops: 
solutions 

Q3 – Q4 Workshop 
Will be tailored to different 
thematic scopes 

Businesses & operators, 
legislation & public policy 
stakeholders, education & 
research and internal 
stakeholders 

Solutions to systemic problems 
identified in the previous series of 
workshops 

The Multi Level 
Perspective for 
sustainable port 
strategy 

Q2 Workshop EC Public policy stakeholders 
Stakeholders informed about 
PIONEERS methodology 
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5.1.2 Final remarks for 2024 engagement activities 
In a nutshell, PoAB activities presented in Tabel 9 to be undertaken during 2024, foresee two 
“Transition arena” workshops with business stakeholders, operators in the port, legislation & 
public policy stakeholders and academia as well as internal stakeholders (Table 9). The purpose 
for these workshops will be to pinpoint the factors in the port that hinder or accelerate the green 
transition and find solutions to the systemic problems identified in previous workshops. 

PoAB is also planning a series of interviews and workshops with the same group of stakeholders 
mentioned above, with the purpose of building the vision and scenarios for a green port, based 
on stakeholders’ inputs.  

Lastly, similar to 2023, PoAB plans to organise a workshop with public policy stakeholders 
(European Commission) in order to inform about the PIONEERS methodology for a GPMP 

 

5.2 Port of Barcelona 

5.2.1 Stakeholder activities planned for 2024 
 
In 2024, PoB has planned 2 workshops - one with fuel bunkering stakeholders for the purpose of 
explaining all the developments in alternative fuels supply that the port is undertaking, and one 
with the port community stakeholders with the scope of showcasing PIONEERS results and 
establishing the next steps for the GPMP (Table 10). 

PoB also has formal meetings planned with Port Authority Departments for the validation of the 
Energy Transition Masterplan.  

In 2023, the port was very active in presenting their results in various conferences and events and 
they plan on continuing to do this throughout 2024 with at least 3 planned events where all 
identified stakeholders in the port will be engaged.
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Table 10 PoB - Stakeholder engagement activities planned for 2024 

Engagement Activity 
Focus 

Planned 
date 

Type of 
engagement 

method 
Stakeholders engaged Type of stakeholder 

The expected outcomes of the 
engagement activity 

Greentech Q2 Conference Port sector stakeholders  Expand network. 

Alternative fuels barge Q1  
Fuel Bunkering 
stakeholders 

 

Case building: explain all the 
developments that the port is 
leading to develop alternative 
fuels supply chain. 

Presentation of the 
Draft GPMP 

Q3 Workshop Port Community  

 
Explanation of results of WP2 of 
PIONEERS and definition of next 
steps for the final version of the 
GPMP 

Internal Validation of 
the Energy Transition 
Masterplan  

 1-to-1 meetings Port Authority Departments   
Validation of the Energy 
Transition Masterplan 

Presentation of the 
Energy Transition 
Master Plan  

Q4 

 
Conference  All stakeholders  

Dissemination of the Energy 
Transition Masterplan 

Discuss next steps?? 

Workshop sustainable 
Financing  

Q1 Conference Port Community  Training and capacity building 

Environmental 
sustainability 
workgroup  

Q3 TBC TBC TBC TBC 
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Engagement Activity 
Focus 

Planned 
date 

Type of 
engagement 

method 
Stakeholders engaged Type of stakeholder 

The expected outcomes of the 
engagement activity 

Green Ports Forum  Q4 Workshop 
International Ports and 
Cities 

 
Exchange of information of 
green shipping corridors  
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5.2.2 Final remarks for 2024 engagement activities 
The stakeholder engagement plan 2024 for the Port of Barcelona is thoughtfully organized into 
specific phases in order to ensure a coherent progress from presentation of draft GPMP and 
internal validation of Energy Transition Masterplan to external dissemination. The diverse range 
of formats, such as workshops, conferences, 1-to-1 meetings, demonstrates a tailored strategy 
that meets different groups of stakeholders and engagement purposes. 

A diverse group of stakeholders, including port operators, the fuel industry, policy makers, 
international peers and internal departments are included in the targeted stakeholder 
engagement strategy. The purpose of each engagement action is to collect specific input, 
whether it be technical, financial or policy-related, in order to guarantee that the GPMP is 
comprehensive and widely accepted and adopted. 

Incorporating workshop on sustainable finance and the Greentech conference into the plan 
demonstrates a distinct emphasis on enhancing training and broadening the PoB's ability to adopt 
environmentally friendly technologies. Through its focus on capacity building, the PoB 
guarantees that its community is adequately equipped for the transition to “greening” its 
operations and economy. 

Targeting the Green Ports Forum demonstrates a commitment to international cooperation, 
particularly on key initiatives like green shipping corridors. This engagement ensures that PoB 
stays competitive in an increasingly green global market. 

The stakeholder engagement plan for the Port of Barcelona demonstrates a thorough and 
inclusive strategy that considers both local operational demands and wider environmental and 
global shipping patterns. This approach promises the development of a strong Green Port 
Masterplan.  

 

5.3 Port of Constanta 

5.3.1 Stakeholder activities planned for 2024 
In 2024 PoC planned the engagement activities with the major stakeholders represented by 
internal stakeholders, local authorities, Ministry of Transport and port community 
representants focusing on the dissemination of project results and understanding opportunities 
and challenges offered by PIONEERS innovations.  
 
Engagement activities will envisage: 

• dissemination of project results and knowledge 
• identification of PIONEERS transferable solutions and presentation of these solutions to 

stakeholders 
• understanding the major barriers for transferability. 

 

In 2024, PoC has planned one workshop with the port authority, port management, the Ministry 
of Transport, local authorities, terminal operators and business associations with the purpose of 



 

D2.4 Actions and measures year 3    76 

assessing the GPMP and its impact on the port community as well as evaluating the needs of the 
mentioned stakeholders and gather their feedback in regards to the GPMP (Table 11). 

PoC has also planned at least four formal meetings with the port authority management with the 
purpose of updating on the progress of the GPMP and the activities within PIONEERS as well as 
taking decisions in respect to planned project activities.  

The port will also organise two formal meetings online, with terminal operators and local 
authorities with the scope of increasing the level of knowledge about PIONEERS technologies 
and practices related to GHG emissions as well as to assess the potential for transferability of 
PIONEERS solutions.
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Table 11 PoC - Stakeholder engagement activities planned for 2024 

Engagement Activity 
Focus 

Planned date 
Type of 

engagement 
method 

Stakeholders 
engaged 

Type of stakeholder 
The expected outcomes of the 

engagement activity 

Analysis of Green Draft 
Port Master Plan 

Q1 workshop 

Employees 

Port authority 

Port management 

Ministry of Transport 

Local authorities 

Terminal operators 

Business associations 

Internal 

Legislation & public 
policy 

Businesses/ 
Operators 

Assessment of the GPMP & impact 
levels on port community;  

Evaluation of needs and gather 
feedback from stakeholders 
regarding GPMP;  

Collecting final suggestions/ 
proposals/requirements from the 
stakeholders 

Analysis & Planning of 
project activities/ 
actions 

monthly 
One to one 
discussion 

Project team Ιnternal 

Raise awareness, disseminate key 
information & appropriate activity 
planning;  

Work together to fulfil the project 
tasks; decisions regarding the 
proposed alternatives 

Providing accurate 
information to Port 
Authority management 
about alternatives/ 
opportunities/ 
solutions 

quarterly One to one 
discussion 

Port Authority 
management Ιnternal 

Raise awareness, disseminate key 
information & appropriate activity 
planning;  

Work together to fulfil the project 
tasks;  

Decisions regarding the proposed 
alternatives 

Insights about the new 
technology, process 
ideas in the field of GHG 
emissions 

Pending on 
planned WPs 
project meeting 

Online meeting 
Project team 

Terminal operators 

Internal 

Legislation & public 
policy 

Increased level of knowledge and 
information about the PIONEERS 
technologies and practices related to 
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Engagement Activity 
Focus 

Planned date 
Type of 

engagement 
method 

Stakeholders 
engaged Type of stakeholder 

The expected outcomes of the 
engagement activity 

Local authorities Businesses/ 
Operators 

GHG emissions; assessment of 
transferable PIONEERS solutions 

Explore the 
opportunities & 
challenges of 
PIONEERS innovations 

Pending on 
Action Plans in 
WP8 

On line meeting 

workshops 

Project team 

Terminal operators 

Local authorities 

Internal 

Legislation & public 
policy 

Businesses/ 
Operators 

Identification of PIONEERS 
transferable solutions;  

Presentation of these transferable 
solutions to PoC interested 
stakeholders;  

Understanding the major barriers for 
transferability. 

 



 

D2.4 Actions and measures year 3    79 

5.3.2 Final remarks for 2024 engagement activities 
The stakeholder engagement plan 2024 for the development of the GPMP for the Port of 
Constanta covers an array of engagement activities that involves both internal and external 
stakeholders. The primary objectives are to foster collaboration, collect feedback, and explore 
technological solutions relevant to sustainability and emissions reductions. 

The engagement plan is highly iterative, with activities such as monthly 1-to-1 discussions and 
quarterly updates to port management facilitating continuous feedback loops. This allows for 
dynamic decision-making and ensures that the development of the Green Port Masterplan 
remains aligned with both the stakeholders’ expectations and evolving circumstances. 

While the engagement activities predominantly focus on internal stakeholders (port authority, 
management, project team), there is also planned a significant interaction with businesses, 
operators and public authorities. This balance ensures that both the operational and regulatory 
aspects of the GPMP are addressed. 

Several engagement activities emphasize the PoC's intention to integrate cutting-edge solutions 
for sustainability, particularly regarding reductions in GHG emissions. Through the active 
engagement of terminal operators and local authorities, PoC is promoting a gradual approach 
that is expected to improve the transferability of green technologies. 

Workshops and online meetings provide structured platforms for feedback collection and 
collaboration. The use of workshops ensures that stakeholders are involved in every step of the 
GPMP’s development. 

The engagement activities stress the importance of raising awareness and disseminating 
information at every level, from project teams to top management. By ensuring that accurate 
information flows regularly, the Port of Constanta is preparing its stakeholders to make informed 
decisions and adapt to new sustainable practices. 

The engagement plan places a strong emphasis on identifying both the opportunities and 
challenges of implementing green port solutions. This focus helps the port to anticipate and 
mitigate potential barriers, increasing the likelihood of successful implementation. 

The Stakeholder engagement plan 2024 for the Port of Constanta demonstrates a 
comprehensive, inclusive and technology-driven strategy for ensuring a smooth GPMP 
process. The approach effectively mixes internal coordination with external collaboration, 
ensuring that all essential stakeholders are involved in the development of a sustainable future. 

 

5.4 Port of Venlo 

 5.4.1 Stakeholder activities planned for 2024 (and beyond) 

5.4.1.1 Introduction 
The Municipality of Venlo is undoubtedly convinced that stakeholder involvement is not only 
necessary because it was promised it, but above all because it is necessary to achieve PoV 
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common or individual goals. Especially in an inland port like the Port of Venlo, which operates 
under a governance model with limited executive powers. The majority of legislative initiatives 
do not provide these representative bodies with a clear direction, nor do they as an entity comply 
with most regulatory measures. The challenge then becomes: how should these entities 
approach and actively participate in this sustainability transition? Stakeholder engagement is then 
key to developing and implementing a Green Port Master Plan that can provide guidance and 
strategic direction. 

In the draft Green Port Master Plan for the Port of Venlo, it was intended to develop an approach 
to engage PoV stakeholders in the master planning process and the implementation of the 
roadmap. Appendix A contains the stakeholder engagement text based on the principles 
developed by EIP in Deliverable 2.2 (11). 

Looking at the definition of co-design and applying it to Green Port Masterplanning, it has all the 
elements needed to be successful. Co-design is a way of working together where everyone who 
does something (who co-designs) has an influence on the outcome of the process. The key 
elements are trust between partners, open dialogue, equality and a focus on results. Co-design 
is used for complex issues and when you want to make a change. The creation of a GPMP is a 
very complex issue. We use the term "co-design" because the City Council will ultimately have 
to approve the GPMP. 

In this consideration, PoV approach stakeholder engagement from the perspective of the role 
that stakeholders can play in the design and implementation of the GPMP, rather than from a 
process context. 

5.4.1.2 Stakeholder approach 
Stakeholder involvement is essential for the development of a GPMP and perhaps even more so 
for the implementation of the Roadmap. Without stakeholders, the influence of the municipality 
of Venlo as the 'manager' of the port is very limited, limited to regulations, discussions, 
encouragement, promotion, and possible financial incentives. However, even the implementation 
of these incentives requires internal support within the municipality. This is particularly important 
in the case of Venlo because there is no organisational unit explicitly dedicated to port 
development. It is limited to a harbour master and a project group for the implementation of the 
harbour vision. Ultimate responsibility for the port currently lies with a programme director at 
Welvarend Venlo. At the moment, there is a lot of attention on the port and it is important to 
maintain and embed this focus within the organisation, with a focus on achieving climate 
neutrality by 2050, ensuring the allocation of resources, tools and capacity in the budget. 

The external world is equally important, because that's where the action needs to be to make 
progress on sustainability while maintaining or even increasing the port's relevance. The input of 
many partners is essential, both within the port area and beyond. The supply chain is often 
referred to as a (multimodal) chain. 

This means that the focus of stakeholder involvement should be on both the internal organisation 
and external stakeholders. It's up to the project organisation of the GPMP to bridge the gap 
between these two worlds and make room for these processes, which undoubtedly take time. 
Some pioneers have realised that we need to become more sustainable and see it as a profitable 
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model. Their licence to operate is at stake, as the chairman of Supply Chain Valley often points 
out. But there are also laggards who need to be brought on board, if they are willing. 

The approach consists of one-on-one discussions with internal and external stakeholders, 
plenary meetings and working groups/breakout sessions. The choice of co-design, rather than 
co-creation, is logical because ultimately the City Council and the Municipal Executive 
Committee will have to approve the GPMP and the Roadmap and allocate the necessary 
resources through the budget. It is important to follow a step-by-step approach to involve 
stakeholders as the first step in the GPMP process, providing them with information and 
emphasising the importance of their participation. Understanding your stakeholders is crucial to 
choosing the right mix of tools, bearing in mind that not every stakeholder can be involved. An 
important point to consider is not only to involve early adopters, but also to address more critical 
voices. 

In the next step, PoV can delve deeper into setting goals, pathways and a roadmap, including 
stakeholder involvement in implementation. An important aspect here is that the focus of the 
GPMP with roadmap, in terms of concreteness, can be on implementation during the first five 
years. There should be a process description of how to remain adaptive, without knowing future 
innovations and developments, to ultimately achieve the goal. This means working closely with 
stakeholders to monitor and make adjustments. In essence, it's not just a project with a beginning 
and an end, but a process towards a sustainable and profitable future in terms of overall well-
being. 

5.4.1.3 Internal and External Stakeholder Involvement 
PoV set specific goals for interacting with different categories of stakeholders, as presented 
below: 

A. Goals External Stakeholders 
1. Inform and Enhance Transparency 
2. Create engagement and understanding 
3. Participation, Generate Buy-In 
4. Gather input and feedback 
5. Improve solutions 
6. Mitigate risks 
7. Promote inclusivity 
8. Adapt to changing circumstances 
9. Meet regulatory requirements 
10. Manage conflicts 
11. Include Fresh (Original) Thinkers to generate new and innovative ideas 

B. Goals Internal Stakeholders 
1. Inform and Enhance Transparency 
2. Create engagement and understanding 
3. Gather input and feedback 
4. Improve solutions 
5. Mitigate risks 
6. Promote inclusivity 
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7. Adapt to changing circumstances 
8. Meet regulatory requirements 

5.4.1.4 The Inventory for Stakeholder engagement activities 
Based on the EIP methodology, PoV created an initial stakeholder inventory. Primarily to identify 
unknown stakeholders in addition to the usual suspects. Secondary to test completeness and 
assign roles and importance. In addition to the EIP framework, PoV used the Alice framework. 
And second, a check based on the UN SDGs(13,14) .These can be both internal and external 
stakeholders. 

We have already started to inform various stakeholders. The EIP inventory will be revised 
throughout the project and well beyond. There has already been a learning curve in using the 
Alice framework and the SDG framework. A list of all relevant stakeholders is visible in a separate 
Excel file. 

5.4.1.5 The Venlo approach to stakeholder engagement 
After completing the EIP stakeholder inventory for the first time, PoV were a bit overwhelmed by 
all the stakeholders identified. For this reason, it was developed a new stakeholder approach for 
the Port of Venlo, which is a combination of the EIP methodology and the Quadruple Helix 
concept (four quadrants consisting of government, business, citizens and knowledge institutions). 
The 5 levels of the EIP methodology form the basis of this approach. The Quadruple Helix concept 
is often used in the North Limburg region to define the roles and responsibilities of stakeholders 
and to ensure that stakeholders from all quadrants are involved. The illustration below, Figure 21, 
shows the approach to stakeholder involvement in Venlo. Each level and each part of the circle 
will require a different approach. With one-on-one meetings or plenary sessions. 

Without categorizing stakeholders into different levels, all stakeholders are considered equally 
important. Therefore, it is essential to approach them uniformly and provide opportunities for their 
input (co-designing). However, some stakeholders will become investors in the development of 
the port. Some are already well known, such as Hutchison Ports as a barge terminal operator. 

During the stakeholder identification process, key stakeholders who are expected to become 
investors have been identified. Key stakeholders can be identified in several areas, such as 
decision-making bodies (government), companies and perhaps some NGOs. 

In small ports like Venlo, stakeholders are often overwhelmed by the various requests for 
participation in different areas from the municipality. This leads to a growing tiredness to 
participate in discussions, especially on the part of businesses. This factor must be taken into 
account when inviting stakeholders. 

One possible solution is to approach them through the Supply Chain Valley Association. They 
have several relevant working groups. 
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Figure 21 The Venlo approach to stakeholder engagement 

Level 1: Key stakeholders  

The highest level of involvement in the development of the GPMP and Roadmap. We will engage 
these stakeholders on a regular basis through one-on-one meetings, online and physical group 
meetings. These stakeholders will be involved in discussing strategic decisions in terms of 
content and process. The group represents local and regional government institutions, 
businesses in the port area (representing a container operator, a bulk operator, logistic industry 
and the manufacturing industry). The aim to have a small group of 4 to 5 members (Figure 22). 

It is PoV hope and expectation that these stakeholders, along with the municipality, will take the 
lead in implementing the roadmap and achieving the goals of the GPMP, and become investors.  

 

Figure 22 Level 1 Key stakeholders 

Level 2: Primary Stakeholders 

PoV will regularly discuss its progress with this group of stakeholders two to four times a year. 
PoV will involve them in finding solutions and recommendations for the GPMP and the roadmap. 
The aim is to involve all the companies that are active in the port-area and involved in the first 
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steps in establish a Port Community (Figure 23). At the moment the companies involved in the 
footprint calculations are discussing somehow the establishment of a Port Community. In addition 
to the companies, PoV wants to involve the key-stakeholders of the Realisatiepactteam Venlo 
(Municipality of Venlo, Ministry of Transport, Public Works and Water Management and the 
province of Limburg). 

 

Figure 23 Level 2 Primary Stakeholders 

Level 3: Advisors 

The institutions and companies at this level are very different and have different interests. PoV 
will inform them on several occasions in different ways (Figure 24). Mostly in one-on-one 
meetings with each of the stakeholders. 

At this level PoV has also involved the building blocks of Supply Chain Valley, which represent 
the entire logistics society in Limburg, many members of these building blocks also have logistic 
operations in the port area. PoV is invited to discuss the GPMP and roadmap with each of the 
building blocks. 

 

Figure 24 Level 3 Advisors 
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Level 4: Consult 

PoV wants to engage this level of stakeholder through its public general stakeholder meetings 
in the port area. Secondly, PoV will try to involve them through direct mailings and newsletters. 
They will be asked for ideas about the GPMP, the roadmap, and individual ideas or projects 
(Figure 25). 

 

Figure 25 Level 4 Consult 

Level 5: Co-exist 

Level 5 includes all other stakeholders who could potentially be interested or affected by 
implementing the GPMP and Roadmap. Through the newsletters, general community outreach, 
and public stakeholder meetings, PoV will try to inform everyone interested in the GPMP and 
Roadmap process. Responses can lead to moving up the stakeholder ladder (Figure 26). 

 

Figure 26 Level 5 Co-exist 
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Table 12 PoV - Stakeholder engagement activities planned for 2024 

Engagement Activity 
Focus 

Planned date 
Type of engagement 

method 
Stakeholders 

engaged 
Type of stakeholder 

The expected 
outcomes of the 

engagement activity 

Integrate 2023 twice a month 
1x In-person meeting  

1x On-line meeting 

Port of Venlo 

BISCI/UM/Fontys 
Knowledge institutions 

Project alignment, 
Work alignment and 
distribution 

Integrate Jan-dec 
In-person-Online-
physical 

Various internal 
stakeholders Governmental 

Internal Commitment 
for GPMP 

Integrate Jan-dec Physical 
Program Director and 
Alderman 

Governmental 

Internal meetings with 
high level decision-
makers, Alignment and 
approval of GPMP 

Collaborate Jan-dec 1-on-1 talks 
Companies in the Port 
Area 

Business Operators 
Commitment for the 
GPMP-process 

Consult Jan-dec 1-on-1 talks 

Province of Limburg, 
Rijkswaterstaat, 
Ministerie I&W, 
Waterschap etc 

Governmental 
Policy guidance for the 
GPMP 

Integrate Jan-dec 
Meetings physical and 
online 

Internal Project team 
Port development 

Governmental 
Developing various of 
scenarios for the GPMP 

Integrate August-December 

Meetings physical 

1-on-1 meetings 

Mailings 

Key-stakeholders Business operators 

Guiding for GPMP, 
goalsetting, scenarios 
and project for the 
roadmap 
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Engagement Activity 
Focus 

Planned date 
Type of engagement 

method 
Stakeholders 

engaged 
Type of stakeholder 

The expected 
outcomes of the 

engagement activity 

Collaborate Q3 Live Meeting 
5 companies in the 
port area 

Business operators in 
the port area 

SDG deepening 5 
companies, A better 
understanding of the 
SDGs and how to 
improve as a company. 

collaborate Q3 and Q4 Live meetings 
10 companies in the 
port area 

Business operators in 
the port area 

Baseline scenario GHG 
emissions with 10 
companies in the port 
area 

collaborate Q3 and Q4 10x Live Meetings  

SCV working group-
meetings, 
Representatives from 
businesses, 
government and 
educational 

Representatives from 
businesses, 
government and 
educational 

Guiding for GPMP, 
goalsetting, scenarios 
and projects for the 
roadmap. 

Annual Info-meeting 
Port development  

Q4 Info-meeting 

Alle the 
companies/citizens 
within the Port Area 
will be invited 

Business operators and 
a few citizens 

Awareness about the 
GPMP, guiding for 
goals teiing, scenario’s 
and road mapping. 

Consult Jan-dec  Symposia, congresses 
Many different 
stakeholders 

many 
Contact leads and 
learnings from other 
projects,  
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5.4.2 Final remarks for 2024 engagement activities 
The stakeholder engagement plan for 2024 the for the Port of Venlo’s GPMP has a structured 
approach aiming to gain support, foster collaboration and gather policy guidance. It highlights 
commitment, collect GPMP guidelines and scenario development, with a focus on a mix of 
governmental, business and educational institutions, as well as the local community.  

The engagement plan emphasizes integrating stakeholders through frequent, structured 
meetings that ensure alignment with the activities in the PIONEERS project and goal setting. 
This is important for developing a cohesive GPMP that reflects the interests and inputs of both 
public and private stakeholders, as well as the project partners. 

There is a clear emphasis on governmental engagement, particularly in aligning policies and 
securing approvals, which ensures that the GPMP is policy-compliant and supported by 
decision-makers. The business sector will be also heavily involved, with direct consultations 
aimed at gaining commitment and improving operational practices, especially concerning GHG 
emissions and SDG integration. 

The plan ensures continuous engagement throughout the year which helps maintain 
momentum, secure acceptance at every stage and make gradual progress towards developing 
and refining the GPMP. 

Many of the engagement activities focus on sustainability goals, such as GHG baseline scenario, 
SDG deepening and the adoption of innovative practices, which align with the global ambition 
toward greener port operations. This position the Port of Venlo as a forward-thinking hub that 
embraces both environmental and business sustainability. 
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6 Concluding remarks 
 

The stakeholder engagement activities related to the GPMP have started to have a prominent 
role in the PIONEERS activities developed in the four ports. The last few years in the project could 
be characterised by the dynamism of the (co-)creation activities. Either at local level, between 
port representatives in PIONEERS and their colleagues in different functional departments, or 
members of the port communities or different types of stakeholders. This perceived dynamism 
– with its enthusiasm, positive energy, active interaction, efforts, frustrations, setbacks or fatigue 
– has generated a huge number of positive results.  

All four PIONEERS ports have undertaken many engagement activities in 2023, that range from 
one-to-one meetings to major conferences where they discussed and debated the principles 
and actions related to the development of their GPMP. The discussions between the lead authors 
and representatives of the four ports revealed their perception of progress. The analysis 
presented in chapter 4 reflects very well the efforts of the ports in engaging with stakeholders in 
2023; not only the volume (i.e. the number of stakeholders engaged), but also the progress 
achieved in terms of the status of engagement activities. The main stakeholder category engaged 
was the ‘business/operators’. While this type of stakeholders was highly engaged through 
Collaboration and Integration in 2022, by 2023 these efforts have been scaled back, focusing 
more on Co-existence and Consultation, with less direct involvement in active decision-making 
processes (Figure 27 and Figure 28). This required more efforts to obtain information about the 
technical developments, emerging from PIONEERS, and to raise the awareness about their 
potential for port decarbonisation. Overall, discussions with port representatives showed a 
positive increase in the number embracing the GPMP concept. This has been very encouraging, 
and it will be closely monitored to understand if this perceived positive dynamic will increase 
throughout the project. 

 

Figure 27 Level of stakeholder engagement in all PIONEERS ports in 2022 
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Figure 28 Level of stakeholder engagement in all PIONEERS ports in 2023 

It has been very interesting to observe the dynamic regarding the internal stakeholders – mainly 
colleagues from different functional departments – i.e., those that are not directly involved in the 
GPMP process, while being responsible for the current implementation of activities or innovations. 
This generated an interesting dynamic, not only in a significant increase in their number of these 
stakeholders but in the status of the engagement. As in the case of the ‘business/operator’ 
category, ports need to dedicate more efforts to align their priorities, which proves very difficult 
especially in large organisations with a very strong (hidden) organisational culture.  

Another interesting observation is that in 2023 the stage in the development of the GPMP didn’t 
include a major focus in engaging with communities and neighbourhoods. Clearly, this is a focus 
of the following years where the GPMP will be in a more developed form that could be discussed 
with this category of stakeholders.  

Overall, the activities in 2023 reveal the efforts and interests of all PIONEERS ports in engaging 
with their stakeholders in the process of GPMP development. Given this, their plans for 2024 have 
become bolder, better tailored to the focus of their activities for this year and aiming to achieve 
positive results. 

All four PIONEERS ports have tailored their engagement strategies and plans for 2024 to include 
a broad range of stakeholders, from internal and business operators to legislators, 
policymakers and research institutions. These comprehensive strategies enable the integration 
of other important perspectives in the process, thereby promoting collaboration as well as 
support from many different industries. 

The stakeholder engagement plans reflect a strong emphasis on aligning with high-level 
policies and securing commitment from the business community. Ports such as Antwerp-
Bruges and Venlo prioritize high-level decision-makers, thus securing political and institutional 
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commitment. Effective coordination is required for ensuring the feasibility and compliance of the 
Green Port Master Plans with regulatory frameworks. 

Several engagement plans, particularly those from Antwerp-Bruges and Constanta, highlight the 
importance of innovative solutions and the transferability of PIONEERS technologies. The 
workshops and discussions aim to provide stakeholders with insights into sustainable practices 
while ensuring that ports are adopting advanced technologies in their sustainability transitions. 

Ports such as Venlo and Barcelona emphasize continuous engagement through regular 
meetings and workshops. This ensures that stakeholders remain involved throughout the 
development process, providing regular feedback and revising scenarios as needed. These 
activities ensure long-term commitment and the adaptability of the GPMP to evolving 
stakeholder needs. 

Several engagement activities integrate elements of learning and capacity building. The Port of 
Venlo's engagement with businesses regarding SDGs and the Port of Barcelona’s workshops 
focused on sustainable financing emphasize their commitment to enhancing awareness and 
developing technical and economical expertise within their port communities. 

All four ports emphasize environmental sustainability, whether it’s through reducing GHG 
emissions, expanding green shipping corridors, or building alternative fuel supply chains. The 
common priority among ports highlights an overall movement towards more sustainable 
maritime logistics and port operations, and in line with international climate change goals. 

Each PIONEERS port has a well-structured stakeholder engagement plan for 2024 with a strong 
emphasis on sustainability, policy alignment, and collaboration across sectors. By incorporating 
continuous feedback loops, regular workshops, and targeted 1-on-1 discussions, the PIONEERS 
ports aim to creating inclusive and adaptable GPMPs that engage stakeholders in meaningful 
ways, ensuring the successful development and implementation of their respective Green Port 
Masterplans. 

All ports – despite the differences between them – perceived the importance of the GPMP 
development, from how different stakeholder categories manifest resistance for change or to 
embrace possible principles set by GPMP to how some of them are on-board with the set 
principles or even more advanced than initially expected. This puts the spotlight on the role of 
ports in the immediate future, irrespective of the current governance arrangements: i.e. should 
they lead the change in their port community? What are the most appropriate methods to bring 
on-board difficult stakeholders? How to preserve a positive dynamic in different groups of 
stakeholders? These are only a few questions that PIONEERS ports will reflect in the following 
years. The analysis of 2024 actions and their dynamic, especially analysed against achievement 
from 2023, will be the scope of the following deliverable that will be produced by PIONEERS. 
Moreover, discussions with peers such as fellow project MAGPIE and other similar initiatives and 
projects will be organised.  

Lastly, stakeholder engagement is perceived as a core activity in the policy development 
process at European level. This document hopes to provide a significant stepping stone in how 
to successfully approach the engagement activities. 
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