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Nature of the Deliverable 
R Document, report  x 
DEM Demonstrator, pilot, prototype  
DATA Data sets, microdata, etc.  
OTHER Software, technical diagram, etc.  

 
Dissemination Level 
PU Public, fully open and automatically posted online x 
SEN Sensitive, limited under the conditions of the Grand Agreement  

CI 
Classified information: RESTREINT UE (Commission Decision 2015/444/EC)  
Classified information: CONFIDENTIAL UE (Commission Decision 2015/444/EC)  
Classified information: SECRET UE (Commission Decision 2015/444/EC)  

 
Quality procedure 
Date Version Reviewers Comments 
 V1   
 V2   
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integrated approach of these tools and the development of a collaboration layer to assess their impact 
on the environmental and economic performance.  

O4: Develop innovative tailored BMs integrating social innovations for a strong market uptake 
A key aspect of the project is to develop economic sustainability of the proposed solutions. 
DECARBOMILE will thus establish new models for addressing governance and management of logistics 
operations. This will include the integration of social innovations to ensure a larger acceptance of the 
solutions in the demonstration cities and for their replication across Europe.  

O5: Demonstrate full potential green last-mile delivery in 4 LL and investigate replication in 4 
satellites  
At the core of the demonstration, the four LL will host full potential pilots. In addition, the four 
satellites will work on the pre-testing of specific developed solutions before their full-scale 
implementation in the LL, and on their adaptability and replicability to particular contexts.  

O6: Integrate the LML concepts in the local public policy plans and European regulations  
Last-mile logistics faces specific regulatory and social contexts potentially impacting its 
implementation and limiting its spread. DECARBOMILE will propose recommendations on the 
implementation and improvements of last-mile delivery. To ensure a strong uptake of zero-emission 
efficient last-mile solutions, DECARBOMILE will integrate urban strategy co-creation, including traffic 
regulation, urban planning, and space management, with citizens in collaboration with local 
policymakers. 
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interaction in the DECARBOMILE collaborative process was defined by CBS and IT and presented to the 
stakeholders. The map of local stakeholders, actions and targets is continuously updated with the first 
group of selected actors and updated periodically with relevant contributions. 

Task 2.3: Empowering and engaging local businesses towards delivery system chains 
This task, led by CBS, started with co-creation and engagement activities and initiatives in the pilot 
areas, and then an assessment of obstacles and enablers for business generation and growth was 
conducted. Co-creation WSs were facilitated with the local partners and followed up through local 
iterations with logistics providers, city representatives, local businesses, and other stakeholders, where 
organisations were asked to identify obstacles and opportunities for local business development 
related to delivery and mobility in their pilot areas.  Through the WSs, a value proposition assessment 
was carried out, which included the analysis of the socio-economic context in the pilot regions, assets 
and obstacles that could empower or restrict businesses from achieving success as well as enabling 
aspects that might create growth opportunities for new networks and processes that can positively 
impact the mobility and transportation of goods and facilitate the creation of related businesses in the 
pilot areas. 

Task 2.5: Validation of the suitability of BM with local stakeholders 
In connection with WP5, this task focused on the validation of the BMs developed with and for each 
LL and their local stakeholders. Therefore, CBS organized interviews and WSs to elaborate on the 
developed models and confirm stakeholders' interest in the identified business. To finalise the process, 
Hamburg is developing a framework to assess the suitability of the BMs based on the identified Key 
Performance Indicators and objectives to be met.  
At the time of writing this deliverable (07/2024), the validation and iteration process is still ongoing 
given the delay within the use-case definition process encountered in some of the LLs. First interviews 
are ongoing with the local stakeholders to validate the BMs and identify interest in long term 
partnerships and WSs are planned for October 2024. A comprehensive insight into the results of T2.5 
will be included into D5.1 (due in M30 of the project, 02/2025). 
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By identifying and addressing these complexities early on in a project, targeted strategies can be 
developed to foster effective collaboration (Lehmacher, 2017; Reed, 2016). Such strategies can include 
stakeholder mapping and analysis, regular communications, communication of benefits and negative 
impacts, clear governance structures and evaluations of alternative solutions (Lehmacher, 2017; Reed, 
2016; Christopher & Peck, 2004). Moreover, providing stakeholders with opportunities to voice their 
opinions, respecting all perspectives, and enabling stakeholders to influence actions are critical 
(Macdonald et al., 2021). Digital platforms and technologies are also increasingly being used to 
facilitate stakeholder engagement, making it more inclusive and efficient (Nguyen et al., 2019). 

Overall, stakeholder engagement is instrumental in driving sustainable solutions in urban mobility and 
last-mile logistics. By fostering multistakeholder collaboration, improving decision-making, and 
addressing diverse interests, projects like DECARBOMILE can achieve their goals effectively. Effective 
stakeholder engagement also enhances organisational reputation, driving competitive advantage and 
long-term value creation in the logistics sector. 
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3 Methodologies 
 
The stakeholder engagement process has been developed by CBS based on existing literature and 
other project experiences. It is following the structure below: 

 
Figure 1: Stakeholder Management Process developed by CBS 

This initial structure was then broken down into the actual activities, which were shared with the 
project partners to keep an overview and inform the process throughout: 
 
Mapping of Stakeholders 
In the initial phase of the stakeholder engagement process, stakeholders were systematically mapped 
based on the typologies outlined in the Grant Agreement. Important stakeholders from each LL were 
identified, clustered in an Excel sheet, and ranked according to their significance, potential 
engagement, interest and role in the project. The mapping of stakeholders is further detailed in D2.1. 

Gain Overview 
Following the mapping exercise, a comprehensive analysis of stakeholders was conducted. 
Stakeholders were categorized based on types, their importance was assessed, and their reach was 
determined. Results were organized into a spreadsheet and visually represented for clarity. 
Subsequently, each LL started to reach out to the identified stakeholders and started to identify 
potential use-cases. Finally, the groundwork for the Kick-off Meetings with external stakeholders was 
laid in each region. 

Activate (KOM & WS1) 
The activation phase focused on understanding the local context within each LL through Kick-off 
Meetings (KOM) and WSs (WS1). This phase aimed to identify challenges and needs specific to each 
stakeholder, enabling the prioritization of efforts in each region, setting the stage for a more targeted 
approach and use case definition based on local assets. 

Strategize (WS1, WS2 & WS3) 
Moving into the strategize phase, collaboration with stakeholders in WSs (WS1 & WS2) occurred to co-
design action plans and engagement maps for each identified use-case, to tackle the specific challenges 
identified and based on the agency of the stakeholders involved locally. During this process, 
identification of stakeholders interested in specific activities and assessment of their potential 
contributions took place. This phase laid the foundation for executing plans and realizing the goals 
outlined in the engagement process. 

Execute (use-case Definitions) 
With a well-defined action plan in place, the development of the use-case implementation definitions 
began. This involved identification of ICT tools and equipment to be used, specification of the hub 
locations and its architectural specificities, and stakeholders involved and their responsibilities.  
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Review and Update 
Periodically, the action plan was revisited and updated in collaboration with stakeholders. Through 
continuous feedback and engagement, flexibility was maintained in adapting to evolving 
circumstances. This iterative process allowed for refinement and optimization based on the dynamic 
nature of stakeholder interactions, integrating new actors, tackling upcoming prioritised challenges, 
and linking with specific actions to implement. 

Evaluate 
After every WS, results were diligently reported, highlighting key insights and milestones achieved. 
Additionally, hindering and supporting factors within the local context were systematically mapped, 
providing valuable input for future decision-making and allowed to strategically adjust the use cases 
and related action accordingly. 

(vgl. Greenwood, 2007; Ray & Miller, 2017; Gould, 2012; Lazzi et. Al 2020; Bourne, 2016; Li & Feng, 
2021; Bruce-Iri & Shelley, 2010; Stocker, Arruda & Mascena, 2018) 
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4 KEY CONCEPTS 

One of the key concepts utilized for the stakeholder engagement in DECARBOMILE is the concept of 
co-creation, which revolves around fostering collaborative partnerships and active involvement of 
stakeholders within the decision-making as well as the solution-building process. Co-creation 
emphasizes a departure from traditional top-down approaches, encouraging an inclusive environment 
where stakeholders contribute their insights, expertise, and perspectives. This collaborative process 
acknowledges that stakeholders bring unique knowledge and experiences to the table, making them 
essential co-creators of value. By engaging stakeholders in WSs, brainstorming sessions, and 
participatory activities, one does not only foster effective solutions but also cultivates a sense of 
ownership and commitment among stakeholders. Co-creation in stakeholder engagement is about 
recognizing the mutual benefits derived from shared responsibility and jointly shaping outcomes to 
address the diverse needs and aspirations of all involved parties. Additionally, co-creation aims to 
identify key-challenges and relevant topics for each stakeholder to develop specific strategies and 
indicators to act upon to achieve these defined objectives.  

Additionally, the engagement was focused on the co-production of tangible results. This was achieved 
by going beyond the generation of ideas and extending it with the collaborative execution of plans, 
with stakeholders playing a vital role in bringing solutions to live, highlighting the practical and 
operational dimensions of stakeholder involvement in the overall process. 
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5 STAKEHOLDER ENGAGEMENT WSS 

Within WP2, following Kick-off meetings, 5 different WSs were developed to cover the objectives of 
each task. The pictures below visualize the individual WSs including their objectives and the task they 
relate to.  

 
Figure 2: WS Timeline of WP2 developed by IT and NANTES 

In summary 30 WSs were held in total, in all LL combined. WS 5 targeting the stakeholder validation of 
the BMs is planned in October 2024.  
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Based on the objectives, specific WS tools and activities were identified and developed, and the agenda 
for the WS was created. Both were written into the WS guidelines which later served as orientation 
and guidance for the LL within the WS process.  
Besides the guidelines, the LL were provided with an E-Mail template for the invitation of the external 
stakeholders, a draft of attendance list for the day of the WS and the reporting template to document 
the WS results. If needed, additional templates were provided for the different WS activities.  
Every external WS was prepared within an internal WS led by CBS (addressed to consortium project 
partners). These WSs served the purpose of (1) introducing and explaining the WS tools, (2) practising 
the use of the tools and (3) preparing a baseline of information for the activities to be used as a 
conversation starter within the WS. Additionally, these internal WSs were used to clarify open 
questions and make final adjustments to the material.  
After the external WS with external stakeholders involved, the LL filled in the reporting template and 
the results were analysed and presented by CBS. 

Challenges experienced 
Noticeable differences within the local context and stakeholder engagement of each LL led to varied 
challenges and requirements from the WS. 

For instance, in Hamburg, the number of involved stakeholders was comparatively low since most 
stakeholders are associations representing multiple stakeholders at once. These associations could act 
as spokespersons, making communication more effective. Conversely, in Istanbul, many stakeholders 
needed to be involved because the associations are not well-organized and lack the resources to have 
local stakeholders' spokespersons. This resulted in a larger workload and more time needed on 
Istanbul's side to organize WS and coordinate stakeholders. 

Additionally, there is a different local perception of urgency and need for change within the system, 
which should be analysed at the beginning of the engagement process. This is crucial as it requires 
time to convince stakeholders of the benefits of changing and investing in sustainability. 
The timeframes needed to define the use-cases also varied, creating difficulties in aligning a common 
timeline as the project progressed. In Hamburg, the use-case was clear and set from the beginning, 
requiring only a minimal number of stakeholders for the definition, allowing the LL to move quickly 
within the engagement process. In contrast, Logroño and Nantes were held back due to political 
situations (elections) and faced more challenges during overall engagement and stakeholder 
commitment, necessitating more time and repeated activities due to changes. 

Stakeholder interest and willingness to participate, engage, and commit to the project also varied. 
Some stakeholders had their own solutions already applied and did not see the reason to change 
anything. Consolidating competing stakeholders in the open market proved difficult, particularly 
concerning data sharing where there were significant concerns about data security and privacy.  

Finally, stakeholder commitment was highly bound to the economic viability, and stakeholders were 
demanding proof about added values and economic viability of the Use-cases. In Nantes, especially, 
stakeholders withheld the right to withdraw from the project if economic viability was not 
demonstrated. The lack of best-case examples directly available to address these issues further 
compounded the challenge. 
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Participants suggested that the engagement process should have focused more on the BMs form the 
beginning and on technical tools. Despite these challenges, 6 out of 7 respondents agreed that the WS 
tools provided were supportive in achieving the objectives during the WSs. 
Overall, the results indicated satisfaction among respondents, with most finding the process and the 
tools easy to follow and use, and insightful in understanding stakeholder involvement, challenges, 
and needs.  
 
The survey findings will serve as valuable internal feedback for CBS to enhance or improve its overall 
engagement process, if necessary. 
 

 

Figure 3: Overview of Survey Participants per LL 

  













Deliverable 2.2 Co-creation methodologies 

www.decarbomile.eu   29 / 62 

5.2.1 WS PREPARATION 
To initiate the planning of activities for defining use-cases in each LL (LL), CBS conducted individual 
internal online WSs. These WSs primarily centred around identifying essential activities for co-creating 
action plans and engagement strategies with external stakeholders. The outcomes of these WSs 
involved an in-depth review of the identified actions, clustering them into thematic groups that would 
be addressed during subsequent stakeholder engagement WSs (WS). Furthermore, a communication 
guideline was established to ensure consistency in messaging. Subsequently, all clustered actions were 
strategically placed on a roadmap, providing a visual representation of the planned activities for the 
next six months. This roadmap serves as a guide for the sequential execution of steps in the 
stakeholder engagement process. During the internal follow up meeting, the designed roadmaps were 
presented and discussed with the LL.  

 

LL Internal WS2 Internal follow up WS2 
Logroño 17.05.2023 3pm 26.05.2023 9.30am 
Istanbul 24.05.2023 10am 30.05.2023 10am 
Hamburg 01.06.2023 9.30am 27.06.2023 10am 
Nantes 01.06.2023 3pm 19.06.2023 3pm 

Table 6: WS2 Preparation Overview 

For the internal WSs, the tool MIRO was utilized to allow stakeholders to co-create content during 
online meetings. After a short introduction, the members of the LL started to fill the table with notes 
about activities needed. To wrap up the WS, CBS discussed the results with the team to clarify open 
questions and review the work produced. The action frequency tables went through two iterations of 
co-creation. First, they were run internally with the LL project partners, and afterwards followed up 
and reiterated in the external WSs with the external stakeholders. 

 

 
Figure 10: Internal WS with Logroño 
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5.2.2 WS TOOLS & MATERIAL  
Action-Frequencies Tool 
The action frequency table is a great tool to start the creation of an action plan, since it helps to identify 
all kinds of relevant topics that need to be covered to complete a task. For the DECARBOMILE WSs 
(both internal and external ones) the table covered 5 different key areas:  

1. Communication referred to what type of communication needs to happen during the process 
to engage and inform stakeholders as well as increase the visibility of the project in the region. 

2. use-case Definition focused on all activities needed to identify and finalise the description of 
the use-cases in each of the LL.  

3. Preparation of the Intervention covers all aspects relevant for the months between the 
finalised use-case definition and the Implementation phase. 

4. Training refers to the kinds of training and preparation required to take place before running 
the activities and interventions. 

5. Security refers to the aspects regarding security, insurance, vandalism, types of lock and access 
to make sure the goods are safe and able to be distributed, including also the security of the 
personnel involved in the deliveries.  

For each of the sections the partners brainstormed: type of actions needed, their frequencies and 
success criteria and responsibilities.  
 

 
Figure 11: Action-Frequency Template (MIRO) 
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In-Out Activity 
The IN-Out activity is targeted to outline the stakeholder's willingness to participate within the Use-
cases. The activity is building upon the previously identified actions within the roadmap and gives 
participants the opportunity to visualize which of the activities they are willing and/or able to 
participate in throughout the project. After identifying and discussing relevant actions and activities, 
Stakeholders will use sticky notes to note down and place activities either in IN meaning they can 
contribute or in OUT meaning that they will not be able to contribute. This tool helped to formulate a 
first informal agreement of responsibilities.  
 

 
Figure 13: In & Out Activity Template 
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5.2.3 WS RESULTS 
Internal WSs 
During the internal WSs, each LL co-created its own Action-Frequency table containing all identified 
needed actions for the use-case definition and preparation of the implementation period. After the 
internal WSs, all actions were reviewed and clustered to create two main outcomes. 

First, based on the action tool, CBS and each living lab co-created one specific action roadmap for each 
of the LL. This roadmap included all identified activities, clustered into designated meetings and WSs 
to be held within the timeframe with the internal and external stakeholders. 

Finally, the results of all LL were clustered together to create one comprehensive overview of Actions 
needed to (1) define the use-cases and (2) prepare the use-case implementation within the project. To 
achieve this, all activities from all LL were reviewed, clustered and generalized tasks defined.  

 
Figure 14: Example of clustering to identify actions from all LL  
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A comprehensive excel table was then created to display the identified actions and to serve as a project 
management tool for the LL. The aim was rather to have a good overview of all actions needed for a 
proper use case implementation than to provide a hierarchisation.   

 
Figure 15: use-case Action Plan developed based on the WS results 
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Overall Needs identified: 
1. Infrastructure and Facilities 

- Reliable charging stations and power supply 
- Adequate storage solutions for cargo bikes, batteries, and logistics equipment. 
- Efficient logistics centres and hubs for consolidation. 

2. Operational Efficiency 
- Optimized delivery routes and schedules. 
- Flexible and adaptive scheduling to manage demand and disruptions. 

3. Compliance and Training 
- Adherence to local regulations and permits. 
- Training for drivers and staff on safety and operational procedures. 

4. Community and Customer Engagement 
- Ensuring high customer satisfaction and predictable delivery services. 
- Raising awareness and supporting local, ecological products and sustainable practices. 

Overall Challenges identified: 
1. Logistical Complexity 

- Managing variable delivery schedules and routes. 
- Coordinating around large events and unforeseen disruptions. 

2. Environmental and Topographical Constraints 
- Adapting to weather, geographical challenges, and load limitations. 

3. Regulatory and Compliance Issues 
- Navigating the need for various permits and addressing data protection concerns. 

4. Stakeholder Coordination 
- Facilitating collaboration among stakeholders and overcoming digital integration 

challenges.  
5. Economic Viability 

- Controlling logistics costs and securing necessary investments. 

The following part will provide an insight into the results of the individual LL. While the WS tool was 
the same for all the LL, there are noticeable differences between the types of results that came out of 
it. This can be due to multiple reasons, but mostly one needs to acknowledge the local differences and 
that the Use-case definitions were in different development states. While Hamburg's results are 
focused on use-case specific needs and challenges, Istanbul's results present a more holistic overview 
of local needs and challenges unrelated to one specific use-case. Logroño had identified seven use-
cases at that stage of the project, leading to its focus on specific needs and challenges for each of them. 
Finally, Nantes approached the task from a more stakeholder centred point of view, identifying their 
specific needs and challenges in detail, resulting in an in-depth overview of the different perspectives 
on the use-case. 

Hamburg LL 
The point of departure for the vessel at the premises of the rowing association RV Bille involves several 
critical considerations. First, the contractual conditions for these premises must be clarified within the 
lease agreement. This includes ensuring that all terms of use are clearly defined and agreed upon to 
facilitate smooth operations. Additionally, the availability of an adequate power supply is essential for 
the vessel's operation. Ensuring a reliable power source at the departure point is crucial for 
maintaining operational readiness. Moreover, larger events like regattas, usually planned long-term, 
must be considered. These events could impact the availability and logistics of using the RV Bille 
premises, necessitating advance planning and coordination. 
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indicates potential for cross-city collaboration and learning, which could provide valuable insights for 
the Logroño project. 

use-case 3.3 Consolidation and Improve supplies and/or pickup/deliveries of fresh products (San Blas 
market association) 
The San Blas Market Association has expressed a keen interest in improving storage solutions. They 
are particularly interested in enhancing last mile delivery services for purchases made at several 
shops, rather than focusing on first mile delivery from producers to shops. Additionally, they are 
interested in participating in a marketplace, where they see the need for efficient delivery services, a 
comprehensive product catalogue, free parking, and vouchers to facilitate customer access and 
convenience. 
Challenges: One of the main challenges identified is the difficulty in matching their delivery schedules 
with the consolidation of routes, which complicates the logistics and efficiency of deliveries. 
Needs: There is a need to raise awareness among sellers about the importance of valuing the time 
spent on delivery. This understanding is crucial for improving the overall delivery process and ensuring 
that stakeholders appreciate the benefits of optimized logistics. 

use-case 4 Reverse logistics with cycle logistic for the collection and reuse of waste (Dacysir & Jimeno 
Tagus) 
Challenges: There are several challenges associated with implementing this system. Making the service 
compulsory can be difficult for sectors like HORECA (Hotels, Restaurants, and Cafes), even though it 
could enhance circularity in this sector. This is especially due to the timetables and the obligatory 
nature of the service for the non-domestic sector, particularly for HORECA. The idea of home collection 
of oil is declared unfeasible. Finally, there are concerns about using bikes instead of vans for the 
collection of waste due to the volume limitations and potentially higher collection costs associated 
with bikes. 
Needs: The success of this use case relies heavily on its duration and the level of citizen awareness. 
There is a need for substantial publicity efforts from the municipality to raise awareness. The system 
should be designed to be easy for businesses, minimizing their involvement in waste management. 
Investment in logistics is fundamental as it directly impacts costs. The municipal "Punto Limpio" 
service, although primarily intended for individuals, is currently also being used by the HORECA sector. 
Plans are underway to install a "door-to-door" collection system for paper and cardboard in the 
historical centre, which has sparked controversy in the HORECA sector.  
Finally, stakeholders identified a potential to recover other types of waste, such as fat and animal 
waste. Both Dacysir and Jimeno Tagus compensate establishments for waste collection, highlighting 
an economic incentive for participation. Hence, there is potential to increase waste collections in 
Logroño city.  

Nantes LL 
use-case 2 Bus Depot  
For Nantes use-case 2 one major common stakeholder need is considering the storage for equipment 
at night, including cargo bikes, batteries, and other materials. Each site needs to store between 5 and 
6 cargo bikes, requiring approximately 150 m². Additionally, there is a need to store and recharge two 
batteries per bike per day. Utilizing Park and Ride (P+R) facilities for nighttime storage and optimizing 
space with cargo bike lift parking could be potential solutions. Nantes Métropole is aware of free 
spaces available for rent during urban changes. 

Another common need is to have a preventive plan that includes training to integrate employees on a 
third-party side. Additionally, it is important to have clear and specific access controls and carefully 
consider the type of employment contracts (permanent or temporary) due to the higher turnover with 
employees in the logistic sector. It is recommended to include social clauses in contracts between 
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transport operators, SEMITAN, and Nantes Métropole to align with public policies and SEMITAN's 
Corporate Social Responsibility (CSR) initiatives. Finally, the bus depot still has gas refuelling pumps 
on-site, which must be factored into the planning process.  

DB Schenker 
DB Schenker has several specific needs to facilitate the effective use of a bus depot as temporary 
logistic storage. Firstly, there is a requirement for social premises for logistics employees, including 
bathrooms, changing rooms, and break rooms, sufficient for 6 to 10 people per site. One potential 
solution is using an old bus for these social premises, but the location of this bus needs to be 
determined. Additionally, there must be one person on-site during the day, necessitating the 
installation of a telephone line and internet access. The site also requires clearly delimited areas for 
each stakeholder and a secured zone to ensure safety and proper organization. 

The distribution zone by cargo bike should be within a maximum of 3 km from the city centre, making 
the Trentemoult or Dalby depots ideal. The ideal operating area for DB Schenker is between 500 and 
700 m², whereas the current area at Les Olivettes is only 350 m², indicating a need for expansion. A 
roofed warehouse is essential for the storage of goods. 

Regarding operations, access to the site must be available by 6:00 AM, as cargo bikes need to leave 
between 6:30 and 7:00 AM. Evening operations are less constrained, with activities typically wrapping 
up between 5:00 and 6:00 PM. The site should also accommodate 19-ton trucks, with 3 to 4 trucks 
expected per site. The goods transported are not sensitive, with typical parcels weighing around 100 
kg, intended for bookshops, shoe sellers, and small restocking for supermarkets. 

SEMITAN 
SEMITAN also has several needs and considerations for the bus depot's use as a temporary logistic 
storage site. First, no items can remain on-site overnight, and the available area and timetables need 
verification depending on the required surface area. Additionally, the same area must be delimited 
consistently from day to day, potentially with visual markers on the ground. SEMITATN points out that 
once or twice a year, an unforeseen constraint like a gas leak may require evacuation and temporary 
blocking of site access. 

Controlled temperatures are possible at the depot, but SEMITAN requires data exchange to know the 
amount of dangerous or sensitive goods on-site.  
Finally, SEMITAN wants to explore options to utilize the presence of delivery vehicles for their own 
equipment delivery needs between depots. 

Les Triporteurs Nantais 
Les Triporteurs Nantais expressed the need for detailed information on bus depot regulations and the 
geographical status of the depot to optimize delivery to the city. They are considering setting up 
shuttles (ELP) and question the environmental efficiency of a daytime hub compared to goods returns 
and delivery defaults. 

Currently, they handle 150 delivery locations (100 pallets) per day, with the potential to increase to 
400 locations per day in Nantes. Each deliveryman makes about 20 round trips per day, and they use 
up to 4 HDVs per day. Heavy goods are delivered using light commercial vehicles, while cargo bikes, 
with a capacity of up to 650 kg, can deliver within an hour around the hub. The maximum dimensions 
of goods for cargo bike delivery are 80cm by 120cm. 
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5.3 REACHING UNREACHABLE STAKEHOLDER WS (WS3) 
During the second consortium meeting in Hamburg, CBS conducted a WS to evaluate the status of the 
external stakeholder engagement and reflect on challenges experienced. The WS was based on the 
results from the WS2 which was previously held in each of the LL. Based on the reporting received 
back, CBS presented an overview of stakeholders present during the WS and issues experienced. 
Afterwards each LL and SC received the templates to discuss and brainstorm internally, followed by an 
open round where the regions could consolidate each other to develop strategies to overcome 
experienced challenges. The results of the WSs were discussed in individual follow up meetings and 
utilized to prepare the WS3 and adjust the individual stakeholder engagement strategy if needed. 
 

 
Figure 17: Example of WS-Template from Hamburg 

5.3.1 WS TOOLS & MATERIALS 
To reflect on the Stakeholder engagement success in the LL, two main factors were considered. First, 
how diverse are the stakeholders engaged by each LL compared to the stakeholder groups identified 
by DECARBOMILE for engagement? In other words, how effectively have the LL managed to engage 
stakeholders out of all relevant stakeholder groups. 
Second, reflect on the engagement status of the stakeholders that the LL are attempting to engage 
within the WS. Including focusing on any potential issues encountered while trying to encourage and 
facilitate stakeholder engagement throughout the project. 
The WS provided the following materials: 
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Preparation 
First, every LL received an overview of 
stakeholders engaged within the WS2 clustered 
in the key stakeholder categories. Additionally, 
the document received also summarized the 
stakeholders not reached with the WS. This 
enabled the LL to reflect on the coverage of 
important stakeholder groups. 

 

 

 
Step 1: Identifying Engagement Challenges  
The first Brainstorm template showcased the 
engagement issues the LL experienced during WS2 
and asked them to brainstorm and collect 
additional challenges they were facing. 

 
Step 2: Stakeholder engagement status 
Within the next step, LL were asked to rank how 
well their level of stakeholder engagement was 
supporting the project's success. Additionally, 
they were asked to explain the ranking by stating 
things that are going well and things they would 
like to improve in the ongoing process.  

 

 

 
Step 3: Identifying potential solutions 
Finally, the LL were asked to discuss underlying 
causes for the identified challenges they are 
experiencing and building on that formulating 
solutions on how to approach them. To encourage 
interactive discussion and problem solving, the 
members of the LL were mixed to bring a new 
perspective and consolidate the experience from 
other project partners.  
 

5.3.2 WS RESULTS 
5.3.2.1 General Results 
Overall, the LL ranked the stakeholder engagement success as good (Istanbul, Hamburg, Logrono) or 
Medium (Nantes). During the WS, some project-related challenges could be identified. One of the key 
issues experienced was that the LL have issues visualizing the long-term success and economic viability 
of the use-cases at the current state of definition. The attempt to utilize old data from stakeholders to 
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highlight the potential of, for example, the route optimization tools was aggravated by the 
stakeholder's hesitance to share data. Also, the collaboration between stakeholders was proven to be 
difficult due to their competitive nature. To address these challenges, project-related success stories 
will be necessary to highlight the potential and viability of the proposed use-cases. Additionally, a focus 
on Data security is recommended since the sharing of Data will be a key factor for the success of the 
use-cases.  
 
5.3.2.2 Hamburg 
In the Hamburg LL it was identified that the number of stakeholders involved is low, which is due to 
many stakeholders being associations and thus representing many businesses. It was discussed that all 
currently relevant stakeholders are engaged and that after the main use-case is secured, additional 
stakeholders can get involved. The main issue with the Stakeholder engagement identified is that the 
WS format is not the most fitting to address the specific issues Hamburg is currently facing. Therefore, 
it was decided to plan more bilateral meetings. 

 
We are happy with... 

- We have the important stakeholder for 
the current state --> additional 
stakeholders will be included when 
needed  

- Other stakeholders connect us with 
necessary stakeholder 

 

We want to improve... 
- Combining the overall WS concept with 

the current state of the use case  
- Is the WS format correct? --> bilateral 

meetings seem to be more useful 

Challenges identified: 
- No direct contact between boat and 

local stakeholders  to late  
- Distance between Hamburg and Ghent  
- Problems defining the right contact in 

the company --> Who should be 
engaged?  

- Haven city is hard to reach  
- Direct contact to invite the Stakeholders 

is necessary   
- Hard to address stakeholder at the right 

time --> sometime bilateral meetings are 
better to keep stakeholder engaged 

 

Solutions identified: 
- Better communication of the WS goals  
- Plan more bilateral meetings 

 

Table 7: Results CM-WS Hamburg 

5.3.2.3 Istanbul 
Istanbul had to coordinate a considerable number of stakeholders and therefore organized the WS2 
several times at different dates to engage as many stakeholders as possible. The fundamental issue 
the LL was experiencing was that the use-case definitions were not clearly defined yet which made it 
harder to include stakeholders. Also, the LL recognized the risk of diminishing interest from 
Stakeholders due to bigger gaps between the WSs held in the project. It was therefore agreed that 
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stakeholders need to be involved on an ongoing basis and the communication plan was updated. 
Finally, stakeholders are linking their interest and commitment in the project to a proven economic 
viability of the use-cases. It is therefore important to consider how success stories from similar projects 
can be utilized to showcase the potential of the projects proposed.  

 
We are happy with... 

- Number of stakeholders participating  
- How active the municipality was in 

engaging a large number of participants  
- Interest of participants and great 

participation within the WS  
- Partners brought knowledge about the 

management of the consolidation 
centers + success stories  

- There are partner experienced in smart 
lockers who can be involved 

We want to improve... 
- Use cases were not clear at this stage, 

thus participants were unsure what to 
do, so it made it difficult to engage with 
them  

- Timelapse between the first and second 
WS lead to diminishing interest  

- Participants are using their own SW 
solutions which are difficult to 
incorporate 

Challenges identified: 
- Stakeholder roles were not clearly 

defined  
- Stakeholder won't commit until 

economic viability is proven 

Solutions identified: 
- showcase successful solutions from 

other projects / cities / customers  
- Create a regular communication plan  
- Define and tailor uses cases from the 

stakeholder capabilities 
Table 8: Results CM-WS Istanbul 

5.3.2.4 Logroño 
Similar to Istanbul, Logroño also wants to improve the visualization of the viability and long-term 
success of the use-cases to the stakeholders. Unfortunately, stakeholders are still reluctant to share 
their Data to enable the visualization and showcasing of route optimization tools or similar software 
tools. Therefore, one important next step will be to discuss Data security and to define a framework 
for data sharing with the stakeholders. 

 
We are happy with... 

- Early adopters  
- Dacysir and jimenez Tagus are promising 

businesses --> possibility to expand and 
bring more business to them with a 
sustainable collection 

We want to improve... 
- Visualize long term success and viability 

for businesses  
- Early adopters related to Horeca 

Channel 
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5.4.1 WS PREPARATION 
In preparation of the external WSs, CBS held an online internal WS utilizing MIRO to introduce and 
prepare the WSs tools with the LL. The focus was especially on explaining the redesigned and updated 
version of the roadmaps, which are now split into the Action Plan (AP).  The AP is used for visualizing 
all actions identified and the action calendar to be used to set LL specific milestones and plan actions 
and meetings that need to be covered to achieve those milestones in time. During the internal WS, 
each LL team started to fill in the WS templates to have a starting point of conversations with the 
stakeholder during the external meetings. CBS did provide each LL with the templates containing the 
results produced during the internal WS. 
 

5.4.2 WS TOOLS AND MATERIAL 
use-case Action calendar 
The use-case action calendar is visualizing the process of the project in the upcoming months. On top 
of the timeline, the LL are identifying and formulating milestones to reach. In the calendar below, the 
actions needed are mapped out including necessary meetings or WSs to be held to achieve the use-
case milestones. The Action-plan provided can be used as orientation of what activities need to be 
addressed and covered within the different stages of the use-case. 

 
Figure 18: use-case Action Calander template (made by CBS) 

PEST-Analysis 
The PEST (Political, Economic, Social, and Technological) analysis tool is a strategic framework used to 
evaluate the external factors that can influence the success or failure of a project or business initiative. 
This tool is particularly valuable for assessing the socio-economic context in pilot regions and 
identifying the key assets and obstacles that could impact business success. The analysis encompasses 
four critical dimensions: 

1. Political Factors: This dimension examines the impact of government policies, regulations, and 
political stability on the project. It helps identify restrictions, regulatory hurdles, and political 
changes that could delay or hinder progress. 

2. Economic Factors: This dimension assesses the economic environment and its influence on the 
project's viability. It includes evaluating the financial benefits for stakeholders, funding sources 
for necessary equipment and infrastructure, and overall economic trends that could affect 
project outcomes. 

3. Social Factors: This dimension explores the social environment, including cultural and social 
perceptions, awareness levels, and acceptance among local stakeholders. It identifies potential 
resistance, the willingness of stakeholders to embrace change, and diverse usage preferences 
that might influence the project's implementation. 
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4. Technical Factors: This dimension focuses on the technological aspects, such as access to 
relevant data, the ability to collaborate and share data across stakeholders and regions, and 
the challenges associated with implementing ICT tools. It also considers the availability of 
necessary infrastructure, like micro-hubs, to support the project's use cases. 

By systematically analysing these dimensions, the PEST tool helps identify the enabling factors and 
obstacles that could empower or restrict businesses from achieving success. It can therefore highlight 
potential growth opportunities and help ensuring that businesses can navigate the external 
environment effectively and capitalize on available opportunities (Yüksel, 2012; Gupta, 2013). 
 

 
Figure 19: PEST-Template (made by CBS) 

5.4.3 WS RESULTS 
Action-Calendar results 
Each LL reviewed the use-case action roadmap created in WS2. CBS provided each LL with two tools to 
do so. First, each LL received their updated Action Calander as a word document. Second each LL 
started working with the use-case action plan, documenting the current work status of each action 
identified in WS2. The action plan (introduced in WS2) is used as project management tool to keep 
track of the work status and provide guidance to define concrete actions to plan the stakeholder 
engagement (meetings, tasks etc.). The action calendar provides a more in-depth monthly overview of 
(1) Milestones to be reached, (2) Individual actions to be addressed & (3) meetings planned with 
stakeholders. 
The full action plan and the reviewed action calendars of each LL can be found in the Appendix. 

  
Figure 20: Action Plan (Left) & Action Calendar (right) 
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Logroño 
  Enabling factors Hindering factors 

Political  - Regulations like low emission zones - Change of politic group leader could change 
the position and development of the project 

Social   - Positive externality (less public space 
occupation, less noise, pro sport) 

- HHRR: Social inclusion and creation of 
employment 

- Local stakeholders focused on their core 
business, not on delivery 

- lack of consciousness --> need of 
dissemination and training  

Economic  - Energy prices - Who pays equipment, software and physical 
infrastructure once the project ends? 

- Missing cycle-logistic operator 

Technical  - Renting opportunities of vehicles - Lack of permanent IT maintenance staff 
- Energy production 

Table 15: PEST Analysis Logroño 

Nantes 
  Enabling factors Hindering factors 

Political  - Aligning political agenda targeting 
emission reduction  

- Change in political priorities 

Social   - Demand for reduction in traffic and 
airpollution 

- Habits change for logistics workers (working 
hours, new tools, security) 

- Citizens acceptability of hubs in the city 

Economic  - Environmental impact measure - Price variation of materials, equipment and 
rent 

Technical  - Testing of new equipment (like 
Fleximodal) 

- Integration of new tools in the logistics 
process 

Table 16: PEST Analysis Nantes 

In summarizing, the enabling and hindering factors across the four LLs common themes emerge. Key 
enabling factors include positive political relevance, social acceptance, economic feasibility, and 
technical readiness. However, critical challenges revolve around political acceptance, regulatory 
hurdles, budget constraints, and technical limitations. Moving forward, it is essential to integrate these 
insights into the project and use-case development process. For instance, engaging with policymakers 
early and carefully mapping needed regulations to navigate regulatory hurdles. Also, openly discussing 
and reviewing cost structures to alleviate budget constraints. Thus, particular attention must be given 
to mitigating these hindering factors during the implementation of the use cases to ensure the 
project's overall effectiveness and sustainability. 

  





Deliverable 2.2 Co-creation methodologies 

www.decarbomile.eu   54 / 62 

The key stakeholders will be validating the specific use-case BM while the project relevant stakeholders 
will be addressed with the generic BM for the Area targeting the interest and potential in future 
implementations. Therefore, the project relevant stakeholder will be targeted in WP8 during the 
development of the Generic BMs. The interviews with the key stakeholders are planned to be held 
during August 2024. An insight of the stakeholder clustering is provided below.  

Hamburg & Istanbul 
In both Hamburg and Istanbul, all key stakeholders to run the use-case are identified and actively 
involved in the preparation of the implementation. The number of stakeholders involved is low and 
many are part of the consortium, making it easier to conduct in-depth interviews focusing on how well 
the current BM / Governance model matches their expectations for the Implementation phase. Since 
the interest of the stakeholders is already confirmed, the goal of the interviews is to validate the 
current BM while focusing on potential missing elements, on expectations regarding the outcome, 
foreseen gains / added value brought by the use cases, and the assessment of the economic viability 
as well as on the interest in continuing the business after the project and the assessment of the 
scalability of the use-case. Finally, the interviews will also try to assess some frameworks around the 
governance model / partnerships focusing on the envisioned role of the municipality and reviewing 
the preliminary governance model developed in T5.3. 

Hamburg use-case 1 DPDHL, OHB, HAM 

Istanbul use-case 1 & 2 MIGROS 

use-case 3 MIGROS, ILETMEN, IMM 
Table 18: Relevant Stakeholder Hamburg & Istanbul 

Logroño & Nantes 
In Logroño and Nantes, the number of use-cases and related stakeholders targeted for the 
implementation is higher. Additionally, there are more pending confirmations of interest to participate 
within the frame of the Implementation period from stakeholders. Finally, some Use-cases are still in 
the creation phase and do not have a finalised agreed process or outline. Therefore, for some use-
cases, it would be more challenging to conduct specific interviews with the key stakeholders. 
Nevertheless, it was agreed to try to interview all potential key-stakeholder targeting current interest, 
concerns, and requirements for the use-case implementation phase. To support the process, CBS 
mapped different possibilities for BMs around the primary use-case description to assess and support 
a compromise on suitable, feasible and interesting BMs for the stakeholders. Therefore, the interviews 
with stakeholders with pending confirmation will highlight different version of the use-case / BM and 
focus on narrowing down the most appealing version for the stakeholder. The goal here is to find an 
agreement and aim for a confirmation of interest and participation.  

Logroño use-case 1 DHL, LGN  

use-case 2 LGN, DHL, Riofarco, Jimeno Tagus 

use-case 3 LGN 

Nantes use-case 1.1 Toutenvélo, Heppner  

use-case 1.2 Triporteur Francais / DB Schenker 

use-case 2 Nantes, Chamber of Commerce 

use-case 3 Nantes, Triporteur Francais 
Table 19: Relevant Stakeholder Logroño & Nantes 
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Figure 21: Example: Various possible levels of consolidation for LGN use-case 1 

5.5.2 WSS & ON-SITE VISITS 
The WSs (WS5) are going to take place in October 2024. The objectives of the WSs are to review and 
approve the BMs for the use-cases, with a specific focus on the Governance model and Cost-Revenue 
structure. Additionally, the WSs will be combined with on-site visits in the use-case implementation 
area to have a hands-on discussion about the process during the implementation and operation phase 
of the business. For each LL, the WS objectives will be planned around the individual needs of their 
use-cases and the results from the preliminary interviews held in August.  
 

LL Date  Stakeholder targeted  
Istanbul 31st October MIGROS, ILETMAN, Istanbul municipality, NGS, GGI 
 
Hamburg  

21st-22nd 
October OHB, DPDHL, Hamburg municipality, NGS 

 
Logroño  29th October 

DHL, San Blas market, RIOFARCO, Logroño 
municipality, local pharmacies & orthopedic shops, 
CPAER, COYETERO 

 
Nantes  8th October 

Toutenvélo, Heppner  
SEMITAN, Logistic / Cargo bike operator, NANTES 
Tripoteur Francais, NANTES, Logistic / Cargo bike 
operator 

Table 20: Overview WS October 2024 

5.5.3 BM ASSESSMENT 
HAM supported by LIHH, NANTES, IMM and LGN will assess the suitability of the WP5 BMs with the 
local stakeholders and their network. In preparation for that, all partners met for a brainstorming 
session to assess and identify key areas and factors to consider during the assessment. During this 
session, seven key areas and related factors were identified: 

1. Alignment with local needs: Does the BM address key needs or challenges identified by the 
community & local stakeholders? 
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2. Governance model: Have roles and responsibilities been clearly defined and allocated among 
the partners?   

3. Partnership Objectives & Outcome: Are the objectives of the (private public) partnership / 
collaboration clearly defined and aligned with the interests of all stakeholders involved? 

4. Regulatory Compliance: Does the BM comply with relevant local regulations and legal 
requirements? 

5. Economic Viability: Is the BM financially sustainable in the local market context? 
6. Environmental and Social viability: Does the BM provide the required environmental and social 

benefits to the community? 
7. Long term Impact & Scalability: What are the potentials for a long-term implementation and 

partnerships and are there opportunities for scalability? 
8. Alignment with project KPIs 

The goal of this assessment is to evaluate the alignment of the BMs with the local challenges and needs 
identified at the outset of the project. The results aim to highlight the areas where the use case can 
effectively address these challenges, while also identifying potential gaps in delivering the intended 
added value. This reflection will guide further development and ensure that the BMs are not only 
relevant but also impactful in meeting the specific needs of the local stakeholder and the community.  

Within the months of October-November, HAM will develop and finalize an assessment framework to 
be followed during the final evaluation process of the BMs.  

 

 
Figure 22: BM-Assessment Brainstorm in MIRO  
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https://doi.org/10.1016/J.PUBREV.2021.102024
https://doi.org/10.2217/CER-2016-0096/SUPPL_FILE/SUPPL_APPENDIX.DOCX
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ANNEX 

The annex will provide the following documents: 

A) WS overview Gant chart 
B) Example of WS Attendance sheet 
C) Example of WS Invitation Email 
D) Example of WS preparation Checklist 
E) WS Guideline KoM 
F) Reporting template KoM 
G) WS Guidelines WS2 
H) Reporting Template WS2 
I) Results WS2 (Action Frequencie Table & Roadmap of each LL)  
J) use-case Action Plan  
K) Example for Action Calander of each LL 
L) Reaching unreachable Stakeholder WS Templates 
M) WS Guidelines WS3 
N) WS3 Brainstorming-Templates 
O) Reporting Template WS3 
P) Interview Guideline for Validation interview (T2.5) 
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- Ranking Activity (in the amount of the groups) 

Other Material - Post-Its 
- Pens 
- Sticky dots 

 

Prepare Name badges 
(optional) 

If you want, you can prepare name badges  

   

During the workshop   

Take pictures   

Take notes   

Coordinate the 
groups 

  

   

After the workshop   

Write participants Write participants thanking them for their participation and list next steps.   

Protocol of the 
Workshop (in English) 

Fill out template (SharePoint) with workshop results and plan for next steps within THREE 
days after holding the workshop.  
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