
1. Visual Overview: Quickly grasp the project’s scope, timeline, and
workload distribution before diving into detailed process descriptions

2. Knowledge Access: Serves as a tool for rapid understanding of the
project’s components and resource requirements

3. Risk & Recomendation: Highlights key risk areas and complexities,
enabling proactive plannin and mitigation based on project learnings

This project blueprint provides a high-level, visual overview of how the DECARBOMILE 
initiative has evolved, demonstrating the progression of events, actions, and stakeholder 
engagement in a replicable format. Designed as an illustrative guideline, it offers an easy-
to-follow framework of the project’s structure and the key steps required to bring it to life, 
facilitating planning and replication in other locations and cities.

PROJECT BLUEPRINT

31 Partners from 11 European contries collaborate, 

including 4 universities, 9  SMEs , 2 industrial partners and 16 public organisations

Investigated the feasibility of utilising urban 
waterways and cargo bikes for parcel 
deliveries, testing a multimodal last-mile 
delivery concept that connects water and 

land transport

HAMBURG (Germany)

Focused on accelarating the transition 
to sustainable urban deliveries through 
cargo-bike operations, a cycle-logistics 
station, and innovative beverage deliveries 

using public parking spaces

NANTES (France)

Addressed urban congestion and limited 
logistics spaces through e-bike delivery 
operations and the development of 
a shared logistics space for multiple 

operators

ISTANBUL (Türkiye)

Implemented a municipal cargo bike 
delivery service for local commerce, a 
multi-service micro-hub and smart lockers  
for local shops to expend business outside 

opening hours

LOGROÑO (Spain)

CONSORTIUM

HORIZONTAL AXIS (Timeline) 

Project  Launch: Formation of the consortium, internal team-building, role definition, project 
planning, and baseline assessment. This phase establishes the project’s governance 
structure, strategic direction, communication identity and shared understanding of the 
local context and state of the art

Use-Case Definition: Identification, development, and refinement of Use Cases for the 
Living Labs, with a strong emphasis on stakeholder engagement, feasibility assessment 
and the formalisation of realistic and achievable implementation concepts

Use-Case Implementation:Translation of Use Case concepts into operational 
pilots through stakeholder agreements, technical development, regulatory approvals, 
infrastructure preparation and implementation planning

Demonstration Phase: Operation and testing of the Use Case under real-world 
conditions, supported by continuous monitoring, documentation, assessment, and 
stakeholder feedback

Project End: Evaluation, dissemination, and exploitation of project results, alongside 
the development of long-term implementation, sustainability, replication, and scalability 
pathways

VERTICAL AXIS (Key Fields of Operation)

Living Lab & Use-Case: Actions related to the identification, development, implementation, 
and evaluation of project-specific solutions, referred to as Use-Cases (UCs), within the 
Living Lab (LL) environments

ICT Tools & Equipment: Actions related to the development of software and hardware 
solutions supporting the implementation of Use Cases

Stakeholder Engagement: Activities aimed at identifying, engaging, and involving 
relevant stakeholder groups throughout the project lifecycle 

Project Assessment: Actions covering the coordination, preparation, monitoring, and 
evaluation of project outcomes, impacts, and effectiveness

Communication: Activities related to internal and external communication, dissemination, 
and exploitation of project results

PURPOSE OF THE BLUEPRINT

Decarbonising Urban Last Mile Logistics 

PROJECT 
BLUEPRINT

This project has received funding from the European Union’s Horizon Europe 
Research and Innovation programme under Grant Agreement No.101069806

Research Partners: It’s worth to invest extra time at the beginning of the project in 
situational analyses, feasibility assessments, and reviewing lessons from previous projects. 
Design monitoring and assessment activities early, document learnings continuously, and 
anticipate delays that may reduce the time available for impact evaluation. Where possible, 
allow at least six months between the end of demonstrations and final assessment activities 
to ensure dissemination of the project impact and results.

Municipalities & Public Authorities: Anticipate that approvals, permits, and internal 
decision-making processes often take significantly longer than project timelines suggest. 
Municipalities frequently play the role of neutral facilitator within the Living Lab and should 
allocate sufficient personnel resources for stakeholder coordination, regulatory alignment, 
and long-term implementation planning. Make sure to develop a fitting regulatory 
framework for the long-term implementation in advance to the project end.

Tools and Equipment Providers: Avoid developing highly specific solutions before the 
operational requirements of the Use-Cases are sufficiently mature. Maintain continuous 
interaction with operational partners and remain flexible regarding technical specifications 
and deployment requirements, as implementation conditions often change throughout 
the project. Anticipate resistance regarding data sharing and counteract with clear 
anonymisation and security guidelines. Finally, remember that offering a tool free of charge 
does not guarantee adoption, but its value and practical benefits must be clear to users. 

Logistic Operators: Be transparent about the resources, data, and operational changes 
you can realistically contribute to the project. Make sure the required project activities align 
with the time and resources your organisation is willing and able to provide and ensure 
that expected benefits and long-term opportunities are discussed early. Keep in mind that 
successful projects depend on collaboration, data sharing, and openness to testing new 
approaches, make sure you are willing to commit to that.

Project Coordinators: Ensure Living Labs start with realistic and feasible Use-Cases 
that fit their local context, stakeholder capacities, and implementation timeline. Build some 
flexibility into timelines, budgets, and work plans from the beginning. Foster synergies 
between work packages teams, with regular communication and update meetings. Also, 
don’t be afraid to simplify a Use Case if it’s clearly becoming too complex to deliver.

Stakeholder Engagement Lead: Invest in a detailed stakeholder analysis that assesses 
not only interest, but also capacity, resources, and willingness to collaborate. Keep 
engagement activities practical and aligned with project progress. Co-creation does not 
mean involving everyone in every decision, adapt engagement intensity to stakeholder 
needs and capabilities. Focus on demonstrating clear value from the beginning and work 
closely with Living Lab leaders to stay aligned with local realities. 

Peer-to-Peer Recommendations

Communication Team: Develop communication and exploitation plans early but 
expect them to evolve alongside the project. Take a proactive role in collecting updates 
from Living Labs and technical partners to ensure communication remains accurate and 
consistent. Tailor communication activities to local contexts and stakeholder groups and 
plan major dissemination and exploitation activities well in advance. Anticipate a significant 
communication effort towards project end when results, impacts, and replication potential 
need to be communicated. 

DECARBOMILE developed innovative last mile logistic solutions to demonstrate the 
full potential of decarbonised last mile delivery and promote sustainable practices in the 
industry. 

The approach to transforming last mile logistics in Europe is built on five pillars: collaborative 
partnerships that bring stakeholders together, sustainable economic models that create 
long-term value, smart urban optimisation for more efficient and environmentally friendly 
deliveries, digital collaboration powered by advanced optimisation technologies, and 
regulatory compliance that supports sustainable urban logistics. Together, these pillars 
enable a smarter, more efficient, and future-ready logistics ecosystem.

LIVING LABS
DECARBOMILE established four Living Labs across Europe, each representing distinct urban 

contexts, challenges, and approaches to sustainable last  mile logistics.

ABOUT DECARBOMILE

DECARBOMILE.EU

developed by Isabella Hauswald, Amalia Giannakopoulou & Isabel Froes, 

Copenhagen Business School & Katharina Beck, Hamburg University of Technology



Use-Case Implementation

Demonstration Phase

Project End

Proposal Stage
Overly ambitious or insufficiently validated UCs can lead to major scope changes, 

delays, and resource constraints, while unrealistic KPIs create pressure to deliver 

unfeasible outcomes. Therefore, realistic and scalable UCs should be defined 

early, with sufficient time allocated for feasibility validation and contingency 

planning. It is also essential to ensure that the selected UCs are feasible within 

the local Living Lab implementation context. To avoid misalignment between 

technical solutions and implementation needs, technical and operational 

work packages should be planned to overlap, with clear consideration of their 

interdependencies. Where possible, some flexibility should be built into budgets, 

timelines, and implementation plans to accommodate changing conditions. 

Finally, involving key implementation stakeholders as consortium partners is 

recommended for consistent commitment. 

Project Launch
Unclear roles, responsibilities, and decision-making structures can lead to 

duplicated effort, delays, and uncertainty. Therefore it is important to establish 

clear governance and ownership arrangements from the outset. Misalignment 

between technical and operational partners may result in poorly defined technical 

specifications and implementation challenges. Consequently, early alignment 

workshops and the timely definition of technical requirements, data needs, and 

integration pathways are essential. Feasibility assumptions should be validated 

early through assessments of operational readiness, ICT integration, and data 

availability to avoid investing in solutions that prove difficult to implement. Finally, 

detailed context, stakeholder and feasibility analyses should be prioritised to 

identify collaboration needs and ensure that engagement strategies are aligned 

with the local implementation environment. 

Use-Case Definition
Lengthy iteration cycles and repeated redesigns of UCs can lead to excessive 

co-creation efforts, stakeholder fatigue, declining engagement, and loss of 

momentum. To mitigate these risks, UCs should focus on the minimum viable 

version before expanding complexity. Feasibility should be validated early, and 

clear milestones and deadlines should be enforced. Additionally, stakeholders’ 

capacity, willingness to commit, and suitability for the required collaboration 

should be assessed at an early stage, with co-creation activities continuously 

adapted to their interest and availability. Clear frameworks for collaboration, 

governance, data sharing, and resource commitments are needed to address 

reluctance to collaborate and invest into the UC. Finally, economic and 

operational feasibility should be continuously assessed through testing and 

validation throughout the UC development process.

Demonstration activities are often more complex and resource-intensive 

than anticipated, requiring additional coordination, operational support, 

and proactive management. Clear documentation, monitoring, and 

communication strategies should be established to track progress 

and ensure that demonstration activities and outcomes are effectively 

communicated to relevant stakeholders. In addition, delays in the 

demonstration phase launch can significantly reduce time for monitoring and 

impact evaluation. Therefore, demonstration activities should be finalised 

well in advance, ideally 6–12 months before project completion, to allow for 

meaningful monitoring, data collection, and evaluation of results.

Long-term impact is significantly reduced when planning for replication and 

scalability begins too late. Therefore, its important to already consider these 

aspects from the early stages of the project. Similarly, unclear operational 

ownership can compromise long-term implementation by leaving post-

project responsibilities undefined, making it essential to build a framework for 

of UCs well before project completion. Communication, dissemination, and 

exploitation activities are often underestimated and left until the final stages 

of the project, reducing the visibility, uptake, and long-term impact of project 

results. Future projects should plan these activities throughout the project 

lifecycle and reserve sufficient time at the project’s end to communicate, 

exploit, and transfer project outcomes.  Finally, valuable knowledge, 

stakeholder relationships, and engagement networks may be lost after 

project closure unless mechanisms for knowledge transfer, stakeholder 

follow-up, and continuation planning are established in advance.

Municipal procedures, approvals, and internal decision-making processes 

often progress more slowly than project timelines, making early engagement 

of relevant authorities essential. To mitigate delays, sufficient time should 

be allocated for legal procedures, approvals, and administrative processes, 

particularly in highly bureaucratic contexts. Equipment, technologies, and 

operational processes should be thoroughly tested before full deployment. 

It is recommended to validate individual components separately before 

implementing the whole supply chain. Implementation may also face a high 

coordination burden due to changing conditions. Regular coordination 

meetings, flexible implementation planning, and clear process documentation 

can help maintain continuity and ensure that knowledge is retained throughout 

the implementation phase. Finaly, baseline data should be secured prior 

Demonstration to support a meaningful impact evaluation.

Time  
consuming

Iteration  
heavy High complexityFinancially 

demanding
Coordination  
heavy

Human 
resource 
intense

Project Phases
Project LaunchProject Launch Use-Case Definition Use-Case Implementation Demonstration Phase Project End
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Step 1: State of the ArtStep 1: State of the Art Step 2: Identify Potental Use-CasesStep 2: Identify Potental Use-Cases Step 3: Select Suitable Use-CasesStep 3: Select Suitable Use-Cases Step 4: Obtain regulatory approvals 
& formalise agreements

Step 4: Obtain regulatory approvals 
& formalise agreements

Step 5: Construction and TrainingStep 5: Construction and Training Step 6: Test the project solution and provide FeedbackStep 6: Test the project solution and provide Feedback Step 7: Long-term implementationStep 7: Long-term implementation

Identification of Living Lab
Needs and Goals

Collect first Use-Case Ideas

Identify Stakeholder Needs 
& Challenges 

Outline potential Use-Case 
Descriptions

Site Visits

Define Ressources needed

Outline Regulatory 
Framework needed

Finalise & Validate UC definition 

Outline Use-Case action plan 
& timeframe

Outline Permits needed

Define Roles & Responsibilities

Establish and confirm Budget

Define location 

Business Model Development 
- Value Proposition

- Governance Model
- Cost Structure & Finance plan

Contracts and Agreements with 
stakeholders 

Launching of Tenders

Implement new regulations

Define Use Case Implementation plan 
& identify operational risk & 

success factors

Outline Use-Case Process description

Set up recruitment & 
training strategy

Obtain Permits

Construction of Use Case & 
purchase of equipment

Technical set-up (vehicles, hubs, tools)

Carry out Pretests

Final Adjustments based 
on learnings

Carry out Training with staff

Operation of the Use Cases
- testing the solutions and concepts

- adjustments based on learning

Process 
documentation and 

feedback sessions

Discuss Scalability and Feasibility

Outline long term strategy 
for Use Cases 

Set up long term agreements 
& scale solutions

Kick start replication in other cities

Internal meeting to clarify roles, 
responsibilities and expectations

Technical baseline assessment of 
Living Lab and outline of potential 

solutions applicable

Technical Visits
in the Living Labs

Identify technical needs

Identify relevant tools and 
services needed

Outline collaboration possibilities 
with UC stakeholders

Establish feasibility assessment

Develop new Software &
Hardware solutions

Data sharing agreements 
with stakeholders

Data collection, anonymisation, 
and standardisation for ICT tools

Data standardization & 
anonymisation process

Testing of new ICT & Hardware tools

Convert learnings from
prototyps & tests

Finalizing and operating of logistical equipment & ICT tools

Data processing and Technical support

Develop exploitation strategy

Step 1: Internal Community 
Building & Project Kickoff

Launch internal collaboration 
- Outline Collaboration Structur 

- Define Roles & Responsibilities
- Develop Timeline and Strategy

Develop Engagement Strategy 
& Timeline

Prepare Engagement Material 
Workshops, Interviews & Surveys, 

Site Visits

Step 2: Stakeholder Mapping 
& External Kick-off

Stakeholder 
analysis & recruiting 

strategy

Invite key 
participants 

to workshops &
informal sessions

Kick-Start 
Collaboration & 

create Community

Workshop: 
Challenges 

& Needs

Workshop: 
Use-Case & 

Engage- 
ment plan

Workshop:  
Use Case 
Definition 

& 
Governance 

Model

Workshop: 
Market 
Assess- 

ment

Workshop: 
Business 

model 
Canvas 
creation

Workshop: 
Imple-

mentation 
Strategy

Facilitate Collaboration and Co-Creation

Step 4: Facilitate and support external and internal collaboration
Step 3: External Co-Creation 

Workshops

BI-Weekly LIVING LAB / Use-Case Update meetings

Host demonstrations, trainings and info sessions

Step 5: Long-Term Collaboration

Feedback and develop long term 
strategy for collaboration

Carry out ecological, social 
& economic impact assessment

Develop recommendations

Project Performance Evaluation 
& Documentation

Communicate key insights 
& learnings

Establish an archive for results

Define long-term
communication strategyEnsure all results are documented online

Gather data & communicate project results and impact
Document & Communicate  

Use Case Implementation

Prepare communication strategy 
for Use Case Demonstration

& material for the Living Labs

Creation of communication materials

Collaboration with similar projects & initiatives

Conferences and Dissemination of project resultsDevelop overview of communication material

Outline communication activities and timeline

Develop communication strategy  
for project & Living Labs

- define target group, ressources, materials needed

Start communication about project aim & timeframe
& distribution of communication material

Create Project 
Identity

 - Website, Poster, 
Logo, Flyer, 

Project Presentation

Baseline Assessment & 
Situational Analysis 

- Identification of local needs & 
challenges 

- Outline State of the Art of Living Lab 
- Outline regulatory Landscape

Conduct Desk Research 
- Literature State of the Art 

- Added Value Services
- Best-Practice Collection

Set up a project governance 
framework 

- develop project plan, timeframe 
- Set up Gender Equality Plan

Set up an evaluation strategy 
and timeline

KPI identification & definition Set up data collection process Data collection for Use Case Baseline

Continious Assessment of Use Case Business Model, Value Propositon, Economic feasibility

Facilitate continuous operational feasibility assessment of the Use Cases

Collect Lessons Learned of 
Use Case Definition

Site Visits

Collect Lessons Learned of 
Implementation Phase

Facilitate and conduct Impact Assessment  
- interview & survey participation

Collect Lessons Learned of Demonstration Phase

Site Visits (document operations, gather data)

Monitoring the Use Case Operations and collect data

Communicate the Use Cases
- regular progress updates on 

social media  and the website and 
within the Living Lab
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database & ranking
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