Peer-to-Peer Recommendations

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,
dont 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.

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.

Logistic Operators: Be transparent about the resources, data, and operational changes
you canrealistically 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.

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.

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 forimpact evaluation. Where possible,
allow atleast six months between the end of demonstrations and final assessment activities
to ensure dissemination of the project impact and results.

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 wellinadvance. Anticipate a significant
communication effort towards project end when results, impacts, and replication potential
need to be communicated.

ABOUT DECARBOMILE

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

Theapproachto transforminglast mile logisticsin Europeis built onfive pillars: collaborative
partnerships that bring stakeholders together, sustainable economic models that create
long-termvalue, 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, eachrepresenting distinct urban

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

HAMBURG (Germany)
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

NANTES (France)

Focused on accelarating the transition

to sustainable urban deliveries through

cargo-bike operations, a cycle-logistics

station,andinnovative beverage deliveries
using public parking spaces

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

operators

LOGRONO (Spain)
Implemented a municipal cargo bike
delivery service for local commerce, a
multi-service micro-hub and smartlockers
forlocal shops to expend business outside

opening hours

CONSORTIUM

31Partners from 11 European contries collaborate,
including 4 universities, 9 SMEs, 2 industrial partners and 16 public organisations
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This project hasreceived funding fromthe European Union's Horizon Europe
Researchand Innovation programme under Grant Agreement No101069806

PROJECT BLUEPRINT

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 guideling, 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.

PURPOSE OF THE BLUEPRINT
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

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: |dentification, 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)

LivingLab & Use-Case: Actionsrelated to theidentification, 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 tointernal and external commmunication, dissemination,
and exploitation of project results
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Overly ambitious or insufficiently validated UCs canlead to major scope changes,
delays,andresource constraints, while unrealistic KPIs create pressure to deliver

Project Launch Use-Case Definition

Step 3: Select Suitable Use-Cases

Step 1: State of the Art Step 2: Identify Potental Use-Cases

Identify Stakeholder Needs Finalise & Validate UC definition

Identification of Living Lab & Challenges

Project Phases

Use-Case Implementation

Step 4: Obtain regulatory approvals
& formalise agreements

Contracts and Agreements with
stakeholders

Demonstration Phase

Step 5: Construction and Training Step 6: Test the project solution and provide Feedback

Construction of Use Case &
purchase of equipment

Project End

Step 7: Long-term implementation

Discuss Scalability and Feasibility

Use-Case Implementation@}

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

unfeasible outcomes. Therefore, realistic and scalable UCs should be defined , ,
“ Needs and Goals Outline Use-Case action plan o )
early, with sufficient time allocated for feasibility validation and contingency fa 0 enlive i) U &tmeframe G O Technical set-up (vehicles, hubs, tools) Outline long term strategy be allocated for legal procedures, approvals, and administrative processes,
escriptions . . . . . .
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.. . . . . . -l . . Operation of the Use Cases .
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technical solutions and implementation needs, technical and operational S g T e e E suceess factors & scale solutions It is recommended to validate individual components separately before
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on learnings . . . e . .
interdependencies. Where possible, some flexibility should be built into budgets, : Business Model Development Set up recruitment & _ - N coordination burden due to changing conditions. Regular coordination
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timelines, and implementation plans to accommodate changing conditions. S A Obtain Permits Carry out Training with staff meetings, flexibleimplementationplanning,andclear process documentation
Finally, involving key implementation stakeholders as consortium partners is & - canhelpmaintaincontinuity andensure thatknowledgeisretained throughout
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8 £ Demonstration to support a meaningfulimpact evaluation.
" . s Data sharing agreements . Develop exploitation strategy
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Unclear roles, responsibilities, and decision-making structures can lead to , o . .
. . L . . : _ . . : Demonstration activities are often more complex and resource-intensive
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| g i st the outset Misali " than anticipated, requiring additional coordination, operational support,
clear governance and ownership arrangements from the outset. Misalignmen - . . o
bet technicaland fonaloart " v definedtechnical E 5 Launch internal collaboration _ _ Skeholter Facilitate Collaboration and Co-Creation and proactive management. Clear documentation, monitoring, and
etweentechnicaland operational partners may resultinpoorly definedtechnica o - Outline Collaboration Structur rate o , _
-— - Define Roles & Responsibilities i communication strategies should be established to track progress
specifications and implementation challenges. Consequently, early alignment _g qE) - Develop Timeline and Strategy Stakeholder and ensure that demonstration activities and outcormes are effectivel
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Lengthy iteration cycles and repeated redesigns of UCs canlead to excessive v Situational Analysis aspects from the early stages of the project. Similarly, unclear operational
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operational feasibility should be continuously assessed through testing and project closure unless mechanisms for knowledge transfer, stakeholder

At &7 Time [terati N Financiall - - Human Coordinati _ i i i i i
validation throughout the UC development process. g consuming (3@2) hgg@;on \mgg@f dgmanginyg High complexity resource b gg\[y'”a lon follow-up, and continuation planning are established in advance.



	Blueprint_Back
	Blueprint_Front

