
Guidelines with practical input to enhance the innovation readiness of Atlantic Ports and improve their innovation ecosystems efficiency1

D3.2 Guidelines with practical input 
to enhance the innovation readiness 
of Atlantic Ports and improve their 
innovation ecosystems efficiency

Ref. Ares(2021)5990947 - 01/10/2021



Guidelines with practical input to enhance the innovation readiness of Atlantic Ports and improve their innovation ecosystems efficiency2

  

  

  

  

  

  

  

  

  

  

  

  

Deliverable Lead:

Dissemination level:

Instrument:

Related Task:

Actual submission:

Duration:

Related WP:

Due submission date:

Start date of the Project:

Author (s):

Project Number:

Abstract:

KALEIDO TECHNOLOGY SOLUTIONS SL (KALEIDO TECH)

Public

European Maritime and Fisheries Fund (EMFF)

3.2

30/06/2021

24 months

 WP3

30/06/2021

01.04.2021

KALEIDO TECHNOLOGY SOLUTIONS SL (KALEIDO TECH)

101033749

This eGuide aims to help ports become an innovation-friendly space, seeking to 
systematically do new things or do the same things in different ways. This docu-
ment guides ports vía seven simple steps to pave the way for innovation.

Deliverable title Development of specific material to enhance the innovation readiness of Atlantic Ports 



Guidelines with practical input to enhance the innovation readiness of Atlantic Ports and improve their innovation ecosystems efficiency3

  

  

  

  

  

  

version commentdate authors

.

V.01 First draft16/06/2021 Kaleido Tech

version history



Guidelines with practical input to enhance the innovation readiness of Atlantic Ports and improve their innovation ecosystems efficiency4

Copyright notice:
All rights reserved. Copyright © AspBAN, 2021.

Acknowledgment and Disclaimer

This Project has received funding from the European Union under grant agreement No.: EMFF-APC-2020-AspBAN-101033749. The con-
tents of this publication are the sole responsibility of KALEIDO TECHNOLOGY SOLUTIONS SL and do not necessarily reflect the
opinion of the European Union. 



Guidelines with practical input to enhance the innovation readiness of Atlantic Ports and improve their innovation ecosystems efficiency5

“Innovation is any change  
big or small that makes  

a difference”
Thomas Smith
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EXECUTIVE SUMMARY
The maritime sector, as many others has been forced to 
a transformation induced by the digital revolution we are 
experiencing and the need to optimize its processes, gi-
ving space to the concept of port 4.0 or Smart Port.

The port sector is in the midst of a significant transition, 
largely as a result of three major factors: globalization, a 
changing marketplace, and rapidly changing technology.  

There has been an increasing appreciation of how im-
portant innovation is to the economy. Many claims that 
innovation is the only manner to survive since it offers a 
port resilience in a future. 

The latest publications show that the changes that have 
occurred in the global economy in connection with the 
COVID-19 pandemic contributed to the acceleration of 
the implementation of innovative processes in various 

sectors and industries, including ports (UNCTAD, 2020b, 
p. 100-115). New technologies applied to port operations 
are setting the direction for the ports of the future. These 
are admirable impulses. Innovations is essential to suc-
cess.

However sometimes the innovation and its strategy may 
seem confusing. The ports might experience the lack of 
tools or methods and the information they have received 
about innovation is not helpful, actionable, or even va-
guely applicable to the services and processes that make 
up the bulk of their workload.

This eGuide aims to help ports become an innova-
tion-friendly space, seeking to systematically do new 
things or do the same things in different ways. This do-
cument guides ports vía seven simple steps to pave the 
way for innovation.
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introduction
THE MANDATE TO INNOVATE
Today, the technological influence has reached all areas. All sec-
tors of the economy have been forced to a transformation indu-
ced by the digital revolution we are experiencing and the need to 
optimize their processes. As expected, the maritime sector has 
been involved in this revolution, giving space to the concept of 
port 4.0 or Smart Port.

Trade liberalization and economic globalization, supported by an 
important process of technological innovation, posed abrupt chan-
ges in the maritime-port environment. The incessant increase in 
the volumes transported has led shipping companies to increase 
the size of their ships and reconfigure their navigation networks, 
developing the so-called economies of scale. Shipping compa-
nies increasingly tend to concentrate loads on large ships that 
minimize the number of calls. This new configuration of trade has 

led to the creation of large alliances between shipping companies 
and terminals, which is giving rise not only to port competition but 
also to competition between logistics chains. Port customers fun-
damentally demand: frequency of service and regularity, to load / 
unload their merchandise in the most economical and safe way, 
demands that have led the terminals to a technological design 
that allows them to respond to demand with operational efficiency 
and profitability.

The latest publications show that the changes that have occurred 
in the global economy in connection with the COVID-19 pande-
mic contributed to the acceleration of the implementation of inno-
vative processes in various sectors and industries, including ports 
(UNCTAD, 2020b, p. 100-115). The events of 2020 highlighted 
the problems related to the functioning of global logistics supply 



Guidelines with practical input to enhance the innovation readiness of Atlantic Ports and improve their innovation ecosystems efficiency9

chains (resulting, for example, from the closure of Chinese facto-
ries). They have changed the managers’ perspective on the pace 
of implementing certain innovations in the field of logistics supply 
chain (e.g. the usage of 3D printing locally in exchange for the 
transport of components from factories located in distant world 
regions). In the face of the COVID-19 pandemic, an important 
motive for innovative changes has become the need to quickly 
communicate with the use of information technology (Dutta et 
al., 2020; UNCTAD, 2020b, p. 100-115). The port industry had to 
adapt to the situation.

New technologies applied to port operations are setting the di-
rection for the ports of the future. These are admirable impulses. 
Innovations is essential to success.

In occasions, the innovation may seem confusing. You are given 
no tools or methods. The information you’ve received about inno-
vation isn’t helpful, actionable, or even vaguely applicable to the 
services and processes that make up the bulk of your workload.
This eGuide aims to change that. Inside, we will try to help you 
become a innovation-friendly port, which seeks to systematically 
do new things or do the same things in different ways, posing 
significant challenges that add value to the port community and 
to society as a whole. 



Guidelines with practical input to enhance the innovation readiness of Atlantic Ports and improve their innovation ecosystems efficiency10

1

2

3

Innovation: Changes of a significant novelty with a value impact for the 
agents involved (application of new ideas to achieve better results)

DEFINING THE TERMS

Significant novelty: Any change is not innovation. It is not necessary to “rein-
vent the wheel” but we are talking about “significant” changes, that is, that 
contribute something substantially different from what was there before.

Results with impact: Ideas alone are not innovation. These ideas must be 
put into practice, they must have an impact on reality, either in the internal 
management of processes, or in the creation or improvement of products and 
services.

Perception of value: That impact must generate value for someone. When 
innovating, ideas are transformed into value, and this must be perceived by 
someone in the Port Community.

SMART. INNOVATION
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Innovation is often associated exclusively with technology and R&D, but although the technological 
factor is present in much of the innovative activity of organizations, the concept of innovation inclu-
des activities not necessarily based on technology. In this sense, you can consider innovation:

• The introduction of a new product or service or a qualitative change  
in an existing product or service.

• The introduction of a new process.
• The opening of a new market segment.
• The introduction of changes in the organization and management of 

the company.
• The generation of new business models.
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Innovation includes improvements in technology and 
improvements in the ways of dealing with business 
activity. It can manifest itself in changes in products, 
changes in processes, new marketing approaches, 
new forms of distribution, new scopes. Innovative 
entrepreneurs not only respond to the possibilities of 
change but, with their involvement, make change fas-
ter. Innovation is often fuelled by ideas that are not 
new but have never been strongly promoted. Innova-
tion requires both organizational learning and formal 
R&D activities, and requires an effort to develop skills 
and knowledge. The technological innovation process 
makes it possible to combine technical, financial, com-
mercial and administrative capacities and allows the 
launch of new and improved services or processes on 
the market. 

If there are two terms that we have heard very fre-
quently in the business environment in the last couple 
of years, without a doubt they are digital transformation 
and innovation. They often appear together that is why 
many organizations treat them as one.
And at first glance, it seems to make sense to keep 
them together, but these two things are not the same. 
They are managed differently, require different roles, 

have separate time horizons and success metrics, and 
respond to completely independent expectations and prio-
rities. Understanding how different innovation and digital 
transformation are and avoiding them both being placed 
under the same umbrella, is the first step to realizing the 
promises of change they bring.

Managing innovation  
is a permanent function,  
digital transformation 

is a process 
(which begins and ends). 
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Of course, there are several aspects where the ma-
nagement of innovation and that of a digital transfor-
mation process coincides or shares objectives; for 
example, the adoption of the agility and cultural chan-
ge necessary to embrace both new ideas and new 
technologies. However, and beyond the opportunities 
for collaboration between both processes, differentia-
ting them in the macro is vital for those who lead them, 
and who are the ones who ultimately must define their 
criteria for success and failure.

The true function of an area dedicated to innovation 
is to drive the entire company to innovate. That is 
why it is better to talk about facilitating innovation, 
which reinforces the role it should play: facilitating 
the flow of ideas, unlocking and removing barriers 
continuously. Digital transformation, on the other 
hand, is a strategic process that has a specific di-
rection and objective; It involves taking advantage 
of current competitive advantages and developing 
new technological skills to build a differentiated and 
sustainable position over time.



Guidelines with practical input to enhance the innovation readiness of Atlantic Ports and improve their innovation ecosystems efficiency14

FOLLOW SEVEN STEPS
The innovation process is a structure strategy that ensures that the innovation team idealizes an innovation and 
runs with it until it is successfully implemented.

However, the way you understand the innovation process greatly influences the way you establish it.

Instead of getting too caught up with the challenges of innovation, there are some things you can do to pave the 
way for innovation. 

In this section, we would aim to convince you that by following these simple steps, you can make innovation a 
little less difficult within your port community, no matter your current level: 
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FOLLOW SEVEN STEPS
Choose the target. To ignite innovation, identify a target on which to focus your energy. That tar-
get should be an issue that naturally gets your brain moving.

Understand. Processes and organizations are changing, new products, services and business 
models emerge. It is vital you understand the external, macro environment of today and tomorrow. 
These trends have important implications for innovation development.

Observe. You need to ‘get out of the building’, go and observe your customers, users and other port 
communities. It serves as a source of inspiration for the innovation opportunities.

Define. Ideas are the key to innovation. Without them, there isn’t much to execute and because exe-
cution is the key to learning, new ideas are necessary for making any kind of improvement. 

Pick your priority. Rank an idea based on its feasibility and impact. Use V-SAFE screening and 
2x2 matrices could be a good example to prioritize the ideas and projects.

Collaborate. It is key to the success of many business. Make an intelligent use of all possible re-
sources, including collaborations with parties outside the port.

Pilot the ideas. Effective, low-cost way to test new ideas moves the product development process 
forward. Different canvas could help you to manage the pilot process successfully.

1

2

3

4

5

6

7
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1. CHOOSE THE TARGET:  
INNOVATION IS NOT RANDOM

The port sector is in the midst of a significant transition, largely as a result of three major factors: globalization, a changing 
marketplace, and rapidly changing technology. The demand pull resulting from the first two factors, and technological push 
have always been catalysts for innovation. And now, the stricter regulations in response to the growing environmental and 
social considerations also need to be addressed. There has been an increasing appreciation of how important innovation 
is to the economy. And many claims that innovation is the only manner to survive since it offers a port resilience in 
a future. Innovation is a systemic process in which actors, e.g. firms, interact with a manifold of other organisations and 
institutions (e.g. research institutes, customers, authorities, financial organisations) with many factors that influence its 
emergence and success. In general, the Port Authorities have traditionally 
opted for a pull strategy, meaning that new developments are market - driven. 
This is done in strong collaboration with both private companies and public 
agencies, becoming a good example of co-innovation.

Implementation of a series of infrastructures and technologies that, in favour 
of greater efficiency and optimization of existing resources, modernize, mo-
dify and give rise to a new attractive service for potential clients seeking an 
improvement in times and prices related to port operations. Examples of the-

This is about knowing where you want to be before you start moving/taking 
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• the implementation of environmental pollution mea-
surement systems, 

• development of intramodality, through the strategic lo-
cation of the different means of transport within the ter-
minals in order to reduce traffic flows and gain efficiency, 

• installation of video surveillance circuits & insta-
llation of maritime navigation surveillance radars,  

• taking care and paying special attention to the impact 
that the above measures may have on the cities whe-
re the ports are located.

It is about both city and port collaborating and walking 
hand in hand.

Once all the current lines of action are known to adapt 
to the new needs and demands that are emerging in 
maritime transport (and taking into account the Euro-
pean strategy and the action points that it establishes 
in order to measure the degree of Smart that represents 
a port), it is time to apply all these to each case in the 
most orderly and efficient way possible, differentiating 
the actions to be carried out according to the final ob-
jective to be achieved i.e. increased productivity, energy 
consumption, environmental impact, automation in pro-
cesses etc.

se innovations are, for instance, the implementation of automation systems for access to terminals, control systems 
for meteorological surveillance on land and at sea, communication services and expansion of railway terminals. In 
addition, currently as a manifestation of sustainability, ports are developing different actions such as: 
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2. UNDERSTAND:  
HOW DOES THE CHANGES AFFECT ME? 
The market has changed. New times, new needs to be covered: 
the customer at the center
Port and their communities are a key point in the world eco-
nomic system. For this reason, the main incentive for the 
evolution in port management is the combination between 
the evolution of the productive marketplace and the com-
petition between ports. Thus, the port sector, in its attempt 
to adapt to changes in market models, is evolving along-
side world economic systems in search of greater profita-
bility and efficiency (Song and Cullinane, 2017). That is 
why both changes in world economic models and political 
changes that have a crucial impact on market models play 
a fundamental role in the evolution of port management 
(Monios, Wilmsmeier and Ng, 2019). Currently, there are 
clear examples related to this group of political-economic 
factors, such as the growing phenomenon of globalization 

or the new tax policies applied to merchandise by different 
governments that play a key role in the port system (Zhang 
and Roe, 2019).

Ports have always played a key role in the development of 
society, being a fundamental element in the economic deve-
lopment of different countries and being in a strategic position 
worldwide. The current changes at a global level motivated by 
new forms of communication, behavior patterns, innovative 
technologies, etc., have meant that ports cannot stay on the 
fringes of these new trends; they must take an active role in 
this global change, being a main element of the transforma-
tion. 
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Thus, the global conception of the economic models and the relations 
between the different countries become key pieces for the port system, 
highlighting within the economic factors the changes in maritime traffic 
trends set by shipping companies (Corral, Cancelas and Orive , 2019). 
Digitization is taking the maritime industry beyond its traditional limits 
and provides many new opportunities to improve productivity, efficiency 
and sustainability of logistics (González-Cancelas, Molina Serrano and 
Soler-Flores, 2019). The most urgent needs of digitization are invest-
ments in technology to promote information exchange and better coor-
dination and collaboration. The transformation towards port 4.0 involves 
measures to enhance logistics efficiency in the field of infrastructures, 
operations and the provision of services, the improvement of environ-
mental and energy sustainability, security and protection, as well as the 
digitization of processes and intelligent platforms (Orive, Santiago, Co-
rral and González-Cancelas, 2020).

Paradoxically, the port system has not been renewed and adapted to the 
digital revolution as quickly as one might suppose, compared to other 
economic sectors, even more so considering the enormous importan-
ce of the port system in the economy (Nistor, Popa and Gavra , 2018). 
Despite this, it should be noted that in recent years great efforts have 
been made by port authorities in this regard, trying to catch up with other 
business sectors. 
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3.  OBSERVE:  
WHAT ARE OTHERS DOING? 
Watch, not to copy but to learn, reflect and develop your own strategy
The response of ports to the most important challenges of today is the implementation of various solutions that are technologi-
cal and non-technological innovations or are related to the improvement of those implemented earlier. Some consist in repla-
cing traditional analog procedures with digital ones, others in the automation and autonomy of decisions made. For years, the 
largest port centers have developed platforms which enable fast, efficient and effective data exchange between participants 
of port trading (the so-called port community systems). Automated driver and vehicle identification systems as well as vehicle 
queuing systems in port terminal gates are already in place. In port terminals, IT platforms are used to coordinate the ship 
handling process, taking into account the activities of all entities involved.

Another example of innovative port activity is the application of blockchain technology for the implementation of container re-
lease processes in terminals. Technologies such as blockchain or artificial intelligence are used in the control of the technical 
condition of cargo handling equipment or optimization of cargo storage processes. 

Many ports have terminal systems that direct the movement of cranes and other devices. Autonomous means of transport (not 
only cars, but also ships) have been tested for several years and will be operated in seaports in the future. The 5G network is 
also being tested, which will be able to replace LTE technology in order to ensure reliable wireless communication. In port prac-
tice, remotely controlled drones are used, e.g. air drones to perform measurements and inspections of hard-to-reach places 
and underwater drones to study the bottom of reservoirs. At the testing stage, the use of drones to move containers from place 
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to place within the boundaries of ports and in relations with 
the back office is being carried out.

Some innovations in ports are aimed at climate neutrali-
ty, environmental protection or energy transition. Electric 
power systems are increasingly used in reloading devices 
and port tractors, and some centers declare their intention 
to use only renewable energy sources (RES) in the future. 
More and more ports are launching installations for suppl-
ying ships with shore-based electricity when they are doc-
ked and providing the possibility of bunkering ships with 
LNG fuel. Some of them have wind farms supplying the 
entire port centers with electricity (Brzozowski, 2020; Port 
of Antwerp, no date; Port of Rotterdam, no date; Port of 
Rotterdam, 2018; Saxe and Jahn, 2017, pp. 5-9).

The innovative activity of ports, both sea and inland is in line 
with innovative trends such as: traceability across the value 
chain, digitization of services, sharing economy, low-emis-
sion technologies in ports (clean technologies), advanced 
manufacturing, innovative business models for competiti-
veness, workplace innovation, silver economy, Internet of 
things, collaborative economy, design for social innovation, 
space-related applications and technologies in port servi-

ces, Big Data, public-private partnerships (PPP) and the use 
of advanced materials in port infrastructure. The implemen-
tation of innovations in ports and their communities takes 
place within the framework of the above-identified innovative 
trends, determining the main directions of development. New 
technological solutions in the port business are the basis for 
the production of high-quality services related to the handling 
of cargo, means of transport and passengers. They also ser-
ve the sustainable development, energy transformation and 
social responsibility of ports. Many of them are part of the 
implementation of national and EU transport policies. Imple-
mentation of innovations, especially technological ones, in 
seaports is costly and sometimes time-consuming. Often, in-
vestment processes require changes to the national law, ob-
taining numerous permits, building new or adapting existing 
facilities. 
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4.  DEFINE:  
THE POWER OF NEW IDEAS 
Generating ideas is vital for port to survive and thrive. Idea generation  
techniques are a great way to shake up your routine and spark new thoughts

Innovation does not depend on the mysterious forces of creativity or genius, but on a systematic search for 
opportunities that underlie economic activity. Drucker in his “Innovation and Entrepreneurship” proposes seven 
sources of innovation that should be monitored by all those who are interested in innovating, and that we consi-
der to be useful regardless of the port size. Of these seven sources, the first four are related to the sector, and 
the remaining three have to do with the social environment that surrounds us.
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1. The unexpected:  
an unexpected event, be it a failure or an 
unexpected success, can be a symptom of a 
unique opportunity. Both successes and failu-
res are opportunities for innovation. Example:

The resounding failure of the Ford Edsel, se-
lling fewer units than expected, forced to rede-
sign the market segmentation model, resulting 
in the subsequent commercialization of the 
Mustang that returned Ford to the top of the 
North American market. This example illustra-
tes in some way how important the manage-
ment team’s attitude is to the success or failure 
of different business initiatives.

2. The incongruous:  
the discrepancy between reality and what everyone assu-
mes to be real, or between what is and what should be, can 
also create innovative opportunities. Example:

For 50 years after the turn of the century, shipbuilders and 
shipping companies worked hard both to make ships faster 
and to reduce their fuel consumption. Nevertheless, the more 
successful they were in boosting speed and trimming their 
fuel needs, the worse the economics of ocean freighters be-
came. It was an incongruity between the industry’s assump-
tions and its realities. The authentic costs did not come from 
doing work (that is, being at sea) but from not doing work 
(that is, sitting idle in port). Once managers understood whe-
re costs really lay, the innovations were obvious: the need 
for roll-on and roll-off ships and the container ships These 
solutions, which involved old technology, simply applied to 
the ocean freighter what railroads and truckers had been 
utilizing for 30 years. A shift in viewpoint, not in technology, 
plenarily transformed the economics of ocean shipping and 
turned it into one of the major growth industries of the last 20 
to 30 years. 

Drucker’s 7 sources of innovation



Guidelines with practical input to enhance the innovation readiness of Atlantic Ports and improve their innovation ecosystems efficiency24

3. Innovations based on the need  
for a process:  
when there is a weak point within a certain process, 
but still people continue to work as usual instead of 
doing something to solve it, an opportunity arises for 
that person or entity with the intention to solve that 
point in the process. Example:

The development of the ATM and web-based and 
Internet banking options allow individuals to do their 
banking 24/7 without relying on tellers being available. 
This has freed tellers from performing many routine 
functions such as cashing checks and has improved 
both efficiency and profit margins for banks.

4. Changes in the market or  
sector structure: 
the opportunities to develop an innovative product, 
service or business arise with the very dynamism of a 
certain market or sector, which can change the struc-
ture. Example:

Due to the increasing ship- and call sizes, and the 
stringent demands of the shipping companies, floating 
cranes could be of interest to terminals reaching their 
maximum capacity, or as a means to reduce road con-
gestion in port areas. A floating crane makes double 
sided container handling of a ship possible, increasing 
the productivity and reducing vessel time at berth, and 
reduce total handling costs.
.

Drucker’s 7 sources of innovation
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5. Demographic changes:  
changes in population size, age, birth or geogra-
phic distribution, employment rates, educational 
level, income ratio, etc. they can lead to new 
opportunities for innovation. Example:

An eloquent example could be the one carried 
out by the Japanese in the face of the problem 
of obtaining cheap labor for the manufacture of 
cars, which led them to develop robotics, giving 
them an important competitive advantage and for 
a long period of time.

6. Changes in the perception of reality: 
another source of opportunities for innovation occurs 
when the perception of reality at a general level chan-
ges, or when beliefs and attitudes change to certain 
events. It is not about changes in the facts, but in the 
way of seeing them, in the point of view. 

eBay is a website dedicated to facilitating the purcha-
se and sale of products over the Internet. It was based 
on the assumption that the vast majority of people are 
honest and will send what they promised, developing 
a lively and loyal exchange community. Meanwhile the 
focus when internet businesses started was always on 
avoiding fraud. Businesses were so concerned about 
avoiding fraud that they couldn’t see the opportunity it 
presented. According to eBay’s internal data, 0.1% of 
all products sold by eBay result in a possible case of 
fraud, so out of an average of 9 million items sold, only 
9,000 can be fraudulent.

Drucker’s 7 sources of innovation
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7. New knowledge and technology:  
advances in knowledge, both in the scientific and 
non-scientific fields, and in technology can lead to 
new products or new markets. Example:

Technology currently allows ports to transmit a large 
volume of data at high speed. Ports apply Big Data 
and Artificial Intelligence to develop more accurate 
models in predicting the opening / closing of mariti-
me services for passengers and ro-ro cargo based on 
available weather forecasts and taking into account 
the type of ships that operate in the region, captains’ 
decision criteria and operational thresholds.

Drucker’s 7 sources of innovation
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After the previous steps completed, we will have lots of inputs that can help us define challenges. An innovation 
challenge is basic, it is the starting point to achieve a continuous flow of ideas. However, if we do not have we-
ll-defined innovation challenges with a clear focus, we run the risk of providing unfocused solutions to problems 
that do not make sense. Follow 3 simple steps to define the challenge:

1. Challenge formulation:
The first step is to formulate the challenge statement.  
A very suitable way is to do it in the form of questions:
• What is the challenge detected? Why does it exist? ...
• What specific problem will be solved? Is it a:

• customer,
• user
• or internal problem?

• What are the parameters that measure success?
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2. Identify benefits and beneficiaries:
At this point, the aim is to establish who are the different profiles in-
volved in the challenge, understand their problems, and the benefits 
that each of them may wish to obtain from the new solution. 
• What are the most important benefits of solving the challenge?
• Who benefits and how?
• Why is it relevant to solve this challenge for the port / port community?

3. Analyse previous and related actions:
It is about identifying the different ways in which you have tried to 
solve the challenge. Therefore, solutions that the port community 
itself has developed in the past should be analysed, as well as solu-
tions from competitors, and other companies that, despite being out 
of direct competition, offer to respond to the same challenge.
• What has been done in general till this day? Previous projects.
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5.  PICK YOUR PRIORITY
Generating ideas is vital for port to survive and thrive. Idea generation  
Having a business-focused, structured prioritization process is central to 
the successful implementation of an integrated innovation framework within 
any business.
Once you have established an integrated innovation framework and trained your team in innovation tools and 
processes, a lot of ideas are going to be generated. What are you going to do with them? The lack of “screening” 
process might lead you to be overloaded by ideas of all levels of quality which may block your idea management 
system. You need to examine all of them based on their potential to improve whatever process they were first 
suggested to improve. Here is the prioritization (“screening”) tool that you can use in your environment.   
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The function of any screening process is to quickly and efficiently weed out those ideas and innovations that do 
not meet your basic selection criteria. As a standard you should look at:

Value: Does the idea deliver tangible benefits to the or-
ganisation? What is the Return on Innovation Investment 
(ROI) figure? What is the net contribution to current busi-
ness imperatives? These questions help eliminate ideas 
that are good in theory but add little to the bottom-line.

Suitable: Is the idea consistent with strategy and the 
current situation? This weeds-out potential “distractions” – 
always a risk when looking at innovations.

Acceptable: Will others support it? Often ideas fail be-
cause of the “not invented here” syndrome or organization 
politics. It is crucial that proponents of an idea spend time 
and effort on selling the idea internally and gauging the level 
of support for it.

V-SAFE screening (source: Innovation Management)

Feasible: Are there sufficient resources or time? Can the 
innovation be managed within existing budgets or will additio-
nal funding be required? Do you need to acquire new skills to 
implement this idea effectively? The answers to these ques-
tions will affect the timeline for implementation and the poten-
tial ROI calculation. See it as a reality check. 

Enduring: Will the idea deliver value in both the long and 
short term? If a new idea or innovation is to be truly strategic 
it should survive the rigors of time. Is the long-term gain worth 
the short-term pain of bringing a new idea to fruition? Again 
this highlights the return on the investment to be made.
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In innovation and continuous improvement processes, it is common for methodologies to lead us to “ideation” 
sessions (brainstorming, IDEART, etc.).
Not all ideas have the same potential. Rating them identifies the most promising opportunities. 2x2 matrices are 
often useful as related topic grouping tools. You can use the below 2x2 matrix for Impact vs. Effort.

It is a very useful matrix when ideas must be grouped according 
to the level of Effort they require (financial, time, resources, etc.) 
against the expected Impact (results, profit, growth, etc.). The ima-
ge of the matrix in this example suggests that a projects with high im-
pact and low level of effort (WINNING BETS) have higher priority than 
ideas SIMPLE TACTICS, where although the effort is low, the impact is 
also low.

You can have much more than four options to evaluate in the quadrants. 
What is important, and critical, is to have a clear scale in terms of what 
it means:
High impact | Low impact | High Effort | Low Effort

high effortlow effort

WINNING 
BETS 

SIMPLE TAC-
TICS

 

WILD  
IDEA

 

WASTE OF 
TIME

hi
gh

 im
pa

ct
lo

w
 im

pa
ct
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6.  BREAKING THE BARRIERS: 
DO YOU COLLABORATE? 
Goodbye to resistance. A  
collaboration delivers greater 
value faster than either party 
can achieve independently

ELEMENTS IN THE INNOVATION PORT MODELS

An innovative port is one that seeks to systematica-
lly do new things or do the same things in different 
ways, posing significant challenges that add value 
to the port community and to society as a whole and 
using all the creative potential of the people who are 
part of the innovation ecosystem of the port com-
munity. This attitude is materialized in decisions and 
in the adoption of policies and development plans 
in order to transform port facilities into real facilities 
prepared for example to accommodate the increa-
sed volume of traffic derived from the increase in 
world population and demand.

The innovation port model is made up of 5 elements, 
which from our experience we consider essential to 
form and maintain an innovative port community 
over time.

• Culture of innovation: generation of capacities and appropria-
te environment for innovation. Examples: innovative leaders-
hip, structuring of work teams for innovation, organisation of 
inspiring events to innovate and intrapreneurship. 

• Management of innovation and tools: definition of the innova-
tion model, creation of processes and procedures - Definition 
of innovation strategy, Idea generation and evaluation proces-
ses, Management of innovation projects and knowledge mana-
gement. 

• Open innovation: launching challenges outside the entity and 
allowing third-party solutions.  

• Public Procurement of Innovative Solutions: definition of a 
PPI policy and strategy that allows systematizing the process 
of this type of procurement and generating a true change in 
model.  

• Physical Spaces: design and creation of physical spaces that 
facilitate creativity and the generation of ideas, such as idea-
tion rooms, living labs, etc.
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Within an ecosystem as competitive as the port one, the key to obtaining an increase in productivity and overco-
ming economic and social barriers resides in being able to orchestrate the port ecosystem, learning to combine 
financial capital with human capital and to obtain added value for the port community and its city. The central 
idea is that innovation does not thrive through isolated actions of individual companies, but rather depends on a 
wide range of interrelated actors.

Specifically, an innovation ecosystem is made up of different elements, including a strong corporate culture, the 
availability of venture capital, educational institutions, research and development centers, startup accelerators 
and incubators, and appropriate regulation that encourages innovation. Connecting to the global startup ecosys-
tem allows to work with the world’s greatest startups and learn from brilliant entrepreneurs and teams. 
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7. PILOT:  
KEEP YOUR COSTS IN LINE AND HELP TO REDUCE 
RESISTANCE TO ADOPTING NEW METHODS
Create business results in a structured, accelerated way and  
with controlled risks.

Testing new ideas quicker than ever by part-
nering with startups avoid starting the process 
from scratch. It permits to quickly get new te-
chnologies and offerings into the hands of cus-
tomers or to measure actual interest. 
Minimize risk with a systematic approach. Key 
assumptions can be surfaced and tested in a 
way that minimizes up-front investment and 
mitigates risk with each experiment. 

Breed a culture of innovation. Beyond a step 
by step guide for conducting pilots, this pro-
cess helps those involved understand how to 
take a lean, human-centered approach to vali-
dating ideas and projects. 
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4 phases of the Pilot 
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1. Define Pilot Strategy:   
Develop a clear understanding of the  
opportunity and where we see potential. 

1.1.

1.2.

1.3.

Align pilot to key strategic objective or user need relating to the port as a whole or a specific port unit. Data 
is essential to make informed decisions. With data, stakeholders could be convinced about the effective-
ness of the desired solution. Good metrics are always trackable, important, and explainable.

Identify and engage key stakeholders to get the right people involved from the outset. Having a plan 
before starting the pilot is important to avoid unexpected issues. All the team involved in the project 
should know the details and what to do in case any unforeseen circumstances arise.

The below worksheets could be a good example to manage the pilot process including activities, timeli-
ne and expectations. The resources and time allocated to the pilot will depend on the length of the pilot.
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STARTUP PILOT WORKSHEET

the big idea solution

success

internal
assets

risks

next steps

this worksheet could be a good example to express what you hope  
to achieve.

If we succed, what is going to 
improve about our offerings, 
customer/user experience
and/or processes?

How are we capturing the identi-
fied opportunity?

What does success look like if 
we bring this to scale?

What are the key internal assets 
and capabilities to leverage?

What are the risks we might 
face with this pilot? How can we 
mitigate them?

What are the next steps to move 
this pilot forward?
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PILOT TEAM WORKSHEET

core team

INVOLVED team

pilot sponsor
(the decider)

finance sales/bd legal SUSTAINABLE 
DEVELOPMENT

IT marketing  INFRASTRUCTURE & 
 PORT PLANNING

risk prevention 

pilot owner support team

engaging key stakeholders from the beginning is crucial. This Worksheet 
could help you to make sure you are thinking about all the important  
parties who can make or break the pilot.

Responsible for the overall  
success of the pilot project.

Name:

Responsible for the execution of 
all pilot activities.

Name:

Name: Name: Name: Name:

Name: Name: Name: Name:

Support the owner in all pilot 
activities.

Name:
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2. PREPARE PilotS:   
Pilot plan is the best way to make sure  
your pilot run is successful.

2.1.
2.2.
2.3.

Finalize all documentation required such as NDA’s. 

Set pilot roles and responsibilities for all parties involved.  

Identify the most critical uncertainties relating to customer desirability, product feasibility and business 
viability. 

desirability feasibility viability
Is this something that customer 
s/users want? If it’s al internal 
tool, are your people using it?

How do customers/users respond when 
introduced to this new technology?
Are customers willing to sign up for a new 
service?

Do we have the team in place to implement 
this idea?
Will this technology ultimately integrate 
with our infrastructure? 
Is legal on board with us pursuing this 
idea?

What is the ROI (Return On Investment) 
on this project?
Are there other parallel benefits we might 
consider?
What is the cost of inaction?

How well does this integrate 
with our existing systems? Does 
it make sense to invest in new 
systems?

Is this concept profitable?
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2.4.

2.5.
2.6.

A good example could be to make a table like the following to help you execute,  
monitor and evaluate results. 

Prepare piloting budget to identify the potential costs for the pilot.

Align on final pilot plan. 

PILOT RESULTS 
PILOT IN 
SHORT:

ACTUAL 
RESULTS

key
learnings

conclusions

proposed
solution

customer/
user description
customer/
user need

metrics for
success

What is being tested? What are the results of the experiment? 

What did we learn from this experiment? 
What are our main takeaways to inform future pilots 
and products?

What do the results of this pilot mean for this project 
progressing? How about for our business as whole?

Who is the customer/user? 

What problem does this solve for our customer/user? 

What is our proposed solution for solving  
the problem described above? 

What specifically does success look like? 
How are we measuring this? 
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3. Execute  PilotS & NEXT STEPS:   
Once the pilot launches the partners need to 
monitor and analyze data together, which in-
volve regular communication. 
Evaluating the data constantly will help to check if the objectives could be achieved. If it 
is necessary the plan, and even the scope can be changed during the pilot, in order to be 
able to achieve success in the project.
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Get feedback on the pilot experience. The pilot really is a chance for trial 
and error, so find out what worked and what did not is paramount. The fee-
dback and a comprehensive analysis provide the information to decide if the 
new solution was a success and should be adopted permanently or there is a 
need to find an alternative.

Once the finished solution is a success and is integrated into the port unit might require, for example, rebuilding, 
training or involving other parts of the organisation. Responsibilities have to be defined and new tasks have to be 
distributed. Now, the contractual base is settled with the startup. A supplier relationship with development partner-
ship is usually sensible at first. 
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and last but not least...
some advice based on experience
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be aware of the different stages of
startups and spend time with those at 

the right maturity
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don’t try to have every scenario under 
contract from day one
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quick decision making is key for startups.
involvement of the business units will  

make the difference.
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behave as much as possible as a startup
be flexible, agile and treat them as equals
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we need illusion and a bit of madness 
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go for it!
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