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Preface 
 
As part of completing the bachelor degree in Aviation Operations at the Amsterdam University of Applied 

Sciences, a graduate internship during the last year is mandatory. The internship research project 

interaction is used to improve the professional skills of the intern. 

 

The internship follows the form of a research project, based upon a collaborative problem solving approach 

between the company and the intern of the university. A project plan has given a clear overview of the 

entire project, it’s activities and how the desired results should be achieved. At the end of the internship 
project the student must be able to present to the company’s manager possible solutions, aimed at the 
problem improvement. 

 

I have the opportunity to fulfil this part of my study at Air Cargo Netherlands (ACN). To compete against 

other airports to become the most preferred airport for transporting air cargo, the Dutch cargo industry is 

continuously improving by executing innovations. During the graduation phase I have been asked to 

research what the impact is of the current manner of executing these innovations. 

 

A special thanks is extended to the members of Air Cargo Netherlands for supporting this research project 

and giving me the opportunity to improve my professional skills. Also a thanks to all people from the industry 

that gave me opportunity to interview them. 

 

 

13 July 2019, Schiphol 
 

Mark Griffioen 
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Executive Summary 
 
To compete against the alternatives of transportation and to be the preferred & smartest cargo hub in the 

world, it is important that the Dutch air cargo industry is continuously improving. To continuously compete 

against the other airports, the community executes innovation projects. However, Air Cargo Netherlands 

(ACN) as association for the air cargo industry in the Netherlands, experiences that the innovation projects 

are not executed efficiently. In their opinion the scopes of the projects are too large and therefore take too 

much time. Currently, the biggest challenge in the air cargo supply chain is the usage of digital information 

between stakeholders in the chain. According to ACN, their role as innovator is not complete at this moment. 

ACN as an association for the air cargo industry stands for the interests of the air cargo for all stakeholders 

involved in the process. But all those stakeholders also have their own interests. Because the 

implementation time of the projects takes quite long, parties start their own projects or lose their attention 

to other projects and ACN is losing their role as innovator. In addition, the industry is mainly focussing on 

the short-term strategy. 

 

During this research, the researcher was charged with the following main research question:  

 

What is the impact of the current manner of executing innovation projects in the air cargo industry 

and how can this be improved?  

 

The research resulted in an analysis that shows what the impact is considering the following aspects: 

➢ The structure of the process of innovation within the air cargo industry; 

➢ Awareness of stakeholders to change; 

➢ Reasons stakeholders don’t participate in the projects; 
➢ Obstacles that obstruct a project from being successful; 

➢ Problems that are experienced during projects; 

➢ Biggest challenges during the projects and; 

➢ Role of ACN during these projects. 

 

Interviews held with companies participating in innovation projects resulted in an analysis of the current 

and desired situation from the industry. By analysing the results, it became visible that all interviewed parties 

agree with ACN, that the current manner of innovation is not the right one. The current and desired situation 

are compared with innovation and change models. During this comparison, it became visible that the most 

differences are located in the first phases of the process. These phases are aiming to create a climate for 

change within the community. The biggest challenge during creating a climate for change is caused by an 

unclear long-term strategy known by the whole community. This results in that parties don’t see the need 
to innovate. To increase the need to change for involved parties it is recommended to execute an innovation 

process that differs from the Kotter change model. 

 

It is recommended to first create a group that is continuously monitoring what the long-term strategy of the 

air cargo sector of the airport should be. By communicating this to the industry the need of change will 

increase for the parties involved in the industry and they can anticipate what is coming. ACN should be the 

source for sharing this information with the community. The next step in the phase should be building a 

guiding team. It is important that this guiding team consists of both experienced people and people with a 

new view on the industry. Besides this, the project team should have a good balance in project skills and 

operational skills. The structure and project plans need to be shared with the community to start convincing 

them to participate at a later stage.  

 

Now in the next stage, it is important that the advantages of the innovation are clearly formulated to 

convince management in foreign countries. This is because of the big amount of international companies 

located at the airport with only local management. Next phase is about removing obstacles that possibly 

affect the progress of the process. To persuade the community, it is necessary to create short-term wins. 

The role for ACN is to share this actively with the community to involve and convince them.  
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The last phase should be about consolidating and anchoring the changes. It is important that someone of 

the guiding team continuously observes the progress of the innovation to ensure that involved parties will 

not fall back to their old traditional processes and therefore prevent the innovation from being 100% 

successful.  
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1 Introduction 
 

Each year more than 1.8 million tons of freight are transported by air. More than 1.75 million tons are 

transported via Mainport Schiphol and only 100.000 ton is transported via Maastricht Aachen Airport. 

Currently, the sector offers approximately 25.000 jobs in the Schiphol area. Worldwide the Dutch air cargo 

chain is known for the innovative, efficient and integral cooperation between the market and the 

government. (ACN, 2018) 

 

However, the competition within the air cargo supply chain is getting bigger and bigger. For example the 

‘New Silk Road’, a rail network from China to Europe is a possible threat for the Dutch air cargo industry. 

Transportation of goods by rail is more expensive, but faster than transport by ship (or by ocean). However, 

transportation of goods by rail is cheaper than transport by air but takes more time. Because transport by 

sea is the cheapest way of transport, mainly for raw materials and cheap products, this is the most preferred 

way of transporting goods of this nature. For products that are more expensive, like medicines, electronics 

or cosmetics, it is different. Transport by air is four to six times more expensive than transport by rail. An 

additional benefit for transport by rail is that the emission of CO2 decreases. (Weerd, 2018) 

 

In 2018, 18% of the import freight at Amsterdam Airport Schiphol (AAS) was transported from China to the 

Netherlands as shown in Figure 1. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Besides competing against alternative modalities of transport, AAS is also competing with other airports to 

be the preferred airport for the transportation of goods. These airports are: Frankfurt, Brussel and Liege.  

1.1 Background of the Problem 

To compete against the alternatives of transportation and to be the preferred & smartest cargo hub in the 

world, it is important that the Dutch air cargo industry is continuously improving. Therefore the industry 

assocation ACN was founded approximately 15 years ago. ACN is the association for the air cargo industry 

in the Netherlands. The main goal of ACN is developing the air cargo industry in the Netherlands by: 

 

➢ Standing up for the position of air cargo and; 

➢ Innovating the air cargo supply chain to compete against other airports. 

 

 

Figure 1 - Origin of import freight in the Netherlands 2018 (CBS, 2019) 
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In the annual report of 2017 ACN formulates the following goal (ACN, 2018): 

 

“Maintaining and strengthening the position of the Dutch air cargo industry (maintaining Mainport Schiphol 

in the top 3/4 of the European cargo hubs), by improving the logistic processes, the compliance, by 

stimulating the labour market and to look after the interests of the members.” 
 

The organization of ACN exists of a board, sector councils and an office. The board exists of 11 

representatives from the different sectors and important parties of the airport, as shown in Figure 2. The 

board is charged with governing the association and has the following tasks and authorizations: 

 

➢ Determining the internal regulation; 

➢ Appointing and dismission of general manager; 

➢ Setting up the budget, annual plan, annual report and annual account; 

➢ Signing agreements; 

➢ Determining regulations. 

 

 

 
Figure 2 - Board ACN (ACN, 2018) 

 

 

The office of ACN is responsible for the day-to-day running of the association. The managing director leads 

this office, Figure 3. The industry assocation can be divided into three pillars: facilitator (manager general 

affairs), innovator (director innovation & compliance) and lobbyist (managing director). As a facilitator, ACN 

brings companies that are involved in the air cargo industry together by organizing events. Regularly, the 

different stakeholder sectors come together to discuss about aspects with regard to the specific sector. 

When an aspect affects more than one sector, the board takes decisions. There are five different sectors 

as presented in Figure 4:  

 

I. Freight forwarders; 

II. Airlines & general sales agents; 

III. Ground handling companies; 

IV. Trucking companies and; 

V. Service providers. 
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Figure 3 - Organogram office ACN (ACN, 2019) 

 

 

 
Figure 4 - Organogram ACN (ACN, 2019) 

 

Companies that are involved in the air cargo industry can become a member of the association. This can 

be airports, airlines, freight forwarders, ground handling companies, trucking companies or service 

providers. At this moment ACN has approximately 300 members. As a member of ACN, the company can 

contribute to the performance of the air cargo industry. For ACN, it is important that the companies become 

members to share their valuable knowledge and insights. The main goal of ACN is to develop the Dutch air 

cargo industry in its broadest sense. ACN is the link between all members involved in the air cargo industry. 

Together with these members they introduce innovation projects to improve the Dutch air cargo industry 

and defend the interests of the sector in The Hague. However, projects do not always end successfully. 

Additionally , executing the projects often takes too long and therefore costs a lot of money. This even 

results in the fact that parties are starting their own projects. 
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1.2 Problem Statement 

As mentioned in the previous paragraph the manner of implementation of new innovations is not going 

smoothly. Currently, ACN experiences that the innovation projects are not executed efficiently. In their 

opinion the scopes of the projects are too large and therefore take too much time.  

At this moment, the biggest challenge in the air cargo supply chain is the usage of digital information 

between stakeholders in the chain. By using efficient data exchange, the predictability of the process of 

freight throughout the whole chain will increase and will save costs. Cost reduction is a result of less labour 

costs for companies to invest in employees for a project. If one of the project results is reduced costs for 

the chain, the sooner the implementation is finished, the more costs will be reduced. Therefore it is 

important that the innovation projects are executed as soon as possible to reduce these costs. 

 

According to ACN, their role as innovator is not complete at this moment. ACN as an industry association 

for the air cargo industry stands for the interest of the air cargo for all stakeholders involved in the process. 

But all those stakeholders also have their own individual interests. Because the implementation time of the 

projects takes quite long parties starts their own projects or lose their attention to the projects and ACN is 

losing their role as innovator. In addition, the industry is mainly focussing on the short-term strategy. 

1.3 Research Objective 

The objective for this research is to create a clear analysis of the current manner of executing innovation 

projects within the air cargo supply chain and how this can be improved and/or quickened. In addition the 

role of ACN within these projects should be clear. 

 

By interviewing previous or current participants of these projects the manner of executing projects from 

different stakeholder perspectives should be clear. Besides describing the current manner of executing 

projects the desired way of executing projects should become clear. 

1.4 Main Research Question 

This research is based on qualitative research. This means that there will be an open main research 

question. During this research the main question will be: 

 

What is the impact of the current manner of executing innovation projects in the air cargo industry 

and how can this be improved?  

1.5 Sub-Research Questions 

To come to a concrete answer to the main research question, answering the following questions is helpful.  

 

➢ What does the process of implementing innovation in the air cargo supply chain look like? 

o Understanding the current manner of the implementation of innovation projects in the air cargo 

supply chain is necessary to figure out where and what problems occur. 

➢ Are all stakeholders in the chain aware of the need of innovation? 

o Are all stakeholders aware of the need to innovate and do they all have to be aware and how 

to change this? 

➢ For what reasons are stakeholders not participating in the projects? 

o From each stakeholder’s perspective it is necessary to know the reason why they might 

abandon innovation projects. 

➢ What are the possible hiccups preventing projects from being completed successful? 

o For avoiding hiccups that prevent projects from being successful, it is necessary to understand 

what hiccups occur. 

➢ Which stakeholders in the chain experience problem(s)? 

o Besides understanding what problems or hiccups stakeholders experience during the 

implementation it is necessary to know if all stakeholders or specific stakeholders share that 

experience.  
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➢ What are the biggest challenges in innovation projects? 

o From each stakeholder perspective it is necessary to present the challenges they experience 

during the implementation of a new project. 

1.6 Scope 

T Setting limits for this research will avoid that the scope of this research will be too large. For this research 

the focus is on the following projects: 

 

I. Milkrun - Finished 

II. e-Freight - Pending 

III. DGVS to PGTS - Pending 

IV. Landside Pickup and Delivery Trucking App – Starting 

 

These projects are considered due to the variety between those projects. The Milkrun is completed but not 

completely as how they expected the project to end. The e-Freight project is a project that is pending for 

years now and still not have the results as they expected before starting the project. The DGVS to PGTS 

project is chosen due to the fact that there was a change in regulations so they had to change their 

processes. The Trucking App project is chosen because in other countries and even in the Netherlands 

similar projects are launched and the need of having such an app is high. The variety between those 

projects helps to conclude what makes the difference and why none of them is actually fully completed 

successfully. 



 

12 | P a g e  

2 Research Design 

2.1 Research Methodology 

During the research, field research will be the main research method to answer the main research question. 

By using field research the researcher will gain knowledge and information from the most natural 

environment. In contrast to other research methods, by using field research the researchers have to find 

their own sources. The most relevant advantage of executing field research is that the researcher can 

search specific and define the limits. Another advantage is that the researcher can validate the sources.  

  

For this research, a qualitative research method will be used. Qualitative research is more focussed on 

experiences and interpretations and mostly presented in words. To execute this research method the 

researcher will do interviews with different stakeholders that are involved in the projects (Baarda, 2014). At 

least all stakeholders (trucking company, freight forwarder, customs, ground handling company, airline) 

need to be interviewed to create a reliable overview. 

 

As method for interviewing employees the semi-structured interview method will be used. In this method 

there is a slight structure with questions but interviews might deviate from each other. It is important that 

the information gained by the interviews gives a clear overview of the subject. It is important to prepare the 

interview before starting an interview. Therefore the following things need to be considered: 

 

➢ Describe the goal of the interview. 

➢ Research of the person that gets interviewed. 

➢ Study on available information about the subject. 

➢ Create a list of subjects and relevant questions to ask. (Grit, 2015) 

 

The questions during the interviews should generate a clear overview of the current manner of 

implementing innovation projects in the air cargo chain. The interview is divided into five parts. In the first 

part, the researcher wants information about the project organization. The second part of the interview is 

about the obstacles the parties experience during executing the projects. In the next part, causes why these 

projects do not always end successfully can be explained. In the fourth part, there is room to give some 

specific examples that are experienced during the four projects the research is focussed on. In the last part, 

the role of ACN will be discussed. 

 

Based on the answers of the questions of the interviews, the researcher should be able to create an analysis 

about the current manner of executing innovation projects in the air cargo chain. By using the answers of 

the first part of the interview, the researcher should be able to answer the first and second sub-question. 

This helps the researcher to understand in which stage of the process the parties experience obstacles. 

These obstacles, discussed in the second part of the interview, help the researcher to answer the third and 

fourth sub-question. The third and fourth part of the interview are mainly used to compare the experiences 

seen from different perspectives. This comparison helps the researcher to answer the fifth and sixth sub-

question. This is also visualized in Table 1. 
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After the interview, the interview will be transcribed and coded. Transcribing an interview is useful to write 

down all information that is obtained during the interview. By coding the interviews, the important 

information obtained will become quickly visible.  

 

2.2 Literature Review 

To conclude where in the process problems occur different models for change management are 

considered. Change management is used for successful initiating, realizing and implementing a remaining 

change within an organization. Change management is not only used for managing the structure of changes 

but it is also about influencing human. It focuses on identifying a group that wants to change and how to 

change. It contains a plan to ensure that people become aware of the need for change. Stimulating this is 

the central focus of the activities in organizational change management (Nooij, n.d.). For this research the 

following models are considered: the Awareness Desire Knowledge Ability Reinforcement (ADKAR) model, 

the Kurt Lewin model and the Kotter Eight Phases model. Besides change models, an innovation model is 

included in this chapter: stage gate model by Cooper.  

2.2.1 ADKAR Model 

A model for change in business or communities is the ADKAR model (Figure 5). This model helps to identify 

why change is difficult and why some changes succeed while other are unsuccessful. ADKAR stands for 

Awareness, Desire, Knowledge, Ability and Reinforcement. 

1. ‘Awareness’ represents that a person or company understands the nature of change, the need to 
change and the risk of not changing. This includes also information about internal and external 

drivers that created the need for change and off course “what’s in it for me”.  
2. The next element ‘Desire’ represents the willingness to support and engage in a change. Ultimately 

it is about personal choice based on the nature of the change.  

3. The ‘Knowledge’ element represents the education, the training and the education that is 

necessary to change. This includes also information concerning behaviours, processes, tools, 

systems and techniques that are needed to implement a change.  

4. The ‘Ability’ element stands for the execution of the change. In this phase the knowledge is turned 

into action. 

5. The last element ‘Reinforcement’ represents to sustain the change. It should be clear that there is 
no turning back. (Hiatt, 2006) 

Interview

Part 1

What  does the process of implementing innovation in the air cargo supply 
chain look like? (SubQuestion-1)

Are all stakeholders in the chain aware of the need of innovation? 

(SubQuestion-2)

Part 2

For what reasons are stakeholders not participating in the projects? 

(SubQuestion-3)

What are the possible hick-ups preventing projects from being completely 

successful? (SubQuestion-4)

Part 3 

&

Part 4

Which stakeholders in the chain experience problem(s)? (SubQuestion-5)

What are the biggest challenges in innovation projects? (SubQuestion-6)

Part 5 Role of ACN

Table 1 - Work breakdown structure 



 

14 | P a g e  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

2.2.2 Kurt Lewin Change Model 

Another model for change is the Kurt Lewin change model (Figure 6). This model exists of three phases: 

unfreeze, change and refreeze. The model is about change management in general, but is also used in 

companies.  

1. During the unfreeze phase, the company will be prepared for the desired change. In this phase it 

is important to show why there is a need of change. In this phase it is good to communicate open 

to all participants to help to let go old habits.  

2. In the next phase, the change, the critical thing is that the change happens quick. The longer the 

process of change is, the earlier involved parties will return to the original processes.  

3. The last phase is the refreeze. During the refreeze the change need to be consolidated. After the 

change, it is recommended to make good agreements, to evaluate and to adjust if necessary. 

(Mulder, Kurt Lewin change model, 2012) 

 

 

 

 

 

 

 

 

 

 

 

 

2.2.3 Change Model of John Kotter 

John Kotter created the Kotter eight phases model (Figure 7). According to this model, the chance of being 

successful in change is bigger. The eight phases are categorized as follows:   

 

Creating a climate of change 

1. The first step in this model is to create a sense of urgency. According Kotter this is the most 

important phase. To aware all involved parties of the need of the change they need to be convinced.  

2. The second phase in the model to create a research team. This team is focussing on the changes 

that need to be done. This ‘guiding coalition’ exists of different functions from different parties.  
3. Next step in the process is to create a clear vision for the change. In this phase it needs to be clear 

for everyone what the goal needs to be reached in what period. 

 

 

 

Figure 5 - ADKAR model (Melissa, 2018) 

Figure 6 - Lewin's model (Mind Tools Content Team, 
n.d.) 
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Engaging and enabling the whole organisation 

4. The fourth step is to communicate the vision to the involved parties. Informing about the upcoming 

changes in a clear and credible way will reduce the uncertainty and fear.  

5. During the next phase, it is essential to remove obstacles that can obstruct the process of change.  

6. In the sixth step it is important to create short term wins. By creating short term wins, successes 

become visible for all involved parties. This stimulates faith in the successes of the new vision and 

strategy. 

 

Implementing and sustaining change 

7. The seventh phase is for consolidating improvements. It is important that the community does not 

become overconfident and gets the feeling that the change process is almost complete. In this 

phase there is a possibility that work is done in both, the old and the new way.  

8. The last phase is used to anchor the changes. The change need to be periodically measured, 

evaluated and adjusted. This avoids that companies or persons from returning to old methods. 

(Mulder, 8 Step change model Kotter, 2012) 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Besides change models, innovation models also exist. Managing of innovation is about: technological 

progress, creating a new business, strategic decision making, culture of innovation and the flexibility of 

agility. Innovation is seen as source for competitive advantage. Often there is a lack of knowledge how to 

manage an innovation. Using innovation models should contribute in a positive way on how to manage an 

innovation (De Innovator, 2018). One of these is the stage gate model by Cooper (Figure 8). This model is 

focussed on the innovation process. In the stage gate technique the different phases are divided by so 

called gates. At each gate in the model, a decision is made if the project will be continued and is considered 

if the project is on course with the project plan. At each gate the following decision can be made: go, kill, 

hold or recycle. The decision ‘go’ means that the project is on course and can be continued. ‘Kill’ represents 

that the project doesn’t meet the expectations and the project will be shut down. ‘Hold’ means that the 
project doesn’t meet the expected requirements at that moment to go on, but the project can be resumed 
on a later moment on. The last decision ‘recycle’ means that the project is good enough to proceed but on 

conditions that there are some adjustments. 

Figure 7 - Eight steps change model Kotter (Webster & Webster, n.d.) 
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2.2.4 Stage Gate Model by Cooper 

The stage gate model exists of six phases: discovery, scoping, building business case, development, 

testing and validation and launching: 

1. During the first phase of the model ideas are considered with all involved parties. If all parties come 

to an idea, the decision makers have to make a decision to pass the first gate.  

2. The next phase exists of determining the scope. The project team considers the strengths and 

weaknesses of the process and if there are any competitors. Based on these considerations the 

decision makers determine if they project will pass the second gate. 

3. During the next phase a business case will be created. In this phase a definition and analysis 

should be made of the new process or product, a project plan should be created and the feasibility 

should be tested. If the conclusion is that the process or product doesn’t have enough potential, 

the decision makers will decide to not pass the gate. 

4. In the fourth phase small steps of the project are performed to obtain some reviews of the 

consumers. The project team also makes a timeline with specific milestones. As it turns out that 

the process is not well developed, the gate will stay closed. 

5. In this phase the new product or process will be tested and validated. If the tests and validations 

are not positive, the gate will not passed.  

6. The last phase exists of the launch of the new process and the implementation of it. (Mulder, Stage 

Gate model van Robert Cooper, 2018) 

 

 
Figure 8 - Stage gate model (Elmansy, 2017) 

 
 
The above mentioned change and innovation models are used to compare them with the current and 

desired situations and can be helpful to create a sufficient and clear recommendation.  
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3 Research Results 
 

As a result of the gained information the current manner of innovation is presented in this chapter. Besides 

the current manner of innovation, the desired manner of innovation is also presented. To make the content 

in this chapter more clear, short explanations of different innovation projects are given: 

 

Smart Cargo Mainport Program 

At AAS, parties are also working on improving the air cargo industry by executing projects. One of these 

projects is the SCMP at AAS. The SCMP is built up by several involved stakeholders at the airport. In 

particular in the air cargo supply chain where a lot of different stakeholders are involved. Several projects 

have been launched in the SCMP. The SCMP has four achievements (Azura Productions, 2018): 

 

I. The usage of digital information; 

II. Landside logistics; 

III. Focus on verticals; 

IV. Paperless processes.  

 

To improve landside logistics the Landside Pickup and Delivery project has been launched. A Trucking App 

is a part of the Landside Pickup and Delivery project. This Trucking App idea was introduced to share 

relevant truck and shipment information earlier. This helps to improve the planning throughout the complete 

chain, resulting in an improved utilization of resources. According the project leader of the Landside Pickup 

and Delivery project the biggest challenge before the Trucking App can be launched is to establish 

operational rules (Schiphol, n.d.). The project is currently focussing on landside activities for export freight. 

This project has three goals (or objectives) : 

 

I. Reduce waiting time for truckers at ground handling companies. 

II. Generating insight from landside for ground handling agents. 

III. Smooth out peak movements. (Schiphol, n.d.) 

 

Brussels Airport also launched a concept like this. In January 2018 they launched the Slot Booking App in 

Belgium. Seven companies were connected at the launching of the app. Two months later, already fifteen 

companies are connected and use the application in the operation. The time between starting the 

development of the application and the launching was one year. In comparison with Schiphol (still not 

launched), the launching in Belgium was fast. (Muir, 2018) 

 

Milkrun 

Another project that has been launched is called the Milkrun. This is a project resulting in improvements for 

the whole air cargo supply chain. In particular in the “On Airport Transport” process a lot of inefficient 
activities occur. Because a lot of freight forwarders work individually concerning transport to and from the 

airport, a lot of trucks have a load factor less than 25%. Therefore the Milkrun has been introduced to the 

sector. In the Milkrun project freight of different trucks is combined to reduce the truck movements at the 

ground handling agents and therefore freight is delivered faster. In addition the emission of CO2 is reduced. 

As a result of the Milkrun in the first year: 

 

I. Waiting times for truck drivers at ground handling companies have been reduced by 

>40%; 

II. Load factors of trucks increased by 2.5 → 5.2 ton; 

III. Emission of CO2 has been reduced by >30%. (ACN, n.d.) 

 

The project started with one trucking company, one ground handling agent and three freight forwarders. 

Between those stakeholders key performance indicators (KPI’s) are defined to measure the effectivity of 
the concept. In February 2016, 16 parties are participating the Milkrun project. (TNO, n.d.) 
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e-Freight 

The next project included in this research is e-Freight. This project is a worldwide initiative from IATA 

(International Air Transport Assocation). In the Netherlands this project is executed in corporation with AF-

KL (Air France, KLM) Cargo, Schiphol Group, Cargonaut, de EVO, Neijenrode and 25 air cargo companies. 

The main goal of the e-Freight project is to build an end-to-end paperless transportation process of air 

cargo. For achieving this goal three types of documents in the air cargo industry need to be digitalized: 

 

I. Customs documents; 

II. Transport documents; 

III. Commercial & special cargo documents. (IATA, n.d.) 

 

DGVS to PGTS  

Currently, the air cargo industry is executing the DGVS to PGTS project. At AAS a lot of transport 

movements of customs monitored freight take place without using the traditional customs regulations. In 

2005, a tool is developed to monitor these transport movements, called the DGVS. In January 2019, this 

tool was developed and renamed to PGTS. The advantage of the new tool is that is not needed to declare 

this freight and transport movements are better visible for participants in the supply chain and for customs. 

The most important change of the tool is that is no longer necessary to pre-register freight. (ACN, n.d.) 

3.1 Current Situation 

To visualize the current situation, the interviews with all participants of this research have been analysed. 

At AAS innovation is a hot topic. The SCMP is developed by the airport and parties that have a relationship 

with air cargo processes at AAS can join this program. The aim of the SCMP is to improve the whole air 

cargo chain and the necessary sharing of data. With the leaders in the market, operational processes and 

data sharing will be improved, which can be introduced to the market later on. Besides the projects, adopted 

in the SCMP, other projects are pending in the industry. This paragraph provides the current manner of 

executing innovation projects in the air cargo industry at Schiphol, this is including reasons why parties are 

not joining projects, examples of experiences of executed of pending projects. In addition the current role 

of ACN, seen from the industry, is explained. 

3.1.1 Start of Innovations 

There can be several reasons to start an innovation project. Sometimes it is a result of a worldwide 

innovation of IATA. The electronic Air Waybill(e-AWB) is a good example. This initiative was introduced in 

2010 by IATA and was affected for the whole worldwide cargo industry. Now, nine years after its introduction 

the e-AWB has become the default contract of carriage for all cargo shipments. For AAS it is important to 

compete against other airports to be the preferred airport for transporting cargo and therefore it is important 

to be a leader when it comes to the use of e-AWB. In February 2019, AAS represented the 6th position in 

the raking by e-AWB volume (IATA, 2019).  

 

Another source for starting an innovation project can be AAS. An example of this is the SCMP. In this 

program all sectors are represented: airlines, freight forwarders, handling agents, trucking companies, AAS, 

Cargonaut & ACN. That group is continuously tracking what happens in the world and what the Dutch cargo 

industry can do in the field of compliance, safety, speed and process improvement. 

 

There is also a possibility that a proactive company thinks about a specific direction to follow. In that case, 

this company tries to attract parties in the industry to participate in their development. There are two types 

of companies: proactive and reactive. The proactive companies try to be in the lead for innovation but the 

reactive companies are only responding when the community decided to follow a direction without their 

input. One of the interviewed companies even mentioned that 80% of all companies are. The industry 

mentions that the size of the company matters in a limited way. The size of a company matters in such a 

way that for the smaller companies it is hard to deliver employees for participating in the projects due to 

lack of time. Besides this, the bigger companies see the importance to innovate more than smaller 

companies. This is because those companies are more aware of the need to compete against other airports 

to become the most preferred airport for air cargo transport. 
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The use of an e-AWB is good example why an innovation isn’t used by all parties at the airport. There are 

companies that earn their income because of the use of the traditional air waybill. It is hard to obligate these 

companies to use it when they get financial damage. 

3.1.2 Structure of the Companies and Industry 

The organization of a company also affects the possibility to participate in a project as a company. Most of 

the companies only have local operational management at AAS and their headquarters are located in 

foreign countries. This makes it harder to convince them since the operational management is mainly 

responsible for the daily operation. Having short connections between the management and the project 

team have a positive influence on the progress of making decisions. It is important to notice that in this 

industry the margins for handling agents are very small. This can be marked as a reason that handling 

agents are more reticent when the benefits of an innovation are not clear at the start of the project. But the 

handling agent might be the most important link in the whole chain. It can be compared with a hourglass, 

both import and export processes affect the handling agent. Handling agents are asked to participate in a 

project but don’t have money and time.  

3.1.3 Project Structure 

Looking at the structure of an innovation project, the conclusion can be made that there isn’t a clear 
structure. The structure is determined by the leader of the innovation. Since the source of the idea differs 

each time from each other the project team also differs a little bit. The project team exists of volunteers who 

have time and knowledge to participate in a project team. Mostly these are the same people. Also the 

balance between strategic thinkers and operational employees is not good. 

 

For innovation in the air cargo industry it is mandatory to understand what the goal is to be over five or ten 

years. Currently, the project teams exist mainly of people with operational functions and therefore have a 

good vision on what the operation needs for today and the next day. Rhenus logistics mentions that 

sometimes it happens that companies promise to participate in a project but thereafter they don’t show up. 

 

The big amount of different parties at the table makes it very hard to create a situation where every party 

agrees a new situation. The Trucking App of the Landside Pickup and Delivery project for reducing the 

waiting times is a good example. The implementation time is quite long in comparison with the complexity 

of the application. For example, the Trucking App at AAS is still not implemented after three years. In 

comparison the slot booking app in Belgium is introduced within a year.  

 

Different parties mentioned that this industry works too much according the polder model. In this model 

parties are sitting at the table to come to an agreement. In the industry there is no party that has the authority 

to obligate parties to use a new product or follow a new process. A good example in this is the use of PGTS. 

According the Dutch Customs, the Dutch customs doesn’t obligate to make use of the protocol of PGTS as 

long as they meet the standards for a license. For that reason there are two different processes and 

therefore there is more administrative workload. Since PGTS was a development of DGVS the benefits 

were already known by the companies and therefore the move to participate was easier in comparison to 

other projects. 

 

Another example is e-Link. This project is completely realised but the use of it is not mandatory. This has 

resulted that the chain makes use of two different processes. Another aspect in the e-Link project that is 

mentioned is that the project should directly result in an ideal world instead of starting with small winnings 

and positive results. The invisibility of these positive results resulted in a relatively low percentage of 

participants.  

3.1.4 Vision of Innovation 

Another thing happening in this industry is that the vision of innovation differs between participants. 

Companies mark developments also as innovation but the approach for both improvements is different. For 

innovation it is important to look for the long-term needs. What is the aim to be over five to ten years? As 
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mentioned before, most of the companies at AAS are only represented by local operational management. 

This management is responsible for the day-to-day running and doesn’t look further than the short-term 

needs. As a result of not looking further, these companies don’t see the need to innovate. However, the 

situation over 5 to 10 years could result in a change of the business model of a company. At the end of the 

road, all companies that are in this community are entrepreneurs with the goal to make money. 

 

The communication during a project is also marked as an issue. If a project starts with a small group without 

involving the other parties communication to them does not happen. During the Milkrun project 

communication was good in comparison to other projects. The community was updated regularly about the 

project and therefore results were quickly visible. This helped in a positive way to convince other parties to 

participate in the Milkrun. However, the Milkrun didn’t end as they expected. AAS marked a possible reason 

for this is that companies want to keep their process in own hands. A specific example mentioned by AAS 

was a suggestion from them to create a joint facility for cooled shipments that could be used by ground 

handling agents. But all handling agents created their own cool facility what has resulted in a lot of extra 

costs instead of sharing one. 

3.1.5 Role of ACN 

Half of the interviewed parties mentioned that the role of ACN is not clear for all companies in the industry. 

They see ACN as essential link in bringing together the right people to start a project and important source 

for sharing information. The uncertainty what the role of ACN is, has a negative influence on the progress 

of a project. It is important that at the start all roles and responsibilities are clear for all participants. As 

mentioned before, ACN works with sector councils. These councils were used as important groups to give 

feedback on innovate ideas. Mostly projects affect the whole community, but there aren’t sessions with 
representatives from different sectors together at the table. 

3.2 Desired Situation 

Since this chain consists out of a lot of sectors it is hard to create a desired situation for every party involved 

in the innovation process. But creating a more efficient and reliable manner of innovation should improve 

the innovation process for the air cargo industry in a positive way.  

3.2.1 Get the Right Vision 

For creating an efficient manner of innovation it is important to understand what the definition is for 

innovation. In the community optimization is also seen as innovation but shouldn’t be seen as innovation. 
For the manner of innovation in the industry all involved parties have to know what the long-term strategy 

and vision is for the air cargo chain at AAS. This long-term strategy should be set by Schiphol since they 

are the provider for all companies at the airport. It is important that this vision is shared to all involved parties  

 

When an idea arises, the idea needs to be checked if it fits in the long-term vision and strategy that is 

determined by AAS. When the idea fits in it, involved parties for this idea should be contacted to participate 

in this project. Due to the financial and time issues these are mainly leaders and big companies. But also 

smaller companies, with a long-term vision, can participate in this project teams when able to deliver 

employees for participation. From this point, it is necessary to define what the result approximately needs 

to be. It is not necessary to completely define the specific result since at this point it is not known where it 

will ends exactly. What more important is, is that there is a clear structure shared to the community on how 

the approach of this project looks like.  

3.2.2 Increase Urgency 

As a result that the specific end result is unknown in this stage of the project, it is likely that the group tries 

different ways to reach the end goal. For that reason, in this phase, it is important have short-term results 

visible to either kill an idea or share an idea to the community to convince them. Communication that a 

group is working on an idea and the results is also very important in this phase. According the interviewed 

parties ACN should be the one here as source for the communication of an idea. However, sharing ideas 

and results too early in a project can result in the possibility that that idea will already be killed by other 

companies.  
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Another essential aspect during the execution of a project is that the connection between the strategic 

people and the people that has to execute the idea at the end short is. This is necessary for the 

implementation of the new process or product. As mentioned before, innovation is approaching a problem 

in a completely new way. This is essential to reach an innovation instead of optimization. Another aspect 

in the manner of innovation in the community is that it is not required to directly have the ideal world. It is 

more important to create a workable and feasible environment (70-80%) as fast as possible and to improve 

further from that point to the ideal world (100%). For implementing the new process or product it is essential 

that this is well directed. Mainly in this last phase it is important that there is someone who keeps an eye 

on the progress of this stage. In this phase the companies need to change their processes and to sustain 

them. 

3.2.3 Building the Guiding Team 

About the role of ACN, the industry sees it mainly as a source for sharing information and as a participant 

in the projects. Important to note is that ACN shouldn’t be the leader of those projects. Yet from both the 

perspective of ACN and the parties in the chain, involving ACN in projects is necessary because they are 

independent. ACN looks through the whole chain instead of only one sector. According the community the 

role for ACN should be: 

 

➢ Standing up for the Dutch air cargo industry; 

➢ Bringing the right people together at the right time to compete against other airports to 

be in the top for the preferred airport; 

➢ Being the source to share information to the community at the right time. 

 

According to the mission and vision set by the ACN board, the role of ACN is to initiate new projects and 

developments, but for the execution of these cooperation with other parties is required. For the Dutch air 

cargo chain ACN stimulates the adoption of new technologies in the chain to increase the competitiveness 

and the quality of the chain. As earlier mentioned, to innovate it is necessary to see what is needed for the 

future. Therefore ACN is continuously in contact with universities and consultants to keep the chain 

innovative by signalling changes and trends. ACN can fulfil an initiating and leading role in innovation 

projects.  

 

So for having a desired situation for executing innovation projects it is required to create persuasion in the 

industry at Schiphol. At the moment, no clear and known long-term strategy for the community can be 

marked as one of the reasons that persuasions is missing. Also creating visible short-term wins are marked 

as indispensable in the desired situation. ACN should be an important player in the innovation projects but 

the role has to become clear for all parties involved in the air cargo industry. 
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4 Analysis 
 

The differences between the current and desired situations as discussed in the previous chapter, causes 

and results of those differences are visualized in undermentioned Table 2. By organizing the differences it 

becomes clear what the main causes are for not completing innovation projects in the Dutch air cargo 

industry. By analysing the main causes, a solution can be figured out.  

 

Current Situation Desired Situation Cause Result 

Creating a climate for change 

There are different sources 

where an innovate idea 

can start from. 

ACN as leader for 

innovation projects. 

Different leaders 

during projects. 

Unclear structure.  

Not all parties see the 

need of innovation in the 

sector. 

All parties see the 

need of innovation. 

Lack of persuasion. Hard to convince parties. 

Handling agents are more 

reticent when the benefits 

of an innovation are not 

clear at the start of the 

project. 

Handling agents 

want to participate 

in innovation 

projects. 

Lack of time. 

Small margins. 

Hard to convince parties. 

No balance between 

strategic thinkers and 

operational employees. 

Balance between 

strategic thinkers 

and operational 

employees. 

Wrong people are 

around the table. 

Lack of essential 

knowledge for the 

implementation. 

Don’t show up during 
meetings. 

Show up during 

meetings. 

No clarity about what 

is expected. 

No participation of party. 

Different vision on 

innovation between the 

participants. 

Clear vision on 

innovation. 

No clear definition of 

innovation. 

Different expectations 

and thoughts. 

Not all parties in the 

community are familiar 

with the long-term vision. 

All parties are 

familiar with the 

long-term vision. 

No clear 

communication about 

the long-term vision. 

Parties don’t see the 
need to innovate. 

Engaging and enabling the whole organisation 

Mainly only local 

operational management. 

Management 

involved in the 

innovation process. 

Headquarters of 

companies at AAS 

settled in foreign 

countries. 

No short connections 

between project team 

and management for 

making decisions. 

Small part of the 

community works 

proactive. 

All parties works 

proactive. 

Lack of time. 

Lack of personnel. 

Don’t see the need for 
innovation in time. 

Hard to convince. 

Small quick positive results 

are not visible for 

community. 

Small quick positive 

results are visible 

for community. 

Lack of 

communication. 

Project not divided 

into small steps. 

Hard to convince parties. 

During innovation direct to 

the ideal world. 

During innovation 

starting with 70-

80% instead of 

100%. 

Lack of knowledge 

and resources. 

Late results visible for 

the community to 

convince them. 

Implementing and sustaining change 

No commitment to make 

use of a new process or 

product. 

Commitment to 

make use of a new 

process or product. 

No party with the 

possibility to obligate. 

Hard to convince all 

parties to participate in 

the project. 
Table 2 - Current vs. desired situation 
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Looking at the reasons that projects often do not end successfully, it is not possible to mark one reason. In 

different phases of the innovation process there are reasons visible why this happens. 

 

Looking at the desired situation as mentioned by the industry, this situation can be mostly compared with 

the Eight Steps change model of Kotter. This model, as already explained in the chapter Literature Review, 

is developed to increase the chance that changes within an organization will succeed. By connecting the 

differences to this model a clear analysis shows where in the process profit can be achieved. 

 

Comparing the model of Kotter and the desired situation, as outlined by the interviewed parties, there is a 

different sequence of steps visible as those shown in Figure 9 on the next page. The first three steps differ 

from each other. Where in the desired situation it is desired that first a right vision is determined, in the 

Kotter model this is not the first step. Not following the sequence of steps according the Kotter model has 

a positive influence on the progress of executing innovation projects. This difference results in different 

visions for the long-term between companies in the industry. Looking at the results it becomes visible why 

the long-term vision is not clear for all parties: the communication to the community is not good. Having a 

long-term vision will increase the persuasion for participating in innovation projects. It results in having the 

knowledge what is coming and therefore the need of innovation becomes more visible.  

 

The next step in the desired situation is increasing urgency. In this phase all involved parties need to be 

aware of the need of change. The determined vision should help to convince these parties. Currently, 

parties aren’t informed about the vision and therefore less convinced. In the Kotter model, this is the first 
step. But without knowing what to reach it is hard to aware parties about the need of change. Since the 

communication about the long-term vision is not good and most of the companies are not proactive, the 

biggest part of the community is not aware of the need of change. 

 

Third step in the desired situation is to build a guiding team. This team is composed on behalf of the nature 

of the innovation and exists of volunteers. In the Kotter model, this step is the second one. But as mentioned 

earlier, getting the right vision has priority in the process. From this point the phases are the same for both 

the desired situation and the eight steps change model of Kotter. 

 

In the desired situation there are also some elements visible from the stage gate model of Cooper. In this 

model the change is divided into six phases. At each phase a determined team should consider the 

progress of the project. Currently, during innovation projects the option of killing it is never discussed. By 

determining these decision points in advance of starting an innovation project, it will ensure that decisions 

and adjustments are made on the right moments. Besides this is helpful for tracking the progress of the 

project these moments can be used to inform the community about the progress. Not executing projects 

using elements from the stage model of Cooper results in the fact that possible threats in the process are 

noticed too late.  

 

 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 

24 | P a g e  

Desired Situation 

(industry)

1. Get the right 

vision

2. Increase 

Urgency

3. Building the 

guiding team

4. 

Communicate 

for buy-in

5. Empower 

action

6. Create 

short-term 

wins

7. Don't let up

8. Make it stick

8 Steps change 

model (Kotter)

1. Increase 

Urgency

2. Building the 

guiding team

3. Get the right 

vision

4. 

Communicate 

for buy-in

5. Empower 

action

6. Create 

short-term 

wins

7. Don't let up

8. Make it stick

Figure 9 - Different sequence of steps 

Creating a climate for change 

Engaging and enabling the whole 

organization 

Implementing and sustaining 

change 
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5 Conclusion 
 
As seen in the analysis, the current situation deviates from the desired situation and the change and 

innovation models. In this chapter possibilities for solving those are provided as well as the answer to the 

following main research question should become clear:  

 

What is the impact of the current manner of executing innovation projects in the air cargo industry 

and how can this be improved?   

5.1 Creating a Climate for Change 

In this community, the first phase is the hardest phase to make an innovation successful. The first three 

steps in the model are combined as phase to create a climate for change. Almost all differences between 

the two situations can be assigned to this phase. There are several aspects that makes it hard in this 

industry to create a climate for change. 

 

To conclude, the main struggles for creating a climate for change: 

1. There isn’t a clear structure and therefore parties don’t know what to expect; 
2. Not all parties are familiar with the long-term vision and therefore are not aware of the need of 

innovation; 

3. Wrong people or mix of people around the table in the project team; 

4. Parties don’t want to put their own interests aside; 

5. Only local operational departments focusing on the day-to-day operation. 

 

For this community it is very important to all get the right vision and knowledge on where the community 

and even the whole airport needs to be in the long-term before creating a team. Due to the bad 

communication between all parties about the vision, this long-term vision may influence other parties. 

Companies not looking at the long-term are only performing the day-to-day operations. Only looking to the 

short-term can result in that time is too short to innovate or pressure is too high to create a good plan for 

an innovation. 

 

A solution for this can be founding a group including the airport, ACN, Cargonaut and leaders from the 

industry continuously considering what the long-term strategy of the air cargo sector of AAS should be. The 

airport is important since they are the provider for all companies located at the airport, ACN is continuously 

in contact with universities and consultants to develop knowledge, vision and solutions to improve the Dutch 

air cargo chain, Cargonaut has the complete overview over the chain and can look through all sectors and 

the leading companies for additional knowledge. The role for ACN is to communicate this long-term strategy 

to the community. 

 

When the long-term strategy is known by the community, the urgency for change need to be increased in 

the community. It is important that companies start in an earlier stage with thinking about innovation projects 

because it could be necessary to adjust their business model. When an innovative idea arises, a project 

team should be composed. ACN is the one to bring the right people to the right table for this. It is important 

that this balance between strategic thinkers and operational workers is good. Strategic thinkers may foresee 

problems for over a few years whereas people from the operation may foresee problems by implementation 

of the innovation project in the current processes.  

5.2 Engaging and Enabling the Whole Organization 

Now that the project team has an innovation idea, this idea needs to be shared to the community. In this 

phase it is important to develop an environment where the community supports the idea. Both ACN and 

the project team are responsible for convincing the community. The project team has to show some short-

term wins and positive results to prove the idea will improve the chain. ACN is responsible for sharing this 

information with the community. 
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To conclude, the main struggles for engaging and enabling all parties are: 

1. Short-term wins aren’t visible for the community; 
2. There is no party with possibility to obligate use of new process or product. 

5.3 Implementing and Sustaining Change 

When the innovation is implemented it is required that the project team keeps an eye on the progress. The 

innovation need to be consolidated. It is important to keep monitoring the positive results and to keep small 

victories to prove the change is successful. When the innovation is completely anchored, ACN should 

organize sessions to evaluate the new products or procedures. It is important that companies keep 

supporting the change.  

 

To conclude, the main struggles for implementing and sustaining a change are: 

1. Lack of someone who monitors the progress until the project is completing finished; 

2. Companies don’t want to release the traditional methods; 
3. The change is too big, too fast to the ideal world. 
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6 Discussion 
 
In this chapter the research results are interpreted. During this research it became visible that all companies 

have a joint statement: the manner of innovation in the industry is not the right one. But as a result that not 

all parties have the same definition for innovation shows that there is no unity in the industry. 

 

During the research it became visible that the most reasons for not completing an innovation project 

successful are located in the first phase of the execution of a project. In this phase the most common reason 

is that companies are not aware of the need of innovation. Different reasons result in this. In my opinion, 

parties are not convinced enough before starting an innovation. For example: the Milkrun started with a 

very small amount of parties. Those parties saw directly positive results after the launch of the project and 

therefore it became interesting for other parties to participate. I think that the only possibility for convincing 

parties is to show them positive numbers. Therefore it is required that an innovation starts with a quite small 

group of parties, that wants and has the resources and knowledge to innovate. Besides showing positive 

results it is important to communicate what the chain looks like in a few years. But because the big amount 

of big companies it is hard to involve them for the long-term strategies. The local management is rewarded 

for the operation and they don’t care what it looks like in the future since they are busy with the current 

operations. Another thing that I experienced is that the parties point towards ground handling agents for 

not completing projects successfully. But the point that I mentioned about running the daily operations is 

directly related to the ground handling agents. Since there are relatively many ground handling agents at 

AAS, the margins are not that big. Freight forwarders promote themselves as leaders when it comes to 

innovation. This is logical, since they have the margins and time to participate. Besides these reasons I 

think that freight forwarders want to show they are a leader for customer experience.  

 

Another aspect that in my opinion hinders the progress of an innovation project is that the definition of 

innovation is different for parties. In my view innovation is tackling a problem in a complete new way. 

Otherwise it is called optimisation. And during the interviews became clear that this industry known for not 

letting go old traditional processes. Therefore I think that it is good to have some young or external 

professionals around the table mixed with professionals. 

 

At the moment, ACN organizes the sector councils for the community. But the industry gave me the idea 

that there was a need for sessions with all sectors. At the end, all parties need to work together to fulfil their 

role in the air cargo chain. This can contribute in a positive way to improve the relationship between the 

sectors and help to increase the confidence between them.   

 

Coming back to the earlier mentioned polder model, it is hard to come to an agreement with that many 

parties involved in this industry. Since there is no local party that has the possibility to obligate parties to 

participate in an innovation, the polder model will continue to exist in the industry. Therefore I think that 

profit in the process can be achieved by convincing parties before, during and after innovation projects.  
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7 Recommendations 
 
This chapter provides the recommendation from the researcher to ACN. As result of the analysis, the 

recommendation should result in an improvement in successful innovation projects in the Dutch air cargo 

industry.  

7.1 Creating a Climate to Change 

 

1. Get the right vision 

It is recommended to create a group that is continuously considering what the long-term strategy should 

be. This team should exist at least out of the airport, ACN, Cargonaut and some leaders of the industry. It 

is important to keep the connections between those parties short to ensure a reliable long-term strategy 

becomes clear. ACN is important in this because they are continuously in contact with universities and 

consultants to develop applicable knowledge, vision and solutions to keep the Dutch air cargo chain 

innovative and competitive. As result of this communication, ACN and the group are aware of trends and 

changes that can affect the industry. 

 

Compared to the analysis, this step should result in a familiar long-term strategy for all parties in the 

community.  

 

2. Increase urgency 

When the long-term strategy is determined by his group, it is important to share this strategy with the 

community. Parties from the industry have to see the that change is necessary to compete for the position 

in the worldwide cargo industry. Besides competing, an innovation could affect their business model on the 

long-term, so inform them in an earlier stage is recommended.  

 

As mentioned in the previous step, sharing the long-term strategy with the community should create an 

environment where all parties know where to be on the long-term. If parties are aware of this, the need for 

change as seen by the community should increase. ACN is responsible for sharing the long-term strategy 

with the community. 

 

3. Build a guiding team 

When an idea arises, it is recommended to create a project team that is specified in the nature of the 

problem or innovation. It is important that those people have both project skills as operational skills. Besides 

this, it is recommended to have a good balance between people that are in the industry for several years 

and people that are new in the industry and have a fresh view. It is recommended that ACN participates in 

this team because they are independent. Also the connections between the community and the project 

teams will stay short with ACN in between. It is important to communicate to the community so they know 

how they can anticipate what to expect. 

 

The structure of the innovation projects needs to be determined by the guiding team. This structure needs 

to be shared with the community by ACN. By sharing the structure with the community, they can anticipate 

what is going to happen and therefore it will avoid that parties don’t show up during information sessions 
or meetings about the innovation.  

7.2 Engaging and Enabling the Whole Organization 

 
4. Communicate for buy-in 

To involve parties with only local operational management, it is important that there is a clear structure 

known and what the advantages of the innovation are. When this is available for them, they can inform their 

management to participate in the innovation. It is not able to obligate parties to participate in an innovation 

unless it is due to regulations or obligated by a government agency. To involve those parties it is important 

to involve them early in the process to keep them informed and interested. 
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5. Empower action 

During this step it is important to foresee what obstacles possibly can appear during the process of change 

These obstacles need to be removed before approaching them. The project team is responsible for 

approaching those obstacles.  

 

6. Create short-term wins 

Since the industry marks the Milkrun project as successful this could apply as basis for innovation projects. 

It is recommended to start projects with a small selection of parties and to create short-term wins with this 

group. ACN should be responsible for sharing these results with the community. In this way, parties can be 

convinced to participate in such a project. This fits in the statement that is often made that projects often 

are too complex or too big to be successful.  

 

By cutting the project in small parts (short-term wins), the chance of being successful will increase. If the 

positive results become clear for the industry and they are really convinced that the innovation is profitable 

for them, they are willing to put their own interests aside. 

7.3 Implementing and Sustaining Change 

 
7. Don’t let up 

Until an innovation project is finished it is required that someone is monitoring the progress and check if all 

companies actually perform what they agreed. This should be done by a designated person from the project 

group. This is important to be aware that the community does not become overconfident and gets the 

feeling that the process is already complete. During this phase it is also important that parties are informed 

about the fact that it is possible that both the traditional method as the new one could be used.   

 

8. Make it stick 

During the last step the changes will be anchored. From this point, the community is responsible that they 

execute their operations according the new process or with use of the new product. For ACN, it is also 

recommended to introduce some sessions for the industry where all sectors come together. This will 

increase the confidence in the industry what is needed to participate and share information to increase the 

change of ending an innovation project successfully.  
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