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Cities and urban areas: crucial drivers of SUD and
climate change solutions

(Inter)national efforts continue to fall short in realising
systematic change
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Literature gap: 

Little is known about how institutional entrepreneurs can
influence stakeholder collaborations within existing urban

contexts towards sustainable urban transformations 
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Main Research Question: 

‘How can institutional entrepreneurs influence
collaboration between stakeholders towards sustainable

urban transformations?’ 
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01. Introduction
Sub-questions

1. How can the relationship
between collaboration,

institutional entrepreneurs, and
sustainable urban transformations

be conceptualised?

Literature Review

4. How can the role of institutional
entrepreneurs in influencing

collaboration between stakeholders
towards sustainable urban

transformations be captured in a set
of guidelines?

Expert Meeting

3. What role do or could
institutional entrepreneurs play in

this case study, and what
interventions have they

implemented or could they implement
to establish more effective

collaboration?

2. What barriers and enablers
related to collaboration are

encountered in an existing case
study that influence the realisation of

the sustainable urban
transformation? 

Case Study
Interviews & Document Analysis
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Literature Review
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Single Case Study 
SQ's 2 and 3

Document-analysis

Semi-structured
Interviews

Expert Meeting

Final Set of
Guidelines

SQ4

Preliminary
Guidelines



03. Literature Review
Sub-question 1: ‘How can the relationship between collaboration, institutional
entrepreneurs, and sustainable urban transformations be conceptualised?’ 
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03. Literature Review
Collaboration

Prior History of Conflict or

Cooperation 

(Initial trust level)

Incentives (or Constraints) for

Stakeholders to Participate

Power/Resource/Knowledge

Asymmetries

Face-to-Face Dialogue

(Good Faith Negotiation)
Trust Building

Intermediate Outcomes

(Small Wins, Strategic Plans, Joint Fact-

Finding)

Commitment to the Process

(Mutual Recognition of Interdependence,

Shared Ownership of Process, Openness to

Exploring Mutual Gains)

Shared Understanding

(Clear Mission, Common Problem Defintion,

Identification of Common Values)

Starting Conditions

Outcomes

Facilitative Leadership

(Including Empowerment)

Collaborative Process

Institutional Design

(Participatory Inclusiveness, Forum

Exclusiveness, Clear Ground Rules, Process

Transparancy)

Collaborative Governance Model 
(Ansell and Gash, 2008)
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03. Literature Review
Collaboration

Common Eye Collaboration Model (2016)

Ambition

Interests

Relationship

Process

Collaboration

Strategy

& Skills

Organisation

Working towards a

shared ambition 

What is the shared

ambition?
What are the

partners going

for?

Doing justice to

interests

What are the

interests of the

partners?

In search of

‘Mutual Gains’!

Leadership,

relationship, trust

collaboration is

human work

Good personal

cooperation

Professional

organisation

Is the network

professionally

organised?

Governance,

decision-making,

form

Together on the

right track?

Shaping a good

process

The right steps,

the right order,

win-win, dialogue

Collaboration

strategy

Collaboration

Skills

Strategy of

collaboration
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03. Literature Review
Collaboration

Prior History of Conflict or

Cooperation 

(Initial Trust Level) 

Collaboration Strategies and

Collaboration Skills

Organisational and Individual

Interests

Face-to-Face Dialogue

(Good Faith Negotiation; Discuss Collective,

Organisational and Individual Interests from

an Early Stage)

Active and Continues Trust and

Relationship Building

Intermediate Outcomes / Periodic

Evaluations

(Small Wins, Strategic Plans, Joint Fact-

Finding)

Commitment to the Process

(Mutual Recognition of Interdependence;

Shared Ownership of the Process; Openness

to Exploring Mutual Gains)

Shared Understanding / Ambition

(Clear Mission; Common Problem Defintion,

Identification of Common Values; Ambition =

Promise + Commitment + Action)

Starting Conditions

Outcomes

Facilitative Leadership
(Including Among Others Empowerment, Trust

Building, Setting Ground Rules, Facilitating a

Dialogue, Exploring Mutual Gains)

Collaborative Process

Power/Resource/Knowledge

Asymmetries

Incentives (or Constraints) for

Stakeholders to Participate

Institutional Design / Organisation
(Participatory Inclusiveness; Forum

Exclusiveness; Clear Ground Rules; Process

Transparancy; Allginment with Collective

Ambition; Contracts)

Collaborative
variables 
relevant to this study
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03. Literature Review
Institutional Entrepreneurs

Formal and Informal Institutions
(Klein Woolthuis et al., 2013)

Surrounding Urban Development
That hinder or stimulate

Sustainable Urban Development

Visions

Understandings

Norms

Values

Laws

Rules

Policies

Regulations

Contractual Forms

Certificates

Hard, Formal InstitutionsSoft, Informal Institutions

Institutions2. Theorisation

Highlighting cause-and-effect,

showing why new solutions are

better than old ones

5. Negotiation

Changing old business models and

creating new ones

1. Framing

Presenting ideas through relatable

narratives to create support for the

‘right’ solution

4. Lobbying

Using political power to gain

support and approval for innovative

plans

3. Collaboration

Aligning stakeholder interests

through shared visions to enable

joint actions

6. Standardisation

Ensures broader adoption of

sustainable practices

IE's and their tactics to influence
formal and informal institutions
(Klein Woolthuis et al., 2013)
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03. Literature Review
Institutional Entrepreneurs

Mens et al. (2021) Social
entrepreneurs involved in
bottom-up urban initiatives

Influencing

Characteristics

Actors: Social Entrepeneurs 
Who & Why?

Actions and Strategies 
How? 

Motives and Aims

Roles: Primary and Secondary

Position and Power

Building of Social Networks

Mobilisation of Resources 

Human, Financial, Land

Alignment and Articulation of

Visions, Goals, Interests

Interactive and Collective Learning

Process

Deploying

Action Arena

Effects and

Outcomes

Determining (in successive rounds)

What? 

Context

Leading
to
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03. Literature Review
Institutional Entrepreneurs

Strong similarities between social and institutional
entrepreneurs

Social Entrepreneurs Institutional Entrepreneurs

Aim Addressing societal needs Addressing sustainable needs

Type of Actors
Individuals: Pioneers

Organisations: Consolidated Organisations & Policy
Entrepreneurs

Individuals: Concerned citizen
Organisations: Real estate development firm

Motivation
Some are profit-driven with social development as a
secondary goal, while others prioritise social value

creation

Some are profit-driven with sustainable development
as a secondary goal, while others prioritise

sustainable value creation

Mechanisms
Actions and strategies to create an environment in
terms of social networks, support, and resources to

achieve social goals

Tactics to influence formal and informal institutions to
create a favourable institutional context for SUDs

P5 Presentation
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03. Literature Review
Institutional Entrepreneurs

C. Intermediate Agent

Determining (in successive rounds)

Actions and Strategies 
How? 

Building of Social Networks
Mobilisation of Resources

(human, finance, etc.)

Alignment and Articulation of

Visions, Goals, Interests

A. Pioneers B. Consolidated Organisation

Effects and

Outcomes

What? 

Interactive and Collective

Learning Process

Action Arena

Institutional Context

Leading to

Influencing

Actors: Institutional Entrepeneurs 
Who & Why?

Deploying

IE variables
relevant as a
starting point for
this study
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03. Literature Review
Sustainable Urban Transformations

Multi-dimensional Sustainable 
Urban StructuresDrivers of Radical Change

The Two Dimensions of Sustainable Urban Transformations

Governance and Planning

Innovation and Competitiveness

Lifestyle and Consumption

Resource management and
Climate Mitigation/Adaptation

Transport and Accessibility

Buildings

Spatial Environment and Public
SpaceSUT variables relevant to this study

(McCormick, 2013)
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Incentives or Constraints

to Participate

Resource/ knowledge/

Power Asymmetries

Starting Conditions

Institutional Design /

Professional

Organisation

Collaborative

Process
SUT

Institutional

Entrepreneur

Actions and

Strategies

Building of Social Network

Mobilisation of Resources

(human, finance, etc.)

Allignment & Articulation

of Visions, goals,

Interests

Pioneers

Consolidated

Organisation

Intermediate Agent

Face-to-Face Dialogue

Trust and Relationship

Building

Commitment to the

Process

Shared Understanding &

Shared Ambition

Intermediate Outcomes

and Evaluations

Drivers of Radical Change

Multi-Dimensional

Sustainable urban

Structures

Interactive and Collective

Learning Process

Stakeholder Access

Clear Ground Rules and

Protocols

Clearly Defined Roles

Action Arena
Institutional Context

Process Transparency

03. Literature Review
Conceptual
Framework
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04. Empirical Findings
Sub-question 2: ‘What barriers and enablers related to collaboration are

encountered in an existing case study that influence the realisation of the
sustainable urban transformation?’

Sub-question 3: ‘What role do or could institutional entrepreneurs play in this
case study, and what interventions have they implemented or could they

implement to establish more effective collaboration?’

Sub-question 4: ‘How can the role of institutional entrepreneurs in influencing
collaboration between stakeholders towards sustainable urban transformations be

captured in a set of guidelines?’
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Energy Hub Amsterdam Southeast
Collaborate to produce,
store, and use energy
locally
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Energy Hub Amsterdam Southeast

P5 Presentation

Coordinate their energy supply
and demand collectively
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LEGEND
Transport capacity available
without delay 

Limited transport capacity
available without delay 

Area is under investigation with a
waiting list

Shortage of transport capacity
with a waiting list

Color will be added at a later
stage

Grid congestion in the Netherlands for Consumption Grid congestion in the Netherlands for feed-in

(Netbeheer Nederlands, 2025)(Netbeheer Nederlands, 2025) Long-term goal, arising from shared challenge, is to
address grid congestion, constraining sustainable
development, growth and electrification
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Explore Planning & Design Realisation      Operation

Initiative Explore Analysis Criteria Design Contracting Implementation        Operation

Discover whether
developing an energy
hub is worth exploring.

Learn how to form a
group with sufficient
support for the collective
energy system.

CURRENT STATUS

Together with a
consultancy firm,
explore different solution
directions and select
one to pursue further.

The chosen solution is
further developed based
on the established
design criteria.

Receive a detailed
design and gain an
accurate understanding
of the energy hub.

Sign the contracts with
the grid operator and
define the legal,
financial, and
operational
responsibilities. 

Test and implement the
energy hub.

The hub is now
operational in
accordance with the
contractual agreements.

Legal working group
preparing LoI

Other working groups
address technical and
organisational issues,

including GTO
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Core group
Organisational

progress

Participant group
Joint-decision-

making and
information sharing
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Drivers of Radical Change

The Two Dimensions of Sustainable Urban Transformations

Governance and Planning Innovative collaborative model

Innovations in local energy

production and management
Innovation and Competitiveness

Lifestyle and Consumption
Adaptation due to collective and

efficient energy use

Multi-dimensional Sustainable Urban Structures

Resource management and

Climate Mitigation/Adaptation

Transport and Accessibility

Buildings

Spatial Environment and Public

Space

Local, collective production,

storage, consumption of energy 

Mobility hub/charging plaza
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Interviewee Function

Interviewee A Program developer at a research institute focused on urban energy

Interviewee B Process coordinator for energy hubs, appointed by the provincial government

Interviewee C Program manager at a commercial bank, focused on the sustainability of the organisation’s assets

Interviewee D Appointed project leader

Interviewee E Technical developer at an investment management firm

Interviewee F Founder of regional business sustainability organisation (temporary legal entity of the collective)

Interviewee G Portfolio manager of an academic institution

Interviewee H Energy and circularity advisor, hired by the municipal government

Interviewee I Legal advisor, specialised in grid-congestion

Interviewee J Property manager of a real estate organisation

Mirte Hoitink
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Presumed
institutional
entrepreneurs
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Interview Insights
SQ2 & SQ3

Preliminary Guidelines

Expert Meeting

Validation and refinement of the
preliminary outline into the final set

of guidelines SQ4

Final Set of Guidelines
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Resource/Knowledge/Power Asymmetries

Barrier: SUT characterised by fundamental uncertainties
Discourage participation
Complicate collective-decision-making 
Delay or halt the initiative

Potential intervention directions:
Early expert engagement 
Cross-project learning 

“[“You can tell people are taking a wait-and-see attitude,
saying things like, ‘What if the establishment of the
Energy Hub doesn’t turn out to be the solution to grid
congestion, and we end up having to do things
differently again?’”]

“

Mirte Hoitink
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Resource/Knowledge/Power Asymmetries

Barrier: Uneven knowledge levels and limited availability
Slows progress
Harder to secure internal approval

Potential intervention direction:
Explain core-team activities in accessible terms -
IE's play a crucial mediating role

Mirte Hoitink
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“[“We will definitely encounter that knowledge, the
question is when… The chairperson shared valuable
experience from a project further ahead and emphasised
the importance of constantly involving people to keep
them engaged.”]

“

“



Incentives or Constraints to Participate

Barrier: Alternative individual solutions with a more attractive
business case

Enabler: Sense of urgency and recognition of the collective as
a viable solution to the collective challenge

                   

Potential intervention direction:
Engage research institutions and experts early on
Stress collective urgency, benefits, goal, and path
One-on-one conversations to monitor individual
commitment and maintain alignment

“

Mirte Hoitink
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“ [“What is important is that there is a sense of
urgency; without it, it’s better not to start at all. In this
case, parties are facing a problem because grid
congestion in Area A is very high. They need to
collaborate to continue developing. Working together is
essential, so the urgency is a key factor.”] 

“

“



Stakeholder Access

Barrier: Progress constrained by the slowest participant
Hesitation among actors who lack urgency/direct interest
and overly large groups
Slow decision-making, undermines momentum and
reduces perceived benefits

Potential intervention direction:
Start with a “Coalition of the Willing”

Mirte Hoitink
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“ [“From my experience setting up partnerships over the
past 30 years around various innovative themes ...,
you need to start with a relatively small core group, a
‘coalition of the willing’, involving a few parties with a
direct stake in the outcome.”] 

“

“



Clearly Defined Roles

Enabler: Clear role and responsibility definition among
representatives

Clarifying contributions and tasks
Effective use of expertise
Strengthening ownership > commitment

Potential intervention direction:
Assigned through open dialogue based on expertise and
interests
Regular one-on-one check-ins to review progress,
strengthen responsibility, and sustain commitment
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[“I deliberately place ownership of actions with the
participants… to sustain their engagement. … SP1:
So, commitment is created by giving ownership
throughout the process. SP2: Yes, absolutely.”] 

“

“



Trust and Relationship Building

Enablers: 1. Trust in the collective solution; 2. Task-based
trust; and 3. Relational trust

1.Prerequisite for participation
2.Assigning responsibilities to actors with appropriate

expertise and mandate
3.Through informal interactions, shared understanding,

transparency, and consistency

Potential intervention direction:
1.Showcasing comparable SUT projects and components
2.Open, transparent communication channels - Integrity of

the project
3.Facilitating informal and personal interactions
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[“A large part of trust is based on confidence in
competence, whether the right people are
working on the right things, and whether we see progress
being made. Relational trust is a bit different; it takes
time to build.”]

“

“



Intermediate Outcomes and Evaluations

Barrier: Stagnation in the consultation stage without concrete
action

Limit progress
Prevent the initiative from getting off the ground

Potential intervention direction:
Appoint a result-oriented project leader with experience in
similar projects
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“The companies deliberately chose a results-oriented,
project-based approach. Instead of discussing the idea of
an energy hub, we’re now focusing on making it happen.
My main task as a project manager is therefore to
ensure that the first implementation of the energy hub
is delivered as a concrete outcome.”

“

“



Institutional Context

Barrier: Misalignment with existing regulations, & limited
organisational capacity and inappropriate collaborative culture 

Reduce the flexibility needed to realise the transformation
Forcing sub-optimal outcomes or project failure

Potential intervention direction:
Using networks of influential actors to convince
constraining parties (pilot/conditional agreements)
Adopt a phased approach, starting with low-hanging
solutions
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“You see that Organisation E is putting up a barrier,
saying we’re not allowed to combine the large and small
connections of the participating organisations. … If we
have to collaborate with them separately, the shared
interest becomes too small. The solution simply won’t
be worthwhile enough.”

“

“



Role of the Institutional Entrepreneur
Key functions 
Characteristics 
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Mediating between
participants and experts

Bridging participants’
interests
Translate between core and
participant groups

Equal participation
Authority
Leadership

Building and maintaining
trust and relationships

Trust in the Collective
solution
Task-based trust
Relational-trust 

Capacity to communicate a
compelling narrative
Local embeddedness
Direct stake in the outcome

Remain crucial throughout
the process

Safeguarding collective
ambition
Maintaining and
strengthening trust and
relationships
Attracting new participants
Ensuring alingment and
engagement

Proactive visionary
frontrunners

Identify emerging
opportunities
Mobilise and inspire others

local embeddedness
Intrinsic motivation
Belief in the necessity of
collective transformation
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Literature Review
Conceptual framework 

SQ 1: ‘How can the relationship
between collaboration,

institutional entrepreneurs, and
sustainable urban
transformations be
conceptualised?’ 
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To SQ's 1, 2, 3, & 4

SQ 2: ‘What barriers and enablers
related to collaboration are

encountered in an existing case
study that influence the realisation

of the sustainable urban
transformation?’ 

Case Study Analysis
Synthesised into a set of practical

guidelines 

SQ 3: ‘What role do or could
institutional entrepreneurs play in

this case study, and what
interventions have they

implemented or could they
implement to establish more

effective collaboration?’ 

SQ 4: ‘How can the role of
institutional entrepreneurs in

influencing collaboration between
stakeholders towards sustainable

urban transformations be captured
in a set of guidelines?’ 
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05. Conclusion
To the main research question

Main Research Question: 

‘How can institutional entrepreneurs influence
collaboration between stakeholders towards sustainable

urban transformations?’ 

Proactive visionary frontrunners,
driven by strong belief in the need

for collective transformation

To overcome barriers and leverage
enablers

Contributing to more favourable
institutional conditions for the

realisation of SUTs

Inspire participation
Mediate between experts and
participants
Build and maintain trust and
relationships
Safeguard the collective
ambition
Ensure alignment and
engagement

Applying interventions captured in the
guidelines
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Explore how institutional context,
through its institutions, influences

SUT collaborations

Examine multiple SUT cases to
identify context-specific and broadly

applicable findings

Further research into the topology,
motives and characteristics of

institutional entrepreneurs
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Practical Recommendations

IE's, coordinators and facilitators:
use, test, refine, and update the

guidelines

Policymakers: explore opportunities
for greater regulatory and institutional

flexibility

Actors in UAD: explore how formal
institutions and assessment systems

can reduce the perceived risk of
collective participation



Thank you
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