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A future-proof business park

Navigating collaborative strategies
to unlock sustainable success

v Discover your upcoming challenges in
energy management

v Explore mitigating strategies tailored to
your situation

Take the first steps towards a

collaborative approach
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Welcome to the Smart Energy Hub GPS

Discover the world of Smart Energy Hubs (SEHs) and make informed decisions
tailored to your unique needs and challenges. In the decision tree you'll identify
what type of actor you are based on your energy challenges. The type of actor
and level of urgency determine what strategies can be applied to deal with the

energy issues. These strategies are carefully crafted and will showcase in a

What is your current organisations
willingsness to collaborate on
energy-related issues?

SEER
)

transparent way the value and risks of each route, inlcluding collaborative
opportunities like SEHs. These different strrategies are designed to stimulate
your critical thinking and encourage you to consider the possibilities within your
own context. In the approach you can discover the first steps to take for setting
up a SEH.

Somewhat Undecided

not willing

Not willing
at all
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Challenges Strategies Approach

The goal of the GPS is to empower you with the knowledge and insights needed
to make informed decisions and forge meaningful collaborations in the realm of
SEHSs. Let's embark on this journey of exploration and unlock the potential of
Smart Energy Hubs together. But first, we need to know your current

willingness to collaborate on energy-related issues.

Somewhat
willing

Willing
(& necessary)

@ )

..............

______________



smart GPS
enerqgy

hub

Are there any risks that could
influence your company's energy

management?

NO

Which of the following risks do you

expect or currently experience that

have an impact on your company's
energy management?

On many locations there is
congestion, which can result in..

- businesses who cannot expand and

—— CHECK RISKS

On second thought, will one of the
following risks affect your
company's energy management?

operations which stagnate
- new businesses cannot settle
- cancelled plans of energy transition

Congestion

In the upcoming vears businesses
need to become sustainable, like...

- Energiebesparingsplicht

- Monitoring your energy usage
- Emission-free zones

Sustainable compliance

The costs of energy can rise due to..

- fluctuating prices (e.g. due to war)

9 - limited availability fossil fuels
Ny -

\@ costs of energy assets (e.g.
L\

batteries and solar panels)

Rising costs

The sustainability measures can
become quite complext, as ..

- businesses are not familiar with

implementing energy solutions
- businesses lack the time to get
involved

Complexity

Challenges

Strategies

How urgently does your company
perceive these risks?

Approach

Actor |
Experiencing high urgency

Actor 2
Experiencing some urgency

Actor 3
Experiencing no urgency
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Bilateral collaboration Multiple business collaboration
Y

hub

Actor 2
Experiencing some urgency
Strategy E Strategy C
Relocate business Individual solution

Strategy D
Doing nothing
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Strategy A
Bilateral collaboration

Value

+ some additional capacity for operations

+ partial path to zero emissions & a
green image

+ sharing efforts and costs with two

+ easy and cheap way to meet (future)

legislation

Risks

- no guarantee of having access to extra
capacity for entire future

- some effort, time and patience
required for setting up a collaboration

- no guarantee that other businesses are
willing to collaborate

- potential legacy issues being tied to a

collaboration

Strategy B
Multiple business collaboration

more additional capacity for operations
clear path to zero emissions & a green
image

sharing efforts and costs with many
super easy and cheap way to meet

(future) legislation

no guarantee of having access to extra
capacity for entire future

more effort, time and patience
required for setting up a collaboration
no guarantee that other businesses
are willing to collaborate

potential legacy issues being tied to a

collaboration

Strategy C
Individual solution

+ quick way to act on your own
+ independence from other businesses
+ retaining control over assets and

operations

- costly way of having access to extra
capacity (cannot share resources)

- alot of effort and time required for
finding individual solutions to become
flex-ready’ & to meet legislation

- chance of missing out in local

collaboration

Challenges

Strategy D
Doing nothing

no extra effort and time on the short
term
avoiding unknown and complex tasks

related to energy challenges

lack of availability of extra capacity,
which can jeopardize business
operations

risk of loosing access to capacity under
'use it or lose it' rules

missed opportunity to learn how to
deal with these challenges

chance of missing out in collaboration

Strategies

Approach

Strategy €
Relocate business

preventing additional effort and work
in finding solutions for energy
challenges

avoiding unknown and complex tasks

related to energy challenges

other locations likely face the same
problems

relocation costs money, time & effort
missed opportunity to learn how to
deal with these challenges

chance of missing out in collaboration
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INITIATE THE SEH

Challenges Strategies

OPERATIONS &
EPLOITATIONS

Approach
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Aligining relations
* Incompatible work culture
* Non-adapting actors

e Power differences

Aligining resources
BARRIERS OF STRATEGY
* Risky funding process

Lack of organising abilit o
g 9 y * High investments energy measures

* Lack of problem ownership

* Energy not core task Lack of confidence

* Unfamiliarity with roles * Goodwill agreements

* Ignorance situation * Sharing sensitive data

BARRIERS OF INITATION

Lack of collective mindset Lack of commitment

* Value not evident * Top-level management not commited

* Different perspectives on * Long waiting time

situation (level of urgency)

* Unknown expectations

:> OPERATIONS & EPLOITATIONS

Timing of initiation

INITIATE THE SEH

* Analysis vs. action

¢ Unknown conditions
BARRIERS OF MOTIVE & GOALS

BARRIERS OF SELECTION

. . . Aligining motives Setting specific goals
Uncertainty in selection Unknown approach g g g9sp g
. .. * Asynchronous ambitions * Vague and abstract goals
* Non-transparancy of interests & * Missing connector role
data of actors ) * Reluctance to share information * Divergent starting points
* DSO is hard to approach J IP
* Diverse set of required actors * Misrepresentation of interests

* Incremental vs. inclusive
involvement
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TECHNOLOGICAL

CONSULTANT

Steps:

[ ]  Gather local energy insights from DSO
and/or technological consultant to make
a quick energy scan of area

Rolebearers:

Distribution System Operator (DSO)

Q
(D
Q
(0

Third party as tech. consultant
Steps:

Gather all local actors to foster

shared understanding of current

situation (avoid technical jargon)

Show the consequences of this
situation (use strategies GPS)

Show how the opportunities (use
current SEHs examples)

Rolebearers:

Business owners
Business association

Area management

Loca! government (municipality & . PROCESS
provines INVESTOR

o
~ Steps:

Yy [ ] Find an investor who can cover
the costs of the initial phase of
setting up a SEH

[ ] Explore available subsidies
Rolebearers:

QA

) rea management

8 Local government (municipality &

province)

Challenges

Strategies

Approach
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REGULATOR

Steps:

Connect with DSO (essential) &
local government (inessential) for
authorisation purposes

Before approaching DSO: be
organised & have data
authorisation form signed and ready

Rolebearers:

Distribution System Operator

Local government (municipality &
province)

Challenges

Do

Strategies

» COMMUNITY

BUILDER

Steps:

Identify large consumers, businesses with
high urgency, and pioneers through
stakeholder analysis

Set up a steering group

Use existing networks to connect
(business association / park management)

Rolebearers:

Third party (neutral)

Approach



smart GPS
enerqy

hub

Challenges

Strategies

» COMMUNITY

BUILDER

Approach

- Steps:

[ ] Identify all interests and map them out

[] Joint-fact finding to identify common
ground between interests

[]  Discover low-hanging fruit, but keep

long-term ambition for SEH by creating a
shared vision

Rolebearers:

Third party (neutral)

Do
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Do

PROJECT
MANAGER

Steps:

Establish a legal entity with agreements
and sanctions

Set up a board where all interests are
represented

Draft contracts with requirements to
document parties” commitment

Engage the top-level management of
businesses

Rolebearers:

Third party (neutral)

Challenges Strategies Approach

CONSULTANTS

Steps:
[ ]  Gain consult about technology, energy,

governance, legal, and financial aspects
to enhance strategic alignment

Rolebearers:

8 Third party as consultants



