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Executive Summary 

The purpose of this report is to present the project consortium's approach to the issue of stakeholder 

engagement. It is one of the most important elements of project work, which focuses not only on results but on 

the whole process. The process in which the entire project consortium makes an effort to adequately 

communicate with the external environment. It is especially important at the moment when the project result 

or the developed product is to be presented on the market.  

It is important to remember that proper stakeholder involvement is not only about adequate communication 

and information transfer through the media. It is also about planning and creating direct involvement in the form 

of training or, as in the case of COGITO project where Living Lab will be used, interactive workshops. 
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1 Introduction 

1.1 Scope and Objectives of the Deliverable 

The purpose of this report is to present the stakeholder engagement strategy that has been adopted by the 

COGITO project.  In addition to presenting this strategy, the report includes basic definitions and information 

collected through desk research on stakeholders and stakeholder engagement. 

The report presents the first stakeholder analysis that was done during the development of user requirements. 

It also presents the next steps of the in-depth stakeholder analysis. Another element described in the report are 

all tools and methods of communication with stakeholders to raise awareness about the project and to maintain 

interest. The report also describes the living lab methodology and the feedback that emerged from the first 

workshop. 

1.2 Relation to other Tasks and Deliverables 

The stakeholder engagement report is linked to several other reports. The most important relationship exists 

with deliverables and tasks within work package 9. All the tasks within this work package influence each other, 

so for example the dissemination strategies and methods have a significant impact on the level of stakeholder 

engagement, as does the living labs organisation. The organisation of the first workshop provided important 

information for the identification of project stakeholders in the D2.1 report, so this deliverable also has an impact 

on this report. As the engagement report will have updated versions at M24 and M36 further relationships with 

other tasks and deliverables will be presented, if applicable. 
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2 Stakeholders’ engagement definition 

To figure out what is the definition of stakeholders’ and users’ engagement we have to start with defining who 

is considered to be a stakeholder and what is the difference between stakeholder and user. Following the 

definition from Britannica “stakeholder is any individual, social group, or actor who possesses an interest, a legal 

obligation, a moral right, or other concern in the decisions or outcomes of an organization, typically a business 

firm, corporation, or government. Stakeholders either affect or are affected by the achievement of an 

organization’s objectives” [1]. To better understand the topic, we need to have also a clear definition of the end 

user (or user). Mostly this term refers to the user of Information Technology solution which is undoubtedly 

COGITO software solutions. We can say that “an end user is the individual who will ultimately be using an IT 

product or service. Understanding and evaluating end users is particularly important for hardware and software 

vendors, as well as other IT solutions/services firms when it comes to designing and shaping their 

products/services to fit users' needs. An end user is generally assumed to have limited capabilities, thus 

distinguishing them from pro users or power users. For example, end users for data entry software will be data 

entry staff, whereas the software administrators would be considered power users” [2]. Having those two groups 

of people being defined, we can move to the definition of stakeholder engagement. There are many definitions 

presenting different attitude toward engagement. In the AccountAbility AA 1000 Stakeholder Engagement 

Standard we can find that: “stakeholder engagement is the process used by an organisation to engage relevant 

stakeholders for a clear purpose to achieve agreed outcomes. It is now also recognised as a fundamental 

accountability mechanism, since it obliges an organisation to involve stakeholders in identifying, understanding 

and responding to sustainability issues and concerns, and to report, explain and answer to stakeholders for 

decisions, actions and performance” [3]. As the stakeholder engagement is the process, we need know what are 

steps to be followed. In the report prepared by the Cranfiled University we can find 7 stages of this process (see 

Figure 1). 

 

 

https://www.britannica.com/
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Figure 1 -   Stakeholder engagement process 

Source: Cranfield University [4] 

In each of these steps we need to carry out specific activities in order to proceed to another one [4]: 

1) Plan and identify goals and objectives, and find most important stakeholders that are important from 

the organisation point of view. 

2) Understand stakeholders and how they may impact on your organisation. Identify their needs and 

motivations. Gather all data that will be helpful for profiling priority stakeholders 

3) Preparation for the engagement. Find out time and resources needed to proceed with the stakeholder 

engagement process and agree the level of commitment that your organisation will give to the 

stakeholders. 

4) Recognise the trust level of your stakeholders. 

5) In the consultation step we need to remember that: in the consultation all stakeholders should take part 

(not only the easy ones). We need to:  

(i) be responsive; 

(ii) contextualise information to provide holistic picture;  

(iii) provide complete background information’s;  

(iv) be realistic in negotiations. Finally, the consultation should be an input for the risk 

management. 

6) In the respond & implement phase we should decide on a specific course of action. We need to be ready 

and understand any reaction of stakeholders, this will be helpful for developing and improving next 

proposals. 

7) In the last stage we need to monitor, evaluate and document all aspects connected with the knowledge 

management including i.e., lessons learnt. 
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Following these stages of stakeholders’ engagement will allow us to go through this process and to gain 

knowledge for future improvements. In the COGITO project consortium proposed to use the User-Driven 

Innovation Approach (see Figure 2) to involve key stakeholders in all stages of the project. This attitude will allow 

the project consortium to include stakeholders feedback into the project outcomes especially developing the 

various ICT tools and the Digital Twin Platform. To support this process, we include creation of the Living Lab 

activities (see chapter 5). 

 

 

Figure 2- User-driven Innovation Agile Development 

Source: COGITO project 
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3 COGITO Stakeholders identification and characteristics 

The purpose of this chapter is to look closer toward COGITO stakeholders’ identification and characteristics. We 

will try to present the specific profiles of these persons. These profiles will evolve during the project lifecycle and 

will be included in the 2nd and 3rd version of this deliverable.  

First of all, we have to recall the basic typology of stakeholders. They are often divided into two categories: 

internal stakeholders and external stakeholders (see Figure 3).  

 

Figure 3 - Typical internal and external stakeholders of a company 

Source: courses.lumenlearning.com [5] 

As mentioned in the previous chapter identifying stakeholder is very important for the whole stakeholders’ 

engagement process. What is more, stakeholder identification is one of the processes of general project 

management which aims to determine the stakeholders and the impact they may have on the project. There are 

several methods and tools that can help. For identifying stakeholders, we may [6]: 

1) Review the project documents that may give us several useful information. If in past there were similar 

projects, we can use previously prepared stakeholders register. 

2) Project team brainstorming is great method for identifying stakeholder as we can get lot of different 

opinions and point of views. Brainstorming sessions can be carried out many times during the project 

lifecycle. 

3) Direct communication with stakeholders can also provide information. It is good to organise joint 

sessions together with stakeholders to receive direct feedback.  

4) Prepare stakeholder register. This document is very important because it includes all necessary 

information about the stakeholders such as: name, contact info level of impact or category 
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After identifying our stakeholders, they should be categorised and structured. First of all, we can use the basic 

stakeholder mapping (see Figure 4). Thanks to that kind of tool, we can find out what type of engagement should 

be implemented for different type of stakeholders. In the COGITO project we will organise at the beginning of 

2022 a brainstorming session to categorise our previously identified stakeholders. 

 

Figure 4 -  Stakeholders mapping 

Source: projectmanager.com [7] 

 

In the COGITO project our main focus is targeted at external stakeholders. At the beginning of the COGITO project 

main stakeholders were defined based on the User-driven Innovative methodology. As the result, as also 

presented in the D2.1 Stakeholder requirements for the COGITO system report we have identified a whole group 

of stakeholders (below). 

 

 

 

 

Table 1 – The Main Stakeholders of COGITO project. 
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COGITO user/role Description 

Project Manager (PM) The Project Manager is the person who monitors and controls all the 
aspects of the project and makes sure that the involved people 
achieve the objectives on time and cost, performance, and quality. 
The project manager is also the person who coordinates the design 
team, ensuring that the project can be effectively executed with the 
appropriate information and understanding. 

Site Manager (SM) The Site Manager (also called Construction Manager or General 
Foreman) is the person who oversees site operations on a day-to-day 
basis, and ensures that work is done safely, on time, within budget 
and to the right quality standards.  Site Managers have in-depth 
knowledge of construction methods. 

Quantity Surveyor 
(QS) 

The Quantity Surveyor works closely and helps the Project Managers 
to deliver the project on time, within scope, and budget. The Quantity 
Surveyor provides guidelines, estimates, and forecast of labour, 
material, and overhead costs, oversees the monitoring of progress on 
site and consequent estimation of the value of work completed, 
which supports the PM in the management of contracts. 

Foreman (F) The Foreman is in charge of a group of workers forming a construction 
crew. The Foreman is usually a senior worker. 

Worker (W) A construction Worker is a tradesperson, labourer, or professional 
employed in the physical construction of the building or 
infrastructure asset. 

Quality Manager (QM) The Quality Manager is the person in charge of planning for the 
collection and review the QC reports verifying if each element of the 
project complies with the standards and regulations, and is safe and 
does not present any risk to the project. The QM may also go on site 
and conduct inspections, and through such process collect additional 
data (e.g. photographs). The QM has to work closely with other 
members of the team, such as Project Manager, Engineers, Surveyors 

Surveyor (S) The Surveyor is the person in charge of acquiring the data from 
surveys of sites using tools like total stations, levels, laser scanners, or 
cameras. The surveyors will also likely conduct the computations 
required from the data to infer whether works is conducted according 
to specifications, as well as compile the QC reports. The surveyor 
works closely with the Quality Manager. 

HSE Manager (HSEM) The HSE Manager is the person in charge of the compliance of all 
health and safety legislations. HSE Manager also assists with the 
creation and management of health and safety monitoring systems 
and policies in the workplace. HSE Manager works with HSE Trainer 
to improve the health and safety standards in the workplace. 

HSE Supervisor (HSES) HSE Supervisor is responsible of monitoring health and safety risks at 
the workplace and advising employees on how to avoid them. HSE 
Supervisor also manages emergency procedures (such as fire alarm 
drills). 

HSE Trainer (HSET) HSE Trainer is in charge of training the employees of the construction 
site to improve the health and safety standards in the workplace and 
the fulfilment of the health and safety regulations. 
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As also mentioned in the D2.1 report the other important group of COGITO stakeholders are professionals 
related to BIM (see Table 2).  

Table 2 – BIM Roles in construction projects. 

COGITO user/role Description 

BIM Project 
Coordinator/Manager 

The BIM Project Coordinator (or Manager) leads and coordinates the process of 
generating the project digital information (models and other data). They 
ensure/coordinate communication of digital (BIM) information and consistency 
among project participants that produce and exchange the information.  

BIM Coordinator The BIM Coordinator leads and coordinates the process of generating the project 
digital information (models and other data) within the project participant 
organisation.  
Note that the BIM Coordinator and BIM Manager can be (and often are) the same 
person. 

BIM Manager The BIM Manager is usually someone who oversees the implementation of Building 
Information Modelling (BIM) within an organisation. They develop and monitor BIM 
processes (i.e. quality assurance). For the project, they also serve as the main point 
of contact to agree and resolve information exchange between participants and 
ensuring that submissions by their organisations meet the BEP requirements. They 
work closely with the BIM Coordinator of their organisation, and interact with the 
BIM managers of other participants as well as the BIM Project Coordinator/Manager. 
Note that the BIM Coordinator and BIM Manager can be (and often are) the same 
person. 

 

Taking into consideration information provided above we can see many defined external stakeholders of the 

COGITO project. All these roles listed in Table 1 and Table 2 may be also considered as end-users of the solutions 

developed by COGITO project. The main focus of our stakeholder engagement activities should be focused on 

people assigned with such roles. What is more, this is important in order to get, as much feedback, as possible 

from stakeholders, to better understand their needs, to develop better software, and at the end, to deliver the 

best solution on the market. As mentioned before the stakeholder identification is a process that is taking place 

during the whole project life-cycle, and the stakeholder register will be developed and will become more 

detailed.  
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4 Engagement tools and activities 

There are many different tools that may be used to effectively engage stakeholders. Following 

stakeholdermap.com we can point five top ways to engage stakeholders (see Figure 5). 

 

Figure 5 - 5 ways to engage stakeholders 

Source: stakeholdermap.com [8] 

Considering the methods, tools and activities listed in the graphic we can conclude that all of them have been or 

will be applied in the COGITO project. In the following subchapters, we will briefly present the tools we have 

chosen and the activities we plan to carry out in order to engage our stakeholders. Everything related to 

stakeholder engagement is inextricably linked to dissemination and promotional activities. These activities are 

described in detail in D9.3 COGITO dissemination and communication plan and associated material report. 

In the COGITO project we have chosen following engagement tools and activities: 

1. In order to provide successful visual communication whole project branding was designed. Creating the 

right design allows to achieve an effective first contact with potential stakeholder. 

2. Dissemination plan that includes SMART methodology where the goals: (i) Specific; (ii) Measurable; (iii) 

Achievable; (iv) Relevant, and Time bound. [9] 

3. COGITO presentation which allows to provide basic information about the project, and can be used 

widely by all project partners. 

4. Leaflet and brochure – printed and online basic information about the project that could be shared both 

during offline events, as well as shared in the internet. 

5. Posters and Roll-up. 

6. Press releases especially in the trade press, will allow us to reach the right stakeholders as well as, 

publications.  

7. Social Media channels and website. 

8. COGITO Project Stakeholder Requirements Survey – at the beginning of the project we have conducted 

the survey to find out the stakeholders’ requirement toward COGITO solutions. The analysis of that 

survey was also helpful to define our main stakeholders.  

https://www.stakeholdermap.com/engaging-stakeholders.html
https://cogito-project.eu/wp-content/uploads/2019/02/COGITO-overall-presentation.pdf
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9. Stakeholders’ engagement questionnaires – A specially designed questionnaire will be sent out to 

project stakeholders to gather their opinions on the project's promotion and communication strategy 

to date. Analysis of the results will help us better understand the needs of our stakeholders in this area. 

This questionnaire will be sent out twice: the first after the 12th month and the second after the 24th 

month of the project (go to page 23). 

10. Conferences and industrial event. Until M12 we have participated in 8 different events during which we 

presented COGITO project. 

11. Networking with other similar projects. 

Further engagement activities are focused on Living Labs and some other training activities which will be 

described in next section. 
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5 Living Labs and Training activities 

5.1 Living Lab Concept and methodology 

Living Labs in COGITO project are the main element with which we want to strengthen the engagement of 

stakeholders in our project and the solutions developed within it. First the Living lab concept was presented by  

Prof. William Mitchel from Massachusetts Institute of Technology as “a research methodology for sensing 

prototyping, validating and refining complex solutions in multiple and evolving real-life contexts.” [9]. Since then 

many other definitions occurred, and we are presenting some of them in the table below. 

Table 3 – Different Living Lab definitions. 

Source: Living Labs as a methodology for service design – an analysis based on cases and discussions from a 

system approach viewpoint [10] 

Definitions of Living Labs 

Living labs are environments for innovation and development, where users are 
exposed to new ICT solutions in (semi) realistic contexts, as part of mediumor long-
term studies targeting evaluation of new ICT solutions and discovery of innovation 
opportunities. 

A living lab is a user-centric innovation milieu built on everyday practice and research, 
with and approach that facilitates user influence in an open and distributed innovation 
processes engaging all relevant partners in real-life contexts, aiming to create 
sustainable values. 

Physical regions of virtual realities, or interaction spaces, in which stakeholders from 
public-private-people partnerships (4Ps) of companies, public agencies, universities, 
users, and other stakeholders, all collaborating for creation, prototyping, validating 
and testing of new technologies, services, products, and systems in real-life contexts 

Living Labs (LLs) are defined as user-centred, open innovation ecosystems based on a 
systematic user co-creation approach, integrating research and innovation processes 
in real life communities and settings. 

 

Based on the following definitions we decided to use the Living Lab methodology in COGITO project, as a main 

stakeholder engagement activity. By using LL despite testing our solutions we have a great opportunity to receive 

direct feedback from stakeholders. What is more LL works also as a specific version of co-creation workshop that 

gives our stakeholders the opportunity to express real needs related to the solutions offered by COGITO.   

Living Lab is considered to be a process with defined steps (see Figure 6). By treating living labs as a process, it is 

possible to apply monitoring and evaluation of the activities carried out. The iteration in the process allows also 

to upgrade the quality of LL, as well as final product of the project.  

 

https://www.media.mit.edu/people/wjm/overview/
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Figure 6- Living Lab process 

Source: Living Labs as a methodology for service design – an analysis based on cases and discussions from a 

system approach viewpoint [10] 

 

There are 5 points that in the best way describes the methodology of the LL [10]. According to them we can 

consider LL as: 

1. A place to conduct a hypothesis search with users. 

2. An approach that considers end-users as partners of service creation. 

3. An experimental place to repeatedly verify and improve ideas (prototypes) in the real-life 

environment of users. 

4. A place where stakeholders learn about problem situations and solutions. 

5. An approach to utilize user communities 

In the COGITO project all Living Lab activities aims to achieve following objectives: 

1. Widely disseminate the project outcomes towards end-users, beneficiaries, standardization bodies 

and construction stakeholders so as to generate a broad awareness and engagement/involvement 

in the various project activities 

2. Create opportunities for further exploitation and replication of the project results after its official 

completion 

3. Facilitate the training activities of Architecture, Engineering and Construction, professionals (pilot 

users) during COGITO demonstration activities. 

4. Obtain feedback from the end-users and targeted beneficiaries throughout the project duration to 

optimize all project developments, so as to directly address critical needs of stakeholders involved 

in the operation of the COGITO framework. 
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5.1.1 COGITO Living Lab - Introduction 

The purpose of this task is to make sure that all the stakeholders involved in the COGITO tools demonstrations 

in the actual construction sites will be engaged, committed, informed and able to use the tools to their full 

potential. The main challenge is to convince them to use the COGITO tools during their daily activities under the 

pressure of delivering a real construction process. Given the COGITO tools novelty, targeted activities will be 

planned to engage and train them on tool usage. Their benefits will be clearly communicated in terms of project 

performance improvement, enabling faster decision making and improved workflow management, improved 

reporting along the stakeholder chain, ease of use, etc. Stakeholders will be asked to apply their own experiences 

from construction projects during the hands-on training to make the learning more effective and to provide 

further feedback to the tool developers on use cases. The training activities will ideally take place at the demo 

sites to address the most critical stakeholder group, the tools’ end users that are mostly architecture, engineering 

and construction (AEC) professionals (e.g. project managers, contractors, workers, etc.). Training will be ideally 

delivered through physical seminars (in each pilot validation site in the respective language) and follow-up 

activities via electronic means will be foreseen for further Q&A or for live discussion with the tool developers. 

5.1.2 COGITO Living Lab - Activities 

In the Cogito project we decide to conduct our Living Labs in two countries: Spain and Denmark. First LL workshop 

took place in January 2021 and were organised by FER and RSRG. The main purpose of this workshop was to 

improve the design and development of the project’s toolbox, promote the outcomes, and engage target groups 

into the process. All details about this and future events are available in D9.6 Living Lab Activities Evaluation 

Report.  

After this first round some feedback was collected from partners. We found that the involvement and support 

of all technical partners, and especially the relevant tool owners will be highly required. FER and RSRG will make 

sure that the training takes place and will provide an important effort in translating the material provided by the 

COGITO technical partners. This input, already provided in the framework of the LL activities, shall be updated 

and reviewed, as the main objective is not the same: here we aim at giving very easy and clear instructions, so 

that the tools can be used and evaluated on site. The support of ASM will be essential as coordinator of the 

preparation of the material needed for the trainings. 

In other terms, the methodology that should be applied is the following: 

1. Each tool developer reviews and updates the material provided for the Living Lab, as the purpose is 

different, the message and information shared should be clear and simplified enough. 

2. ASM helps preparing the material. 

3. FER and RSRG translate the material prepared by ASM and organize the training sessions. 

If we talk about expected feedback for each COGITO tool it might be too early to present detailed description. 

This shall be provided in the second version of this deliverable (due M24). In any case, this shall be defined by 

each tool owner. In order to gather feedback, the plan is to follow the methodology used in the framework of 

the Living Lab activities, meaning that the feedback shall be based on: 

1. Q&A session during the sessions. 

2. “Live discussion and debate” during the session. 

3. Online questionnaires. 
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5.2 Training activities 

Despite organising Living Lab workshops, we also plan to perform trainings. These training sessions are mainly 

focused on AEC professionals that are directly involved in the real construction projects in both demo sites. 

Please note that the AEC professionals involved in demonstration activities are different from the professionals 

who participated in the LL activities. In the training sessions, the main objective would be to:  

1. show to the workers, project / site / H&S managers, etc. that are directly involved in the 

construction site what the selected COGITO tools are about 

2. seek their opinion about them 

3. train them on how to use them 

The training sessions foreseen are: 

1. Introduction to Digital Twin Concept 

2. Introduction to COGITO solutions 

3. COGITO training 1 – how to use tools 

4. COGITO training 2 – how to use tools 
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6 Conclusions – future engagement of end-users, exploitation and 

sustainability 

The stakeholders’ engagement is maybe one of the most complex tasks, as it involves an important part of 

diplomacy, and managing to gain results but avoiding to bother the relevant stakeholders at the same time. Each 

pilot partner might use a slightly different strategy.  

When this version of the deliverable is being written, the AEC professionals that will be involved in the 

construction works are still not clearly identified, so are not involved yet. Our strategy here will be to use as a 

leverage the good collaboration we managed to build since the beginning of the project with the site 

management who will be the one able to insist and convince the on-site personnel to collaborate with COGITO 

demonstration activities. 
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