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How to build a SULP: a practical methodology

Set up working structures

Define the development process and scope of the plan

Build & jointly assess scenarios

Develop vision and objectives with stakeholders

Set targets and indicators
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Analyse the current UFT situation
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Select measure packages with stakeholders7

Agree actions and responsibilities8

Develop a SULP as a 
separate & 

interrelated to the 
SUMP  plan. 

Consult ELTIS 
Guidelines 

&
Best Practices 



Contemporary challenges in planning for City logistics 

1. Long term engagement of stakeholders in planning & implementation. 

2. Improve understanding of the city UFT problem and the emerging new services.

3. Where to focus for strategy creation  ? 

4. Complexity in City logistics scenarios definition, monitoring and assessment.     



Solutions for long term stakeholders engagement 

1. Create inter-departmental core team on City Logistics inside the municipality with relevant expertise 

and familiarity with UFT policy and regulation frameworks

2. Consider getting external support OR Engaging a neutral partner as facilitator and for arguments 

provisioning  

3. Identify your city’s relevant Urban Freight Transport actors &  Establish a City Logistics Multi 

Stakeholder Platform (MSP)

4. Prepare city partnerships for city logistics planning & Solutions implementation  

Recommended Mixture of a Multi-stakeholder platform

1. Set up working structures (I)



2. Analyse the UFT(I)  Improve understanding of the problem and the evolution  

1.Identify information sources and cooperate with data owners

2.Use the minimum set of data needed for understanding & monitoring  

3.Engage the transport and logistics industry actors in a regular data provision through MoUs or by 

relating data provision by private sector to  licences of service operation provided by the public actors . 

4.Use technology for data collections 

5.Use online databases such as: CityLab Observatory. 

NOVELOG tools, CIVITAS

6. Conduct expert’s workshops to map value interactions 

7. Engage Citizens 

8. Set up a city logistics Living Lab following ENoLL 

methodology 



Example of Car (trucks) Floating Data analysis  

BLUE: AREA 1 

RED:  AREA 2

Results for vehicles travelling in Area (>30 minutes)  

Vehicle Speed Distribution During a Day (Area 1)

Results all  vehicles all areas

Thessaloniki Agglomeration 



EIT Urban Mobility Innovation acceleratorExample of mobility dashboard focusing on city logistics 



EIT Urban Mobility innovation acceleratorExample of mobility dashboard focusing on city logistics 



Thessaloniki Smart mobility & logistics Living Lab (member of ENoLL)  

Ecosystem cooperation 
City Data Lake

Neutral Party in 
operation 

Understanding 
through Data analytics 

Not just  a mobility Dashboard 

But

Living Lab on Mobility  

& City Logistic  

for

Planning , monitoring 

& assessing UFT 

www.smartmlab.imet.gr

http://www.smartmlab.imet.gr/


2. Analyse the current (& future) UFT situation (II)

• Which are the factors influencing UFT? 

• Which are my city's main UFT characteristics?

✓Analyze problems and opportunities with the experts 

Recommendations:

1) Use of consensus building tools such as the UCT of 

NOVELOG (uct.imet.gr)

2) Simulation models & freight generation / freight trip generation 

models for describing the current and future urban freight transport 

demand

How to formulate the goal of the strategy?



Example of a consensus building tool

Find NOVELOG 
UCT at: www.uct.imet.gr



Develop City Logistics Vision & objectives 
with the stakeholders

Main factors influencing the city’s UFT

(in order of significance)

Today
1. Consumer 

requirements 

for same day 

(or next hour) 

delivery

2. Green delivery 

solutions

3. Fuel cost

4. Internet of 

Things

5. Consumer 

requirement 

for knowing 

what happens 

to the digital 

data they 

provide

2020
1. Consumer 

requirements 

for same day 

(or next hour) 

delivery

2. Internet of 

Things

3. Fuel cost

4. Consumer 

requirement 

for knowing 

what happens 

to the digital 

data they 

provide

5. Green delivery 

solutions

2030
1. Consumer 

requirements for 

Information 

about products & 

their social/ 

environmental 

impact

2. Internet of 

Things

3. Green delivery 

solutions

4. Consumer 

requirement for 

knowing what 

happens to the 

digital data they 

provide

5. Green delivery 

solutions

Turin, Italy

The city’s main UFT characteristics

1. Number of 

deliveries per 

establishment 

per week

2. Time to carry 

out deliveries 

(mins)

3. Average size 

of goods 

delivered per 

drop

4. Share of trips 

undertaken by 

environmental

-friendly 

means (EVs, 

cargo-bikes)

5. Empty running

6. Average round 

trip length 

(kms)

Today
6-10

5-10

½ pallet

n/a

<20%

31-40

2020
± 5%

± 5%

± 5%

+5-15%

± 5%

+5-15%

2030
± 5%

± 5%

± 5%

>15%

± 5%

Define 

ALL TOGETHER 

the vision 

of your city’s 

city logistics system.

How to formulate the goal of the strategy?

Use quantified descriptions 
Align with the vocabulary of 
the industrial stakeholders  



1. Map Value Interactions 

in city logistics 

city

consumer
logistics 
industry

Low cost 
Small quantities
Flexibility 

More demand 
Cost undertaking  

CO2 free city

nothing
or taxes 

Consolidation & 
green solutions 

Incentives/ 
infrastructure / 
facilitation 

Build & Jointly assess Scenario of measures (I)



Build & Jointly assess Scenario of measures (II)

2. Select in an MSP meeting the type of intervention in accordance 
to the goals (bigger impact) : 

2. Area  focused intervention (short term holistic)

3. Industry segment focused intervention (medium term specific)

4. Infrastructure & Technology (long term holistic) 

3. Secure the contribution of each stakeholder in scenario & 
measures by developing Service Level Agreements (SLAs)  with 
Urban Freight networks/ecosystems

- UFT stakeholders focusing to an Area of intervention for achieving sustainable city logistics (i.e. in city 

center)

- UFT stakeholders representing/serving specific sector for dedicated measures (i.e. super markets, 

construction logistics etc)

- All UFT stakeholders for horizontal policies , incentives (i.e. e-vehicles) 

How to start working on a strategy?



Build & Jointly assess Scenario of measures (III)

4. Use available Tools for measures selection & guidance in 

collaborative business models development   



• Implementing a 

cross-impact 

balance analysis 

for the 

identification of 

the main drivers

• Gathering 

through 

workshops 

• Building the 

Narrative 

descriptions of 

the scenarios

5. Incorporate innovation &

resilience in the plan by

developing narrative

scenarios and securing

continuous monitoring

Build & Jointly assess Scenario of measures (III)



✓ Create and assess measures with stakeholders 

& Define integrated measure packages

1) Compare the performance of the last

experiences on the implementation of UFT

measures based on the city’s typology

2) Use tools that can match measures and

interventions with city typologies, as well as

city logistics observatories.

3) Discuss outputs with stakeholders

4) Use tools for enabling the simultaneous

evaluation of alternative policy measures,

technologies i.e. Multi-Actor Multi-Criteria

Analysis (MAMCA) Software

5) Finalize the SULP package of measures

• Relevant past experiences considered
• Supporting tools for potential UFT 

measures identification available and 
used

• Package of measures defined & 
agreed on with the MSPs 
stakeholders

• Suitable set of measure indicators 
selected 

• Monitoring and evaluation 
arrangements for all indicators 
developed 

Set targets and indicators 



Thank you! 
Dr. Georgia Ayfantopoulou

Research Director
CERTH/HIT

gea@certh.gr

mailto:gea@certh.gr


Agree actions & responsibilities

Describe all actions to the MSPs participants

Estimate costs and identify funding sources

1. Adapt the city logistics Business 

Model Canvas for mapping the value 

of cooperation for the different 

stakeholders

2. Revise the cooperative business 

model for increasing robustness and 

resilience of cooperation

3. Evaluate the Business models

Agree priorities, responsibilities & timeline

Ensure wide political and public support

• Responsibilities and budget for 
monitoring and evaluation 
agreed on

• All actions identified, defined, 
and described 

• Relationships between actions 
identified 

• Financial analysis and financial 
resources secured

• Timeline defined
• Political support ensured


