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EXECUTIVE SUMMARY 

Throughout 2024, the HYDEA Community has made significant progress in structuring and dynamizing 

its Focus Groups (FGs), consolidating itself as a transnational space for the exchange of knowledge and 

the promotion of hydrogen in the ports of the Atlantic Area. This document includes the main actions 

carried out to date, focused on the organisation of the FGs, the establishment of work methodologies 

and the planning of activities for the years 2025 and 2026. 

 

Main achievements under the framework of 2024:  

 

• Definition and structuring of the Focus Groups: The number and themes of the FGs were 

established, guaranteeing comprehensive coverage of the hydrogen value chain. In addition, 

expert coordinators were appointed and the scheduling of activities was carried out, ensuring 

an orderly execution aligned with the objectives of the project. 

• Coordination and monitoring: Management and coordination meetings of the FGs were held, 

facilitating strategic planning, solving any doubts and monitoring the agreements. The active 

participation of the partners made it possible to adjust and optimize the operation of the 

community. 

• Development of a common work methodology: An adapted Delphi-based methodological 

framework was designed and implemented, ensuring a structured process of consultation and 

consensus among experts. This methodology facilitates informed decision-making and 

encourages the active participation of community members. 

• Use of digital tools and facilitation techniques: Digital platforms and dynamization 

methodologies were identified to optimize meetings’ efficiency and ensure the transparency 

and accessibility of the process. 

 

Implementation in 2025-2026: With the start of the first Focus Group in February 2025, the planning 

developed during 2024 was activated and, thus, started to be materialized. During 2025 and 2026, the 

meetings’ schedule and established activities will be implemented, ensuring compliance with the 

objectives. The FGs are expected to facilitate the identification of collaboration opportunities, the 

generation of expert knowledge and the development of recommendations applicable to the energy 

transition in the ports of the Atlantic Area and beyond. 

 

This deliverable marks the end of a first organizational phase and begins a stage of execution and 

consolidation of the results obtained, ensuring the real and sustainable impact of the community in 

the development of hydrogen in the Atlantic Area. 
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1 Context 

1.1 The HYDEA Community 

The HYDEA Community is a cross-border initiative created to promote the adoption of hydrogen as an 

energy vector in the ports of the Atlantic Area. Its main objective is to integrate key actors from the 

public, private and academic sectors, promoting collaboration, knowledge exchange and the 

development of joint strategies that facilitate energy transition and decarbonisation of ports. 

 

This community acts as a reference space for the identification of innovation opportunities, the 

creation of synergies between stakeholders and the generation of strategic proposals that contribute 

to the effective implementation of hydrogen in port infrastructures. 

 

This community has as fundamental pillars the following: 

 

• Promotion and awareness: Disseminate the benefits of hydrogen and its applications within 

ports, raising awareness about its potential for decarbonisation, energy security and 

sustainable development in the region, among key actors. 

• Transnational collaboration: To promote cooperation among local, regional and national 

entities from different countries, facilitating the exchange of experiences, best practices and 

technical knowledge to accelerate energy transition in the ports of the Atlantic Area.  

• Tangible results: Develop strategic recommendations, identify and promote pilot projects and 

consolidate a network of stakeholders committed to the implementation of hydrogen in the 

port sector, ensuring the generation of measurable and sustainable impacts. 

 

Thanks to this structured and participatory vision, the HYDEA Community is positioned as an ecosystem 

to drive the transition to hydrogen, facilitating the integration of innovative solutions and strengthening 

the competitiveness and sustainability of the ports of the Atlantic Area. 
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2 Tasks performed 

During the period corresponding to the year 2024, various activities have been carried out aimed at 

the creation and dynamization of the HYDEA Community, as well as the establishment of its Focus 

Groups (FG) as key elements to promote collaboration and achieve the objectives of the project. These 

actions have followed a structured and participatory approach. 

 

The progress made in the main activities carried out is detailed below, highlighting the actions carried 

out and the results obtained in each case. 

 

2.1 Community creation, monitoring and coordination of the 

Focus Groups. 

Under the framework of 2024, the activities carried out have been instrumental for the establishment 

and launching of the Focus Groups (FG), which constitute fundamental pillars for the structuring and 

dynamization of the HYDEA Community. 

 

2.1.1 Community creation and dynamization 

 

For the creation and dynamization of the Community beyond the members of the project consortium, 

two instruments have been created linked to WP2 Communication activities. A web space for the 

presentation of the Hydea Community for the registration of those interested in participating in the 

activities on the project's website (https://www.eu-hydea.eu/community/) and a Linkedin Group for 

the dynamization and dissemination of projects and activities of the HYDEA community (link). 

 

 

Figure 1. Screenshot of the Hydea Community webspace 

https://www.eu-hydea.eu/community/
https://www.linkedin.com/groups/12967220/
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To enhance the network of experts, project consortium members can arrange personal invitations to 

join the Hydea community and FG meetings. Through these tools the current register of participants is 

56. 

 

2.1.2 Definition of the Focus Groups 

 

Work has been done on the definition of the number and themes of the FGs, prioritising those strategic 

areas related to hydrogen in the ports of the Atlantic Area. 

 

The order of the topics seeks to cover the entire hydrogen value chain, from its production to its final 

applications, ensuring comprehensive coverage of the project's objectives. 

 

Each FG will be composed of members selected based on their experience and knowledge in the 

assigned areas, ensuring active and value-added participation in the discussions. Each FG is assigned a 

coordinator who has been chosen among the HYDEA project partners based on their expertise in the 

FG thematic areas and their participation in the project capitalisation WP3 activity 1, ensuring effective 

and results-oriented management. 

 

The FG coordinator, with the support of the Technical Secretariat of the community, will oversee the 

selection of the participants, the management of invitations and the moderation of the debates. 

 

Figure 2. Screenshot of Hydea Community Linkedin group 
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Figure 3. Focus Groups and their coordinators 

In addition, FGs have been organized, establishing a structured schedule for the development of the 

sessions. This calendar, which may be found below, allows for efficient planning of each stage, including 

kick-off meetings, consultation with experts through questionnaires, and feedback sessions to reach 

consensus. In this way, it is guaranteed an organized execution aligned with the project’s objectives. 

 

 
Figure 4. Focus Groups’ Calendar for 2025-2026 
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For the appointment of the coordinators and the scheduling of the FGs, partner’s feedback has been 

taken into consideration. This participatory process has made it possible to adjust both the assignment 

of roles and the schedule to the needs and expectations of the consortium, ensuring a collaborative 

approach adapted to the reality of the project. 

 

 
 

Figure 5. Focus Groups’ Coordinators´ feedback 

 

2.1.3 Coordination meetings 

 

Meetings have been held both for the management of the HYDEA Community and for the coordination 

of the Focus Groups (FG), guaranteeing their correct development and the achievement of the 

established objectives. These sessions have enabled efficient planning, informed decision-making and 

monitoring of the Community's progress. 

 

The main activities carried out in the framework of these meetings include: 

 

• Preparation of presentations and minutes: Structured presentations were defined for each 

session, facilitating an orderly development of the discussions. In addition, the discussions and 

agreements reached were documented through the drafting of detailed minutes. 

• Facilitation of discussions: A fluid exchange of ideas between participants was promoted, 

encouraging active participation and constructive debate to optimize decision-making. 

• Management of consultations and follow-up of agreements: Doubts raised by members were 

resolved and follow-up mechanisms were established to ensure the correct implementation of 

the agreements adopted in each session. 
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Figure 6. Minutes of the 3rd FG´ Coordination Meeting 

 

 
Figure 7. Presentation of the 3rd FG´ Coordination Meeting 
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Figure 8. Attendance at the 3rd Coordination Meeting where the participation of the FG coordinators was 

facilitated and issues were resolved. 

This work structure allowed the strengthening of the coordination among partners, ensuring effective 

alignment with the objectives of the HYDEA Community. 

 

 

2.2 Design of a common work methodology for the 

dynamization of the meetings. 

During 2024, it was developed a common methodological framework based on the Delphi method to 

structure and dynamize HYDEA’s FGs meetings. This approach has been designed to optimize the 

process of consultation and collaboration among members, ensuring effective participation as well as 

results aligned with project’s goals. 

 

The methodology allows to: 

 

• Establish a clear and participatory structure in Focus Groups’ (FG) meetings. 

• Facilitate consensus-based decision-making among experts from different sectors. 

• Ensure the representativeness of different perspectives within the hydrogen ecosystem in the 

ports of the Atlantic Area. 

 

This methodological framework not only provides coherence and efficiency in the development of the 

FGs, but also enhances the project's ability to generate well-rounded conclusions applicable, but not 

limited, to Atlantic ports seeking energy transition. 
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2.2.1 Delphi methodology adapted to the HYDEA Community 

 

The Delphi method has been selected as the key tool to structure and dynamize Focus Groups’ (FG) 

meetings. This methodology, widely used in consultation processes with experts, has been adapted to 

the particularities of the HYDEA project, guaranteeing its applicability in the context of energy 

transition in ports. 

 

2.2.1.1 Reasons for choosing the Delphi method for HYDEA’s Community 

development 

 

• It facilitates structured, consensus-based decision-making, eliminating individual biases. 

• It allows for iterative analysis and progressive evaluation of expert opinions, ensuring that 

conclusions are substantiated. 

• It is adaptable to the geographical and sectoral diversity of the participants, integrating 

multiple perspectives without the need for constant face-to-face meetings. 

 

For its implementation within HYDEA, the method has been optimized in terms of structure and tools, 

to ensure that discussions within FGs are efficient, participatory, and action-oriented. 

 
Figure 9. Delphi Method 
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2.2.2 Analysis of needs and expectations 

 

Before designing the work methodology, a needs’ analysis was carried out to identify the expectations 

of the participants and adapt the process to their specific requirements. 

 

To this end, online meetings and consultations with the partners were held, where data was collected 

on: 

 

• Preferences on meeting dynamics, including duration, frequency, and participation format. 

• Order of priority of the Focus Groups, ensuring a logical and effective sequence in the analysis 

of the hydrogen value chain. 

• Schedule proposal to maximize the availability and participation of experts. 

• Selection of appropriate digital tools for the implementation of the Delphi process, facilitating 

interaction and data analysis. 

 

This analysis has made it possible to design a methodological framework aligned with the needs of the 

HYDEA Community, ensuring a high level of commitment and effectiveness in decision-making. 
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Figure 10. Suggestions and preferences of different coordinators regarding the thematic and chronological 

order of the FGs. 
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Figure 11. Email after collecting suggestions and proposing a new calendar proposal 

 

2.2.3 Structure of the Delphi method 

 
The methodology has been structured in three phases, following Delphi’s logic: 

 

2.2.3.1 First Kick off Meeting 

• Presentation of the objective and scope of the Focus Group. 

• Definition of the main challenges and opportunities within the FG's area of work. 

• First round of discussions to gather preliminary opinions from experts. 
 

2.2.3.2 Structured questionnaire 

• Sending a detailed questionnaire, based on the information gathered during the first meeting. 

• Gathering and analyzing responses, identifying areas of consensus and others where 
differences persist. 

• Prioritization of key topics for discussion in the upcoming session. 
 

2.2.3.3 Second feedback meeting 

• Presentation and discussion of the results of the questionnaire. 

• Analysis of divergences and adjustment of opinions to reach agreements. 

• Preparation of final conclusions and recommendations, ensuring that they are applicable to 
the energy transition aims of Atlantic ports (and beyond). 

 
This design allows each Focus Group to evolve in a structured way, optimizing the generation of 
knowledge and facilitating the implementation of results. 
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2.2.4 Preparation of a guide with the methodology 

 

As a result of the methodological design process, a guide has been developed that defines the bases 

of the Delphi methodology adapted to the HYDEA Community. 

 

This guide includes: 

• Definition of roles and responsibilities: The functions of moderators, facilitators and 

participants are established, ensuring a clear and effective organization. 

• Structuring of the meetings: Standard agenda formats, specific objectives and dynamization 

strategies are presented to optimize the discussions. 

• Procedures for data collection and analysis: Methods for evaluating participants' responses and 

generating results reports are detailed. 

 

This guide will serve as a reference document for coordinators and participants, ensuring the 

replicability and coherence of the process in the different Focus Groups. 

 

 
Figure 12. Delphi Methodology Guide developed for FG coordinators 
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2.2.5 Selection of digital tools 

To improve the efficiency of the Delphi process, digital tools facilitating collaboration, monitoring and 

data analysis have been identified. 

 

These tools include: 

 

• Virtual meeting platforms for the coordination of the FGs. 

• Digital survey systems for data collection in Delphi questionnaires. 

• Collaborative online boards to facilitate discussion and prioritization of ideas. 

• Shared databases to manage documentation and session results. 

 

The use of these tools allows the process to be transparent, accessible and dynamic, encouraging 

effective participation. 
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Figure 13. Different tools for the completion of the intermediate questionnaire and for the distribution and 

communication of the final results. 
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2.2.6 Facilitation techniques adapted to the Delphi method 

 
To enhance interaction and ensure that all voices are heard, techniques facilitating and boosting 
participation have been incorporated, including: 
 

• Structured intervention rounds, ensuring equity in participation. 

• Focus groups to delve into critical areas and encourage knowledge sharing. 

• Controlled and anonymised feedback, reducing bias and guaranteeing honest answers in the 
consultation phases. 

 
These strategies contribute to the quality of discussions and ensure that conclusions are representative 
and well-rounded. 
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Figure 14. Participatory approach to FG meetings 
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3 Conclusion 

The work carried out during 2024 within the framework of the HYDEA Community has laid the 

foundations for a structured and effective process of collaboration around the development of 

hydrogen in the ports of the Atlantic Area. Through the creation and dynamization of Focus Groups 

(FGs), the implementation of an adapted Delphi methodology and the establishment of coordination 

tools, a participatory environment has been achieved to obtain tangible results. 

 

The actions developed have made it possible to: 

 

• Define a structured framework for FGs, ensuring that each group addresses a strategic area 

within hydrogen’s value chain. 

• Facilitate the coordination and monitoring of activities, with periodic meetings that have 

allowed the community to be efficiently managed. 

• Develop a common work methodology, based on Delphi, which allows the systematization of 

consultation processes and consensus among experts. 

• Incorporate digital tools and techniques that facilitate participation, ensuring accessibility, 

transparency and efficiency in decision-making. 

 

The approach adopted has enabled an alignment between the Community's objectives and the 

expectations of the partners, ensuring that the work of the HYDEA Community has a real impact on the 

energy transition aims of the ports of the Atlantic Area. 

 

February 2025 marks the start of the first Focus Group, materializing the preparation efforts carried 

out throughout 2024, which have been detailed in this document. During 2025 and 2026, it will be 

followed the calendar and schedule created for the FGs, ensuring compliance with the objectives set. 

The implementation of the FGs will allow for the collection of expert knowledge, the generation of 

strategic recommendations and the identification of concrete collaboration opportunities, 

consolidating the impact of the project. 

 

This deliverable reflects the efforts made to date and marks a solid starting point for the next phase of 

the project, where it is expected to consolidate the results obtained and advance in the execution of 

strategic initiatives within the HYDEA Community.  
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4 Appendices 

4.1 1st Focus Groups Coordination Meeting: Meeting's 

Minutes  

4.2 2nd Focus Groups Coordination Meeting: Meeting's 
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4.3 3rd Focus Groups Coordination Meeting: Meeting's 

Minutes  

4.4 Methodology guide for the Focus Groups 
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Minutes of the Meeting 

1st HYDEA community coordination meeting 

 

Meeting details 

Date(s):  19 – 02 - 2024 

Organiser: Port of Vigo 

Venue:   Online 

 

Attendees 

NAME INITIALS PARTNER 
Elisa Romero ERG PORT OF VIGO 

Rory Monaghan RM NUI 

Paulo Rosa Santos PR UPORTO 

Joaquin Grassi JG ENERGYLAB 

Adélio Mendes AM UPORTO 

 

Agenda 

11:30-11:40 Presenting goals and general organization of the Hydea Community. 

11:40-11:50 Defining FG organization and coordinators for each FG. 

11:50-12:30 Open discussion for 1st focus groups meeting. 

 

Attachments 

The following files are attached to the minutes of the meeting. 

 

FILE NAME CONTENT 

240219_1st_WP3.1_Hydea community coordination Slides presented during the meeting (ERG) 

240219_1st_WP3.1_meeting capture Meeting participants 

 

Actions 

ID DESCRIPTION RESPONSIBLE DUE DATE 

1 Upload a work document to start to draft 1st FC 

meetings 

ERG Before March 2024 
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Minutes 

- Port the Brest can’t join the meeting. 

- ERG presented the slides with goals, KPI and initial draft of how the community HYDEA could 

work.  

- ERG presented the partner responsible of each FG that will assume the role of FC coordinator. 

- AM suggest involving university students in the community for some FC meetings. It could be 

interesting to extend the dissemination of HYDEA goals and to find ideas and collaborations for 

future projects.  

- PR suggest involving the ports and present the work done in WP4 (work already covered 52 

initiatives). This work could serve to identify collaborations and Hydea Community partners. 

- ER inform that Port of Vigo is with the administrative process for hiring a technical assistance 

to support the community. The technical assistance could provide a common methodology to 

work during FC celebration and bring support the community deployment.  

- ER will share document in the SharePoint for coordinators could design a draft for first 

meetings.  

- A next meeting coordination meeting will be planned for April. 

 

 

 

  

 

 

 

 

Figure 4. Screenshot of 1st FG coordinators meeting. 
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Minutes of the Meeting 

2nd HYDEA community coordination meeting 

 

Meeting details 

Date(s):  16 – 04 - 2024 

Organiser: Port of Vigo 

Venue:   Online 

 

Attendees 

NAME INITIALS PARTNER 
Elisa Romero ERG PORT OF VIGO 

Haresankar Jayasankar HJ NUI 

Maximiliam Le MeNN MLM PORT OF BREST 

Joaquin Grassi JG ENERGYLAB 

Fabienne Vale FB PORT OF BREST 

Adélio Mendes AM UPORTO 

Filipe Martins FM APDL 

 

Agenda 

11:30-11:40 Review General Aspects of the HYDEA Community 

11:40-11:50 FG 1st meeting organization 

11:50-12:30 Next goals and deadlines 

 

Attachments 

The following files are attached to the minutes of the meeting. 

 

FILE NAME CONTENT 

240416_2nd_WP3.1_Hydea community coordination Slides presented during the 

meeting (ERG) 

2400416_2nd_WP3.1_meeting capture Meeting participants 
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Actions 

ID DESCRIPTION RESPONSIBLE DUE DATE 

1 Upload a work document to start to draft 1st FC 

meetings 

ERG Before March 2024 

 

 

 

 

Minutes 

- The meeting began with introductions of HJ as representative of NUI and MLM as 

representative of Regional Council of Britany that is directly linked to Port of Brest. 

- ERG shares the agenda for the meeting, which includes reviewing general data about the idea 

community and preparing for the first meeting of the focus groups 

- ERG presented the partner responsible of each FG that will assume the role of FC coordinator. 

- Proposal and Planning for Idea Community Meetings: The meeting focused on proposing and 

planning the structure of the Idea Community meetings. It was suggested to attract more 

members and plan for future meetings, with a target of around 10 attendees per meeting. 

Technical details such as meeting duration, online format, and moderation were also discussed. 

- Planning Local and Online Meetings: The group considered the idea of converting an online 

meeting to a local meeting with the option for online participation and recording. They also 

discussed the potential for hosting other work group meetings at the same venue, emphasizing 

the networking opportunities. Additionally, they explored the timing and frequency of focus 

group meetings, aiming to ensure compliance with project requirements and maximize 

opportunities for collaboration and dissemination. 

- Initial Project Introduction and Discussion on Hydrogen Vision: Participants engage in a 

discussion about the initial project introduction and the idea community, expressing their 

willingness to participate and share their perspectives. Adélio Mendes emphasizes the 

importance of practical solutions and presents a different vision for hydrogen production, 

highlighting the need for constructive contributions. 

- Discussion on Focus Group Meetings and Community Engagement: Fabienne VALLEE shares 

her perspective on the focus group meetings, emphasizing the need for them to contribute to 

the project's objectives. The discussion also revolves around the organization and objectives of 

the focus group meetings, with an emphasis on community engagement and involving external 

partners. There is a proposal to organize meetings with the aim of communication and 

collaboration, and the need to involve partners as coordinators of the focus groups is 

highlighted. 

- Planning the First Focus Group Meeting: During the discussion, the meeting guest emphasized 

the need to plan the first focus group meeting, suggesting the use of a sign-up form and the 

process for inviting interested individuals. There was also a focus on identifying and inviting 

relevant participants, setting a tentative date for the meeting, and planning for future 

meetings. 
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- ER inform about the current status of the hiring a Technical Assistance that will be support all 

the Community activities and FG coordinators and meetings planned. 

 

 

 

 

 

 

  

Figure 5. Screenshot of 2nd FG coordination meeting. 
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