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EXECUTIVE SUMMARY
FORT KUDELSTAART IS A PLACE OF CONTINUOUS CHANGE,
BUILT IN 1907 TO PROTECT AMSTERDAM FROM AN
INVASION, TO BEING DECLARED A WORLD HERITAGE SITE
IN 1996, TO BEING NEGLECTED FOR THE LAST 20 YEARS.
NOW, IT IS ABOUT TO CHANGE YET AGAIN AFTER THE
MUNICIPALITY OF AALSMEER SET OUT A TENDENDER FOR
THE REALIZATION OF A ZEILFORT WHICH WAS WON BY
MARIJN DE LIEFDE.

The challenge is to make this unique Zeilfort future-proof to
ensure the heritage site can be experienced for many more
years by many more people. Future-proof, here, refers to
environmental, economic and social sustainability. It is these
three dimensions that have to be taken into account throughout
the development process of the Zeilfort as they can strengthen
or weaken each other. The right balance is key in creating a
future-proof Zeilfort.
Currently, much attention has been given to the
environmental and economic sustainability of the Zeilfort,
but social sustainability has had a modest role. To get to a
future-proof Zeilfort, a phase based roadmap is needed that
incorporates all dimensions in a balanced manner.
This roadmap consists of four phases. The first phase
covers the time from now to when construction on the fort
is started and is mainly focused on community building and
starting to generate income. Recognition and involvement of
the local community is key to reach the socially sustainable part
of the fort. Through educational and recreational activities that
focus on an interactive setting and allow for participants to work
together and get to know each other, the community building
process can be set in motion. To sustain these activities income
should be generated through participation fees and, when the
horeca permits are there, through beverages and food as well.
The second phase starts from the moment when largescale construction on the fort can begin up until the restaurant,
hotel, conferancerooms, and cafe are open for guests. In this
phase the implementation of a sustainable energy system is
situated to come to a near energy neutral fort which requires
work on specific infrastructure and installation of renewable
energy technologies. Further, when the parking garage is
completed, wildflower meadows and breeding places should be
added to act as a biological hot spot for the region. Moreover,
the community building practices started in phase one should
be continued in this phase. To maintain a strong bond with
the community and sustain sources of income throughout

the construction phase, it is recommended to assess if the
construction works can be managed in such a way to always
keep a section free for activities.
Phase three starts with the hospitality venues open for
guests and ends when amenities at the Zeilfort run smoothly,
meeting the needs of the guests with sustainable products and
accomodation, generating a steady stream of revenue. In this
phase community building activities should continue to take
place, connected with storytelling as a shared narrative for all
amenities provides guests with a better understanding of the
story of the fort. Also, increasing efficiency in the business
process of the hospitality sector should happen in this phase
through guest feedback, better fitting supply and demand, and
smart use of space to maximize ground use. Further, here is the
chance to build a sustainable supply chain through a step by
step process of product selection, guest reaction and revenue
generated.
The last and fourth phase in this roadmap starts when
financial stability is reached after which a cyclus is entered,
going through innovation, implementing new technologies and
activities, review till financial sustainability is reached and so on.
Here, innovative technologies are implemented, the catalyst
function of the Zeilfort is supported and community building
and storytelling are continued. Technologies to be implemented
to continue to make the Zeilfort future-proof are energy storage
and transparent solar panels. Further, a mobility as a service hub
and an aquathermal system that extends to the neighbourhood
can be implemented to support the catalyst effect. Maintaining
activities that contribute to community building and storytelling
remain an important aspect to also be implemented in this
phase.
Following this roadmap, a future-proof Zeilfort
Kudelstaart can be realized by providing the main goals and
interventions that should be considered and taken in each given
phase. It is essential to continuously assess whether the right
balance is found between the environment, economic and social
dimension of sustainability both in the short- and long-term.
Executing this roadmap is a collaborative effort of
a diverse range of stakeholders. Recognizing the interest in
developments at the fort and the power to influence decisions
and activities of each stakeholder provides an overview of how to
manage each stakeholder during the phases of the roadmap. It
is recommended to keep the interest and power of the diverging
stakeholders in mind to effectively manage time and resources
during the collaboration with these other parties.
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1. INTRODUCTION
Constructed in 1906-1907, Fort Kudelstaart is part of the ‘Stelling
van Amsterdam’ (Defence Line of Amsterdam) to protect the
Herenweg road and Westeinderplassen lake. In 1996, the
value of the fort was recognized by UNESCO, listing it as a
World Heritage Site. However, the value of the fort has been
overlooked for the last 20 years until the redevelopment plans
of Zeilfort Kudelstaart were made to renovate and revitalize
the fort. Safeguarding its cultural and historical values, Zeilfort
Kudelstaart will be redeveloped into a vibrant and pioneering
venue with hospitality and leisure activities, where one can eat,
sleep and meet.
Previous comparable projects demonstrate that these
private-led heritage redevelopment plans often fall short due
to an unbalance in the environmental, economic and social
dimensions of sustainability. The environmental dimension refers
to the use of resources, uphold of ecosystems, and reduction
of impact on the environment. The economic dimension refers
to generating long-term revenue, providing economic gains to
the community through investments in the area, and increasing
efficiency and productivity. The social dimension emphasises
the need of systems, structures and relationships to create
healthy and livable communities. A successfully sustainable
redevelopment of heritage requires a precise balance and
careful integration of the three dimensions.
However, often too much emphasis is placed on the
economic dimension, while the redevelopment of heritage
affects the surroundings and the broader community as
well. This is also the case for the current redevelopment
plan of Zeilfort Kudelstaart. The main focus has been on the
function of the end result and not much on the process of the
redevelopment itself. Thereby, the needs and wishes of the
community are neglected, which is demonstrated by the conflict
between the neighbourhood and the redevelopment project.
As the fort cannot be sustainable without the support of the
community, nor with any other underrepresented dimension
for that matter, the plans must be revised to include all three
dimensions of sustainability. If all three dimensions are included
in the redevelopment, one can speak of a future-proof Zeilfort
Kudelstaart. Therefore, the aim of this report is to provide a
roadmap on the process of the redevelopment, to add upon the
current redevelopment plan in order to achieve a future-proof
Zeilfort Kudelstaart.
The heritage living approach is used as a guiding
tool to conceptualize the improvement of the redevelopment
plan. This approach integrates the three dimensions of
sustainability and sees heritage as the connection and value
given by the community, which is more than just the physical
structure. Applying the heritage living approach to Zeilfort
Kudelstaart results in the following three objectives to balance
the sustainability dimensions, and originate the value of the
heritage:

1. To sustain the historic value of the heritage whilst
minimizing the impact of the development of the
existing construction of the building through innovative
technologies.
2. To sustain the well-being and community value existing
within or adjacent to the heritage through educational
programs and participation of the community.
3. To sustain the level of interconnectivity between
the heritage, the broader region and the infrastructure
needed to achieve this.
To operationalize and integrate the objectives in the revised
redevelopment plan, a phase based roadmap with specific
goals that lead to a future-proof Zeilfort Kudelstaart will be
developed. In this way, the addition to the current plan is based
on the elements of space and time. The element of space is
incorporated by the recommended interventions that should
take place. Time is captured by means of the different phases
that explain when to execute the interventions. Furthermore,
as an addition to the ‘what’ and ‘when’, the recommendations
comprehend the stakeholder involvement throughout the
redevelopment to cover the ‘whom’.
This report will continue with the visualisation of the
phase based roadmap in section 2, including explanations on the
divisions of different phases and how to properly understand
the roadmap. Subsequently, section 3 will cover in-depth
explanations on the goals and interventions given in each phase.
Lastly, a final conclusion of the roadmap will be given together
with recommendations on the implementation of the roadmap
and advice on which stakeholders should be involved.

2. ROADMAP
The proposed strategy is divided into four phases, each one
having different goals. Phase one starts with the current situation
of the Fort and, after complying with HORECA permits, ends
when the construction starts. The second phase starts when
renovations of the fort are taking place, and new functions
such as the parking, hotels rooms and conference rooms are
added. The third phase starts when the hospitality businesses are
operable. This phase ends when economic stability is reached.
Phase four exists as an innovation cycle that learns from the
previous phase; it allows research, reflection and test towards
economic stability. The four phases will be further explained to
understand their goals, qualities and interventions embedded
in each phase.
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Roadmap Towards A Future Proof Zeilfort

Energy system

Wildflower meadows & breeding pla
Adaptive parking garage
Local food network
External car parking
Community building events

PHASE 1
This phase runs from now till the start of the
constructions at the fort. The goal is to start with
community building and generating revenue through
educational and recreational activities.

8

| Synthesis Report

PHASE 2
Phase 2 starts when large-scale construction works on
the fort begin and ends when the restaurant, hotel,
conference rooms and café are ready to receive guests.
The goals are to make the Zeilfort nearly energy neutral

Technological innovation
				

Catalyst functions

Sustainable supply chain
Boat concert
Sailing competition
Energy system

aces
Implementation adaptive functions

PHASE 3
This phase covers the time between the opening of
all hospitality amenities and ends when an operable
business is reached with an equilibrium between the
environment, economic, and social dimension. The goal
is to refine the business process through guest feedback,
revenue streams and training of staff. Further community

PHASE 4
Phase 4 starts from the moment the Zeilfort is
an operable business and after which a cyclus is
entered, going through innovation, implementing
new technologies and activities, review till an operable
business is reached and so on. The goal is to implement
new innovative technologies, support the catalyst
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3. JOURNEY TO A FUTUREPROOF ZEILFORT
3.1 Phase 1 - Community Building
3.1.1 Goals
In this phase community building and starting generating
revenue is key. As the original construction of the redevelopment
plan has been delayed due to resistance of local residents, this
phase is crucial to reach a future-proof Zeilfort Kudelstaart.
In the time up to the redevelopment of the fort, work has to
be done in the social and economic dimension as these are a
necessity to realize the project in its full future-proof capacity.
Two main elements needed in this phase are (1)
educational and (2) recreational activities that already generate
revenue and, more importantly, offer an opportunity for the
neighbourhood and the commissioner to connect. It is the
recognition and involvement of the local community where
the key lies in moving towards the next phase. Furthermore, to
sustain the community involvement while offering a chance for
the broader region to experience the fort, activities are required
that attract visitors, provide income and spread the word about
Zeilfort Kudelstaart.

3.1.2 Interventions
1. Educational activities
Because current regulations only allow marina or socio-cultural
related activities, educational activities are seen as the tool for
community involvement, preferably with a water related feature.
Educational activities are needed as they function as a crucial
element of community building (see expert report 3). The
presented activities provide an opportunity to learn from, and
get to know each other. They are geared to fill in the current
gap between the redevelopment of the fort and community
involvement, by continuously keeping social sustainability in
mind.
Two activities that neatly combine marina and sociocultural aspects are the boat concert and the fishing trip. The
boat concert consists of a floating stage to which people can
navigate their boat to listen or see a performance by local artists
and children from a nearby music-, dance-, elementary-, or
highschool. By shaping the program together and foresting
interaction between the different actors, the community
network is strengthened. The fishing trip offers participants an
experience to learn about the local wildlife and to meet each
other in an active setting.
As a third activity, an insect hotel should be implemented
with an educational program surrounding it, explaining more
about the current and future state of the biodiversity on the fort.
Here a bridge should be made towards the future state of the
fort. Communication and learning about why certain choices are
made is key for community building.
To kickstart economic activity, tickets for these activities
should be sold. The importance of generating revenue has to be
acknowledged by the community as it is a requirement for the
continuation of community building activities.
10
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2. Recreational activities
Interaction between the fort and its users is necessary to ensure
a future-proof development of the interventions. Knowing that
recreational, social, cultural and sport activities are desired by
residents, implementing these kinds of interventions at the fort
have the potential to be adopted by the community.
Interventions such as De strijd om het Zeilfort, the
Water Festival and the Sup Hub capitalize on what the nearest
community expects from the fort. With non-intensive building
requirements, enhancing community involvement and fueling
liveliness on the fort, these activities relate to the third objective
of the Heritage Living Approach.
As soon as the hospitality permits are obtained, it is
recommended to implement a local food network. This network
consists of a supply chain that involves food harvested from the
region, to subsequently use at the fort. By involving the nearby
community in one of the main projects, the restaurant, they can
find more ways to be connected to the fort.
The external car parking is a complementary
implementation needed in order to comply with community
needs. Expecting that more people are visiting the fort in
the future, the community worries about the safety in the
neighbourhood, hence, this intervention is proposed to relieve
pressure in the local community.

3.1.3 Stakeholders involved and steps to take
Since educational and recreational activities also need to generate revenue and offer an opportunity for the neighbourhood
and the commissioner to connect, two stakeholders need to be
involved during all interventions; (1) Public Relations expert and
(2) Staff at the fort. The Public Relations expert (often referred
to as PR) will be the professional who is responsible for building
and maintaining mutually beneficial relationships between the
community and the commissioner. The activities of this professional will include: running publicity strategies to attract customers for events, dealing with enquiries from the local community, and undertaking relevant market research. On the other
hand, the Staff at the fort will ensure that the settled guidelines
are compiled during the events, while also giving maintenance
and support for the initiatives that require constant inspection.
For interventions such as the insect hotel, the boat
concert and the local food networks, the additional parties that
need to be involved are (1) Educational institutes and (2) Local
residents. Educational institutes will provide the knowledge and
expertise needed to implement the projects, while the local residents will be the ones who receive and internalize this knowledge.
The Public Relations expert should lead Local entrepreneurs to collaborate. Supported by the Staff at the fort, together will manage interventions like the fishing trip, De strijd
om het Zeilfort, the Waterfestival, the Sup Hub, and the external
car parking. Local entrepreneurs propose innovative ideas that
generate value for the Fort at the time of promoting social interactions within the event’s participants.

3.2 Phase 2 - Construction
3.2.1 Goals
In the second phase, the construction and renovation of the
fort are taking place. This phase starts with the governmental
bodies approving the redevelopments planned to take place.
New at the fort will be a parking garage, hotel rooms, restaurant
and conference rooms. The old part of the fort will undergo
thorough renovation. Due to the large scale of the construction,
the extent to which economic and social activity can take place
is limited. However, it is advised that there will be continuous
social activities happening at the fort during the construction
phase. This in order to generate a small amount of income and
to keep the local community involved. Moreover, in this phase
communication about the construction plans is very important
to set proper expectations regarding possible nuisance, and to
make people enthusiastic about what is coming.
The two goals planned for this phase will happen
simultaneously, namely; the first one focuses on redeveloping
the building of the fort to become nearly energy neutral, while
the second one focuses on minimizing the impact on the
existing construction and still adding social value. Realisation
of the goal is done by the (1) implementation of a sustainable
energy system, (2) redevelopment contributes positively to
the wider community and environment, and (3) continuation
of community building and storytelling. By implementing a
sustainable energy system, Zeilfort Kudelstaart becomes less
reliant on non-renewable energy sources. This minimizes the
negative impact on the environment and hereby contributes to
a future-proof fort. Furthermore, by contributing to the wider
community and environment, Zeilfort Kudelstaart not only
creates economic value for the project developer, but also has a
positive effect on the broader community. In this way the second
goal contributes to Zeilfort Kudelstaart becoming future-proof.

3.2.2 Interventions
1. Implementation of the energy system
In order to sustain the wellbeing of current and future generations, environmental sustainability has become increasingly
important in (heritage) redevelopment projects. Therefore, this
report advises Zeilfort Kudelstaart to become near energy neutral by implementing technologies that reduce energy demand
and reuse energy within the building, combined with local, onsite energy production and heat storage. These technologies are
presented as a complete system where the technologies strengthen and rely on each other.
The first steps towards an energy neutral design are
the reduction of the energy demand and the reuse of energy
within the building. While the physical characteristics of the
fort present challenges for a reduction of the heating demand,
the implementation of innovative technologies can reduce the
energy demand by a third. Heat demand reduction technologies
that need to be implemented at the fort are floor insulation and
monumental glass to lower the heat loss. Electricity demand can
be reduced by implementing solar tubes as a replacement for
lighting. Furthermore, reusing grey shower water and recovering
hot air ventilation are technologies that should be implemented
at the fort to reuse heat within the building. An additional in

depth explanation of these and other energy reduction and
reuse technologies can be found in appendix 2.
In terms of energy production, Zeilfort Kudelstaart
should put a strong focus on local and on-site energy
production. The demand for energy presents itself in the form
of electricity demand and energy demand for heating. Nearly
the entire electricity demand can be met by solar panels which
are recommended to place on the roof of the historic fort. The
system which is initially placed in phase one will be expanded
to make use of all potential the large roof surface provides. The
heating demand will be met by implementing a system that
extracts heat from the Westeinderplassen. This heat can be
directly used in the heating system or stored in heating storage
tanks under the fort. The large 550.000 liter water tanks can
be retrofitted to store energy at different temperatures. This
contributes to the first heritage living approach objective. A
more in depth explanation of the complete energy system can
be found in expert report 2.
As part of phase three, underground parking facilities
are realised along the southern part of the island. As their
maximum capacity will only be used a few times a year, adaptive
alternative functions should be implemented to optimise the use
of space on the island. By integrating sliding doors, certain parts
of the parking space can be shut off to easily give them different
functions, which are implemented in phase three. Additionally,
the underground parking space creates opportunities to
implement the ventilation and heating systems in a discrete way.
Since Zeilfort Kudelstaart has to become nearly energy neutral to
be future-proof, there has to be space to implement ventilation
and heating systems. This can only be done in a discrete way due
to building restrictions of UNESCO.

2. Redevelopment contributes positively to the wider community
and environment
In the later stages of the second phase, when construction is
nearing completion, breeding places and wildflower meadows
are placed along the southern green part of the island. In order
for the fort to become future-proof it has to contribute to the
wider community and environment. By implementing wildflower
meadows and breeding places, Zeilfort Kudelstaart will create
value for the broader ecosystem infrastructure by providing
habitat for bird species as well as pollinators and other insects
which are of great importance for sustaining healthy ecosystems.
Additionally, educational value is added to the redevelopment by
implementing these in the educational program.
3. Continuation of community building and storytelling
In phase one, the focus is on expanding and strengthening
the broader community connected to Zeilfort Kudelstaart.
During the construction phase, several interventions should
be implemented to continue on expanding and strengthening
the broader community connected to Zeilfort Kudelstaart. This
should be done by providing educational activities related to
the theme of water. Since most of the interventions that will be
implemented during the construction phase are mainly related
to water, this serves as a great opportunity to educate the local
community. In that way you keep the local community involved,
contributing to Zeilfort Kudelstaart becoming future-proof. As
mentioned in expert report 2, most energy for heating the fort
will originate from the Westeinderplassen by extracting thermal
Synthesis Report |
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energy from it. Moreover, the heat storage tanks under the fort
were originally installed for storage for drinking water which
the soldiers would use, to foresee them in their basic needs. By
repurposing the tanks with a new but water related function, and
with the new basic need of electricity, the future and the past
remain connected.
Additionally, despite the nuisance and spatial impact of
the construction, social activities should continue to take place
around the site of the fort. These activities need to be adapted
to the changing situation of the construction, but are vital to
maintain a lively atmosphere surrounding the fort. An example
of an activity that can take place in this phase as it needs little
space on the island, is the Midsommer Kino. This is an event
where visitors can watch a movie on a big screen while being on
their boat on the lake. The screen will be placed on the island,
but besides no additional space is needed and therefore does
not interfere with the construction.

3.2.3 Stakeholders involved and steps to take
This part of the report advises, for all the proposed interventions
in the phase 2, which stakeholders should be included and who
should take the lead in realizing these interventions.
For the Implementation of the energy system there
are three main stakeholders involved, (1) installation companies,
(2) the architect and (3) the commissioner. Due to the fact that
the most suitable and sustainable energy systems require financial investments, the first steps in implementing such systems
should be taken by the commissioner. However, in the selection of these energy systems the commissioner should stay in
close contact with the architect, since he needs to assure there
is space created in the design for the incorporation of these
systems. Moreover, this report advises the commissioner that he
should have an independent energy expert that advises him on
energy related technological systems in addition to the advice
that is given in the expert report 2 to assure the best sustainable
energy system is implemented.
For the implementation of the wildflower meadows
and breeding places, the three main stakeholders that are involved in the implementation are (1) the commissioner, (2) local
community and (3) an ecology expert. In this intervention, the
commissioner should take the lead since it requires financial
investment. However, he should collaborate with the ecology
experts in order to assure the wildflower meadows and breeding
places have the right selection of location and species. Moreover, the commissioner should involve the local community for
seeding and maintaining the wildflower meadows. To involve
the local community, the commissioner could hire an external
communicator to organize these events. But it is to the commissioner to take the first step in this.
In order to continue with community building and
educational activities, three stakeholders need to be involved,
namely (1) the Public Relations expert, (2) local entrepreneurs
and (3) the local community. Similarly to the first phase, the Public Relations expert is responsible for initiating the organization
of the events. This person will assemble a selection of people
from the local community and local entrepreneurs to develop
the details of the events.

12
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3.3 Phase 3 - Process Development
3.3.1 Goals
The third phase is all about refining the business process. Now
that the large-scale constructions of the marina, hotel, restaurant,
café and conference rooms are finished and the hospitality is
up and running to cater to the community and visitors of the
fort, it is time to shape the business process based on guest
interaction, revenue streams and environmental impact.
The goal in this phase is to further strengthen the
community building utilized in phase one and two, to then
integrate it in the core business of the Zeilfort namely the
marina, hotel, restaurant, café and conference rooms. The main
elements are (1) the continuation of community building and
storytelling, (2) increasing revenue streams through increased
efficiency and the training of staff, and (3) the creation of a
sustainable supply chain. These elements are framed within the
second and third objectives of the heritage living approach.

3.3.2 Interventions
1. Continuation of community building and storytelling
Providing opportunities to the community to organize activities to meet each other through interactive settings allows for
a stronger network. Such activities can increase the bond of the
local residents which in turn contributes to the social sustainability of the community (see expert report 3 for more information).
For this mutual shaping of the business processes on
the fort, guest interaction is essential. For fruitful guest interaction it is important to make sure the staff knows how to convey
information and knows how to listen and deal with feedback.
Furthermore, a key aspect is making sure all staff members tell
the same story about the history, innovative technologies and
sustainable products present at the fort. This is a necessary element of this phase as an overarching storyline for all hospitality
practices at the fort will make sure that the guests can more easily place the different components and give value to the place
as a whole.
Two activities to be implemented in this phase are the sailing
weekend competition and the boat concert. The sailing weekend competition is aimed at teaching newcomers in the sport
through theory lessons and practice to make them ready for a
race at the end of the weekend in which they can show off their
skills to their family and locals along the sideline. Moreover, it
aligns with the interactive water narrative of the fort. This intervention will take place in this phase as the possibility of overnight
stay and warm meals are a requirement for the realization of this
event. Furthermore, parking spaces or shuttle services should
already be in place before organizing such an event to prevent
mobility issues.
The boat concert, although mentioned in phase 1 as
well, is also an important event in this phase. The reason to continue with the event in this phase is to maintain a connection
with the visitors of the first and second phase (see expert report
1 for more information). Through these unique events people
can stay connected to the fort, enhancing the opportunity for
community building.

2. Increasing revenue streams through increased process
efficiency and maximization of existing space
To reach the long-term goals of the fort it is important to
streamline the business process to better fit the visitors. This
will be achieved when the interventions are implemented, with
the concept of the future-proof fort highly developed and by
building upon the importance of guest feedback. With a menu
of choices that fits better to the needs of visitors, supply and
demand can be more easily managed, reducing losses and
increasing revenue.
Using innovative ideas to maximize the available space,
the economic feasibility could also be maximized, something
which is essential for the nautic centre to function. This phase
provides space to experiments and further refines the hospitality
sector to ensure their financial stability. This is key to ensure
investment opportunities in the community and sustainable
practises remain utilized and exploited. One example of such an
innovative idea that is implemented in this phase is the adaptive
parking garage.
The adaptive space in the parking garage, as mentioned
in phase 2, allows for flexibility in use of space, enabling the
ability to better respond to the demand of the space. This
intervention is also in this phase because it is here where the
experimentation with the use of space takes place. An economic
opportunity to use the parking space is growing mushrooms in
the garage. The main contribution of this space is to support
the other interventions that are mentioned, strengthening their
feasibility.
3. The creation of a sustainable supply chain
Enhancing the interconnectivity between the Zeilfort and the
surrounding area and community, the opportunities provided
through a sustainable supply chain should be utilized. Therefore,
establishing a local food network is key. This intervention builds
upon the third objective of increasing the interconnectivity in
the region and strengthens the community around the fort.
This intervention is recommended in this phase as it requires an
operational hospitality sector of which the supply chain can be
tweaked together with other parties in the chain.
The objectives of the heritage living approach
encompass the aforementioned three main elements of the
goal set out in this phase. With regards to the second objective
of the heritage living approach, it is important to keep focusing
on participation of the local community and to further develop
educational programs to provide this group, and visitors, with a
chance to give value and gain knowledge about the fort and vice
versa. The third objective of the heritage living approach needs
to be incorporated through involving multiple regional parties
in the supply chain and the operations of the hospitality sector
and by collaborating with the broader community as well. The
interventions highlighted above are used to accomplish these
objectives. In order to implement these interventions, several
stakeholders are needed, set out in the section below.

3.3.3 Stakeholders involved and steps to take
In this section, the responsibilities of the stakeholders in this
phase are set out per intervention.
he main actors in the sailing weekend competition are
(1) the public relations expert, (2) the sailing school and (3) the
hospitality manager. The organization of the sailing weekend
competition should be initiated in a co-venture of the public
relations expert and the sailing school. Here, the sailing school
should be responsible for the program, equipment and expertise.The public relations expert and the hospitality manager for
the facilitation of the event, making sure food, drinks and safety
measures are in order. The advertisement of the event is a shared responsibility of the co-initiators.
For the boat concert the (1) public relations expert, (2)
nearby schools and (3) local artists are the main actors. To implement these activities, the public relations manager is responsible
for initiating and facilitating the event and the nearby schools
and local artists are responsible for the program. All parties
should work on advertisement.
For the finetuning of the adaptive parking garage (1)
the hospitality manager and (2) the staff are responsible to evaluate what best to use the space for.
The implementation of the local food network should
be initiated by (1) the hospitality manager. Further refinement of
the network is a shared task between (2) the companies present

3.4 Phase 4 - Innovate and re-evaluate
3.4.1 Goals
Phase 4 is driven by innovation, and can be understood as
an iterative phase. This phase starts when Zeilfort Kudelstaart
reaches financial stability after the core income streams are
established and fully developed. Phase 4 iterates new innovations
or redevelops interventions which should be applied to Zeilfort
Kudelstaart.
In phase 2, the construction phase, certain technological
interventions were not able to be implemented. This is a result
of technologies requiring further development, limited budget
or time-delays due to required collaboration between different
stakeholders.Therefore, at the point of financial stability, the
innovation phase requires a reevaluation of (technological)
interventions and their addition to the fort. The main goals of
this phase are (1) the implementation of innovative technologies,
(2) support the catalyst function of Zeilfort Kudelstaart and (3)
continuation of community building and storytelling.
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3.4.2 Interventions

3.4.3 Stakeholders involved and steps to take

1. Implementation of innovative technologies
Because current regulations only allow marina or socio-cultural
There are several innovative technologies that have not yet
been included in the construction phase, like electricity storage
and transparent solar panels. This is due to the time that the
technology needs to mature, or because it is still being tested in
phase 3. Nonetheless, they have great potential by contributing
to achieve energy neutrality.
The requirements of space is an essential factor when
considering the aforementioned interventions. The energy
storage system requires additional space, so it is important to
facilitate and retain extra space in the parking garage during
the construction phase. The transparent solar panels do not
require extra space, or interfere with the different functions
of Zeilfort Kudelstaart. This intervention contributes to futureproofing Zeilfort Kudelstaart by sustaining the historic value of
heritage whilst minimizing the negative impact of implementing
innovative technologies. These interventions were specifically
chosen as they do not require any interference with the existing
construction of the building.

This section advises, for all the proposed interventions in phase
4, the important stakeholders of the phase and particularly, which
stakeholders should take the lead in realizing the interventions.
For the realisation of electricity storage and
transparent solar panels there are two main stakeholders, (1) the
commissioner and (2) independent energy experts. Since the
technologies need time to mature, it is important to keep up
with the development. This report advises the commissioner to
have an independent energy expert that shares advice, once a
year, on energy related technological developments. Regardless,
the commissioner takes the lead in the decision making and
ultimately, is responsible for contracting the most appropriate
energy expert and by extension, adopting the most suitable
energy system.
The connection of the neighborhood to the
aquathermal system requires two main stakeholders, (1) the
municipality of Aalsmeer and (2) the commissioner. The
municipality of Aalsmeer is responsible for the development of
a municipality-wide energy plan for heating without gas. Given it
is the responsibility of the municipality to investigate sustainable
energy production, the municipality should lead the effort to
implement the necessary infrastructural changes to connect
the neighborhood to the aquathermal system. However, the
commissioner should maintain close communication with the
municipality to stay updated with plans and energy developments
of Aalsmeer.
The Mobility as a Service hub includes three main
stakeholders, (1) the commissioner, (2) Province of NoordHolland and (3) logistic suppliers. The parties that should take
the lead with these interventions are the Province of NoordHolland and the logistics suppliers, given that they are required
to adapt their services before the commissioner can transport
goods across water. However, the commissioner can use the
great potential to deliver goods over water to the province and
logistic suppliers in order to speed up their process.

2. Support the catalyst function of Zeilfort Kudelstaart
The catalyst function of Zeilfort Kudelstaart is fundamental in this
phase to further mature relationships with various stakeholders.
There are two interventions that fall in this category: the
connection of the neighborhood to the aquathermal system and
the mobility as a service hub (MaaS hub)(see expert report 4
for more information). The MaaS hub requires logistic suppliers
to transport over water, but does not need additional space
or interfere with the function of the fort. The same applies
to connecting the community to the aquathermal system neither space nor additional construction is required. These
interventions contribute to the third objective of the Heritage
Living Approach by strengthening the interconnectivity between
the heritage, the broader region and the infrastructure needed
to achieve this.
3. Continuation of community building and storytelling
The continuation of community building is fundamental in
this phase. Regardless of the financial well-being of Zeilfort
Kudelstaart as a business, it is pivotal to preserve the relationships
of the fort with the community in order to stay future-proof.
This can be achieved through foregrounding the history and
narrative of the fort as visible infographics and information
panels at the fort grounds. There are no specific interventions
that should be implemented in this phase to reach this goal.
Rather, it is strongly advised to actively maintain involvement
and transparency in communication at all times with related
recreational and educational activities.
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4. CONCLUSION

5. RECOMMENDATIONS

The roadmap provides all information to make the redevelopment plans of Zeilfort Kudelstaart future-proof, by accounting
for three dimensions of sustainability. This report highlights the
main points of concern that each phase ought to consider, based on the what, when and whom. In Phase 1, the main goal
is to start with community building and economic activities as
currently, the fort’s potential has been underutilised. In Phase
2, the goal is to implement energy neutral technologies whilst
continuing community building as these are key to incorporating
environmental and social sustainability. Phase 3 requires refining
the financial process to reach an operable business with an equilibrium between the three dimensions of sustainability. In Phase
4, the horizon of more advanced applications to enhance environmental sustainability are explored whilst also promoting
community building and service region expansion.
The timing of the interventions is a key element to
ensure effectiveness of the strategy, hence a phase-based approach. However, several categories of interventions, particularly
community building, are essential in all phases.

5.1 Stakeholder management
The recommendations in this section are based on stakeholder
management required in each phase. To examine the capabilities
of each actor in terms of power and influence on the interventions proposed per phase, a power interest matrix is presented in
figure 1. In order to successfully execute the roadmap towards
a future-proof Zeilfort Kudelstaart, a stakeholder management
strategy is made per quadrant. Stakeholders should be managed
according to these strategies, which are:
Manage closely: these stakeholders are likely to be decisionmakers and have the largest impact on the project’s success. It
is essential to keep these stakeholders close and to manage their
expectations.
Keep satisfied: these stakeholders need to be informed about
the latest developments of the project. In spite of not being
invested in the outcome, these stakeholders still yield power and
influence. These types of stakeholders should be dealt with carefully as their influence, if Zeilfort Kudelstaart’s developments are
contrary to their own agenda, can be yielded in a negative way.
Keep informed and stimulate active involvement: keep
these stakeholders adequately informed, and ensure there are
no major issues with planned developments.
Monitor: monitor these stakeholders, however, consider the
balance between time invested in communication and the gains.

Figure 1: Power interest matrix
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Taking the strategies for stakeholder involvement into account,
the bond between the commissioner and the Municipality of
Aalsmeer, Werkgoep Kudelstaart, UNESCO and local entrepreneurs needs to be a central point of attention to make the roadmap a reality. Maintaining a close relationship with these parties
allows for smoother implementation of the activities. This is
owed to firstly, the power of the parties to approve or reject
proposed activities and secondly, they have a vested interest in
the success of Zeilfort Kudelstaart.
Other important groups of stakeholders are the local
residents, staff at the fort, berth holders, the Stelling van Amsterdam foundation, tourists and watersports enthusiasts. Here a
division is made between the first four actors and the last three
actors. The first four have a high interest in the development of
the fort, but a medium to low level of power. We argue that this
group should be involved in the shaping of the fort and part
of the community building process. By empowering this group,
the process to enhance social sustainability is initiated which is
a requirement of a future-proof fort. The last three actors have
a moderate to high interest and low power. The strategies for
these actors are limited to stimulate and encourage them to
participate during the phases.
The third stakeholder group consists of Waternet, the
Dutch flower group, the Province of Noord-Holland and Rijksdienst cultural heritage. These actors have a relatively low interest in the development of Zeilfort Kudelstaart but are in a
position to positively or negatively influence the realization of
the interventions that should be implemented in each phase.
Therefore, it is not necessary to have an active and strong relationship with these actors but their interests should be taken into
account when planning interventions. These stakeholders have
the power and ability to stop the interventions if they are not in
line with their rules and values.
The fourth and final group consists of energy experts,
schools, Groen Kapitaal, knowledge institutes and universities.
This group has relatively low power on the developments of the
fort and low interest in those developments. Therefore, a balance should be found between the gains retrieved from these
parties and the time spent on communication with them.
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5.2 Risks
In addition to the advised stakeholder management strategies
there are different actions advised to minimize the risks and increase the feasibility of the proposed phase-based strategy.
The first risk is the involvement of the community. Despite the fact that the events proposed in phase 1 are designed
to promote the connection with the local community, there will
still be a chance that the residents do not attend these events.
To minimize this risk it is advised to start the marketing of these
events early on. By reducing this risk, the feasibility of phase 1
is enhanced. The second risk to be minimized is the possibility
that permits are not allowed for the organisation of the events
and other interventions of phase 1 and 2. However, this risk can
be minimized by having good relationships with powerful stakeholders that are responsible for giving the permits.
Regarding the issue of space there are two risks. The
first risk is that during the construction phase, areas originally
designated for community building practices and recreational
activities will be closed due to construction related activities. This
should be mitigated by phasing construction in such a way that
these activities are able to continue. Therefore certain parts of
the fort have to be redeveloped at different times than others
to always keep an area open to maintain these activities. The second risk is related to the adaptive space of the parking garage.
As the function of the space changes, the requirements to use it
change with it. To prevent problems with the change of funcion,
it is important to search for activities that can be carried out
without an intensive space reconditioning.
A risk for the hospitality sector is that relying on local
products could lead to decreased financial feasibility. To alleviate
this risk it is important to use the feedback mechanisms suggested in this report. Through these mechanisms the supply and
demand can be better managed and thereby minimizing revenue losses.
Lastly, the conflicting interests between stakeholders
could be a risk when implementing the proposed activities. This
should be mitigated by recognizing these different interests and
staying open to deliberation to better understand each other's
viewpoints while recognizing the need to move further. In here,
communication is key.
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