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WHAT IS IT ABOUT?

Smart Ways to Antwerp supports companies 
with more than 20 employees in Antwerp to 
develop a smart and sustainable mobility policy 
for their employees. This programme focuses on 
commuter transport and contributes to the overall 
goal of the Antwerp region to achieve a modal 
split of 50/50 and long-term behavioural change. 

The cooperation starts with a mobility scan in the compa-
ny: it maps the current travel behaviour of the employees 
and highlights the potential for smarter commutes. Based 
on the results, the employer, together with the Smart Ways 
to Antwerp mobility manager, sets up a plan of action, 
mapping out which measures to take. 

This programme is part of the broader Smart Ways to Ant-
werp approach and strategy of the city of Antwerp. Smart 
Ways to Antwerp focuses on soft measures to change/
influence mobility behaviour. It works both on the demand 
and the offer side of mobility services. Through informing, 
nudging and incentivising people to travel differently, it 
influences demand for mobility. Through supporting and 
regulating the development of new mobility solutions in the 
city, it increases the offer and at the same time ensures the 
end user’s freedom of choice. 

Key objective

The main objective of this measure is to create a modal 
split of 50/50 for the employees of the participating compa-
nies, meaning a minimum of 50% of all commutes is done 
by sustainable modes of transport and only half (maximum) 
by private car.

Context & Key Challenges

To improve its accessibility and create the right infrastruc-
ture for sustainable and safe transport to and from the city 
and port, several major infrastructural works have started in 
the Antwerp region (Flanders – Belgium), and will continue 
in the following years.

These construction works have a negative impact on the 
accessibility of both the city and port.  To reduce this impact 
and guarantee the accessibility of the city during the road 
works, there is a need for an overall strong and effective 
sustainable mobility policy, uniting different partners, and 
focussing on short, mid-, and long-term measures. For the 
most effective long-term outcome, these policies should 
involve all mobility stakeholders; private, governmental and 
civic.  On a regional level, the Flemish Government’s Route 
plan 2030 aims for a 50/50 modal split by 2030. 

Antwerp counts over 250 000 commuters which have a 
large impact on mobility. There is a high potential, which 
makes this an interesting group to target. 
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KEY ELEMENTS

The employer’s approach of the Smart Ways to Antwerp 
strategy offers a wide range of products and services for 
employers and their employees, of which we will highlight 
some key elements. The full overview can be found on the 
website of Smart Ways to Antwerp.

An integrated approach 

With the employers’ approach, Smart Ways to Antwerp 
works on three objectives. Based on the needs and poten-
tial of the participating companies, a plan of action is made 
and priorities are set.
 
•  Modal shift: stimulate the use of more sustainable 

modes of transport for work-home commute, such as 
(electric) bikes and public transport. Smart Ways to Ant-
werp offers different types of support actions, such as:

- Test offer: Employees can test different means of 
transport for their commute for one month, including 
electric bikes, cargo bikes, public transport, the water-
bus,… This way they can experience the benefits for 
themselves and afterwards (hopefully) make the switch 
permanently.

- Bike discount: Under certain conditions, employers 
who leave their cars at home and go by bike to work 
instead can get a discount on the purchase of a new 
(e-)bike.

- Accessibility information and travel advice: It is not al-
ways easy to find the right information about alternatives 
or discover new solutions. The Smart Ways to Antwerp 
mobility managers give advice and redirect to the multi-
modal route planner and the smart mobility map. 

•  Flex shift: stimulate teleworking, flexible working and 
working from home, by:

- helping companies with strategy development;

- giving advice and training, for example on how to man-
age a team working from home;

- organizing learning networks where companies can 
share their experiences, challenges, solutions. Receiv-
ing advice from peers is a good way to get inspired. 

•  Smart shift: stimulate smart and creative solutions and 
cooperations for sustainable work-home commute, for 
example shared mobility services, mobility apps for com-
panies, optimisation of car park use etc. by for example:

- organizing thematic workshops;

- encourage cooperation with (private) partners.

Next to that, there is a dedicated newsletter for com-
panies and a LinkedIn-page, so they can stay informed 
on events, inspiring cases, interesting partnerships, 
announcements, etc. When needed, information ses-
sions are organized, for example on big construction 
works that are happening in the city and have impact on 
accessibility. Also the website, app and multimodal route 
planner are promoted for mobility information and travel 
advice. 

Figure 1: Employers’ approach Smart Ways to Antwerp

THE EMPLOYER’S APPROACH OF THE 
SMART WAYS TO ANTWERP STRATEGY 
OFFERS A WIDE RANGE OF PRODUCTS 
AND SERVICES FOR EMPLOYERS AND 
THEIR EMPLOYEES
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Focus on behavioural change

Achieving behavioural change requires concrete actions 
in the short term, but also long-term attention. Not every-
body is driven by the same motivators. Some people will 
be convinced by infrastructural improvements, others by 
inspiring peers, financial benefits or simply sufficient and 
clear information. It pays off to get to know the target 
group (in this case the employers and employees) and use 
different strategies to help them make the shift to sustaina-
ble modes of transport. In its employers’ approach, Smart 
Ways to Antwerp encourages actions on four levels (and 
its combinations): inform, enthuse, stimulate and facilitate. 
This is illustrated in the figure below with some examples of 
concrete actions on each level.

experiences amongst each other. This way, the story is not 
only told by the city and Smart Ways to Antwerp, but also 
by companies for companies.

Therefore, Smart Ways to Antwerp regularly sets up learn-
ing network opportunities. For example about teleworking. 
In a range of sessions several sub-topics are being dis-
cussed, best practices and testimonials from companies 
are shown, and dialogue is being stimulated. When rele-
vant, external experts on the topic are also included.

Furthermore, a big yearly CEO event is organized for all 
companies in the approach. The programme consists of 
thematic panel discussions, best practices, the welcoming 
of new companies joining the approach, and other rele-
vant news for them, as well as a networking opportunity. 
Inspiring best practices or ‘success stories’ are also being 
featured on the website of Smart Ways to Antwerp.

Close cooperation

In the employers’ approach the focus lies on close cooper-
ation. Smart Ways to Antwerp has expertise in the matter 
and offers some hands-on solutions and products, and so 
do the companies themselves of course. Involvement and 
dedication is expected to have a fruitful cooperation ánd 
results. Furthermore, Smart Ways to Antwerp has a broad 
network and can refer to other partners when opportuni-
ties arise, for example pilot projects from private mobility 
providers, interesting partnerships, etc. The idea is to build 
a mutual, reliable and respectful relationship for the long-
term. 

Creating a (learning) network

The companies that have joined the approach form an 
interesting network of employers committed to and work-
ing on mobility. It can be very useful to exchange those 

Figure 2: Strategies for behavioural change

IN ITS EMPLOYERS’ APPROACH, SMART 
WAYS TO ANTWERP ENCOURAGES 
ACTIONS ON FOUR LEVELS (AND ITS 
COMBINATIONS): INFORM, ENTHUSE, 
STIMULATE AND FACILITATE. 
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IMPACT/LEVEL OF SUCCESS

The cooperation between Smart Ways to Antwerp and 
the company usually starts with a mobility scan. The scan 
shows how employees are currently coming to work. After 
applying some mathematical rules, the scan shows the 
potential. For example: people who live within 7.5 km from 
work are considered a potential for using the bike; people 
who have a connection nearby public transport which will 
not take longer than 1.5 of their car travel time are con-
sidered a potential for public transport; etc. (see figure 
below). Based on this analysis, the mobility scan shows 
the situation as is and the potential situation. This way, the 
company, together with the mobility manager of Smart 
Ways to Antwerp, can detect opportunities, quick wins, 
and determine which measures are worth taking.
Based on the mobility scans of 47 companies (representing 
22 042 employees) in 2018, it was calculated that a poten-
tial of almost 10,000 employees would benefit from a more 
sustainable way of travelling to work.

the modal shift. The results are promising. Car use has 
declined in favour of the (electric) bike and public transport 
(see figure below). This shows that the employers’ ap-
proach has a positive impact on the modal shift. 

Figure 3: Mobility scan potential of 47 companies (2018)

Figure 4: Modal shift employers’ approach (2018), with the potential 
for modal shift shown by the green bar, and the actual modal shift in 
orange.

Every two years, a survey is being held among the partic-
ipating companies to measure the effect of the approach 
and the mobility measures that have been taken. Also the 
(possible) change in mobility behaviour among the employ-
ees is being measured.  

In 2018, the first effect measuring survey has been held. 26 
companies participated with a total of ca. 26 000 employ-
ees. The response rate was 23%, with a good dispersion 
rate. The results are, in other words, representative. The 
results of the effect measuring survey were compared to 
the mobility scans of these companies in order to analyse 

CAR USE HAS DECLINED IN FAVOUR 
OF THE (ELECTRIC) BIKE AND PUBLIC 
TRANSPORT. THIS SHOWS THAT THE 
EMPLOYERS’ APPROACH HAS A POSITIVE 
IMPACT ON THE MODAL SHIFT. 
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BENEFITS & COSTS 

The employers’ approach was launched in 2016. After one 
year, already 19 companies in Antwerp participated, count-
ing 22 500 employees all together, which represented 10% 
of the total number of employees in Antwerp.

By mid-2020, circa 233 companies were contacted and 
118 companies participated in the approach (with a total of 
56 058 employees). Mobility scans were calculated in 108 
companies.

For the benefits, effect and results, see also the 
above-mentioned info on Impact/Level of success. In 2018, 
the first effect measuring survey has been held. 26 compa-
nies participated with a total of ca. 26 000 employees. The 
results of the effect measuring survey were compared to 
the mobility scans of these companies in order to analyse 
the modal shift. The results are promising. Car use has 
declined in favour of the (electric) bike and public transport 
(see figure 4).
In the long term, the employers’ approach contributes to 
a better accessibility of the city and port (and the compa-
nies located there), reduces car-based travel, increases 
the liveability and contributes to the economic growth and 
employment in city and port by providing better access.

Costs

For the employer’s approach, the following costs are 
involved:
•  Personnel cost: total of 4,7 FTEs

- 4 FTEs mobility managers

- 0,5 FTE communication expert 

- 0,2 FTE consultant mobility manager

• Average yearly costs:

Test offer (e-)bikes and public transport € 175,000

Bike discount scheme € 136,000 

Consultancy consortium for financial and 
fiscal advice, and trainings for employers

€ 116,000

Mobility scans, support test offer and strategic 
advice market research

€ 115,000

Other coaching and consultants € 30,000

Effect measuring survey (every two years) € 25,000

Media and communication budget € 25,000

Events € 7,000

Custom-made mobility guides for companies € 4,000

Other coaching and consultants € 30,000

BY MID-2020, CIRCA 233 COMPANIES 
WERE CONTACTED AND 118 COMPANIES 
PARTICIPATED IN THE APPROACH (WITH A 
TOTAL OF 56 058 EMPLOYEES)
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STAKEHOLDERS 

• City of Antwerp

• Province of Antwerp

• Antwerp Port Authority: Antwerp Port Authority also 
promotes the Smart Ways to Antwerp platform, fosters 
cycling to work and launches campaigns to incentivise 
more port employees to commute by bike, by promoting 
projects such as the bike bus and the water bus

• VOKA (umbrella organisation for companies): Act as a 
partner to Smart Ways to Antwerp and an intermediary to 
reach employers

• Unizo (umbrella organisation for companies)

• NMBS (public transport)

• De Lijn (public transport)

• Waterbus

• BAM/Lantis

FROM CONCEPT TO REALITY 

Depending on the sort of product and service, preparation 
for the design/planning phase took between 1 to 5 months. 
Because of previous experiences with personalised travel 
plans, the measure development team of the city of Ant-
werp was able to quickly identify further ideas that could 
improve the products and services offered.

When the programme Smart Ways to Antwerp has started 
in Antwerp, it became clear that further focus on com-
muting was needed.  The city found inspiration in the 
approach of Maastricht (the Netherlands) with “Maastricht 
Bereikbaar” (Accessible Maastricht), a similar approach that 
stimulates structural changes in the travelling and working 
behaviour of commuters. Consultants from Maastricht were 
invited to help set up the Smart Ways to Antwerp’s em-
ployers’ approach. After that, the approach was constantly 
evaluated, adjusted and improved based on the current 
situation. 

In 2019, it was decided to rework the structure of the 
employers’ approach: the modal shift, flex shift, smart 
shift structure as described in the chapter ‘Key elements’ 
was born. Furthermore, it was decided to focus more 
strongly on behavioural change and storytelling. One could 

say that the approach became more ‘mature’ in a way. 
Some products were evaluated as inefficient (such as 
the custom-made mobility guides) while new ones were 
developed, such as the online teleworking scan (a tool to 
determine how well a company scores on teleworking). 
Teleworking in general became a more prominent top-
ic, and even more so in 2020.  Linking with other pro-
grammes/projects of Smart Ways to Antwerp was also an 
important aspect in the evolution of the approach. 

Key lesson learned

Up until 2016, there was an emphasis on providing infra-
structure for sustainable modes, which included major 
investments in the public transport network.  

The EU and the city were willing to fund mobility manage-
ment and behavioural change initiatives.  At that time it was 
seen as a risk to spend so much money and time on be-
havioural change and communication, and there have been 
critical voices. However, the city is now extremely pleased 
with this approach that has put Antwerp in a frontrunner 
position on mobility management and behavioural change.

IMPLEMENTATION

Some products and services already existed at the time 
of the launch, but there was a lack of coherence, eg. the 
travel advice and accessibility guide was developed based 
on previous experience. The first action was to get political 
approval for the extended employers’ approach.  Then, 
consultancy was hired form “Maastricht Bereikbaar” to 
train and support the new team. After that, the approach 
has constantly been improved and adapted to the actual 
situation and needs. 
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•  For smaller companies (<150 employees) limited mobility 
scans are developed. They can also test alternatives, but 
it is a smaller offer. The mobility managers do not active-
ly target the smaller companies, but once a month info 
moments are organized. 

•  In 2019, the team decided to open up the bigger offer 
(i.e. offer for large companies) for companies with + 100 
employees. They can decide in which trajectory they 
want to participate (the larger or the smaller).

Key lesson learned

• Understand the needs and potential of the companies 
and find the right approach for each company is the first 
step of this approach. Keeping  the companies engaged 
is a crucial element. Furthermore, finding the right bal-
ance between standard and personal support is key.

BARRIERS

•  Institutional:  Due to privacy reasons, some companies 
cannot provide all necessary information for the mobility 
scans or it takes them longer. The GDPR legislation com-
plicates this even more. Therefore, clear agreements in 
which the privacy of data is guaranteed must be signed 
between the city and the companies.

• Financial: Initially, the city requested a yearly fee from all 
big participating companies.  This proved to be a barrier 
for some companies. Therefore, Smart Ways to Antwerp 
switched to a one-time introduction fee at the start of the 
cooperation (not for small companies).

OPERATION

From idea to operating smoothly, depending on the sort of 
product, the time needed for implementation took between 
1 to 10 months

Different aspects in this phase include:

•  After the first contact (initiated by Smart Ways to Antwerp 
or by the company itself), an introductory meeting takes 
place. Smart Ways to Antwerp introduces the approach, 
the company describes its expectations and needs.  

•  Stakeholder agreement: to achieve a real and true level of 
commitment from companies, a stakeholder agreement 
is being signed to make the partnership official. This in-
cludes the description of the approach, what is expected 
and privacy/data regulations. 

•  Mobility scan: First of all, the city wants to show the dif-
ferent possibilities and their potential to the cooperating 
companies by delivering mobility scans on the company 
level. These give a clear overview on how their employ-
ees currently travel to and from work (modal split) and 
the potential for the different sustainable alternatives. This 
potential is calculated based on a set of straight forward 
criteria and algorithms. Here, the city works together with 
its partner Province of Antwerp which also delivers scans 
for companies.

•  For large companies (> = 150 employees) full mobility 
scans are developed. They also have free access to the 
test offer, and pay a fee for each participating employee 
(€10/employee). The mobility managers of Smart Ways to 
Antwerp proactively visit and contact these companies. 
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• Organisational: The mobility landscape is changing con-
stantly. Services and products need to be adapted. The 
organisation needs to be flexible and up-to-speed with 
the current situation and needs of the companies. 

• Time constraints:  One of the strong points of this em-
ployers’ approach is its customized approach. Compa-
nies have different needs and Smart Ways to Antwerp 
does not believe in a ‘one-size-fits-all’. Personal support 
by a dedicated mobility manager is at the core of the 
approach. However, this proves to be quite time con-
suming and intensive. Especially since every year the 
number of participating companies is growing. Therefore, 
a balance needs to be found between having a standard 
range of services/products/solutions, but also have room 
for customized support based on the specific situation of 
a company.

DRIVERS

•  Major infrastructural works, but also the growing amount 
of cars on the roads, are leading to congestion. This 
also affects the companies and their (future) employees. 
Therefore, employers feel the need to act and are looking 
for solutions, there is a sense of urgency.  

•  Sustainability is becoming a more and more important 
topic, for companies as well. 

•  The support given by the city of Antwerp towards 
employers makes them aware of the sustainable al-
ternatives. Both employers and employees are getting 
hands-on and result-based support from Smart Ways to 
Antwerp.

•  Long-term planning leads to more engagement from the 
companies and offers them a broader horizon for coop-
eration with the city. 

•  The Smart Ways to Antwerp marketplace for mobility 
serves as a motor for innovative projects, which can be 
tested by the companies the employers’ approach. This 
creates an extra push towards a modal shift. 

•  Smart Ways to Antwerp achieves good results, receives 
recognition and has become an expert on mobility. 
This benefits partnerships and cooperation possibilities. 
Furthermore, it is also a great motivator for the team to 
continue their efforts.

IS THIS SOMETHING FOR US? 

If your city is facing congestion problems and you want to 
stimulate sustainable commuting, a targeted approach to 
employers can be a good leverage to promote behavioural 
change amongst daily commuters.  As it is possible to start 
small and work step by step, this approach is transfera-
ble to all cities that want to make commuter traffic more 
sustainable. When working with employers, finding the right 
balance between standard and personal support is key.
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