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Practical Handbook

PHASES

I. Iniziative II. Planning lll. Implementation IV. Monitoring

Graphic 2: CMC Public Private Cooperation cycle

First phase:

Second phase:

Third phase:

Fourth phase:

initiating an idea. Being cooperative means engaging stakeholders in the earliest
phase of the process into a basic organizational structure. This phase encompasses
a situation analysis, developing tools and methods for its implementation, assessing
the needs of various stakeholders, defining the overall values of the PPC project.

This stage also includes a risk analysis and management.

planning and decision phase: Includes definition of the PPC, development of the
vision, possible development scenarios, establishment of development objectives,
definition of future functions, analysing, evaluating and ranking alternatives,
including exploration and presentation of potential financial options, and finally, a

decision on the selected scenario.

implementation phase: Includes detailed planning of functions to be developed
under the PPC process, including identification of the target users and actions to be
accomplished to achieve the planned function. In this stage, the legal and ownership
structure, image building, marketing issues, promotion actions and organisational
aspects, i.e. management and staff involved, and not least, the financial planning

should be considered in detail.

monitoring: it covers the whole process indicated above, including special
monitoring plans for planning each stage (e.g. monitoring plan for planning,
communication and stakeholders’ engagement, measuring satisfaction of target

groups and stakeholders, etc.)

Starting something new always implies expecting change from ourselves and others. Changes in

tourist behaviour is opening new windows of opportunity for using cultural heritage as a business

opportunity.

Who are the initiators of the process and how can this process be facilitated? CMC analysis is showing

that there are a wide variety of PPC stakeholders’ initiators.
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In reality, these processes are based upon existing fertile grounds: the presence of business associated
locally or regionally in aformal or less formal way, existence of cultural heritage needed to be conserved
or promoted, existing institutional and governmental framework set-up in the field of cultural heritage
conservation. A lot of decision-making or permitting actors are needed to engage the process and be
involved in planning and communication. Major cultural tourist destinations have a strong potential to
expand the tourism economic impact on their hinterlands, not only by attracting tourists but also by

attracting other human and financial resources.

SUPPORTING DIVERSITY

To establish a public private cooperation (PPC) project or process, many characteristics have to be
considered regarding the priorities, scope, stages and contents. The initiator will have to consider the

diversity of stakeholders’ aspirations.

5.7 INITIATING AN IDEA

Although several cases in Europe demonstrate successful partnerships and cooperation based on
private initiatives and private investments, it is clear that local communities have an important role in
this process, as owners and stakeholders, either through:
« planning and implementing PPC activities and thus providing conditions for taking control
over future functions of the PPC,
« taking an active role in the planning process in order to create conditions for establishing any
form of private-public cooperation for the planned project
 indirectly influencing the PPC process through issuing mandatory permits and other
administrative interventions.
Initiative means to start something new, from the beginning (to start it before someone else does)
and have the ability to start independently. There are many favourable circumstances that can trigger
such initiatives — presence of a built heritage or a potential site to be valorised, strong regional or
local tourist organisation, etc. Before jumping into the planning phase, some preparatory work is
needed, developing a situation analysis, a work plan and an engagement strategy including status

and stakeholders needs.

Atthe beginning of a project, the initiator should set up amanagement structure with human resources

and funds to support the cooperation process, or a ‘Start Team'.
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5.1.1 SITUTATION ANALYSIS

Situation analysis is a generic tool to improve understanding and identify barriers and deficiencies of
the internal and external environment.
A SWOT Matrix is a method used to evaluate the Strengths, Weaknesses, Opportunities, and Threats
that influence a project.

» Strengths: characteristics of the business or project that provide advantage over others

» Weaknesses: characteristics that place the team at a disadvantage relative to others

» Opportunities: elements that the project could exploit to its advantage

» Threats: elements in the environment that could cause trouble for the business or project
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Graphic 3: SWOT analysis

The situation analysis of a comprehensive PPC project should take into account the following main aspects:
+ A socio-economic and cultural context
« Legal and ownership issues
. Stakeholder analysis
« Financial issues (budget and funding)
Branding and imaging

Organisational and management aspects

5.1.2 ESTABLISHMENT OF THE START TEAM

At this point the project initiator or manager knows what is the scope and the role of the management
structure. The decision-making process has to be clear and the necessity of a Start Team has to
be evaluated. It is a critical decision to be made, as every decision-making body is immediately

understood by stakeholders as a power body, creating new expectations and potential reactions to
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power structures. It is up to the PPC initiator to decide which approach should be used to create and
boost the process.
The PPC Start Team is a management structure established by the initiator or other project stakeholders
through a common agreement.
The PPC Start Team is expected to:

« Prepare a work plan

« Prepare an engagement strategy and other supporting media and communication programs

« Identify and promote opportunities

« Communicate and report the process to the stakeholders

« Develop a financial framework

«  Work with regional governmental representatives and community stakeholders.

« Provide feedback during the public consultation process

« Establish an active communication and involve the local community

+ Offer stakeholders a mechanism for meaningful participation

« Develop awareness and understanding of the benefits associated with PPC

+ Allow the local government to gain insight into the stakeholders’ expectations and needs.

The PPC Start Team is typically a mix of public and private actors, based in the local community, who
have an interest in developing the project. The team can be large or small, formal or informal. The
team can bring valuable perspectives from each member’s area of expertise to help determine long

and short-term goals based on the community’s PPC needs and desires.

5.1.3 DEVELOPING WORK PLAN

It is essential to have a work plan for the whole project implementation process with measurement
tools. The work plan sets forth process stages, timeframes and initial budgeting. The work plan can be
divided into smaller manageable units, phases or work packages and then divided into operative tasks

taking into account costs and time constraints.

O Has a project schedule been prepared for your project?

O Have key milestones been identified that impact on deliverables?
m]

m]

Project Have activities been identified that are on the critical path? i
management Have key risks been identified that could disrupt the project outputs and objec-
) tives?
checklist

O How does funding affect the timing of the project work plan?
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5.1.4 ENGAGEMENT STRATEGY

The Engagement strategy shall be prepared as part of the work plan or parallel, in order to ensure
stakeholder engagement in the whole decision-making process, from the beginning. Engagement
strategy is a management document bringing together information relevant to project objectives,
and communication tools, including decision-making framework of the project. It shall be based
on the information gathered from stakeholders collected through stakeholder analysis in the initial
situation assessment. The strategy aims to:

- Establish early on in the project the means and forms of stakeholder engagement in all stages of

the project cycle and its decision-making process,
« Identify the relationship between the engagement and decision-making process and

- Clarify the roles and responsibilities of project staff regarding the engagement tasks.

Below are the checklists for the work plan and engagement:

O At what stage of the process is engagement occurring?
O Are engagement activities early enough to help identify all issues relating to the
E ] project?
Engagement checklist O Is engagement sufficient enough early in the process for stakeholders to see that
: : the project team is genuinely interested?
O Or is engagement being undertaken mid-way through the project process and
therefore merely seeking comment on identified issues?

5.2 PLANNING

This stage is usually the most demanding one, as it entails building an agreement around a common
vision, which means reaching agreement on common goals related to PPC and identification of
strategies to be implemented, outcomes to be provided and actors to be involved in all stages of the
PPC planning process.

Expected outcomes are:

«  Common vision on the PPC being developed and agreed upon
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PPC scenarios developed, discussed and evaluated with an agreement reached among
stakeholders

« Complete work plan developed: objectives (measurable), actions (projects), processes and actors
identified, costs and financial resources determined

« Decision-makers endorsement in place as they have the authority for adopting decisions
that affect any further action and finally determine the procedures related to the launch,

implementation and funding of PPC process.

5.2.1 Vision AND GOALS

A clear vision about the future of the PPCin a broader context, agreed upon among all involved parties,

is a vital act of the planning process.

DEVELOPING A VISION
Development of the vision might not always be the first stage in the process of strategic planning.
Depending on the nature of the PPC, its influence on a broader community and the actors involved,
part of a vision (either agreed or just envisaged) may already be in place. However, considering
a complex PPC project influencing a broader public, it is inevitable to check the initiators vision
against the expectations of the broader community, embrace eventual changes and alter the vision
accordingly, in order to ensure the conditions for a successful implementation of the project and avoid
possible opposition and obstructions at later stages.
Development of a common vision may take place through various methods and tools, such as
stakeholders creative sessions. The most common steps for developing a new common vision to be
agreed upon by general consensus of a broad public should involve the following steps:
Identification of stakeholders and development of a clear plan for stakeholders’ engagement
including objectives, processes and type of events envisaged
Preparation of information and promotional materials and campaigns to motivate stakeholders
and public participation

Obtaining commitment of the initiator to take-up the results of the stakeholders’ engagement

5.2.2 SCENARIO DEVELOPMENT

OVERALL SCENARIO DEVELOPMENT, EVALUATION AND SELECTION PROCESS

Regardless of whether the planning process is based on an agreement among a few major actors or it
involves a larger group of stakeholders, it is recommended that several scenarios considering different
goals and objectives be developed. These scenarios should be discussed and eventually improved

upon through the setting of priorities.
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SCENARIO DEVELOPMENT AND DEFINITION OF DECISIVE FACTORS
In the scenario identification stage, all possible (feasible) alternatives in terms of the future functions in
the PPC have to be defined. The main elements of such scenarios should include:

« Description of the main goals of the PPC, summarised and presented in a simple and

understandable way

+ Envisaged image of the PPC after the project is completed (PPC established)

+ Implications about economic status and trends

« Expected socio-economic impact on the area

« Main interventions envisaged

« Time frame (for attainment of the final goal and interim objectives)

+ Measurable indicators to ease evaluation

+ Rough estimation of costs for each specific scenario.
Scenarios might be developed from scratch through stakeholders’ engagement sessions (e.g. expert
panel, using creative techniques), but even in this case, some background materials (maps, figures,
statistics, etc.) should be prepared by experts in order to ease and support the discussion; the process
should also be properly planned, designed and backed-up.
Stakeholders sessions can bring in fresh ideas and an innovative look on processes. However the
expert work should be carried out by the initiator between individual sessions in order to provide the
basis for the next steps of the stakeholders engagement (e.g. analysis of ideas and proposals brought-

in, checking for feasibility in terms of e.g. legal environment, procedures, cost, time, etc.).

FUNDING AND FINANCIAL ISSUES TO BE CONSIDERED IN SCENARIO DEVELOPMENT

A rough estimation of costs has to be prepared during the initial assessment of the PPC project. Under
the stage of scenario development, discussion, ranking and selection, it is necessary to consider
funding issues more in detail in order to enable an informed discussion around the various alternatives.
However, costs and budgeting are still a rough approximation of the actual costs to be calculated in

the last stage (detailed planning) for individual actions/projects.

SCENARIO ANALYSIS AND SELECTION
The aim of this stage is to evaluate and compare possible scenarios of PPC development, and as a
result, achieve a decision on which scenario to choose. Under the evaluation step, each scenario is

assessed against the decisive factors (i.e. the evaluation criteria).
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METHODOLOGICAL TOOLS
Several methodological tools, among which the most common are SWOT and multi-criteria analysis,

can support this stage.

A decision on selecting the best scenario can be made based on ranking the outcomes of scenario evaluation.

5.2.3 THE FINAL WORK PLAN

The final work plan should include vision, strategic goals and functional objectives together with the

actions foreseen to attain them.

DEFINITION OF STRATEGIC AND FUNCTIONAL OBJECTIVES

Based on the conclusions of the CMC cases, the objective tree for a PPC work plan shall include three levels.

Strategic objectives

Strategic aims should define the expected benefits of the PPC. The key strategic objective targets, the socio-economic
i level (impact level objectives); all the other objectives are just partial ones aimed at supporting the main objective.

Functional objectives

Functional objectives define the expected functions of the PPC as a result of the developed actions such as appropriate
i image and marketing, solid stakeholder networks or a sound financial management system.

Short-term goals, outputs

At this level, expected outputs of specific actions have to be defined. In addition to development-type actions (estab-
i lishing, creating), short-term goals should also cover remediation and preparatory actions, which represent a pre-req- :
i uisite for development. :

Table 3: The three levels of the PPC Plan®

The three levels of objectives aiming at ensuring the measurability of the objective tree should be
defined as follows:

« The strategic aim is based on the expected socio-economic impact of the PPC,

« Functional objectives are based on the outcomes of the analysed alternatives (scenario selection), and

« Expected outputs or short-term goals correspond to specific actions foreseen for a PPC project

Three levels of objectives shall be arranged in one single logical structure to establish clear and logical

cause-and-effect connections between the elements that are forming a structured objective tree.
6) Guide for Revitalisation Development Plan (Model Masterplan), ReTInA project, 2011, p. 40

59



NB) Practical Handbook

DEFINITION OF INDICATORS FOR MEASURING THE PROGRESS AGAINST OBJECTIVES
Goals, objectives and outputs should be realistic, feasible and measurable.
In the planning process, itis crucial to set precisely defined and measurable objectives. For this purpose,
appropriate indicators have to be defined and attributed to each objective at each level:
« Impact indicators for strategic aims
« Result indicators for functional objectives, and
« Output indicators for expected outputs.
The indicators should meet:
« the SMART criteria,” where SMART stands for: Specific, Measurable, Available, Relevant, Timely
- and QQTTP criteria for Quality, Quantity, Time, Target group, Place.

5.2.4 STAKEHOLDERS AND PARTNERS

STAKEHOLDERS AND INITIATORS

In the context of public participation, a stakeholder can be defined as any person or group of persons
that is interested in the project or could be potentially affected by its delivery or outputs. Stakeholders
are also persons and groups holding political leverage in the region.

The groups of stakeholders that should be considered for the implementation of planning and

implementing processes in PPC projects might include:

 Institutional stakeholders: Elected decision-makers inside local authorities (municipality, city,
regional government) and public officers employed in local/regional administration;

« Directly involved groups including interest groups and leaders, investors, associations, etc. All
of these groups can be directly involved in the PPC process;

» The general public, including various groups of citizens (e.g. residents, employees) that might
have direct interest in the PPC process or its result (e.g. jobs, new functions) or expect to be

directly influenced by the change or the intervention envisaged.

The process of stakeholders’ engagement starts with the identification of stakeholders and mapping
of their interests, determining their roles in supporting the PPC process.

The key stages of stakeholder engagement entail different levels of intensity to be achieved
through activation of individual groups of stakeholders, ranking from the provision of information
through consultation, control of opposition and grievance in various stages of the planning process,
cooperation and formation of strategic partnerships. This process has to be monitored in order to

provide transparency and credibility to the process.

7) You might also apply the SMARTER approach; it gives two additional criteria, evaluate and reevaluate, intended to ensure that the goals of the PPC are
not forgotten.
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Engagement objective

Mobilise attention

cope the situation

Ideas

Re-orientate attention to issues that
are not discussed in immediate agen- ‘
das in order to highlight opportuni-

ties and challenges :

change and build coalitions

Identify what can be achieved by dif- :
ferent agents '

Identify energy and resource forg

Explore and recast agendas of prob-

Responses

Express what the current aims, values :

i and directions of main agents seem

to be

Summarize known issues

Enlarge intelligence lems; act by accessing multiple sourc-

es of information

Articulate and prioritise issues given i Provide explicit expression and co

Create frames some justified coherence i herence to the above

Table 4: Objectives in stakeholders’ engagement?®

PARTNERS
In PPCs, involved partners are not limited to a public partner and a private partner as there is also a
close connection with civil society, particularly for cultural initiatives. Below, the main reasons pushing

each actor to be involved in cultural PPCs as a partner are described.

Public Partner
PPC arrangements are often driven by limitations of public funding to cover investment
needed or to increase the quality and efficiency of existing services (provided by the
public or the private actor). This is especially true for cultural activities as they are not
necessarily a core service of the public sector. Public participation is often initiated in
order to reach sustainable development or increase the quality of life. Examples: securing
historical heritage and improving the image/reputation of the whole region.

Private Partner
A private commitment is not necessarily built only on economic value in forms of profit
maximization; nevertheless, the cooperation needs to be economically feasible. In
fact, the creation of value may not only be directly economical but indirectly through
increased promotion, improved image, etc. The enhancement of a destination image able
to attract more customers is a common objective and often at the core of corporate social
responsibility policy. Companies gain from the valorisation of the territory where they are
operating.

Civil Society

Civil society comprises the totality of voluntary social relationships, civic and social

8) Adapted from Brownfield Revitalization Methodology, ReTInA project, Prepared by the Faculty of Arts of the University of Maribor, April 2012, p. 13
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organizations and institutions that form the basis of a functioning society that is different
from the force-backed structures of a state and the commercial institutions of the market.

As the user or initiator, civil society plays a special role.

COOPERATION AND ENGAGEMENT

Cooperation can be pushed and initiated with a bottom-up approach from citizens’ initiatives. The
diversity of art and cultural choice influences the quality of life and reflects the social affiliation. The
participation of citizens is crucial for additional fundraising, sponsorship and for the final use of the
facilities, services or products.

Stakeholder engagement has become a part of mainstream business practice and central in public
policy decision-making. It is used as a means to improve communications, obtain wider community
support or buy-in for projects, gather useful data and ideas, and provide for more sustainable decision-

making.

The need for stakeholder engagement becomes larger the more complex a project becomes. Some possible reasons for
undertaking stakeholder engagement include: ‘
: To harness other people’s energies and resources

To explore issues and come up with fresh ideas

To network, share ideas and best practices

To achieve more sustainable results

To better understand and monitor community perceptions
: To establish more open communication channels, gain trust or work on breaking down historic barriers. :
Engagement supports the perception of outcomes as a justified hierarchical allocation of resources in order to provide
multi-level benefits for the local community. :

Table 5: Why to involve stakeholders in the PPC process

Many stakeholders should be involved in the process because they bring together industrial, cultural
and creative clusters: the Chamber of Commerce and industry/Craft, the Local Employment office, City

Council members, Local community groups, neighbours and interested residents.

IDENTIFICATION, STRUCTURE AND PROCESS MANAGEMENT

Preparatory stage

It should be emphasised that engagement of stakeholders requires dedicated time to build trust.
If the process is not properly planned and managed, it will not only endanger the PPC project, but
can also induce long-term adverse effects in the community. However, if the project is well planned,

implemented and reviewed, higher initial investments in time and resources can save resources at

62



Practical Handbook NB)

later stages and avoid implementation of unfeasible suggestions. Before opening the decision making
process, which benefits the engagement of stakeholders could actually bring into the process and
what risks taken by stakeholders it should be established first, along with whether the decision-makers
are able/willing to deal with new ideas, accept proposals and change their envisaged decisions.

Stakeholder involvement must be considered through the entire life of the project (problem definition,
evaluation of alternative solutions, detailed plan and design, project management, monitoring and

evaluation).

Different stages of the process require diversified stages of engagement, ranging from simple information to proper
involvement and eventually collaboration and empowerment. :

Information :
When the purpose is transparent and complete information on a project that has been previously determined, constant
i communication tools must be arranged and planned. Common language and clear concepts are crucial. :

Consultation H
i When the purpose is the collection of technical and informal insight on open issues, appropriate techniques point out
¢ different stakeholder roles within the process and determine who must be consulted to add further details. '

Participation

When the purpose is to engage stakeholders in shared decisions regarding the whole or some parts of the project, fi-
nalized activities to create the right conditions for vis-a-vis confrontation are necessary. Time to evaluate first-hand data
i and interviews must also be planned. '

Table 6: Key stages of engagement

Steps and tools
A set of 9 “scenes” for stakeholder engagement address specific issues that are to be considered
throughout the planning process:

« Framework building - an initial scene for all processes

+ Targeted listening for head to head meetings with stakeholders

«  Thematic exploration of how to address a technical problem

« Needs map - to understand a specific request by a stakeholder

« Visions building in order to develop scenarios

« Final vision sharing - to be used for selecting a scenario

« Community engagement aimed at awareness raising and social cohesion

+ Institutional/administrative passage addressing engagement of decision-makers

« Engagement in responsibility/accountability as typically the final stage of stakeholder

engagement and is aimed at harnessing responsibility of a stakeholder.

63



NB) Practical Handbook

5.2.5 ORGANISATION STRUCTURE

LEGAL STATUS OF THE PPC PROJECT

Cooperation among public and private partners can take various legal forms, from association to new
company. By rule, cooperation happens among equal partners, free to form whatever cooperative
form they find suitable. From CMC PPC analysis, it can be derived that if cooperation efforts are led
or at least initiated by public institutions (local or regional authorities seeking new development

opportunities), a higher level of formalization will be requested.

OWNERSHIP ISSUES
Ownership issues have to be clear. If the PPC is organized inside existing facilities (i.e. Archaeological
Exhibition at Noventa Designers Outlet) or is based on a privately renovated building like Villa Foscarini

Rossi, the private owners will have a decisive role in developing future cooperation and partnerships.

MANAGEMENT STAFF
Decisions regarding the legal status of the PPC project and the ownership issues will influence operative

decisions regarding the management staff needed for the implementation of the process.

5.2.6 RisK ANALYSIS AND MANAGEMENT

OVERALL RISK ANALYSIS AND MANAGEMENT

An in-depth analysis of potential risks and identification of adequate remedy actions has to be
prepared at the end of the analytical stage of the planning process and reiterated during the process
in order to embrace new risks emerging during the process. This activity is crucial for providing a
smooth implementation of the process and timely identification of elements that can obstruct the

process and/or endanger attainment of the planned objectives.

The methodology for risk analysis is quite standard and includes the following tasks:
+ ldentification of possible risks and description of their origin
+ Assessment of probability of risk occurrence
« Description of effects and their magnitude broken down into main targets
+ ldentification of possible preventive and remedial actions

Identification of subjects/persons responsible for risk management.

The type of risks, probability of risk occurrence and their magnitude, effects and targets depend on
the nature and complexity of the planning processes, institutions and persons involved and involve
timely preventive measures. The main risks related to planning PPC processes might include:

Loosing sight of the overall aim and/or substantial discrepancy in interests/aspirations between
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the initiator, interested parties and/or the broader public

+ Risks related to organisational issues (human resources, expertise, timing, commitment)

+ Risks related to provision of appropriate actors (e.g. the initiator), including political/personal
risks and lack of commitment

+ Risk related to process slowdown/suspension due to changed political options

+ Risk related to funding and financial issues (lack of finance and/or cash-flow problems)

RISKS RELATED TO STAKEHOLDER ENGAGEMENT
The process of stakeholders’ engagement might imply risks occurring from:
« Problems among involved stakeholders (such as distrust, rivalry, grievance, etc.) or
«  Opposition from groups not willing/committed to get involved or
« Problems on the side of technical and administrative staff (administrative retards), which, if not

properly managed, can obstruct the whole process.

Just as during the design of project planning, appropriate risk analysis and identification of relevant

risk management actions and tools have to be included in the stakeholders’ engagement plan.

IDENTIFYING EXISTING AND POTENTIAL BARRIERS
Every risk might pose a barrier in project implementation. We can identify two classes of barriers:

« Contextual barriers: institutional, legal, financial - those barriers that usually determine the
initial situation and set constraints on what can be achieved;

« Process barriers: management, communication — barriers that can arise during the course of
project implementation and can be appropriately overcome by timely use of management and
communication tools.

« Institutional barriers might be caused by the unclear distribution of competencies among
cultural heritage authorities and the local community.

« Legal barriers might be raised through unclear ownership of the destination brand or highly
formalized procedures.

« Budget restrictions of the public or private initiator or lack of supporting financial schemes will

cause a financial barrier.
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Following is a checklist1 to help identify/avoid various barriers:°

O Have you identified which organisations and which individuals from each organization will take
] E responsibility for each task? '
Institutional O Have you agreed on how often meetings will be held and how they will be organised? H
! barriers O Have you determined how each organisation will monitor its own progress? Who will monitor
. the progress of the project as a whole? :
O Have you identified any differences or conflicts in working practices between organisations?
O Have you identified who is authorized to make project decisions to ensure that minor issues

won't cause bureaucratic delays?

i O Areyou familiar with the legal regulations associated with a project of this type?
Legal bar- O Have you included any legally prescribed waiting periods in your project plan? H
riers O Have you remembered to apply for any temporary permits that are required (e.g. for construc-
: tion) and do you respect the latest planning guidance and building regulations? :

Have you estimated the budget of the project in detail?
Financial Have you determined how you will monitor expenditure throughout the process?
barriers Have you established who will be responsible for meeting any extra costs incurred?

Do you have sufficient funds to implement an appropriate engagement strategy? H
Have you planned the cash flow to ensure that the project will be able to meet costs as they

ooooao

arise?

O Do you have clearly defined project aims and objectives? H
O Have you identified the skills and experience required for your project and for the project staff?
D H
m]

Manage- Have you divided the work into smaller discrete and measurable tasks? :
ment barri- Have you identified which organisation, department or individual will take responsibility for
ers completing each task? :

O Have you identified any tasks that must be completed before another can start and what will
happen in the event of a delay?
O Have you established a procedure for monitoring the progress on tasks so that any problems or
delays can be identified quickly? '

O Have you identified the correct project stakeholders?

O Do you know what the level of opposition is for your project? H

O Have you designed an engagement strategy for the lifetime of the project? Is it clear how the
outputs of engagement will influence the decisions that are made? :

O Have you remembered to plan your communication with stakeholders such as politicians and

Communica- interest groups, not just residents or users? ;
¢ tionbarriers : O Have you decided how you will communicate technical information effectively to different !
: : groups? :

O Have you planned how you will manage people’s expectations of the engagement process and
of the project itself?
O Have you developed a media strategy? Have you in-house media skills? Have you planned tim-
ing and cost of the media strategy?
O Is there a single person responsible for contact with the media so that contradictory statements
may be avoided? :

9) Adapted from GUIDEMAPS Vol. 1, p. 19-20, 2004
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5.2.7 INCLUSIVE COMMUNICATION AND CULTURAL COMPETENCY

By definition, inclusive communication means sharing information in a way that everybody can
understand. By everybody we mean everybody in society, including those who might be overlooked.
There might be alegal norm already in place requiring targeted communication campaigns for people
with disabilities.

Bringing together industry and cultural industry also means that the initiator must establish a certain
level of cultural competency. To achieve such cultural competency, the initiator shall consider
improving those four elements™:

» Cultural awareness - becoming sensitive to beliefs, attitudes and behaviours of the stakeholders
or target group as well as one’s own values, biases and prejudices.

o Cultural knowledge - the process of learning about other cultures and views they hold
(different beliefs, attitudes, behaviours and problem-solving strategies of a variety of cultural
groups). Attaining knowledge about individual differences within cultural communities to avoid
stereotyping.

 Cultural skill - having the capacity to carry out cultural assessment, which requires trust, respect
and empathy within the relationship.

» Cultural encounter - requiring cultural skills to be able to respect beliefs, attitudes and cultural

lifestyles of the public concerned.

5.2.8 FINANCING

Generally, the preparation of an overall financial plan involves:
+ Investment costs (including project management cost, investment and overhead)
+ Income and expenses incurred during the project life—cycle (e.g. rental, fees, operating costs,
maintenance, management and overhead costs, etc.)
« PPCmanagement, marketing and promotion costs
+ Identification of funding sources
« Financial sustainability, cash-flow projections and financial performance indicators.
For the purpose of monitoring, the plan should be broken down by stages and individual years,

allowing for flexibility.

SOURCES OF FUNDING
The financial plan has to identify potential financial sources available and accessible to cover the

planned costs. The table below shows (a simplified) plan of financial sources.

10) Adapted from Nora MacLeod-Glover, Communication in a Multicultural Society, Communications Centre National Continuing Education Program, Sep-
tember 2006
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Investment period

Depending on the type of investment and planned
sources, these costs may be financed by the ‘mover’
i or by (other) public and/or private funds H

Table 7: An example of planned financial sources

COST AND INCOME FROM OPERATIONS

As required for all investments funded by public funds (and recommended for all other investment
projects), operational costs and income should be calculated for the whole life—cycle of an investment.
Such plans have to be based on the projections made for each individual investment (i.e. the project),
because items of cost and income might substantially differ by individual project due to the nature of

the investment, its life-cycle, and the planned uses and users/owners of the investment.
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Income and cost from operations Project life—cycle

YEAR 1 YEAR 2 YEAR N

RESULT INCOME - COST

Table 8: An example of a (simplified) plan of costs & income from operations during the investment

lifetime

SUSTAINABILITY - CASH FLOW FORECAST

Finally, in order to complete financial planning, detailed cash-flow forecasts will show whether the
planned projects (investments and operational cost) and envisaged sources of finance will provide
financial sustainability. Such projections of cash flow shall include total income and costs incurred in
relation to individual investments during the investment period, as well as cost/income from operations

during the investment life—cycle. The table below shows an example of cash-flow projections (simplified).
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Table 9: Cash flow forecast
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5.3 IMPLEMENTATION

5.3.1 IMPLEMENTATION STRUCTURE

At this point, the PPC process will be developed according to the implementation structure set in the
planning phase, where some decisions have been made regarding the legal form and ownership of
the PPC.

5.3.2 MARKETING STRATEGY

The whole process of PPC planning and implementation must be “market-oriented”, otherwise the
project will fail to be sustainable. Accordingly, the PPC initiator has to encourage or facilitate certain
activities aimed at creating or improving the market in order to motivate the potential beneficiaries
(tourists, residents, consumers, etc.) to use the PPC framework products/services.

A PPC project marketing strategy should primarily define the target groups. The most important
element is to develop a comprehensive image that will clearly distinguish the PPC objectives -
a new brand for the PPC — and to communicate it among interested parties. A PPC project should
not compete with existing initiatives or projects but should emphasize bringing in new qualities for
creating synergies to foster further local or regional economic development with new services and
products oriented toward new customers or new sales channels.

PPC project elements will not usually only relate to the site itself, but will involve a broader context (i.e.
active business community, efficient administration, friendly business climate or skilled workforce in
ordertoattract companies, or possibly job opportunitiesin the vicinity, good educational opportunities,
available services and protected natural and cultural heritage to attract residents, etc.).

The key element of the marketing strategy is a communication plan, clearly elaborating the channels
and methods to reach and “convince” the identified target groups, including promotion materials

(printed/electronic) and advertising actions and events.
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The strategy has to foresee appropriate human resources with relevant expertise and experience to
carry out marketing activities, and a detailed financial plan including marketing-related costs and

envisaged financial sources.

A marketing strategy should aim at:
+ Providing information about the project,
+ Gathering political support for the project,
+ Reducing political and public opposition against the project,
« Improving the image of the project and

+ Influencing the public in favour of new and innovative developments.

5.4 MONITORING

5.4.1 MONITORING, EVALUATION, TRACEABILITY

Monitoring and evaluation starts once the project is in full operation. It helps to identify problems,
impacts and benefits as well as to ensure the sustainability of the activities. It examines the extent to
which the projectis meeting its objectives. It should also result in efforts to compensate for weaknesses,
correct problems, overcome barriers, etc.

Monitoring and evaluation is a participatory process. All stakeholders should play a role in gathering

the monitoring data.
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data to determine whether the project is following its objectives.

What is Evaluation?

Evaluation takes place at regular intervals to determine whether the project has achieved
its objectives efficiently and effectively, and whether the project is likely to result in
sustainable outcomes.

(REST, 2003)

The monitored aspects include: resource consumption, project outputs, project results, cultural
impacts, social impacts, economic impacts and efficacy of the PPC as a development tool.
The tools used for monitoring can include: questionnaires, interviews, checklists, guestbooks, etc.
It is important to ensure that information and data collected are:
+ Accurate,
« Timely and

+ Representative.

Collected data needs to be brought together, analysed and presented in such a format as to provide
partners, stakeholders and the public with useful and understandable information. However, analysis
shall be donein such away that the management of the PPC projectis able to evaluate PPC performance

and efficacy.

Below is a checklist for monitoring and evaluation regarding management and engagement activities:

O Is monitoring included in the project management plan? Is it properly resourced?

O Where sources of existing data are being collated, have relevant permissions been
obtained?

O What data will be provided continuously or on a periodic basis? How does the
latter tie into key project milestones?

O Whois responsible for ensuring data delivery, analysis and presentation?

O How will different stakeholder groups be approached for their views on the en-
gagement process?

O How will the findings feed into the project management process?

What are the required outcomes of your project?

What are the key performance standards?

Have evaluation tools and resources been identified?

How will lessons learnt be fed back into the project?

Is evaluation a continuous part of the engagement strategy?
Is there a commitment to undertake evaluations?

How will participants contribute to the evaluation process?

Oooooooao

Table 10: Monitoring and evaluation checklist
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5.4.2 MONITORING AND EVALUATION INDICATORS

Evaluation is rational if it is connected with the capacity to adapt and improve management of the
PPC with the goal being to achieve a better quality outcome. Indicators should be developed to
ensure awareness of the management team of the key performance standards required to meet the
objectives as set in the work plan.

Below are some possible examples of indicators enabling partners and stakeholders to assess PPC

project implementation:

O Number of engagement processes implemented
i O Number of local residents contacted
Outputindicators : [ Number of cultural actors in the designated area
O Number of cultural heritage sites developed
O Number of cultural heritage buildings renovated (in m?)

O Number of enterprises included in the PPC
O Percentage of users satisfied by the PPC

O Number of new services in the destination
a
m]

Result indicators Increase in number of visitors, participants and similar in the designated PPC area

Percentage of local stakeholders’ perception of the PPC

O Gross and net employment created or safeguarded after x years
: O Value added generated in local business after x years
Impact indicators O Growth of visitors of local cultural events organized by the PPC
i oo Prolongation of average tourist stays in the PPC area
O Improvement of national visibility of the PPC

Table 11: Output, Result and Impact Indicators

5.4.3 TRACEABILITY

A PPC project will also demand traceability in the form of producing and keeping tangible records on
the decision-making process and providing all partners and stakeholders with the necessary level of
transparency to maintain management credibility and high level of trust.

On the other hand, to effectively manage monitoring and evaluation activities, suitable data collection

and data storage should be established by the management team.
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