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Successful transport decision-making
A project management and stakeholder engagement handbook

Introduction to the Practice Examples
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In Germany, city authorities are required by law to respond to every
complaint, so the unexpected public opposition in Bochum delayed
the progress of the tramline re-routing project. The complaints
received were used to revise the project plan.

Light rail in Saarbrücken
Redesign of City Ring Road in
Cologne
By-passed roads in Essex

City-Wide Speed Limits in
Graz
Park and Ride in Prague

1997
1998
1999

At the start of the project, there was limited public involvement.
Later, the tramline re-routing was presented to the public as a
planned measure and there was unexpected opposition from some
individuals. This opposition became more organised and the press
presented it as the majority view. Then, the information strategy had
to be changed to persuade opponents and to encourage supporters
to voice their opinion. The strategy has started to win support for the
project, but it is too early to say whether it will be a complete
success.

Scheme
Definition

Engagement

2003

Option
Selection

2002

Building a ring road in Brno
MetroSur in Madrid

MAJOR
INFRASTRUCTURE
PROJECT
Preparation of the local transport plan.
Official partners are the city planners
and the public transport operator,
Bogestra.
Further preparation of the local
transport plan, considering ways to
solve the traffic problems in BochumLangendreer. Consultants become
involved.
The project is included in the public
transport demand plan for the Ruhr
area.
City planners, Bogestra and consultants
consider possible solutions.
Public involvement begins. Limited
participation reveals unexpected public
opposition.
Evaluation of solutions continues. The
first phase of broad public participation
and information is undertaken amid
growing political opposition. The
information provided is not adequate
and public opposition grows.
Public opposition remains among local
residents and formal complaints are
made.
The second phase of participation and
information begins, providing more
adequate information.
The final decision of the City authorities
is delayed.

2004

A Bochum tram.

Tools and techniques

Formal meetings between the official partners, takes place 3-4 times
a year. These meetings are used to manage transport projects.
Smaller meetings take place more often. All the meetings involve
city authorities and Bogestra. The city planning department acts as
mediator.

Implementation?

A survey of public opinion was carried out. Results were used to
design a campaign to improve the image of the project.
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Page 3 describes some
of the principles or
techniques used in the
project. It also
identifies the barriers
encountered and
provides on how they
were overcome.
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Overcoming barriers

|

Communication
: Press coverage of the project was unfavourable.
: There was unexpected public opposition.
; The city authorities and Bogestra planned a
communication campaign.
: The number of public complaints delayed the project
while responses were prepared.

;

q

:

In the City Council, there was support for the tramline
extension at first, but the issue became more
controversial when public complaints began.

:
;

Opposition groups made it a political issue.

;
:
;
:
;

Public opposition is often the work of a few individuals. Project
leaders must make contact with those people;
Try to use public land for planning proposals where possible;
It is always important to encourage people in favour of the project
to speak out; and
Failure to include the public in the early stages of the planning
process can lead to surprise protests later on.
Also see:
Communication barriers
Æ
Preparing for project management Æ

New campagins were started to convince politicians
and the public of the benefits of the scheme.

Institutional

Æ

When the city administration began to publicise its proposals to re-route
the tramline, it met unexpected public opposition. The authorities had to
overcome this. Under German law, people are allowed to make official
petitions against aspects of such projects. The administration has to
respond to every petition. The main barrier was the use of private land
for the extension of the tramline. To overcome this barrier, planners
reworked the proposals. By taking complaints into account, the project
leaders successfully reduced the potential for further obstacles.
Remember:

The complaints were all answered and the project was
revised.

Management

:
;
:

Opponents

*2

Internal communication problems.
Frequent, informal meetings between organisations.
The city authorities could not respond quickly to public
opposition because the city council did not put this
scheme on the agenda.
Control of the information campaign was transferred
to the public transport operator.
Legal obstacles to using private land.
The route was modified to use public instead of
private land. This made it easier to get planning
permission and helped to reduce complaints.
No one can make sure that projects do not become
politicised when public opposition comes up.

Engaging selected stakeholder
groups Æ#

Regular consultations between the different planning departments and
the public transport operator are needed to identify potential problems
at an early stage. Large consultation meetings take place three to four
times each year. In addition, smaller meetings are held every two to
eight weeks. They are chaired by the planning department responsible
for road construction. No decisions are taken without the participation
of the public transport operator.
Good cooperation means that the various projects are better
coordinated. It avoids the situation where the same street can be dug
up every two or three years.

An option is to try to convince politicians of the
benefits and necessity of the project.

Successful informal meetings require:
Cooperation and trust between participants;
Careful planning and strong personal commitment; and
Good moderation and mediation between relevant partners.
This important technique can be applied in many different situations.

Institutional/legal/financial barriers Æ
It is likely that elections will take place during the course of a long-term
project. It is important to manage a project to limit the impact of party
politics or any change in the administration. At first, all political parties
supported the tramline extension - some even included it in their
manifesto, and won. However, once public opposition began, some
parties began to change their opinions and the project started to
become a party political issue. The city administration and the public
transport operator began a campaign to change the image of the
project among politicians, which was largely successful. To minimise
disruption due to political factors, remember that:
Politicians can use public controversy to make their mark;
If transport projects become politicised, it can make it harder to
carry them out; and
The city administration is responsible for presenting projects in
such a way that they do not become politicised.
Also see:
Communication barriers Æ
Opponents

Æ

Questionnaire surveys

Æ

After public opposition to the tramline extension project was voiced, a
survey was carried out among the local population to find out what
people really thought, and to use the results as the basis for a
campaign to change the image of the project.
The survey was highly successful, as it showed that opposition was not
as strong as feared. Conducting a survey before the start of the
planning process would have identified any likely opposition at an early
stage and would have allowed changes in public opinion to be
assessed. The administration is considering a further survey after the
end of the project to evaluate its success and provide planners with
useful information for future initiatives.
Using independent consultants to carry out the surveys ensures that
the information gathered is objective and increases its credibility.
Also see:
Communication barriers

Æ
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Key lessons

Marketing strategy

Æ#

The project managers had planned to use technical plans to inform
people of the proposals to extend the tramline. But after the plans
were unveiled, opposition arose and grew. The press presented their
views as those of the majority.
Therefore, the project managers had a new goal: to win people over,
and to encourage the silent majority who supported the scheme to
make their views known. They launched a comprehensive campaign to
change the image of the re-routing project.

Underground car park in
Panorama

Page 2 gives more
detail on the project,
describing the decision
making process and
engagement. It also
includes a timeline
which describes who
the project progressed.

Map showing the re-routing of tramline 310.

Transport Planning in Surrey

Carpooling in Lundby

The information strategy used;
How the city authority and the public transport operator
responded to unexpected public opposition; and
How local elections influenced the progress of the project.

Network map showing the route change.

2000

The City Council will make the final decision on the project, and has
also contributed to other major decisions. Other official actors
include the authorities for the state of North Rhine Westphalia, as
the project was included in the public transport demand plan for the
Ruhr area.

In Bochum, GUIDEMAPS explored:

A Bochum Tram

2001

Progress between stages of the project were managed using
informal meetings between the city authorities and Bogestra, the
public transport operator. These meetings were co-ordinated and
moderated by the planning department.

GUIDEMAPS interests

The Bochum-Langendreer tramline extension provides an interesting
example of a project where unexpected public opposition significantly
delayed the progress of the project.

26

2005

Tramline re-routing in
Bochum-Langendreer

ÎNext

Informal meetings; and
Surveys.

Timeline

To tell the public about the project and to overcome public
opposition;
To plan the project so that delays from political causes could be
avoided; and
To find out what the affected people thought about the project.

Ï

Techniques reviewed included:

ÎNext

Decision-making process

Vol 2 -

Socialdata

Re-routing tramline No. 310

The City Council, together with the public transport operator, Bogestra,
have begun a programme to improve public transport. This includes a
range of measures to improve and extend the existing tram network.
GUIDEMAPS research explored a plan to change the route of tramline
No. 310. The current route passes through the outskirts of Langendreer.
Only 10% of people in the district live within easy walking distance of the
route. Re-routing the tramline through the centre of Langendreer will
allow 80% of the district's population access to the tram network.

Option
Generation

Cycle Network in Maribor

Bochum has one of the highest levels of car use in Germany. The
associated problems (including congestion, noise and air pollution and
the waste of urban space) are unpopular. Since the 1980s, urban
transport planning has concentrated on promoting alternatives to car
use, particularly public transport.

Option
Assessment

Urban Transport Plan in
Ile-de-France

Ï

Bochum is situated in the Ruhr area in Germany. It has a population
of 400,000 in an area of 145 km². For many years, the coal and steel
industries dominated the city. Now it has many service industries
including insurance, science and technology companies and the Ruhr
University. It also serves as a regional centre for shopping, culture and
other leisure activities. Unemployment is higher than the average for
western Germany. The biggest employer is the car manufacturer,
Opel.

Implementation

Cycling in Gävle

Vol 1 -

Tramline re-routing in Bochum-Langendreer
Bochum

While the initial small-scale information campaign had been led by the
city administration with the support of the public transport operator
Bogestra, the roles were reversed in the second, large-scale campaign.
Bogestra had more money to invest in such a strategy, and could react
faster to new developments.
The campaign included public exhibitions, brochures, flyers and
meetings with people living in the affected areas. Project leaders also
established a presence at the construction site, and held one-to-one
talks with those most opposed to the scheme.

Experience in Bochum has shown that:
Project leaders must think about information strategies from the
very beginning, not just in reaction to opposition;
City administrations are not always well-placed to lead active
communication strategies and may not have the knowledge,
expertise, resources or flexibility to carry them out;
Information for the public must be easy to understand;
One-to-one talks are the best way to win over opponents;
It is important to get the press on your side; and
As people get more involved in public affairs, major communication
strategies are needed more frequently.

MAJOR
INFRASTRUCTURE
PROJECT

Decision process
The political decision process can cause delays. Make
sure that there is a politician (or party) keen for the project
to be delivered on time.
Participation and communication
Plan the appropriate information strategy at the beginning
of the project. Don't wait until there is public opposition.
Consider getting other partners (e.g. PT Operator) to
manage communication.
They may have more
knowledge, more resources, and be able to respond
faster.
Information for the general public must be easy to
understand.
Use one-to-one talks to convince individual opponents.
Try to get the press to support the project.

The new communication strategy appears to have started to win people
over.
Also see:
Printed public information materials
Information events

Æ#
Æ#

Tools and fact sheets used in
this Practice Example
Preparing for project management

Tools

TRAVEL DEMAND
MANAGEMENT
PROJECTS
NEIGHBOURHOOD
SCHEMES
1

Local Transport Plans in
Erfurt

Page 1 provides an
introduction to the
practice example. It
includes a description
of the city, including
maps. It also descibes
the project, and gives
information on the
topics explored in
GUIDEMAPS.

In managing the tramline re-routing project, the objectives were:

MAJOR
INFRASTRUCTURE
PROJECTS

Strategic transport plan or policy (red);
Major infrastructure project (green);
Travel demand management project (blue); and
Neighbourhood scheme (yellow)

Strategy documents in
Brighton and Hove

The Practice Example descriptions

Engaging selected stakeholder groups
Marketing strategy
Printed public information materials
Information events

Fact sheets

The examples have been grouped into four colour-coded
project types. This allows readers to easily identify projects
which are similar in scope to their own. The four project types
are:

The Practice Example projects
STRATEGIC
TRANSPORT PLANS /
POLICIES

The following pages describe the GUIDEMAPS Practice
Example projects. The information is designed to complement
the references to the Practice Examples in the GUIDEMAPS
handbook by providing more detailed information on the
projects.

Above and right: Publicity material produced in Bochum.

Opponents
Communication barriers
Institutional/legal/financial barriers
Questionnaire surveys
Exhibition
Leaflet and brochure

Æ#
Æ#
Æ#
Æ#
Æ#
Æ
Æ
Æ
Æ
Æ
Æ
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Page 4 describes one
principle or technique
in greater detail, and
describes the key
lessons learnt from
this practice example.

Strategy documents in Brighton and Hove
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Brighton and Hove

The city of Brighton and Hove, in south east England, has a population
of 250,000 and covers an area of 85 km². It serves as a shopping and
employment centre for the region, and is also a popular conference
destination and coastal resort. However, in contrast to south east
England's general image of prosperity, Brighton and Hove has a
number of social and economic problems, including an unemployment
level higher than the national and regional averages.
The focus for planning policies in the area is on encouraging
sustainable economic development while safeguarding the diverse
natural and built environment.

Planning strategy documents

GUIDEMAPS Interests

GUIDEMAPS explored aspects of three major planning issues in
Brighton and Hove: the draft Local Plan on land use; the Local
Transport Plan; and the proposals for the development of the Brighton
Station site.

The Brighton and Hove project illustrates the decision-making and
participation processes for strategy level documents.
In Brighton and Hove, GUIDEMAPS explored:

The three were interrelated. The Draft Local Plan provides a framework
for the use of land and buildings over a 10-year-period. Its policies
influenced the formulation of the Local Transport Plan, which outlines
transport schemes over five years. These strategy documents formed
the backbone of the council's policy towards the Brighton Station site,
earmarked for development for the past three decades.

!

!

The consultation and decision-making processes for the Local Plan
and Local Transport Plan included:

The council has now approved proposals for the site put forward by a
development consortium. GUIDEMAPS examined the development of
these three issues, and the consultation processes involved.

!
!
!
!

The station site.

2

How transport and land use planning are linked at the strategy
level; and
How transport and land use strategies can be applied to an actual
scheme.

Community visioning;
Workshops;
Exhibitions; and
Focus groups.

Vol 1 -

!

Vol 2 -

!

"Next
Timeline

The key technique for the Local Plan was the development of a PreDeposit Draft Local Plan, which showed stakeholders how their views
were influencing new policies. It was written in ordinary language. It was
sent to all participants, who were invited to comment.
A working group was set up to involve stakeholders in the station site
project. It met every two weeks between January and May 2000. The
group included councillors, council officers, consultants, private
developers and members of community groups, among others.
Other techniques used included:
!
!
!

Above and right: Diagrams and maps are used to illustrate the
new plans for the station site.

!

Community visioning workshops;
Face-to-face meetings;
Focus groups; and
Community Planning Weekend (a series of workshops).

1997
1998

Problems/
Issues

1999
2000
2001

Tools and techniques

The new authority for Brighton and
Hove takes responsibility for producing
a unified Local Plan (LP) for land use.
Existing separate plans are reviewed.
A proposal for a superstore
development on the station site is
rejected.
A consultation strategy for the Local
Plan is developed.
Transport planners generate options for
the provisional Local Transport Plan
(LTP). These options are discussed with
the Transport Sustainability Forum.
Consultation for the Local Plan begins.
The council initiates a project to develop
the station site.
A provisional version of the Local
Transport Plan is submitted to
Government for comment. Members of
the public may also submit written
comments.
The first draft of the Local Plan is
produced.
The Local Transport Plan is submitted.
Implementation of the Local Transport
Plan begins.
The second draft of the Local Plan is
produced.

2002

For each of the three issues, final decisions were taken at key stages by
committees of councillors, based on advice from council officers. The
decisions are subject to national government approval.

LTP

2003

The Local Transport Plan was developed with more limited consultation.
A Transport Forum of key stakeholders developed ideas, which were
used by the local authority.

Implementation Final Policy/
Plan
Strategy

For both projects, consultants and independent auditors helped the
council monitor the process.

Those involved included:
!
Brighton and Hove City Council: councillors, transport planners and
planning officers;
!
National government, including the Regional Development Agency,
and awarded funding;
!
Members of the public;
!
Interest groups;
!
Schools;
!
Residents groups; and
!
Railtrack, which owned the station site.

Outcome Monitoring
& Evaluation

The council was also keen to see the station site developed, as it had
been run-down for many years. A previous application was refused in
1997/8. So the council involved members of the public in developing the
Supplementary Planning Guidance before approving any application for
development.

Consultation has been an integral part of the development of both the
Local Plan and the Brighton Station project. An independent
assessment of the Local Plan declared it among the very best examples
in current practice in the UK. The station site project has also received
positive feedback.

LP

Policy/Strategy
Development

Brighton and Hove Council was formed as a unitary authority in 1997,
and wanted to develop a Local Plan as quickly as possible. It realised
that if it held wide-ranging consultations at an early stage, it could avoid
delays caused by objections at a later stage. The project leaders
conducted consultation, wrote a Pre-Deposit Draft Local Plan that
incorporated the suggestions made, conducted more consultation, and
then produced the first Draft Deposit Local Plan. They then conducted
more consultation in writing, and produced a second draft plan.

Engagement

Policy
Assessment

Decision-making process

STRATEGIC
TRANSPORT
PLAN / POLICY

Annual Progress Reports are produced
to monitor the implementation of the
Local Transport Plan.
The Local Plan begins an inquiry
process, with formal opportunities for
comment.
Following consultation, a revised
development proposal for the station
site is submitted and approved.

3
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Overcoming barriers
Communication

$
%
%
$
%

Proposed policies were cross-checked against a wide
range of opinions.
A working group was established to consider the
conflicting needs of local people.
It was difficult to turn consultation views into policy
recommendations.
Wide consultation was well received.

Institutional

$
%
$
%
$
%

#!

Strong minority opposition was encountered.

"&

There were some concerns about how to make the
informal guidelines work.
There was wide support for change within the council.
There was disjointed working between different
council departments.
A more coordinated approach was adopted to
overcome this.
There was some conflict between the Local Plan and
the Local Transport Plan.

Engagement strategy

'#

Brighton and Hove City Council carried out wide-ranging consultation to
develop the Local Plan, the set of policy guidelines on land use
development proposals.
The council commissioned consultants to devise a strategy in advance.
It involved focus groups with stakeholder organisations, community
visioning workshops with groups and individuals not normally
represented in such exercises, and some face-to-face interviews. The
council also produced leaflets about the plan asking for people's views.
Officers wrote a Pre-Deposit Draft Local Plan based on the consultation
reports, then asked for views in writing. They then drew up the 1st
Deposit Draft Local Plan, and carried out more consultation in writing.
Finally, they produced a 2nd Deposit Draft Local Plan.
The consultation process has been highly praised. The Local Plan itself
has some weaknesses, but is considered better than most.

Engagement strategy '#

Brighton and Hove City Council wanted to prove to people taking part
in the consultation process that it was taking their views into account.
Officers sent results of consultations to all those who took part in any
way. They also wrote a Pre-Deposit Draft Local Plan (technical report)
to show how people's views were influencing the emerging policies.
They were sent out to all the participants who were asked to comment.
Officers also carried out follow-up events, to explain how people's
contributions had influenced policy and find out if they were satisfied
with the outcome. They also explained how participants could stay
involved.
Experience in Brighton and Hove showed that it is important to:
!
!

!
!
!
!

The coordinated approach allowed the contradictions
to be reduced.

Maintain contact with participants after a consultation event;
Summarise stakeholders' views as accurately as possible in any
report;
Give feedback to participants;
Acknowledge all correspondence;
Show how policies are being influenced by people's views; and to
Give full explanations when people's ideas are not adopted.

A working group was set up to reach agreement on Supplementary
Planning Guidance for the station site development. This guidance is
used alongside the Local Plan to influence decisions on planning
applications.
The working group was formed of council officers, councillors,
consultants, developers, community leaders, and representatives from
Railtrack and South East Regional Development Agency. It met every
two weeks between January and May 2000. Its suggestions went out to
wider consultation in Summer 2000, after which it met again to consider
the comments.
Work was complicated by the fact that some members were opposed
in principle to developments involving large businesses. In the end,
delegates reached a majority decision rather than a consensus, and the
guidance was approved by the council in October 2000.

Map of the station site.
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Key lessons

STRATEGIC
TRANSPORT
PLAN / POLICY

Decision process
!
Objections can cause delays. Consult people at an early
stage to pre-empt such problems.
!
Integrate consultation into the planning process, so that it
influences decisions rather than just ratifies them.

Overcoming barriers'#
(station site)

In 1997/98, a private consortium put forward proposals to build a
superstore on the Brighton Station site, without consulting the local
community. The plans were rejected by both the council and a public
inquiry, but there was some anger that such a proposal had got as far
as it did.

Participation and communication
!
Involve the public in the decision-making process rather
than face unexpected opposition later on.
!
Keep the same officers in contact with stakeholders
throughout the different stages of development.
!
Keep in contact with stakeholders after consultation.
!
Summarise stakeholder views as accurately as possible in
any report.
!
Give feedback, such as summary reports,to participants in
consultation events.
!
Acknowledge views expressed in writing.
!
Show how emerging policies are being influenced by
stakeholder views, such as in a pre-deposit draft plan
aimed at stakeholders rather than professionals.
!
Give good explanations when ideas are not adopted.
!
Tailor the amount and style of information to the people
you are consulting.
!
Make sure local authority officers are seen as neutral.
!
Avoid ambiguous and open-ended policies.

The council decided to draw up Supplementary Planning Guidance for
the site, in addition to the policies in the Local Plan. They wanted to
involve the public throughout the process. With the help of consultants,
officers held a community planning weekend that involved a series of
workshops with local stakeholders.
As there was a wide range of conflicting views on possible
developments, they set up a working group to discuss the issues
further. The working group drew up draft Supplementary Planning
Guidance, which went out to consultation before being approved by the
council.
Since then, a development consortium has drawn up a planning
application that appears to have much wider acceptance among the
community than the previous attempt. The process has taken longer
than the previous application, but has now been approved by the
council.
The practice example showed that:

!

Also see:
Managing contentious issues

'#

Above and below: Pages from a brochure describing the
proposals for the station site.

Tools and fact sheets used in
this Practice Example
Tools

!

A thorough consultation process is costly, so is probably best
suited to addressing controversial decisions;
It is important to maintain trust between different groups where
feelings run high; and that
Ambiguous guidance should be avoided, as it satisfies none of
those involved.

Factsheets

!

Engagement strategy
Overcoming barriers
Managing contentious issues
Focus group
Workshop
Leaflet and brochure
Technical report

'#
'#
'#
'$
'$
'$
'$
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Erfurt

Erfurt, with a population of 200,000, is the capital of the German
federal state of Thüringen. It is the administrative, cultural and
economic centre for the region, and also has two universities. The city
underwent great economic and social change with the reunification of
Germany in 1990. The importance of trade, service industries and
administration rose dramatically, while production declined. Like other
cities in eastern Germany, Erfurt has many social and economic
problems. Its unemployment rate is 18.5% (basic year 2003)- higher
than both the regional level (16%) and the national (10.1%).
Reunification has also led to massive transport problems. The number
of motor vehicles has increased by 60%. Erfurt's geographic position
has in effect changed: it now lies at the heart of Germany. It is
expanding, and new residential and industrial developments in the
suburbs have altered the directions of the traffic flows. Therefore,
Erfurt needed to implement a new Local Transport Plan quickly.

Developing Local Transport Plans

GUIDEMAPS explored the development of the first two Erfurt Local
Transport Plans to be drawn up under the laws of the Federal Republic
of Germany. Their over-arching aim was to balance transport needs with
the interests of the urban environment. They were designed to
encourage public transport usage, walking and cycling through traffic
calming measures and parking controls.
Two Local Transport Plans were produced. The first identified the
general aims, while the second defined strategies designed to support
sustainable transport. Sub-projects included:
!
!

!

!

!

6

Expansion of the city railway, due for completion in 2008;
New provision for cyclists, including safe cycle paths and parking
places;
The continuation and further development of the park-and-ride
system;
Construction of a ring-road to relieve the city-centre of through
traffic;
Restrictions on cars in the town centre, particularly on Saturdays in
a continuation of former plans;

!
!

management of parking spaces; and
concepts for specific town districts.
!

GUIDEMAPS looked at the factors that led to the introduction of two
successful Local Transport Plans in just eight years.

!
!

!

GUIDEMAPS Interests

Lessons learnt from the situation in the new German federal states in
the 1990s might be useful for the Accession Countries today.
In Erfurt, GUIDEMAPS explored:

!
!

Techniques reviewed included:
!
!

!

!

How the development of a strategic plan can be managed
pragmatically, in parallel with rapid changes in transport demand
and infrastructure;
Which strategies are appropriate to fulfil the expectations and
demands of people and companies concerning transport

conditions (short-term), and to consider how to address the long
term objectives of sustainable traffic;
How the new structure of the municipal administration affected the
development of the plans;
The role of outside agencies in moderating the planning process;
How to involve people who have little or no experience of public
participation in the decision-making process;
Changes in how people participated between 1994 and 1998;
The participation and decision-making processes for LTPs; and
How to develop a public relations strategy on a limited budget.

!
!
!
!

An internal working group in the local authority;
A political party working group;
A public exhibition of the draft plan;
On-site discussions with the public and various stakeholders;
An evaluation scheme for the 10 year LTP in Erfurt; and
A central organisational unit for all transport related topics.

Vol 1 -

!

Vol 2 -
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Timeline

!

There was no formalised in-depth evaluation of the planning,
participation or decision-making processes and the tools used for public
participation. But there was an informal evaluation by a regular check of
aims and efforts.
Most traffic problems could be solved and it seems that most citizens
are satisfied with the LTP, because there have not been many
controversial debates in the recent years.

Continuity of planning and implementation of the LTP.

Tools and techniques

Two working groups were set up. One was made up of two members of
each political party represented on Erfurt City Council, and met five
times over two years. The other included members of city council
technical departments and met eight times in two years. Both were
moderated by the external planning bureau.

1989
1991
1992
1993

The plan is reformulated with input from
other community planners and from
interest groups and members of the
public.

1994
1995

The need for an updated plan (LTP2) is
identified.

1996

!

Modal split;
Journey lengths;
Access to cars by different social groups; and
Transport modes used by different social groups.

City council starts formulation of a new
Local Transport Plan (LTP1). Political
parties establish their positions on
urban transport policy. The public
transport operator also contributes to
discussions.

Consultation with the mayor and a
series of site visits take place. Citizens
participate at open councils.
A first draft of the new local transport
plan is produced by the department of
transport planning, in consultation with
other departments.Citizens participate
at open councils contributing to the
decision which will be made by the town
council.

1997

!

Implementation Final Policy/
Strategy
Plan

!

Policy
Assessment

The main results were summarised in a transport department
publication called '10 Years of the Erfurt Local Transport Plan'. Surveys
were conducted in 1991, 1994 and 1998, by local government, covering
topics such as:

Eastern Germany undergoes political
and social changes. New local
government structures are developed.

The first Local Transport Plan is
completed and agreed by consensus.

1998

Evaluation

LTP2

The plan is approved by the town
council. Results are presented.
Implementation begins.

2001

However, some community organisations, such as associations of
disabled people, did make useful contributions.

Outcome Monitoring
& Evaluation

The first LTP was adopted by councillors in spring 1994. At that time, the
city council decided to expand the plan to include the districts added to
the city in recent boundary changes. The second Local Transport Plan
was drawn up between 1995 and 1997, with input from officials from the
new districts. It was adopted by the city council in January 1998.

Local residents were not used to becoming involved. The grass-roots
campaigns that had sprung up after the end of the GDR had died down
within three years of reunification. Problems such as unemployment and
housing took up people's time and energy instead.

Policy/Strategy Problems/
Development
Issues

In order to achieve an "open" planning process, and involve different
view points, two working groups were set up. One comprised members
of relevant municipal departments, such as the town planning unit and
the environmental office and was chaired by the department of
transportation. The other consisted of members of the political parties
represented on the town council. Outside bodies such as the local public
transport operator were also involved in the decision process.

For the first LTP, attempts were made to involve residents in the
development of the Plan. They showed little interest in the planning
process - but raised objections to some measures when they came to
be implemented. This was largely due to the fact that the concept of
consultation was new to them. In the former German Democratic
Republic, the public were told of, rather than involved in, decisions.
Consequently, Erfurt's planners and citizens had little experience of
community participation. It was a new tool that was introduced into the
daily work of planners. Therefore, there was a learning process on both
sides.

LTP1

Policy
Assessment

In February 1991, Erfurt's city council ordered municipal officers to draw
up a Local Transport Plan. The transport department worked on the
project with the help of an external planning bureau until 1993. A second
plan was developed and moderated by the transport planning
department based on the experience gained from the first plan.

Engagement

Final Policy/
Strategy
Policy/Strategy Problems/
Development Issues

Decision-making process

STRATEGIC
TRANSPORT
PLAN / POLICY

The implemented projects are
evaluated.
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Overcoming barriers
Communication

$
%
$
%

The culture of participation had not yet been
established. Interest was limited, as the public were
not aware of the ways in which their participation
could influence decisions.
The majority agreed with the transport objectives, so
there was a shared public interest in finding ways in
which they could be implemented.
Some local residents opposed sections of the
strategy.
The transport planning department adopted a
strategic and pragmatic approach, which allowed
objections to be considered.

Management

$
%
$
%
%

$
%

8

%&

Staff lacked the necessary experience for effective
consultation.
Experience deficits were addressed through the
exchange of knowledge with colleagues in Western
Germany.
The formation and agreement of the plan is a timeconsuming process.
An internal working group of planning staff was used
to manage the technical development of the plan.
A working group of politicians from all parties met
frequently to discuss the plan in order to reduce the
likelihood of political delays arising at a late stage.

Institutional

$

#!

"&

In the changing political climate, there was legal
uncertainty as some planning structures were not
clearly established.
Administrative structures were unfamiliar.
Sharing skills and learning from other cities helped
institutional problems to be addressed or avoided.

Elected officials

'$

The parliamentary working group was set up to coordinate the
contribution of politicians to the development of the first Local Transport
Plan. It was set up and overseen by the transport department of the City
of Erfurt.
The group met five times in two years. Two members of each political
party represented on the city council took part. An external planning
agency helped moderate the workings of the group.
Transport planners found the group helpful. Its informal working
methods made it easy to coordinate developments, and it helped
prevent any delays in completing the Local Transport Plan.

Technical working party

'$

The aim of the internal working group was to coordinate work on the
Local Transport Plan of the various technical departments of the City of
Erfurt.
The group met eight times in two years. It was set up by the transport
department, and also included the department of urban development,
the department for environmental affairs, plus various regional planning
departments and public services.
Transport planners and town planners found the group helpful, and felt
its informal communication methods were effective. They also believed
the technique could be applied successfully to other transport projects.

Although developing the Local Transport Plan was a structured
process, informal approaches such as the working group helped
improve communication. These techniques can help get swift
agreement from politicians for aspects of a project.
Also see:
Technical working party
Expert advisors

'$
'$

Community visits and study tours
On-site discussions

'$

For the second LTP, the participation process was carried out in a
stepwise manor. After a general discussion, on-site discussions with
stakeholders and citizens took place in several town districts. This was
done in order to obtain have more practical and site-related inputs from
local politicians, experts and citizens living in the area.

Exhibition

'$

The transport department of the City of Erfurt wanted to find a lively and
accurate way of presenting the Local Transport Plan. It was important
that the display was central and easy to access.
The exhibition took place in the Information Centre of the City of Erfurt.
A transport planning office employee was on hand to answer any
questions. Opinions are divided about how useful the exhibition was.
Some of those involved said it was well-attended and informative.
Others said there was little public interest in drawing up the Local
Transport Plan, and the public did not get involved until later, at the
implementation stage.

The new ‘green’ tram tracks in Erfurt.

Management of information

'$

Another important success factor was to keep the preperations of policy
statements, the planning process, the realisation of related projects and
the monitoring of effects with in one organisational unit ("Verkehrsamt").
This unit was able to bundle necessary interdisciplinary skills, and
could provide a link between the planning and implementation stages.
The Department/Office for Transport was responsible for the entire
process, for technical questions as well as for reporting to political
boards, for co-ordination with other institutes and institutions, as well as
for citizen participation. During the process, the whole unit was also
able to build up the necessary expertise for the management of the
second LTP. All planning matters were addressed by a form of
"teamwork" between the public planning authority, external experts and
the working groups. Furthermore, the head of the department and the
head of the unit acted as a kind of "project champion", and gave
continuity because they had been involved in the transport planning of
Erfurt for a long time.
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Preparing for project management

Key lessons

Managing the decision process
!
Balance long term objectives and short term wishes of
people, politicians and companies.
!
Stay flexible and be pragmatic when it comes to
finances. Some measures might have a better chance of
securing funding than others.
!
Establish effective administration structures. The new
transport department in Erfurt included all relevant
sectors, and was therefore able to take full responsibility
for the plan.
!
Keep continuity. The LTP was seen as a process which
was managed by local planners who were able to make
the link between strategic targets and implemented
transport projects.
!
Make the most of favourable circumstances. The Erfurt
Local Transport Plan was drawn up during an economic
boom, which helped speed up the process.
!
Exchange know-how. In Erfurt, the project leaders had
good links with planners in West Germany, both before
and after unification.
!
Make sure the plan is credible. An external moderator is
helpful to design a complex strategic document which
has to be discussed with various stakeholders.
!
Involve the public in the decision-making process, rather
than face unexpected opposition later on.
!
Review progress: a review after 10 years was useful to
show effects and the continuity of aims and implemented
measures

'#

At the time the first Local Transport Plan was developed in Erfurt,
local municipality officers had little experience in involving the public.
Furthermore, the expertise of East German planners was called into
question by the population at the beginning of the 1990s. Therefore,
project managers decided to take on an external moderator to ensure
neutrality, and give the project the benefit of 'western know-how'.
The planning agency "Schnüll, Haller and Partner" was given the task
of moderating the first Local Transport Plan. The project partners
included the transport department of the City of Erfurt, the political
parties represented on the city council, various city technical
departments and regional planning bodies, and various interest
groups.
The work of the moderator was rated highly. Participants felt they had
learned a lot. The moderator was able to bring new expertise to the
discussions, and smooth the handling of contentious issues when
required. The agency also had a great deal of experience in public
participation.

External moderators can bring new view points and expertise into the
planning process. Such a technique could be used elsewhere - but
most German cities lack the funds to employ a moderator. If this is the
case, it might be useful to assign the role to a member of staff, though
he or she might not be seen as neutral. Good relationships between
the moderator and the city administration are essential.

Tools and fact sheets used in
this Practice Example

'#
'$

Tools

Also see:
Overcoming barriers
External consultant

Preparing for project management
Overcoming barriers

Fact sheets

Project champion

Development of Modal split: still a high level of sustainable
modes after the reunification

STRATEGIC
TRANSPORT
PLAN / POLICY

Park and Ride facilities for traffic calming in the inner city

Elected officials
Technical working party
Expert advisors
Community visits and study tours
Exhibition
Management of information
External consultant

'#
'#
'$
'$
'$
'$
'$
'$
'$
'$
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Gävle

The city of Gävle, about 170km north of Stockholm on the east coast,
is considered to be an average Swedish town. It has 90,000
inhabitants and covers an area of 1,600km², meaning its population
density is quite low compared with similar-sized European cities. The
county administration board and a large county hospital are both
situated in the city.
The fast-growing university of Gävle has about 12,000 students and is
well-regarded in the fields of housing, planning and building. The city
is also home to a wide range of industries - employing over 40,000
people - including forestry, metal and engineering and
telecommunications. Trade and the hotel and restaurant industries are
also important. However, the county of Gävleborg faces a decreasing
population and a relatively high level of unemployment (5.8%
compared with 3.9% nationally).

‘Cykelstaden Gävle’

The idea for Cykelstaden Gävle came from a cycling conference in
Sweden in 1994. Project leaders presented figures showing that only
between 30 and 40% of journeys in Dutch cities were made by car, while
a significant number of trips were by bike. The Gävle representatives
wondered if they could repeat this success at home. Shortly afterwards,
the National Road Administration produced a report saying emissions
must be reduced immediately.
Gävle looked like a promising site for a bicycle project: it is flat, with a
good cycle path network. However, it was thought the city might be too
spread out for cyclists. Gävle proved that theory wrong. Today, 20% of
all trips are by bike, and there are more than 200km of cycle tracks in
the city compared with 400km of roads. Efforts that were made to
reduce cycling accidents and encourage people to wear bike helmets
have been harder to assess.
The majority of the population has been very supportive of the initiatives.

10

GUIDEMAPS interests

The Gävle practice example shows how the involvement of private
companies, the media and the public can be the key to success.
In Gävle, GUIDEMAPS explored:
!

Above: The Health
Pedallers campaign
logo.
Right and below: A
flier inviting people to
join the project.

!

!

The involvement of the media, businesses, sponsors and the
public;
The way the partners involved in the project placed themselves
under positive pressure by outlining their aims in the media; and
How the project manager involved partners and the public.

Techniques reviewed included:
!

The appointment of a project manager with a background in
marketing and good contacts with the media.

Vol 1 -

!
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!
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Firstly, the largest newspaper in the city kept people up-to-date with the
campaigns. It also promoted the health benefits of cycling - particularly
through an article on the Health Pedallers campaign. By responding to
letters in the paper, the project manager was able to counter public
criticism.

A newsletter: ‘Cycling to Work’.

Secondly, the public was involved directly through different campaigns.
In order to reach as many people as possible, companies were invited
to enter a competition to see which had the highest number of cycling
employees. The companies that took part were given free adverts in the
local paper.

1994
1995
1996
1997
1998

The project leaders wanted to increase cycling - but not cycling
accidents. Two techniques were used to persuade the public to take up
cycling and encourage them to use cycle helmets.

The project manager develops a plan
and secures additional support from the
Swedish Environmental Protection
Agency.
Three parallel strategies are
implemented to improve infrastructure,
to change attitudes to cycling and to
improve cycle safety

1999

Tools and techniques

Discussions between the city authority,
the National Road Administration and
the Public Health Committee begin and
the partners agree to start a project.
A technical group (including politicians)
is established and a full-time project
manager appointed.
The three official partners (the city,
National Road Association and Public
Health Committee) contributed to the
costs.

The initial project finishes, and is found
to have increased cycling by 18%
without increasing accidents As a result
of its success, the project is extended to
2002.

2001

Poster and photograph of the Cykelstaden Gävle campaign.

A representative of the city authority
attends a cycling conference and
recognises the potential for increasing
cycling in Gävle.

2000

Public involvement was crucial. Some 7,000 people took part in the
'Cycling to Work' campaign. The Health Pedallers initiative, in which
eight car drivers used bikes for a year, gained a great deal of media
interest.

2002

The partners made minor changes to the project manager's plan, and
held coordination meetings once or twice a year. The project leader also
had to draw up reports for the municipality's bicycle group and for the
technical authority. Overall, the partners regarded the project as both
useful and fun.

Policy/Strategy
Development

As the project progressed he was allowed greater independence by the
project partners. They held occasional meetings and received reports,
but made no changes to the way the project was run.

The municipality of Gävle, the National Road Administration and the
Public Health Committee were all easily persuaded to contribute to the
campaign's costs. To meet the shortfall, the project manager got
sponsorship from private companies by showing them what they could
gain.

Implementation
Plan (gavle)

A bicycle group was then formed within the municipality administration,
and a full-time project manager appointed in May 1996. His first task
was to draw up a plan to increase the proportion of cycling in the city.
He began by collecting information from similar projects elsewhere, and
improving provision for cyclists. He was then able to begin the various
campaigns to promote cycling and cycle safety among the public.

Engagement

Outcome Monitoring
& Evaluation

Discussions about a possible cycle project were begun by the manager
of the local technical authority. In 1996, the project was officially
launched when the politicians at the technical authority approved a
three-year contract (later extended) between three partners. This laid
out how the project should be financed, what measures should be taken,
and how the results should be presented.

Implementation
Plan (Sweedish cities)

Decision-making process

Problems/
Issues

Timeline

STRATEGIC
TRANSPORT
PLAN / POLICY

The project is now included in the
regular activities of the authority and the
example is being followed in other
Swedish cities.
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Overcoming barriers
Communication

$
%

%
%

#!

There was considerable vocal debate about whether
cycling in pedestrian areas should be encouraged.
The project manager had good communication skills
and contacts with the media. This meant that he was
able to make sure that the benefits of the scheme
were communicated effectively and that concerns of
opponents were addressed.
Financial problems were largely avoided, as the
project did not need large public investment.
Information was carefully targeted to make sure that it
reached the public effectively.

%&

Management
% Ambitious participants helped to ensure that any
problems were overcome.

%

Involving politicians from the beginning helped to
ensure that the project gained the necessary support.
The politicians could benefit from the positive image of
the project, so their involvement was mutually
beneficial.

%

Learning from other projects helped problems to be
avoided.

%

Avoiding a bureaucratic management structure helped
the project progress smoothly and adapt to changes
quickly.

Financial

$
%

$€

There was no money available for continuous
monitoring and evaluation.
Using informal reports and meetings, it was possible
to keep the cost down.

Project manager

'$

The project manager in Gävle used a variety of imaginative techniques
to persuade residents to take up cycling. He began his work by studying
similar campaigns, and included their best techniques in a strategy
plan.
He then searched for suitable sponsors. The project manager already
had extensive knowledge of local companies, so was able to tailor
suggestions. Before contacting firms, he developed a pitch that showed
them what they had to gain from backing the project. He won the
backing of several private firms, and was able to put his ideas into
practice.

!
!

Market oriented thinking can help project implementation;
A practical approach is necessary; and
The interest of potential partners is crucial.

Also see:
Project champion
Managing resources: skills

The project manager’s background, outgoing nature, market-based
thinking and competence made the project a success. He played a
crucial role in pushing the project ahead and in coordinating it, and his
background in marketing was seen as an advantage.

Also see:
Management barriers

'$

'#
'$

Managing resources: costs '$

The project was financed by the municipality, the National Road
Administration and the Public Health Committee. The three partners
also had a say in how the project was run. Their funding launched the
project, as it allowed the employment of a project manager. He found
further funds from private companies, who sponsored campaign
activities.
The project partners believe they gained a lot through financing the
project, and are happy with how it progressed. When securing
resources, it is important to raise interest among potential partners by
showing them how involvement improves their image.
Cooperation between different authorities is sometimes difficult, but
worked well in this case as all partners had similar interests and were
committed to the initiative.
Also see:
Institutional/legal/financial barriers
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'#

The project manager was the key figure in making this project a
success. His task was to maintain contacts and make sure the project
made progress. He was employed by the municipality and his salary
sponsored by two project partners. At first they influenced the course of
action, but gradually the project manager became more independent.
All partners trusted him.

The project manager’s role is crucial - so recruit carefully!

Experience in Gävle showed that:
!

Managing resources

'$

Simple map showing the cycle network.

Project monitoring

'#

Each official partner had its own reason for supporting the project. For
example, one wanted to increase helmet usage, while another aimed to
improve public health. They all wanted to monitor the project’s direction
and impact.
The project manager drew up yearly reports, and held regular meetings
with the partners. The partners also checked on progress through
occasional informal phone calls or emails. They hoped to check
accident statistics to make sure that more cyclists did not result in more
accidents. However, this was never done as there was not enough
money, and the available statistics were unreliable.
Although such an informal approach can create tensions between
partners, all were happy with the outcome in this case.

Vol 1 -

!

Vol 2 -

!

"Next
Key lessons

Media strategy

'#

STRATEGIC
TRANSPORT
PLAN / POLICY

Decision process
!
Involve politicians from the start. This is essential for a
project's success.
!
Take care when appointing the project manager. Make
sure his or her skills suit the task in hand.
!
Learn from other similar projects. Carry out research to
find out what works and what doesn’t.
!
Make sure all official partners feel involved and
committed. Keep them informed of progress.
!
Use informal communications methods for ‘soft’ projects.
This makes coordination smoother.

The over-arching aim of the project was to increase cycling without
increasing the number of cycling accidents. Two main strategies were
used to get the message across.
The first strategy was of indirect communication. The largest
newspaper in the city, Gefle Dagblad, supported the project by
providing information for readers. It kept people updated on the
progress of the campaigns. The project manager was also able to
respond to public opposition by answering critical letters in the paper.
The newspaper was a very effective partner, and conveyed the
message to a wide audience. Other projects could try using this
technique - depending on the views of the local newspaper.

Participation and communication
!
Show companies what they can gain if they sponsor the
project and get involved.
!
Be creative. Design campaigns that capture the
imagination of the public.
!
Use the media wisely. This can be essential to get your
message to a wider audience.

The second strategy involved the public directly through different
campaigns. In order to recruit as many people as possible, the project
manager enlisted the help of local companies. They were invited to
enter a competition to see who had the most cycling employees, and
each entrant was given a free newspaper advert.
Overall, the project built up a positive image of cycling, which reflected
well on the partners. The communication strategies were integral to
how the project was run.

Tools and fact sheets used in
this Practice Example

'#
'$

Tools

Project champion
Managing resources
Project monitoring
Media strategy
Printed public information materials

Fact sheets

Also see:
Printed public information materials
The media

Above and left: Publicity materials for the cycling campaign.

Project manager
Managing resources: skills
Managing resources: costs
Institutional/legal/financial barriers
Management barriers
The media

'#
'#
'#
'#
'#
'$
'$
'$
'$
'$
'$
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Urban Transport Plan in Ile-de-France
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Ile-de-France

The Ile-de-France covers 12,000km² of the central-northern part of
France. It contains the heavily built-up area of Paris, but 49% of the
region is farmland and 23% forest. It has 11m inhabitants - including
2.1m in Paris proper - and 4.7m jobs. It is one of the world's largest
urban areas, and its fourth most productive metropolis.
Travel needs have grown steadily over the past 20 years. More people
are travelling between Paris and its suburbs, and between suburbs.
They are doing so less and less for work and more and more for
leisure. Cars now account for 45% of the region's journeys.
Unsurprisingly, the consequences have been a rise in noise and air
pollution; road accidents and urban sprawl are also issues.

Developing the Urban Transport Plan

GUIDEMAPS interests

GUIDEMAPS looked at the development and introduction of the Urban
Transport Plan for the Ile-de-France. Such Urban Transport Plans are
compulsory for towns of more than 100,000 people within France. Their
basic aims are to achieve a balance between cars and other forms of
transport, and to place transport issues under the control of a single
authority. They are drawn up in consultation with a broad range of
groups, including community authorities, operators, and users.

Planners are using new consultation and decision-making procedures
at the development and the implementation stages of the Ile-deFrance plan.
In Ile-de-France, GUIDEMAPS explores:
!
!

Normally, the authority in charge of organising transport controls the
plan, but in Ile-de-France it is run by the state. This is largely because
of Paris' role as the capital of France.
The Ile-de-France plan includes measures aimed at
encouraging the use of public transport, improving
the planning of major road networks, encouraging a
more sustainable modal split for freight, and
managing its operation in towns. It is consistent with
the Regional Land Use Master Plan.
The plan document, available at
http://www.pduif.org/lepduif/plan.php
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!

Above: Traffic congestion in Ile-de-France - one of the problems
addressed by the Master Plan.
Below: Seeking multi-modal solutions.

!
!

How the plan evolved;
What hurdles it encountered;
What measures were put forward and applied to overcome these
hurdles;
What factors were crucial in its success; and
The decision-making procedures.

Techniques reviewed include:
!

!

The use of task forces in drawing up the plan - an original feature
of the project; and
The numerous committees, especially road, hub and local
committees, set up to implement the plan.
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Tools and techniques

Local and national newspaper adverts, radio commercials, a press
conference, posters, information panels and flyers were all used to invite
people to take part in the public inquiry. The inquiry committee held
debates in the town halls of Ile-de-France and feedback was collected
by post.
Additional methods used in the implementation stage include:
!
Website. This is the main channel of communication. Committee
members and the general public can exchange views, follow project
progress and put forward suggestions or questions in an online
forum;
!
Meeting and training days for committee members; and
!
Professional gatherings.

1997
1998
1999

Each working group proposes different
actions. Reports are compiled.

2000
2001

A public inquiry is held. Modifications
are made before the document is finally
agreed.
Implementation of the scheme is
managed through a range of
committees used by political and
planning authorities.

2002

The outcome was that more than 50 people attended most meetings of
the different committees and work groups. At a later stage, the project
leaders invited the general public and interest groups to take part in the
inquiry. Hub, road and local committees were set up to implement the
plan.

A new organisational structure is
established for the development of the
transport plan. Thematic working groups
are managed by transport, planning,
police and city authorities. These are
open to representatives of a range of
interest groups. The working groups
produce reports identifying key issues
and problems.

Thematic groups, experts and local
authorities comment on the draft
project.

2003

The project leaders wanted to improve the drafts by inviting comments
from people concerned with mobility issues, yet not always consulted
on such topics, including:
!
Regional and departmental administrators;
!
Transport operators and associations; and
!
Local institutions.

Policy/Strategy
Development

In the initial stages, they included:
!
Steering committees;
!
Task forces;
!
Scenarios forecasters; and
!
Expert groups.

2005

The implementation of the plan began with the formation of road and
hub committees. Their proposals (based on studies leading to schemes
or policies) should be carried out by 2005 at the latest. Local
committees have also been set up to approve, manage and monitor
local travel plans.

Many groups were involved at different stages of the development and
implementation of the Urban Transport Plan.

Policy
Final
Policy/Strategy Assessment

The period from May 1999 to April 2000 was mainly devoted to
gathering feedback on proposals from local authorities, and some
amendments were made accordingly. The resulting document was the
subject of a public inquiry between June and November 2000. It was
approved in December 2000.

Engagement

Implementation
Plan

The development of the Ile-de-France Urban Transport Plan was long
and complex. Work began in March 1997, under the Ile-de-France
Regional Public Works Department (DREIF). In 1998, six task
forces/thematic groups produced reports and a series of action
proposals, on issues such as quality of service and alternative modes
of transport, after analysing the results from a wide investigation over
the whole region. These were compiled into one document, which
formed the basis of the preliminary plan published in April 1999.

Outcome
Monitoring &
Evaluation

Decision-making process

Problems/
Issues

Timeline

STRATEGIC
TRANSPORT
PLAN / POLICY

The mid-term evaluation of the plan
takes place, led by the regional
planning authority but including all
actors involved in the implementation
committees.
Implementation of the scheme
continues.
The plan will be monitored throughout
the process and evaluated at the very
end.

A leaflet providing information and asking for public comments.
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Overcoming barriers
Communication

$
%
$

#!

It was difficult to get the public involved in the project.
An extensive communication campaign was
undertaken.
Technical reports were not always clear and it was not
always easy to identify the most important information.

%

Using skilled writers to structure and summarise
reports can significantly improve their value.

%

Allow more time for analysis of reports.

Management

%&

$
$

Staff lacked experience in new procedures.

%

Steady and well-organised management was
required, with training workshops for managers.

The working groups had large numbers of
participants.

Institutional

$
%

"&

In the committees, there was a lack of clear political
leadership.
Strong management of meetings was required.

Financial

$€

$

Some committee projects were not realistic financially.

%

Expectations of what is possible and what resources
are available should be managed from the outset.

Engagement strategy

'#

The project leaders hoped that the plan would be enriched by
contributions from a wide variety of people, including those who do not
usually take part in such initiatives. They also wanted people to feel that
the project was “theirs”.
As a result, many people were involved at different stages. Regional and
departmental institutions, transport operators and associations attended
thematic groups. Local institutions were asked to comment on the draft
document. The general public took part in the public inquiry. There were
also task forces, ‘concertation’ authorities and steering committees.
The strategy was successful. More than 50 people on average attended
the meetings of the different committees. People involved at all levels
have expressed their views on the issues.

The project leaders wanted to make sure the Urban Transport Plan was
not seen as being imposed by the state. Therefore, they were keen to
get local associations and people to help in drawing up the plan, so that
would support it later on.
‘Concertation’ is a collaborative approach used to reach consensus on
various issues. In Ile-de-France, the process brought together a wide
range of people in order to find solutions which were technically,
economically, socially and politically acceptable. The various actors
were involved in diagnosing the problem, discussing the different
scenarios and drawing up the final proposals. Their suggestions were
compiled by a ‘scriptwriters group’, and most were taken into account.
Bear in mind that:

Preparing for project management '#

The project managers wanted to make decisions on how to implement the
Urban Transport Plan through agreement between all parties involved.
They formed committees made up of transport operators, community
associations, local and district authorities, etc. to discuss the issues.
It took a great deal of effort to translate the general principles set out in
the Urban Transport Plan into actual projects. The committees discussed
the possibilities from every angle. The final decision rested with the
committee leader, but the aim was to reach consensus.The committees
contributed greatly to the decisions made. However, the ‘concertation’
procedure also slowed things down.
At first, project managers thought the committees would need to work on
the project for about 18 months. This turned out to be too short.
Some of the leaders did not have the relevant experience, especially in
this new kind of policy process. They also lacked detailed knowledge on
specific topics and clear political guidance.
The options put before the committees must be drawn up with care, by
experts with relevant experience and local knowledge.
Also see:
Managing resources: time
Managing resources: skills
Management barriers
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Identifying issues that require
engagement '$

'$
'$
'$

!
!

!

Concertation procedures take time;
Concertation only really works if introduced at an early stage when it is still possible to influence the outcomes; and
Some people suggested that consensus was only reached
because the plan was general rather than specific.

Engaging selected stakeholder groups '#
The regional planning department (DREIF) has organised a series of
coordination meetings and training workshops for leading members of
the road, hub and local committees.
The meetings allow staff to swap experiences, and hear from experts
on topics such as sustainable transport, goods movement and ‘soft’
modes. They also discuss ways of evaluating how their work is
progressing.
Committee leaders have found the meetings useful, and say they have
learnt from them. DREIF regards the meetings as an effective way of
finding out the needs of the committee leaders, in order to set up
targeted training and relevant guides (also accessible on-line).
The meetings appear to speed up and ease the decision-making
process. Although not common practice yet in France, the managers
believe they could be used in other major transport projects.
Also see:
Technical working party

'$
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Managing stakeholder involvement '#
A variety of committees have been set up to decide how to put the
principles of the Urban Transport Plan into practice. They include
representatives from all the local bodies who are involved in
implementing the measures.
The regional planning department (DREIF) oversees the road
committees, the regional transport authority (STIF), the hub
committees, the urban districts the local committees. They set up work
schedules, organise regular meetings, and send out information and
reports to participants.
The committees have precise objectives: to set up road, hub or local
transport plan contracts. Each committee has a leader, who sets out a
timetable and organises meetings. The committees define the roles of
each person involved, plan budgets, design, manage and further
monitor the different projects.
The committees were set up to involve local bodies in planning, rather
than imposing decisions made by the people at the top. They are

generally successful, though the following points must be taken into
account:
!

!

!

To be a good project management tool, such committees need a
strong leader. They must be able to choose the best solution if
committee members cannot agree. They must make sure the
committee progresses smoothly, by recording participants'
opinions during the meeting and sending the minutes to the
participants after the meeting.
The committees slow down the decision process, as it takes time
to set them up and ensure they function properly. They need more
than the 18 months allocated initially.
It costs almost as much, in time and money, to set up consultation
committees for small projects as it does for larger ones. Therefore,
such an approach might be 'over the top' for a small project.

Also see:
Technical working party
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Decision process
!
Make sure thematic groups are well organised and
managed.
!
Keep all participants motivated, especially community
associations.
!
Get help from experts and consultants.
!
Find strong leaders to manage local committees. They
must be able to search for consensus, and take decisions
where disagreements occur.
!
Allow plenty of time for projects, especially during the
development and implementation of the project.
Considering the large number of actors involved and
associated issues, 18 months was not enough.
Participation and communication
!
Involve as wide a range of people as possible. Their input
will enrich the process.
!
Take feedback into account.
!
Develop efficient (well-targeted, innovative and friendly)
methods
of
information
dissemination
and
communication.

Tools and fact sheets used in
this Practice Example
Tools

Engagement strategy
Preparing for project management
Engaging selected stakeholder groups

Fact sheets

Managing stakeholder involvement

Above: One of the initial meetings at the beginning of the project.

Managing resources: time
Managing resources: skills
Overcoming management barriers
Workshops
Technical working party

'#
'#
'#
'#
'$
'$
'$
'$
'$
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The practice examples for Ile-de-France dealt with two levels. One is the elaboration of the Urban Transport Plan of the region (see before). The focus of the following detailed description is the local implementation
of this plan by means of new project management tools called ‘axis committees’ which deal with suburban bus lines. These axis committees are steering and organising both the technical committees and ‘selective’
meetings. A second focus is the use of the Plan's website as a management and engagement tool. Its objective is to give access to all kinds of information to all the actors involved, as well as to the general
public. Anyone can exchange opinions, ask questions and make suggestions through a discussion forum. Moreover, all the actors involved in the plan can access a ‘private/professional space’ where organisational
(meetings agendas and minutes, training sessions schedules and booking forms), practical (examples from other committees), methodological issues (how to make a ‘bus line project’? How to elaborate ‘parking
plan’? ‘How to make a low speed zone’? etc) information is available.

Legal situation

The French Urban Transport Plans (PDU) are drafted by
authorities in charge of organising transport within areas served
by urban transport. The engagement required for the elaboration
of the plan is pre-defined: the authorities in charge of organising
transport lead the process and must associate representatives
from the State. Representatives from transport professionals,
transport users, chambers of commerce and industry and
environmental associations must be consulted at their request.

Local strategy

Feedback and Monitoring

DREIF is evaluating the Transport Plan implementation process
with the technical support of external consultants. Feedback is
planned for some committees to know if the different participating
actors are satisfied with the final results and also with the
process. Beside the usual assessment of the outcomes
(including indicator analysis), the objective is to learn about the
participation process itself. However, this feedback won't be
available before the end of the committees' work or the end of
the Transport Plan.

The Urban Transport Plan of Ile-de-France is implemented
locally through the region by three kinds of committees: the axis
committees, the hub committees and the local committees.
These are partnership-based groups working in order to improve
the main bus network, exchange hubs and traffic-generating
hubs, and to establish local travel plans. The intention of the
genuine managers was to obtain a master plan with the
agreement of all the regional and local actors concerned about
mobility issues.

Motivation

All actors should agree with the global transport Plan, should
share its proposals and should be prepared for its
implementation. To achieve this, management through
committees and communication tools are needed. The actors
who elaborated the Plan were highly motivated. But those in
charge of the local implementation might feel bored,
inexperienced or not supported sufficiently. The committee
meetings enable local projects to be developed and define
everyone's tasks and responsibility. The Internet website as a
two-way communication tool providing day-to-day information
and technical assistance has become crucial to maintain
motivation and participation.
18

Technical support

The website was built by DREIF working with an external consultant.
Several versions evolved since 2000. At first, the website just contained
general information about the Urban Transport Plan. In the course of 2001,
the idea of improving it emerged, from building up a complete library with
official documents to creating a participation forum. Cartographic
documents and updated newspaper articles were also introduced. The third
version of the plan website was on-line in 2003 and allows professional
actors involved within committees to log in with a personal password in
order to follow their committees' state of affairs (including schedules,
documents and reports produced, meetings minutes…).

Obstacles

Experience

The concern of ensuring such a large participation from the very
beginning was completely new in Ile-de-France. It was the first
time that a huge participation process took place for a public
transport decision/plan. Transport and urban planning
professionals, operators, experts, etc. were and are involved
within the Plan elaboration and implementation. Specific
companies have been hired for communication and design
purposes. For the moment, the website is not used much by the
general public (350 visitors/day), but this is still a new tool. In
local municipalities, participation strategies have been so far
more classical (exhibitions, e-mail, post, fax and phone).

The committees have to deal with different competing objectives
(sometimes on different territories) and local authorities facing difficult
political decisions (for technical issues consultants are able to help!). Some
other obstacles to the participation process include the lack of local
competence in those new procedures and tools (such as management
through committees and communication), the non-attendance at the
meetings of some political actors/decision-makers, and the lack of time to
implement the projects. In spite of training organised within the region on
how to use the website efficiently, people have not really measured the
potential of such a tool yet.

Responsibility

The region Ile-de-France is split into 8 departments. Theoreticaly for each
department, the team responsible for the Plan implementation is also
responsible for the whole participation strategy of the axis committees within
its territory. The website was built and is maintained by a team of four staff
members of the DREIF (Direction Régional de l'Équipement d'Ile-deFrance), working with an external consultant. The committees' managers
were asked to introduce detailed information concerning their committees'
state of affairs on the monitoring boards/tables of the website (which are not
in used today unfortunately).
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An engagement tool: the Website
The website is structured into four main parts:

1. General information about the Plan: its elaboration, its aims,
and its organisation.
2. The state of implementation: this information should be
renewed periodically with the actual state of affair of each
committee and with refreshed local news including dates of
next meetings or special events (even trainings sessions).
3. Documentation: all the documents published by the DREIF
(including several methodological guides, training synthesis,
fact sheets), since the approval of the Urban Transport Plan
is available on the site. It also includes several maps
illustrating committees' projects at different scales.
4. Participation: the general public and committees' members
(who are registered users) have access to a discussion
forum where they can ask for information and exchange
experiences. Professionals are allowed to get access to
more confidential or technical details than the public.

A project management tool: the
organisation of ‘selective’ meetings

"Selective" meetings involving only some "selected" actors have
been organised by the managers of the axis committees' to
discuss specific local issues that could not be efficiently dealt
with by a larger number of participants.
The organisation of all these "selective" meetings has become
something normal and almost necessary in the implementation
process. These additional meetings are planned by the axis
committees' managers, usually during or at the request of the
steering committees, when it appears that a problem cannot be
solved and needs a detailed discussion with a local authority or
with the transport operator(s).

!

!

!

People are not used to this method of working and
the committees' managers who already face a lot of
other issues, have chosen traditional (and thus
better mastered) forms of communication.
People have not yet really measured the potential of
such a tool.
Using the website as a communication platform for
the committees' members was not successful until
now, because the website was not often used by
them actually.

Managed by the General Council or the DDE
Technicians, politics and associations are present.
They discuss and choose between the
different proposals of the project consultant.

!
The project
consultant
develops the
new proposals

The project
Consultant
and the
Committee manager
Transport
Company
technicians

Technical Meetings and “field” meetings.

The general public does not have access to those professional
debates, since they were designed to be a way for the
technicians to exchange experiences and information. However,
anyone can download all the general information about the
committees and the Plan's official documents.

Lessons learned concerning the website

Direction Committee meetings

Municipal
technicians

Beside this commonly available information, news and library,
the website should provide elements from within the committees:
progress and meetings reports, documents to be discussed,
technical issues considered by the consultant, etc. In this case,
it is a "private space" where the actors involved into committees
can exchange opinions, ask questions and make suggestions
through their dedicated discussion forum (accessible with a
personal password).

Leasons learnt

In the axis (that is the bus line) committees, all the preparation
for the meetings involves on one side the departments (that lead
the meetings) and the project consultant, and on the other side
the local technicians (sometimes with the mayor) or the transport
company technicians, or both. The main objective is to define the
best technical solutions for each area/section of the project/bus
line.
The scheme above shows how the "selective" meetings are
linked, and fill the technical and steering meetings. All these
different meetings are also a good way to manage the
information (the team managers meet separately with the main
actors/deciders and collect the different pieces of information
that can be useful for the project), to manage the costs, and to
manage the role of the different actors.

In order to make the Website more useful it would be
necessary to establish an operational plan to
manage the information available/accessible on the
site and to appoint a person from each committee
responsible for updating/maintaining it.

Lessons learned concerning ‘selective’
meetings

The implementation of ‘selective’ meetings and their
linkage to the technical and to the steering committees
meetings makes it possible for the project to develop
smoothly and to be precisely designed, for the different
actors to get tasks and involvement pre-defined, and for
the budget to be programmed.
It is more efficient than management from the top (in this
case from the State), because the local actors who are
going to support the new urban and transport
decisions/projects are attending those meetings, thus
participating in the whole process.
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Maribor

Maribor, Slovenia's second largest city, has a population of 156,000
and covers an area of 360km². It is the economic and cultural centre
of north east Slovenia, and is situated at the intersection of two major
cross-European routes.
Maribor used to be an important industrial centre, particularly in the
fields of machinery, electronics, metal, chemicals and textiles.
However, conflict in Yugoslavia from 1991 meant the collapse of
Maribor's southern market. Many of the city's factories closed down,
and unemployment increased.

Regional Map Here

Maribor has a city road network totalling 500km. Most people use
private cars, and most do not consider sustainable options. Although
the city has a bus system, its share of the market is low. The most
visible effect of the high car usage is that drivers park wherever they
choose.

Campaigning for provision for cyclists

GUIDEMAPS interests

GUIDEMAPS looked at the process of developing a cycling network in
Maribor. The scheme was the result of sharing ideas between many
individuals in Maribor. It was initiated by a campaign group, the Maribor
Cycling Network, which put pressure on the city administration to put
new measures in place.

The Maribor practice example gives insights into how sustainable
transport projects are treated in a country where the concept is a new
one.
In Maribor, GUIDEMAPS explored:

Work began on the network in 1996. So far, some new recreational
paths have been created, and some have been remarked. The project
stalled early on due to lack of political will and funds, but restarted in
2002. It is due to be completed in 2005.

!
!

!

!

A Maribor cycle path.
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Panoramic view of the city of Maribor.

How strategy decisions are made in Slovenia;
How pressure groups are involved in the preparation of strategy
documents;
What mechanisms exist to allow the public to be involved in
making strategy decisions; and
What are the weaknesses of the decision process in relation to
public participation.
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Media coverage of a demonstration staged by Maribor Cycle
Network.

Tools and techniques

The project was instigated and kept alive by a series of campaign
activities organised by MCN. These included: riding over the Old Bridge
to demonstrate the problems faced by cyclists; highlighting the lack of
parking restrictions on cars; and clearing snow from cycle paths to show
they were not being maintained.
The protests gained widespread media coverage, which was crucial to
building up support among the public. The MCN issued press releases,
and learnt how best to talk to reporters.

Cyclists and pedestrians cross the bridge separated from motor
vehicles.

1994
1998
1999

!

2000

!

The City Council, which approved the plans;
The City Mayor;
Consultation bodies, including the Transportation Committee
Administration departments: Planning Institute; Communal Agency;
Traffic Office;
Professional organisations, which carried out the research: Faculty
of Civil Engineering; Road Traffic Institute; and
The Maribor Cycling Network, the non-governmental organisation
behind the plan.

2001

!

2002

!

Policy/Strategy
Development

However, despite the agreements, not much action was taken due to
lack of funds and political will. The MCN kept up pressure through a
series of campaign activities, and more measures were put in place in
2002.

The development of the cycling network faced a degree of apathy from
politicians and the public, who did not really understand the need for
sustainable transport. However, many different bodies were involved in
its creation, including:

Policy
Assessment

Council committees were set up to examine the research
recommendations and make amendments. In some cases, a forum was
set up in which professionals could make their comments. The resulting
documents were adopted by the City Council with little discussion.

Engagement

Final Policy/
Strategy

In 1994, a group of cyclists formed the Maribor Cycling Network (MCN)
to put pressure on the city administration to improve provision for bikes.
Officials realised that they lacked expertise in this area, so they
commissioned wide-ranging research from independent experts.

Implementation
Plan

Decision-making process

Problems/
Issues

Timeline

STRATEGIC
TRANSPORT
PLAN / POLICY
Four cycle enthusiasts form the Maribor
Cycling Network call attention to the
problems of cycling in Maribor. The
organisation goes on to stage a number
of actions which raise the profile of
cycling and sustainable transport
measures. The organisation also
contributes directly to the policy debate,
making recommendations to the
council.
The Communal Agency of the City of
Maribor orders the development of
directives for the transportation policy of
the city.

A conference workshop brings together
representatives of the Maribor Cycling
Network with foreign and domestic
transport professionals.
Maribor Cycling Network submit a
transportation plan to the city council.

A research project on transport policy
for Maribor is undertaken. Politicians
and professionals are chosen to
participate in forums. The general public
are invited to comment via the internet.

The long term transportation strategy
for Maribor is accepted and confirmed
by the city council.

Maribor Cycling Network stage a further
protest, to call attention to the failure to
implement the measures outlined in the
strategy.

E-city, the official Maribor city website, was used to keep professionals
and the public informed of the progress of the project. All the relevant
planning documents were available online.
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Overcoming barriers
Financial

$
%

$€

The city budget had few dedicated financial resources
for cycling.
Funding was sought from other sources, including
local societies, tourist organisations and international
organisations.

Management

%&

$

Low motivation of political decision makers, fuelled by
limited acceptance of the scheme in the political arena
and a low level of political courage.

%

Public pressure and good media support were
significant in persuading politicians that the scheme
was in the common interest.

Legal

!'

$

There was no legal foundation for the measures taken
and no regulation regarding traffic penalties.

%

Transportation strategy was adjusted to encourage
sustainable development. This gave cycling
infrastructure priority status.

Institutional/legal/financial barriers '$
Slovenia has undergone major changes on the political scene in recent
years, in its transformation from a socialist federation into a democratic
state. This has meant introducing new administrative structures at all
levels. However, legislation is still car-oriented, and is not expected to
change in the near future.

In 2000, the Maribor City Administration was reorganised. A new
Transportation Office was set up, with a new urban plan and city
transport strategy, which covers cycling. The new office was based on
a model common across Europe. Its role is to oversee traffic and
transportation in the city, carry out research into local transport issues,
and develop and implement projects.
The new structure has led to better management of transport projects.
However, the office does not have the staff to fulfil all its tasks. It is also
vulnerable to new political decisions.

Managing resources: costs '$

The project leaders had to try to get funding for their proposed network
of cycle paths. This meant persuading the city council to agree
amendments to its budget.
The budget included some money earmarked for cycle paths. There
were also some funds available for other soft mobility infrastructure
projects, to be allocated as councillors saw fit. Obviously, this
depended on their political allegiances and interests.
The campaign group behind the proposals suggested amending the
budget, but were only partly successful as cycle measures were seen
as low priority. However, some private enterprises did invest in the
scheme, enabling a wide network of cycle paths to be built.
See also:
Institutional/legal/financial barriers
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'$

Media strategy

'#

The main goal of the campaign group was to persuade the public to
support the cycle network and so put pressure on politicians to give it
higher priority.
Favourable media coverage helped win support from the city council
and administration. The proposals were covered in the local
newspaper, and on television and radio.
The media coverage also opened up the issues to a wider audience. It
also prompted more interest in the measures from politicians, which
helped kick start the project.
However, the impact of the media coverage was short-lived. In general,
the public was keener on cars than on soft mobility measures. Local
politicians' interest waned as the media coverage declined.
See also:
Communication barriers

The media

'$

'$

Campaigners organised media activities, briefed speakers on how to
communicate with the media and produced background documents for
the media. They invited journalists along to their protest activities, and
proved willing to answer all their queries. They maintained contact after
the events.
Experience showed that:
!
!

Dealing with the media is time-consuming; and
It can be easier for NGOs to gain positive media coverage as they
are often perceived to be objective and independent from the
authorities.

See also:
Information session and briefing
Technical reports

'$
'$
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Managing stakeholder involvement'#
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Decision process
!
Keep the pressure up on politicians until you have
achieved your goals.
!
Beware of apathy from politicians. A lack of active support
can hinder plans almost as much as active opposition.
! Bring attention to the problems through protest activities.

The most important task of nongovernmental organisations is to act as
watchdogs over the work of the authorities, and to offer new ideas. The
main goals of the Maribor Cycling Network were to set up
environmentally-friendly transport routes in the city, and to ensure
safety on the cycle paths. Its secondary objective was to focus the
attention of the city services and the mayor on the problems of cycling
in heavy traffic.

Participation and communication
!
Make sure you get all stakeholders involved in your
project.
!
Campaign activities need public support. Keep people
constantly informed through methods such as newspaper
articles and round-tables.

The MCN campaigned for equal weight to be given to all modes of
transportation. This involved promoting walking, cycling and public
transport. It tried to encourage people to consider the bicycle as an
environmentally-friendly alternative to the car.
It organised activities to put pressure on relevant professionals and
politicians. It also took part in the transport committee, suggested
transport measures, and promoted cycling through round-tables,
seminars, and group bike rides.
Public interest waned somewhat after 1998, which had a knock-on
effect on the council's level of commitment to the project. However, the
MCN managed to get cycling infrastructure measures included in all the
relevant urban plans. But if the measures are to be put into practice, the
various institutions in Maribor - city council, transport operators, police
- need to work together.

Tools and fact sheets used in
this Practice Example
Tools

'#

Above: the problems caused by cars parking on cycle lanes. Left:
A pamphlet produced by Maribor Cycling Network to draw
attention to the issue.

Fact sheets

See also:
Marketing strategy

Media strategy
Managing stakeholder involvement
Marketing strategy
Institutional/legal/financial barriers
Managing resources: costs
Communication barriers
The media
Information session and briefing
Technical reports

'#
'#
'#
'$
'$
'$
'$
'$
'$
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The Practice Example for Maribor dealt with cycling, and in particular with the introduction of an integrated citywide cycling network with the support of local NGOs, above all by the Maribor Cycling Network
(MCN). While the previous four pages have mainly described the 'history' of the approaches to establishing a cycling network and to raising public awareness for cycling (1994-2002), the following two pages
illustrate those activities which took place during the GUIDEMAPS project, i.e. when MCN used the tools and techniques in the GUIDEMAPS handbook for a new campaign that called attention to cycling in
Maribor (2003-2004). In so far, engagement activities in Maribor have not been coordinated by the local City Council but by a local NGO, which shows that the GUIDEMAPS handbook can also be useful for
improving stakeholder engagement and sustainable transport activities if it is used and applied 'in the hands of the public'. The tools that were used by MCN for the campaign to improve the introduction of an
integrated citywide cycling network were the preparation of a leaflet, newspaper feature articles, key person interviews, public meetings and an internet forum.

Legal situation

There is no legal requirement for public participation or public
consultation on national or local level in Slovenia. Usual practice
involves presentation of the draft strategy, policy or programme
to the public in the last phase of decision-making process. Thus,
public has a limited opportunities to comment on the proposed
document and to explore its content, when different options and
alternatives are still open. As a consequence, usual practice can
be described as a "top-down" planning approach.

Feedback and Monitoring

To evaluate the effectiveness of the MCN activities, both an exante and an ex-post questionnaires were used, with questions
regarding the citizens' knowledge of, and attitude towards, local
transport problems for cyclists. The survey was carried out by
Maribor University; 300 randomly selected citizens were ready to
fill out a questionnaire. Also 10 face-to-face interviews with
selected "key stakeholders" were carried out before and after the
campaign.

Local strategy

The lack of a legal requirement for public participation and
consultation affects common practices at a local level: activities
concerning the public are usually implemented in form of
persuasions' or as ‘decide-announce-defend' model. The main
goals of such activities are to convince people of the
acceptability of the predefined solutions and measures.
Moreover, the City Council had not yet carried out any general
awareness campaigns for sustainable mobility practices - which
was the reason for MCN to start an awareness campaign for
cycling on its own.

Motivation

There are various participation and consultation motives and
motivations in Maribor, depending on the individual stakeholders'
interests. While the motivation for public participation and
consultation in the City Council has been at a low level, the
highest motivation could be identified at the level of NGOs, with
clearly identified demands for public participation - such as
transparent decision-making processes in transport projects,
early inclusion of the public into decision-making processes,
obligatory feedback.
24

Technical support

MCN as a local NGO, working only with low budget but with
highly motivated volunteers, does not have many technical
means for participation activities available. Nevertheless, MCN
achieved a high awareness with only a little budget and without
expensive 'infrastructure': newspaper articles, a press kit,
roundtable meetings, radio discussions and a website were all
established by MCN members on their own by using private
technical means.

Obstacles

The main obstacles for the campaign for cycling and the
engagement activities of MCN were the low level of public
support for cycling, the resistance of shopkeepers who feared a
diminishing number of customers and the opposition of residents
who are using existing parking lots for free and who don't want
them to be replaced by cycle tracks. Opposition came also from
the politicians and the City Council, concerning cycling measures
that would lead to additional costs and could not be financed.
© zoran.smiljanic@siol.net

Experience

Concerning transport issues, MCN and other NGOs were keen
to open the debate on cycling to the public, trying to strengthen
the importance of sustainable transport modes and to influence
political priorities in the city. The experience both on cycling
issues and on engagement techniques came from many
contacts made through the participation of MCN members at
conferences, as well as contact with Maribor University or to
other European cities and networks, e.g. also in the context of
GUIDEMAPS.

Responsibility

Usually, the City Council or the Transport Department should be
responsible for setting up a cycling plan or strategy. However, as
politicians' and City Council's interest in cycling is low, MCN tried
to take over the responsibility for the strategic plans voluntarily.
Although it is clear, that 'ownership' of sustainable transport
measures is very important it cannot be achieved by NGOs
alone. Thus, MCN aimed at cooperating with other stakeholders
and in particular with the City Council as far as possible.
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Objectives of MCN activities for
improving cycling

As previous activities in 1994 to 2002 on setting up an integrated
citywide cycling network had been only partly successful and did
not gain much interest from responsible politicians and staff at the
local authority, the Maribor Cycling Network (MCN) changed its
strategy: Instead of trying to set up an individual cycling plan, they
aimed at improving the general conditions and facilities for cyclists
through the new Parking Development Programme for Maribor (to
be developed until 2004/2005) and a new awareness campaign for
cycling.
The parking programme will result in recommendations, directives
and plans for new parking arrangements in the city centre, including
a thorough reorganisation and extension of parking facilities, e.g.
underground parking in the city centre. MCN recognised that it also
offers the opportunity for to solving the problems of other road users
as well, particularly those of cyclists that are strongly affected by the
parking problem, e.g. when cars are parked on cycle tracks.
However, as the latter was not planned from the outset, MCN was
striving to open the preparatory phase of the programme to public
participation and involvement and to influence its content by public
pressure to achieve the following goals:
!
!

!
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To broaden the programme scope with cycling issues;
To instigate public debate about available alternatives to caruse;
To strengthen public demands for public involvement in
decision-making processes

The MCN activities and tools selected from the GUIDEMAPS
handbook were intended to contribute to a more broad-based
problem understanding of all stakeholders involved; politicians
(decision-makers), city officials (transport), journalists, and the
general public.
The overall 'message' for all stakeholders was to use the
reorganisation of parking space for reaching a "win-win" situation
for all road users: car drivers would benefit from the offering of
additional parking facilities, cyclists would benefit from cars not
parked on cycle tracks anymore and traffic separated on streets,
pedestrians would benefit from cars not parked on footpaths etc.

Tools and techniques applied

For the awareness raising campaign, it was found to be
necessary to focus in particular on a media approach with the
following tools selected from the GUIDEMAPS handbook:
!
!
!
!
!
!
!

Preparing newspaper feature articles;
Arranging radio discussions with a telephone hotline;
Preparing a press kit/press pack;
Carrying out a public meeting (roundtable meeting);
Carrying out key person interviews;
Preparing a leaflet; and
Setting up an internet forum.

Leasons learnt
MCN discovered quite a number of important criteria
that must be considered if a local NGO tries to prepare
an awareness raising campaign efficiently. It depends
on a good relationship with the local media. Lessons
learned have been, among others:
!

!

Two questionnaires (ex ante and ex post) were prepared for the
campaign to be able to evaluate the success of the activities.

!

Results of the awareness raising campaign

A comparison of the results shows that the knowledge about the
preparation of the new parking programme and cycling issues
rose from 11% to 18% after the campaign. Two thirds of the
respondents declared that the media in Maribor had reported
more about traffic issues in the city lately. Most notably, the
recognition of the problems for cyclists rose significantly, so that
after the campaign 2/3rds of the respondents felt ready to
participate in public meetings. Consequently, a better informed
and sensitised public will be able to monitor transport activities
with regard to cycling more carefully in the future.

!

Media tools for consultation activities have to be
chosen carefully: identify your goals (what you
would like to achieve) and decide about the means
and tools you need in order to achieve your goals.
A mixture of media tools should be used, and their
content should be consistent and to-the-point:
comparison of data (your city, good examples) and
graphical presentations are much more informative
and comprehendible than pure text.
The media (newspaper and local radio) need to find
the issue important for their readers/listeners: issues
that are very technical should be presented in a
different way and to focus on everyday experiences,
so that technical things are understandable for the
'average citizen'.
Media space and radio time are limited: having 30
and 60 seconds for e.g. speeches or radio
interviews, means that you must be prepared in
advance, in order to 'deliver' the exact message
(longer speeches will be edited by the editors and
your message might get distorted in an unintelligible
way). The same applies for the printed media: try to
have statements prepared in advance.

All in all, it was realised that engagement tools and
techniques can help to establish a bottom-up approach
for achieving sustainable transport and that this can help
to 'influence' the decision-making process in the Parking
Development Programme more 'positively'.
Also, it was found to be useful to monitor and evaluate
the specific engagement activities, in order to build trust
to citizens, media. and to get feedback and motivation
for future activities.
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Bochum

Bochum is situated in the Ruhr area in Germany. It has a population
of 400,000 in an area of 145 km². For many years, the coal and steel
industries dominated the city. Now it has many service industries
including insurance, science and technology companies and the Ruhr
University. It also serves as a regional centre for shopping, culture and
other leisure activities. Unemployment is higher than the average for
western Germany. The biggest employer is the car manufacturer,
Opel.
Bochum has one of the highest levels of car use in Germany. The
associated problems (including congestion, noise and air pollution and
the waste of urban space) are unpopular. Since the 1980s, urban
transport planning has concentrated on promoting alternatives to car
use, particularly public transport.

Socialdata

Re-routing tramline No. 310

GUIDEMAPS interests

The City Council, together with the public transport operator, Bogestra,
have begun a programme to improve public transport. This includes a
range of measures to improve and extend the existing tram network.
GUIDEMAPS research explored a plan to change the route of tramline
No. 310. The current route passes through the outskirts of Langendreer.
Only 10% of people in the district live within easy walking distance of the
route. Re-routing the tramline through the centre of Langendreer will
allow 80% of the district's population access to the tram network.

The Bochum-Langendreer tramline extension provides an interesting
example of a project where unexpected public opposition significantly
delayed the progress of the project.
In Bochum, GUIDEMAPS explored:
The information strategy used;
How the city authority and the public transport operator
responded to unexpected public opposition; and
How local elections influenced the progress of the project.
Techniques reviewed included:
Informal meetings; and
Surveys.

A Bochum Tram
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1997
1998
1999
2005

Implementation

Tools and techniques

Formal meetings between the official partners, takes place 3-4 times
a year. These meetings are used to manage transport projects.
Smaller meetings take place more often. All the meetings involve
city authorities and Bogestra. The city planning department acts as
mediator.

Preparation of the local transport plan.
Official partners are the city planners
and the public transport operator,
Bogestra.
Further preparation of the local
transport plan, considering ways to
solve the traffic problems in BochumLangendreer. Consultants become
involved.
The project is included in the public
transport demand plan for the Ruhr
area.
City planners, Bogestra and consultants
consider possible solutions.
Public involvement begins. Limited
participation reveals unexpected public
opposition.
Evaluation of solutions continues. The
first phase of broad public participation
and information is undertaken amid
growing political opposition. The
information provided is not adequate
and public opposition grows.
Public opposition remains among local
residents and formal complaints are
made.
The second phase of participation and
information begins, providing more
adequate information.
The final decision of the City authorities
is delayed.

2004

A Bochum tram.

2003

Option
Selection

2002

The City Council will make the final decision on the project, and has
also contributed to other major decisions. Other official actors
include the authorities for the state of North Rhine Westphalia, as
the project was included in the public transport demand plan for the
Ruhr area.

In Germany, city authorities are required by law to respond to every
complaint, so the unexpected public opposition in Bochum delayed
the progress of the tramline re-routing project. The complaints
received were used to revise the project plan.

2000

Progress between stages of the project were managed using
informal meetings between the city authorities and Bogestra, the
public transport operator. These meetings were co-ordinated and
moderated by the planning department.

2001

To tell the public about the project and to overcome public
opposition;
To plan the project so that delays from political causes could be
avoided; and
To find out what the affected people thought about the project.

At the start of the project, there was limited public involvement.
Later, the tramline re-routing was presented to the public as a
planned measure and there was unexpected opposition from some
individuals. This opposition became more organised and the press
presented it as the majority view. Then, the information strategy had
to be changed to persuade opponents and to encourage supporters
to voice their opinion. The strategy has started to win support for the
project, but it is too early to say whether it will be a complete
success.

Option
Generation

In managing the tramline re-routing project, the objectives were:

Engagement

Option
Assessment

Decision-making process

Scheme
Definition

Timeline

MAJOR
INFRASTRUCTURE
PROJECT

Implementation?

A survey of public opinion was carried out. Results were used to
design a campaign to improve the image of the project.
Map showing the re-routing of tramline 310.
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Overcoming barriers

|

Communication
: Press coverage of the project was unfavourable.
: There was unexpected public opposition.
; The city authorities and Bogestra planned a
communication campaign.
: The number of public complaints delayed the project
while responses were prepared.

;

The complaints were all answered and the project was
revised.

Management

q

:

In the City Council, there was support for the tramline
extension at first, but the issue became more
controversial when public complaints began.

:
;

Opposition groups made it a political issue.
New campaigns were started to convince politicians
and the public of the benefits of the scheme.

Institutional

:
;
:
;
:
;
:
;

*2

Internal communication problems.
Frequent, informal meetings between organisations.
The city authorities could not respond quickly to public
opposition because the city council did not put this
scheme on the agenda.
Control of the information campaign was transferred
to the public transport operator.
Legal obstacles to using private land.
The route was modified to use public instead of
private land. This made it easier to get planning
permission and helped to reduce complaints.
No one can make sure that projects do not become
politicised when public opposition comes up.
An option is to try to convince politicians of the
benefits and necessity of the project.

Opponents

Æ

When the city administration began to publicise its proposals to re-route
the tramline, it met unexpected public opposition. The authorities had to
overcome this. Under German law, people are allowed to make official
petitions against aspects of such projects. The administration has to
respond to every petition. The main barrier was the use of private land
for the extension of the tramline. To overcome this barrier, planners
reworked the proposals. By taking complaints into account, the project
leaders successfully reduced the potential for further obstacles.
Remember:
Public opposition is often the work of a few individuals. Project
leaders must make contact with those people;
Try to use public land for planning proposals where possible;
It is always important to encourage people in favour of the project
to speak out; and
Failure to include the public in the early stages of the planning
process can lead to surprise protests later on.
Also see:
Communication barriers
Æ
Preparing for project management Æ

Engaging selected stakeholder
groups Æ#

Regular consultations between the different planning departments and
the public transport operator are needed to identify potential problems
at an early stage. Large consultation meetings take place three to four
times each year. In addition, smaller meetings are held every two to
eight weeks. They are chaired by the planning department responsible
for road construction. No decisions are taken without the participation
of the public transport operator.
Good cooperation means that the various projects are better
coordinated. It avoids the situation where the same street can be dug
up every two or three years.
Successful informal meetings require:
Cooperation and trust between participants;
Careful planning and strong personal commitment; and
Good moderation and mediation between relevant partners.
This important technique can be applied in many different situations.
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Institutional/legal/financial barriers Æ
It is likely that elections will take place during the course of a long-term
project. It is important to manage a project to limit the impact of party
politics or any change in the administration. At first, all political parties
supported the tramline extension - some even included it in their
manifesto, and won. However, once public opposition began, some
parties began to change their opinions and the project started to
become a party political issue. The city administration and the public
transport operator began a campaign to change the image of the
project among politicians, which was largely successful. To minimise
disruption due to political factors, remember that:
Politicians can use public controversy to make their mark;
If transport projects become politicised, it can make it harder to
carry them out; and
The city administration is responsible for presenting projects in
such a way that they do not become politicised.
Also see:
Communication barriers Æ
Opponents

Æ

Questionnaire surveys

Æ

After public opposition to the tramline extension project was voiced, a
survey was carried out among the local population to find out what
people really thought, and to use the results as the basis for a
campaign to change the image of the project.
The survey was highly successful, as it showed that opposition was not
as strong as feared. Conducting a survey before the start of the
planning process would have identified any likely opposition at an early
stage and would have allowed changes in public opinion to be
assessed. The administration is considering a further survey after the
end of the project to evaluate its success and provide planners with
useful information for future initiatives.
Using independent consultants to carry out the surveys ensures that
the information gathered is objective and increases its credibility.
Also see:
Communication barriers

Æ
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Key lessons

Marketing strategy

Æ#

The project managers had planned to use technical plans to inform
people of the proposals to extend the tramline. But after the plans
were unveiled, opposition arose and grew. The press presented their
views as those of the majority.
Therefore, the project managers had a new goal: to win people over,
and to encourage the silent majority who supported the scheme to
make their views known. They launched a comprehensive campaign to
change the image of the re-routing project.
While the initial small-scale information campaign had been led by the
city administration with the support of the public transport operator
Bogestra, the roles were reversed in the second, large-scale campaign.
Bogestra had more money to invest in such a strategy, and could react
faster to new developments.
The campaign included public exhibitions, brochures, flyers and
meetings with people living in the affected areas. Project leaders also
established a presence at the construction site, and held one-to-one
talks with those most opposed to the scheme.

Experience in Bochum has shown that:
Project leaders must think about information strategies from the
very beginning, not just in reaction to opposition;
City administrations are not always well-placed to lead active
communication strategies and may not have the knowledge,
expertise, resources or flexibility to carry them out;
Information for the public must be easy to understand;
One-to-one talks are the best way to win over opponents;
It is important to get the press on your side; and
As people get more involved in public affairs, major communication
strategies are needed more frequently.

MAJOR
INFRASTRUCTURE
PROJECT

Decision process
The political decision process can cause delays. Make
sure that there is a politician (or party) keen for the project
to be delivered on time.
Participation and communication
Plan the appropriate information strategy at the beginning
of the project. Don't wait until there is public opposition.
Consider getting other partners (e.g. PT Operator) to
manage communication.
They may have more
knowledge, more resources, and be able to respond
faster.
Information for the general public must be easy to
understand.
Use one-to-one talks to convince individual opponents.
Try to get the press to support the project.

The new communication strategy appears to have started to win people
over.

Æ#
Æ#

Tools and fact sheets used in
this Practice Example
Preparing for project management

Tools

Also see:
Printed public information materials
Information events

Engaging selected stakeholder groups
Marketing strategy
Printed public information materials

Fact sheets

Information events

Above and right: Publicity material produced in Bochum.

Opponents
Communication barriers
Institutional/legal/financial barriers
Questionnaire surveys
Exhibition
Leaflet and brochure

Æ#
Æ#
Æ#
Æ#
Æ#
Æ
Æ
Æ
Æ
Æ
Æ
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Saarbrücken
The city of Saarbrücken, the capital of the German federal state of
Saarland, has a population of 184,500 and covers an area of 167km².
It is a regional centre for shopping, a conference and trade fair
destination, and home to the University of Saarland. It is situated near
the border with France, and works closely with its French
neighbouring municipalities on common transport solutions.
Heavy industry and mining used to dominate, but many jobs are now
in the service trades. As the surrounding region has a high level of
unemployment, more than 60,000 people commute into the city each
day, with consequent traffic problems.

Socialdata
The Saarbahn light rail system.

Building the Saarbahn

GUIDEMAPS interests

GUIDEMAPS looked at the planning and building of the Saarbahn - the
new light rail system for Saarbrücken. It was designed to tackle the
problem of the increasing number of commuters, and to take the
pressure off the city's only existing mode of public transport - the bus
system. The project had to be carried out quickly, to make the most of
political will and available funds.

The Saarbahn is an interesting illustration of a successful major transborder project planned and implemented in just seven years.
In Saarbrücken, GUIDEMAPS explored:
The role of the two major 'project champions' (the Managing
Director of the Saarbahn GmbH and the Mayor of Saarbrücken);
The pros and cons of having semi-independent companies
involved in constructing a major transport infrastructure project;
How decision-making processes should be structured to speed up
planning and construction;
The role of public decisions in transport projects; and
The legal and technical problems of including a foreign (French)
town in the project.

The Saarbahn links the city with the surrounding region, mainly along
old rail tracks. Its first phase was built between 1995 and 1997, and
connected the centre of Saarbrücken with the French town of
Saareguemines located south of the city. Another section has since
been opened to the north. In October 2001, about 30,000 people were
using the Saarbahn each weekday, and the number was rising.
Further expansion is planned, and should be complete by 2005.

The Saarbahn under construction.
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A semi-independent company, the Stadtbahn Saar GmbH, was founded
specifically to keep bureaucracy to a minimum. During construction, the
company could react to sudden problems within 24 hours. For tax
reasons, it was easier for the new company to finance the project than
for the City of Saarbrücken to do the same.
Another key technique was the creation of a Stadtbahn Coordinator post
within the city administration. This meant one person was responsible,
rather than one in each department. The coordinator was the main
contact point for the public.
An intensive marketing campaign kept the public informed. This limited
the inevitable opposition. The strategy included community meetings,
most of which were attended by the Mayor and the Managing Director
of the Saarbahn. One innovative technique was a public competition to
choose design aspects (such as the colour scheme) of the new
Saarbahn vehicles.

1992
1993

1990

Scheme
Definition
Option
Generation

A consultation document is produced,
providing a standardised assessment of
options. Finance issues are resolved.
Plans are developed by the Saarbahn
company, the city planning department
nd consultants.

1994

Tools and techniques

The city authorities consider
recommendations for a new rail-bound
transport system and permission to use
existing tracks is obtained. A semiindependent company is created to
develop the scheme.

1995

The need to build the Saarbahn quickly meant that public participation
was limited. The residents affected by the construction of the Saarbahn
were informed according to legal guidelines, and some were given
compensation. The project leaders also carried out a wide-ranging
communications strategy.

Existing bus services are unable to
meet growth in commuter traffic and the
need for a new transport system
becomes apparent.
The train line between Riegelsberg and
Lebach is closed, giving the opportunity
to find a new use for the tracks.

Formal planning permission hearings
take place, involving residents and the
general public.
The city transport development plan is
produced.
Permission for the scheme is given.
Construction of the first track section
begins. Information, competitions and
participation in decisions help to
maintain public interest in the scheme.

1996

The first track was constructed between 1995 and 1997. In 1996, a new
company was formed to operate the Saarbahn, and it opened in 1997.

Stadtbahn Saar GmbH AG, the semi-independent company set up
to oversee the process, especially its Managing Director;
The Mayor of Saarbrücken;
City administration, including the planning office;
Deutsche Bahn, which agreed to let the Saarbahn use its old rail
tracks;
A consultancy, which assessed the various options;
The national Transport Ministry, which financed the project;
Saarland Ministry of Commerce, which co-financed the project; and
Independent planning bureaux.

1997

Plans were drawn up between 1993 and 1994, and planning permission
hearings were held in 1995. The city administration formally adopted
the plans into its official transport strategy for the city.

Players in the Saarbahn project included:

Option
Assessment

In 1993, consultants drew up an assessment of the cost-effectiveness
of the proposals. This document was used as the basis for winning
funding, most of which came from the federal government.

Engagement

Option
Selection

The Managing Director of the Gesellschaft für Straßenbahnen im
Saartal AG came up with the idea of a light rail system for Saarbrücken
in 1991. He enlisted the support of the Mayor of Saarbrücken, and the
proposal was adopted by the municipality in 1992. The project leaders
created the semi-independent company Stadtbahn Saar GmbH to carry
it out.

Implementation

Decision-making process

1980s

Timeline

MAJOR
INFRASTRUCTURE
PROJECT

Start of operation.
Construction will continue until 2005.

Left: Publicity material for the Saarbahn project.
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Overcoming barriers
Communication

:
;

|

There was the potential for public dissatisfaction with
the disruption caused by the construction process.
Coordinating construction to build four track sections
at the same time reduced the construction period and
minimised annoyance.

Management

q

:
;

Political barriers were encountered.

:

Municipal authorities did not have the necessary
human resources to plan and build the Saarbahn.

;

A separate company Stadtbahn Saar AG was created
to build the Saarbahn.

Legal

:
;

The role of the project champion was crucial in
securing political support.

¶

:
;

Æ#

The Saarbahn was a ground-breaking project for the City of
Saarbrücken, where the only form of public transport until then was the
bus. Without the strong support of key players, the scheme would never
have begun.
The Saarbahn was the vision of the Managing Director of the public
transport company Saartalbahnen, who won the backing of the Mayor
of Saarbrücken. They worked together to get the necessary political
backing at city, regional and national level. They also attended public
meetings together to persuade the residents of the benefits in the areas
affected.
The mayor created the post of Saarbahn coordinator in the city
administration to oversee all planning and construction measures. The
mayor backed his decisions, and defended the project in the city
council. He also supported the Managing Director of the Gesellschaft
für Straßenbahnen im Saartal AG, who was responsible for
implementing the proposals.

Some legal and technical barriers were associated
with the requirements of a cross-border project.
Legal and technical requirements were fulfiled, and
good personal contacts enabled this to be effectively
managed.

Institutional

:
;

Project champion

*2

Some bureaucratic delays occurred.
These were reduced through the actions of the project
champion and the creation of Stadtbahn Saar AG to
carry out construction work.
Unexpected problems were encountered during
implementation.
A fast and informal decision-making process within
Stadtbahn Saar AG enabled these problems to be
quickly overcome.

Overcoming barriers

Æ#

The Saarbahn proposals included a stretch of track across the French
border to Saareguemines. This made the project more prestigious and
therefore more likely to attract funding from central government, and
also paved the way for further cross-border connections.
Contacts between the German and French sides were already good: an
important bus line ran between the two cities, and the Mayor of
Saareguemines was in favour of the tramway. He helped the Stadtbahn
Saar GmbH reach an agreement with French rail company SNCF to
use existing train tracks. Personal contacts between the Stadtbahn
Saar GmbH and SNCF management in Paris also helped.
There were some technical and legal obstacles about running low-floor
trams on national rail tracks. These were overcome through personal
discussions, legal amendments and the addition of security measures.

Surveying individuals

The first task was to carry out a survey to find out what Riegelsberg
residents saw as the problems with the Saarbahn. Lack of information
turned out to be top of their list. Therefore, project leaders began a
marketing campaign to tell people about the new trams.
Afterwards, the Stadtbahn Saar GmbH conducted an opinion poll to find
out whether the Saarbahn should go through Riegelsberg. The poll was
in no way legally binding, but a negative result would have made it
harder to go ahead with the project. However, the result was in favour.
This helped project leaders gain support from city councillors, and
opposition decreased.
See also:
Institutional marketing
Elected officials

Æ
Æ

Marketing strategy

Æ#

The aim of the marketing strategy was to inform people about the
construction of the Saarbahn. Later, the Saarbahn managers wanted to
project a certain image.
At first, the campaign did not provide enough information about the
construction works. After negative public reaction, the project
managers began a new, more informative campaign. They produced
placards, a special bulletin, brochures and flyers about the construction
of the Saarbahn, its proposed routes, and ticket prices. The local media
also covered the issues.
Once the Saarbahn trams were ready, the campaign changed tone.
The new vehicles, which were of a very modern design compared to
the buses, became the focus of the marketing strategy. In order to
involve people in the project, the public was invited to vote for further
design aspects such as colour scheme.
See also:
Management of information
Communication barriers
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The main aim of the opinion poll conducted in Riegelsberg was to show
that public opposition to the Saarbahn was not as strong as sometimes
portrayed.

Æ
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Key lessons

Managing the engagement process

MAJOR
INFRASTRUCTURE
PROJECT

Decision process
Find project leaders with different backgrounds and areas
of expertise. This can speed up the project.
Widespread political support will help ease the planning
process.
Keep bureaucratic procedures as simple as possible to
make swift progress.
Monitor the project's outgoings. This helps you keep within
budget.
Follow guidelines - but improvise if necessary rather than
let the project stall.
Take a personal approach to winning sponsors.
Saarbrücken's mayor got actively involved in getting
money from both the city and the federal authorities for the
project.

Æ

The Saarbahn needed to be constructed quickly, otherwise funding
might not be available. Therefore, the decision-making process had to
be fast.
The city council gave more or less full backing to the Saarbahn project
throughout. Project managers were able to avoid the politicisation of the
scheme, even when there was public opposition later on. The fact that
city councillors agreed on the project and there were limited objections
from residents affected by it meant that planning permission was
granted easily.
The national government wanted to get the Saarbahn built quickly. It
gave planners enough money to help overcome public opposition
through a marketing campaign, and by offering compensation to people
badly affected by the new trams.

The Mayor of Saarbrücken helped set up the post of Saarbahn
Coordinator, who coordinated the work of the various departments of
the city administration with that of the Stadtbahn Saar GmbH. The
coordinator had two assistants, whose salaries were paid by the
Stadtbahn Saar GmbH. Together, they managed to get the planning
process completed quickly.

Participation and communication
A proper communication strategy is essential for a large
infrastructure project. Public complaints are inevitable
when construction begins.
Don’t make intensive attempts to get the public involved if
you don't receive many complaints. But make sure you
are ready to react if public opposition does arise.

Building work began on four parts of the Saarbahn at once. This meant
the whole project was finished quickly.

Tools and fact sheets used in
this Practice Example

Information materials produced for the Saarbahn project.

Tools

Project champion
Overcoming barriers
Marketing strategy
Surveying individuals
Public meeting

Fact sheets

Overall, the strategy worked well. It took less than four years to plan the
first phase of the Saarbahn (1991 - 1995), and less than three for it to
be built (1995 - 1997).

Leaflet and brochure
Press releases and news conferences
Management of information
Communication barriers
Institutional marketing
Elected officials
Managing the engagement process

Æ#
Æ#
Æ#
Æ#
Æ
Æ
Æ
Æ
Æ
Æ
Æ
Æ
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Brno

Brno, the second largest city in the Czech Republic, has a population
of 390,000 and covers an area of 230km². Founded in the 11th
century, this historic city is situated in an area of great natural beauty,
with several national parks among the attractions nearby.
Today, Brno is the industrial, cultural and shopping centre of the region
of southern Moravia, which has a total population of about 1m. Some
150,000 people travel to Brno for work each day. The city also has a
large student population - it is home to four universities - and is the
most important centre for international trade fairs in the country.

Completing the circle

GUIDEMAPS interests

The need for a ring road to ease congestion in the historic city centre
was agreed in successive city plans since 1952. By 1990, several
sections had been built, and needed to be linked.

The Brno practice example provides an interesting look at public
consultation just two years after the Czech Republic became a
democratic state.

However, a long-standing proposal to knock down 95 residential
buildings in Brno-Nord to make way for the section between Lesnicka
Street and Tomkovo Square faced public opposition. An alternative was
drawn up which did not require any demolition.

In Brno, GUIDEMAPS explored:
The process of public participation;
How public opinion can influence a large-scale transport project;
and
How the leaders of a project can use - or misuse - public opinion
to win support for a scheme.

After two years of public consultation, it was selected and incorporated
into the city plan. The 1.26km stretch of road was completed in 1998 at
a cost of 27m Euros. It includes a 582-metre tunnel.

Techniques reviewed included:
An exhibition;
Leaflets;
Opinion polls;
Discussions; and
Public inquiry.
Map of the Brno ring road.
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Nonetheless, after intensive discussions, it was approved by the
Environment Ministry, and construction began in 1996. Its impact on the
traffic situation is still debated.

1998

Implementation

The local municipality's newspaper was an important source of
information, and residents were also kept informed through notice
boards.

1995

Tools and techniques

The opinion poll conducted by UHA and the Municipality of Brno-Nord
in September 2001 found that 65% of residents supported the official
proposal. At the same time, the project leaders held public discussions
and an exhibition, developed with the help of a design company.

1975
1982
1991
1992

The key officials and stakeholders were:
The UHA;
The Municipality of Brno-Nord;
Residents - supporters and opponents;
The Environment Ministry;
The Municipality of Brno;
Investproject NCC - a private company which handled the
environmental impact study;
Via Consult Brno - a private company which developed the
transport-town planning study;
Consortium of Independent Solvers - a group of three former
engineers and architects who opposed the official proposal and put
forward alternatives and were also consulted as experts for the EIA;
and
The Czech Institute of Nature Protection, also involved in the EIA.

1993

Following the consultation period, an Environmental Impact Assessment
was carried out. The official proposal was confirmed as the most
suitable by an independent company, and then adopted into the city
plan. However, an independent review rejected the EIA, largely because
no alternatives had been put forward.

The public had a legal right to comment on the proposals in the 30 days
after they were announced. Comments were also allowed during the
process of assessing the environmental effects. Unusually for the
Czech Republic at that time, the local authority encouraged public
participation. Local residents played a very active role, even holding a
demonstration and organising a petition in favour of the proposal.

1994

The proposal attracted great interest, as residents were desperate for a
solution to the area's traffic problems. A clear majority supported the
new plan. But it also met opposition from independent transport experts
and architects, as well as some of the people who lived closest to the
proposed route. There were complaints that the moves to involve the
public were a sham, and that the information provided was biased.

Engagement

1996

The Institute of City Development (UHA) developed a new route for the
proposed stretch of ring road which avoided the need to knock down
any buildings. The UHA realised that public involvement was the key to
gaining support for the proposal. In cooperation with the Municipality of
Brno-Nord, it devised a communications strategy and carried out a
public consultation exercise.

Option
Selection

Decision-making process

Option
Assessment

Timeline

MAJOR
INFRASTRUCTURE
PROJECT
Of the two options for the route for
completion of the ring road, “Cacovice”
is preferred to “Kohoutova”.
The “Cacovice” option is included in the
territorial master plan
New analysis recommends
“Kohoutova”. 100 visitors attend an
exhibition in the affected district and two
public discussions take place.
Opinion among residents is divided,
with the majority supporting
“Kohoutova”, which is chosen by the
municipal authorities as the only viable
solution.
Local residents submit a petition in
favour of the selected option.
A demonstration gives further evidence
of support by local residents.
Meanwhile, technical discussions
continue.
The variant is ratified as part of the
territorial master plan, but is not
authorised when Environmental Impact
Assessment is considered, partly
because only one option has been
given detailed consideration.
Eventually, the Ministry of Environment
approves the scheme, given its high
level of political and public support.

Construction begins.

The new section of ring road is officially
opened.

The new section of the Brno ring road.
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Overcoming barriers
Communication

:
;
:
;

Public opinion on the project was divided.
In the end, a significant number of residents
supported the chosen solution.
There was only one realistic solution, so it was not
possible to present the residents with a choice.
Even though there was only one solution, using the
opinion poll to demonstrate that the option had public
support was important in helping to gain the
necessary official approval for the scheme.

Management

:
;
Legal

:
;

|

q

There were technical problems with the level of
understanding of traffic movements associated with
the project.
The political willingness to complete the project
helped solutions for technical and other problems to
be found.

Managing resources: costs

Æ

The plans to build a section of ring road through a busy district of Brno
were approved in the 1990s. The City of Brno needed to find funds for
the €27m construction work.
Most of the costs were paid by the state through the Directorate of
Highways and Motorways of the Ministry of Transport. The City of Brno
financed only some minor aspects of the plans.
The construction of the city ring road was acknowledged to be a priority
issue for Brno, so getting the funding was easy. However, it has since
got harder for transport projects to get money from the Czech state
authorities. Most still rely on central funding, although some are given
EU money.
See also:
Institutional/financial/legal barriers

Communication with the Ministry of the Environment
helped to clarify the regulations.

Æ#

The Institute of City Development of the Municipality of Brno decided to
carry out an opinion poll to find out people's views on the new ring road
proposals. The main, though unofficial, aim was to show that most
people supported the option favoured by the authorities.

Æ

Marketing strategy

Æ#

The Municipality of Brno-Nord and the local authority made great efforts
to involve the public in the plan to extend the ring road. However, the
municipality also wanted to promote the proposal as the only realistic
option.

The poll was carried out in cooperation with the Municipality of BrnoNord in September 1991. An external consultant helped design it. The
poll was accompanied by an exhibition and public discussions.

Residents got information about the scheme from the local newspaper
and an exhibition run by the municipality. The official notice board also
displayed details.

The poll showed 60% of residents in favour of the new proposal,
therefore backing up the authorities' plans.

Most residents were in favour of the option promoted by the
municipality. However, communication with opponents should have
been better: They should have been made to feel part of the project,
not enemies of it.

Experience in Brno showed:
That project leaders need to know something of public opinion on
an issue before they carry out any opinion poll. Otherwise, the
results can slow the decision process down or even cause it to fail;
and
It is important to decide who to poll - only those directly affected, or
also those indirectly affected.
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Supporters and opponents of the scheme organised themselves
without the help of any formal associations - such groups were only just
beginning in the Czech Republic in 1991. The larger residents' group
was in favour of the new proposals, while the smaller group opposed
them. However, the smaller one played a very active role. It was called
the Consortium of Independent Solvers, and included three engineers.
As they were able to suggest a number of alternative solutions, they
took part in developing environmental impact studies.

See also:
Opponents

Engaging large groups

Æ

Two main groups of residents lobbied the authoritiesabout the
proposals to build a new stretch of ring road, and played a significant
part in the decision-making process. The views of the residents
depended on where they lived.

The City of Brno also carried out an opinion poll that showed that most
people were in favour of the new proposal. This was a great help in
pushing it forward.

Æ

¶

The laws regarding the Environmental Impact
Assessment were interpreted in different ways.

Special interest groups

See also:
Engagement strategy
Communication barriers

Æ#
Æ
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Key lessons

Æ#

Decision process
Make sure you win over the public. This makes it harder
for opponents to influence the outcome.
Make sure the problem to be tackled is clear to the public.
Create a working team, and involve independent experts.
These give your project credibility.

The Institute of City Development of the Municipality of Brno developed
a strategy to inform residents about the ring road proposals, and get
their opinions. The project was one of the first in Brno where a
participation strategy was planned.
There are legal requirements in the Czech Republic to announce the
location of any new construction, to notify of changes to land use plans,
and to set dates for public meetings. The public has a right to express
views for a 30-day period after the announcements and to take part in
the discussions about the environmental impact.

Participation and communication
Be ready to react to different opinions and suggestions.
It is important to involve the public in all sorts of projects,
not just when you expect their support.
Use professional designers for major marketing
campaigns.

The strategy was deemed a success. Local residents played a very
active role in the decision-making process. For example, the residents
of nine streets organised a petition and held a demonstration in support
of the proposals.
Experience of the Brno communication strategy showed:
That there should have been better communication with
opponents;
That the questionnaires should have offered more options: only
one realistic option was put forward. This was partly because the
authorities wanted public confirmation of their choice, and partly
because other options were too expensive; and
That the opinion poll was a key to success for the project.
See also:
Printed public information materials
Information events
Information session and briefing

Æ#
Æ#
Æ

Above and below: The new section of the Brno ring road.

Tools and fact sheets used in
this Practice Example
Engaging large groups

Tools

In Brno, the authorities involved built a communication strategy around
these legal requirements. It included exhibitions, talks, the distribution
of leaflets, a questionnaire survey and an opinion poll. The Institute
produced and printed questionnaire surveys and leaflets, while the
Municipality of Brno-Nord provided the rooms for the exhibitions and
helped distribute the questionnaires. The two authorities worked with a
design company on two public discussions and one exhibition.

Marketing strategy
Engagement strategy
Printed public information materials
Information events
Managing resources: costs
Institutional/legal/financial barriers

Fact sheets

Engagement strategy

MAJOR
INFRASTRUCTURE
PROJECT

Exhibition
Special interest groups
Opponents
Feature article
Leaflet and brochure
Questionnaire surveys
Information session and briefing
Communication barriers

Æ#
Æ#
Æ#
Æ#
Æ#
Æ
Æ
Æ
Æ
Æ
Æ
Æ
Æ
Æ
Æ
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The practice examples for Brno dealt with two different topics. One is the construction of the Ring road in Brno (see before). The focus of the following description is the Consultation during the Reconstruction
of Mendel Square. The aim was the partial reconstruction of the area of Mendel Square and reorganisation of the public transport lines, which run through this square. Mendel Square is one of the three most
important interchanges in Brno and is therefore a very busy traffic junction with a lot of problems. From the transport perspective there are problems with the excessive amount of traffic caused by public
transport (the square is the terminal for 4 trolleybus lines, 4 bus lines and 3 tram lines) as well with severe traffic congestion caused by through traffic (over 20,000 cars a day). Other problems include chaotic
arrangements for pedestrians and also a lack of facilities for public transport users. From the town planning perspective there is a predomination of asphalt roads and the extensive reconstruction after damage
by bombing after the end of the World War II was not very sensitive and was never finished anyway.

Legal situation

The range of public engagement opportunities is determined by
the relevant laws. The work of the Department of Land Use and
City in charge of the project deals with landuse planning,
therefore the relevant law is the Construction Law. Obligations
included in this law regarding the public engagement are as
follows: The public has the opportunity to take part in the landuse
planning process during its feasibility stage, at the stage of
creating the concept and during the stage of creating the land
use plan for the final proposal.

Feedback and Monitoring

The monitoring and evaluation of projects has not been very
usual so far, mainly because of a lack of financial resources.
OUPR provides feedback to citizens as much as possible; the
most frequent form is internet communication.

Local strategy

OUPR is the department of Municipality of Brno dealing with
landuse planning and city development. OUPR has made an
effort to engage the public especially in important and city-wide
projects, but this effort is limited by the available budget and time
resources. The involvement in GUIDEMAPS has provided an
opportunity to engage the public into the project in an extended
(and not typical) form and to enhance the experience and
knowledge about public engagement.
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OUPR is one of the departments of the Municipality of Brno, so
it uses the official website for the city of Brno for some of its
projects. The website was used to inform citizens about the
project and it was also possible to view the visualisation of the
most important future transport project there. OUPR also uses
the city newspaper Halo Brno (owned by the municipality) and
local district newspapers to inform the citizens about projects.

Obstacles

There has been a clear effort to reconstruct the whole area of the
Mendel Square since the 1950s, but each attempt faced various
problems and failed. The main objective was to overcome
previous problems and to produce a realistic and reasonable
solution for the square. The goal was therefore to initiate and
restart the process and to involve the public and various
stakeholders in the process of creating a new design of the
square. In the past public engagement was often understood
only as the need to provide information.

Motivation

Technical support

The most important issues are political acceptance and how to
overcome the potential mistrust of citizens (based on past
experience). Other barriers were also the unclear system of
decision-making for the public and a lack of clear methods and
experience in communication. Sometimes there was still an
opinion that public engagement is useless. The main reason for
this attitude is a lack of faith in professional skills of stakeholders
and also the fear that the engagement process could be misused
by some stakeholder groups.

Experience

A few years ago OUPR partly carried out a similar project dealing
with creating a new image of the central Brno Square - the
Svobodovo Square. OUPR had no internal rules regarding the
use of public engagement in its projects. All activities regarding
public engagement are in the hands of the relevant employee,
who is responsible for the specific project. A lack of public
engagement caused some problems in decision-making
especially in building the new city ring road.

Responsibility

The project team was quite diverse. The leader of the project
was the Department of Land Use and City Development
(OUPR). Two consultants were involved; the Centre for
Community Work (CpKP) was responsible for the engagement
and communication process and the Transport Research Centre
(CDV) was responsible for the evaluation of the project. Other
important stakeholders were the Public Transport provider
DPmB and elected members from the local authority of the
district Brno-Centre who were affected by the proposals.
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Problem identification:

how to change the image of the square
how to do it fast
how to do it inexpensively
how not to upset the public
how to co-operate with the experts from other departments
how to communicate with the public
how to implement relevant tools
how to evaluate the results

The overall strategy for engagement and project management
The strategy consisted of the following steps:

Creation of the project team
Preparation of background material and creation of alternative solutions
Information and media strategy
Interactive live radio discussion
Public opinion surveys
Interactive exhibition about the Mendel Square
Roundtables with target groups
Feedback to stakeholders
Preparation and marketing

Creating of project team and meeting
organisation

The first step for the successful progress of the Case Study was
the establishment of the project team. The project team was
responsible for providing the feedback to the public and was also
responsible for providing the information to the city council, to all
the institutions involved and to the public affected by the
proposals. The meetings took place at OUPR. Regular meetings
of a regular group of people from the institutions involved
seemed to be the most suitable tool for the smooth development
of the whole project. A problem occurred during the first meeting
which could not be solved. The participants were not able to
discuss peacefully, without emotion and arguing. Thereafter the
meetings were facilitated by CpKP and the problem mentioned
above was solved.

Facilitation of meetings

An Important condition for successful communication was the
engagement of an independent consultancy organisation Centrum for Community Work - for the project.
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Information and media strategy

The possibilities for how the public could participate in the project was announced by a media campaign. The campaign provided
information on the project - e.g. the illustration of its objectives and contents, as well as how citizen participation would be organised. A
media partnership was established with the radio station Brno - CRO (the public regional radio station for older listeners) and with radio
Kiss-Hady (the private regional radio station for younger listeners). The following tools were used to provide information to the public:
Press releases
Newspaper insert in Halo Brno (the city council newspaper)
Information in a local newspaper covering the affected city district Brno - centre
Leaflets - 2000 copies
Information notice boards
Interactive talkshows on radio Brno
Information advertisements on radio Kiss-Hady
200 posters inside the trams
3 reports on local TV

Preparation of alternative solutions

OUPR prepared, in co-operation with an external designer, two
alternatives for a possible image of the affected area. Both
alternatives had to fulfill the conditions of valid plan according to
local regulations, which will determine the future image of the
square. The main idea for both alternatives was the
displacement of the trolleybus stops from the middle to the
western part of the square and to reconstruct this free space for
pedestrians. One alternative offered the creation of a park, while
the other offered the creation of a square. The alternatives were
presented to the public in a understandable design with only brief
technical information.
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The Interactive exhibition

The exhibition was placed in a house near Mendel Square. It
consisted of information panels situated in 2 rooms, a 20-minute
video about the history of the area, and the visitors were given
the opportunity to write their comments on paper sheets. Two
experts involved in the project were ready to answer questions of
the visitors. The exhibition lasted 7 days and was visited by 700
visitors. Students of the University of Architecture spontaneously
provided the exhibition with their suggestions and a petition from
inhabitants living near Mendel Square offered their opinion on
the planned reduction of parking places.

Roundtable discussions

To get further insight into the different opinions of specific target
groups, three roundtables were organised. Each table focused
on a specific target group.The following target groups were
identified:
Local businessmen - shop owners and NGOs (8 participants)
Local residents (43 participants)
Departments of the City Council, politicians, experts (7
participants)
58 participants in total attended the roundtables and more
than 80 comments were collected.
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The public opinion survey
The public survey followed three lines:

How should the square look like in the
future?

The questionnaire was published in the city newspaper
Halo Brno and citizens had the possibility to deliver
their answers to three different addresses (by post or
personally)
Structured interviews were conducted in the area
around Mendel Square (5-7 February 2004) by Social
Science students
It was possible to complete the questionnaire during the
exhibition.
Altogether, 813 questionnaires were collected (44% by way
of the city newspaper, 36 % from the structured interviews
and 20% during the exhibition).

49
50

The planning authority has enhanced its experience
and knowledge regarding several fields of
engagement.

45
34

40

29
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It was useful to subcontract the independent
company dealing with public engagement to
implement the engagement strategy.
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Purpose of your visit of Mendel
square

Which alternative do you
prefer?
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pavement
35%

30

dont
know
4%

park
61%

23
18

Lessons learned from the
engagement strategy

The price of implementing a reasonable public
engagement strategy in smaller transport project is
not so high, but it is time consuming. Because
OUPR has no special team working on public
engagement and no extra budget for engagement, it
will be difficult to engage the public to the same
extent in other OUPR projects.
The organisations involved agreed that the style of
work used during the GUIDEMAPS study was very
useful (creating the project team, facilitation the
meeting etc.)

15
10
5

9
6
2

2

1

0
Za jakým úèelem chodíte (jezdíte) na Mendlovo
námì stí?

Carrying out extensive public engagement has
positive effects on the development of the project
and also on the image of the commissioning body.

Monitoring and evaluation

Monitoring and evaluation was done by the CDV and CpKP. CDV monitored the whole project on the basis of Guidemaps requirements
and demands. Interviews with members of the project team were conducted. CpKP has prepared the final report, where the engagement
process is summarised.

Conclusions regarding the Reconstruction of the Mendel Square

The citizens of the affected area had the possibility to participate in the project and to influence the future image of the square - such a
possibility is still not typical within transport projects in Brno. The process enabled the discussion about Mendel Square to be reopened
A realistic alternative to the reconstruction of the Square was found - the successful implementation of the case study assumed that the
tram route must be moved by about 200m. However It is not definite that the project will be implemented - it depends on further political
decisions.
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Madrid

Over a million people live in the southern metropolitan area of the
Region of Madrid, distributed among five large municipalities and
other neighbouring towns. These towns are now all interconnected by
MetroSur, but until recently, they were enormously dependent on
Madrid, a dependence which was exacerbated by the radial nature of
the road and public transport networks.
The transformation of these towns in recent years has given rise to the
emergence of an entire network of essential facilities and services.
This means that their dependence on the capital is gradually declining,
and what could be termed dormitory towns back in the 1970s and
1980s have now developed into modern towns in their own right.
The Regional Government of Madrid has made a clear bid to support
and consolidate the development of the southern metropolitan area
through the creation of a circular underground line.
MetroSur orbital line map

Linking the towns

GUIDEMAPS interests

GUIDEMAPS looked at the process of developing MetroSur, an orbital
metro line linking the towns in the south of the Madrid region.

The Madrid practice example shows how the creation of a single
coordination body can greatly speed up the process of making major
infrastructural improvements.

The entire project was carried out in just four years. The 40.5 km stretch
opened in April 2003, and cost €1,640 million. It has 28 stations,
providing direct access via MetroSur between the five large
municipalities of Alcorcón, Leganés, Getafe, Fuenlabrada and Móstoles.
Connections to Aranjuez, Ciempozuelos, Valdemoro, Parla, Pinto, San
Martín de la Vega, Humanes (railway under construction) and Madrid,
are possible with a single intermodal interchange from MetroSur to
Cercanías-RENFE.

In Madrid, GUIDEMAPS explored:

The new infrastructure allows direct connections to the Carlos III
University (Getafe and Leganés campuses) and the Rey Juan Carlos
University (Alcorcón, Móstoles and Fuenlabrada campuses), major
hospitals in Alcorcón, Móstoles, Getafe, Leganés and Fuenlabrada,
commercial, leisure and entertainment facilities and industrial estates
and business areas.
The new station at Getafe.
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How the political vision and willingness drove the project;
How the different administrative bodies communicated with one
another;
How to finance and develop such a big investment through
MINTRA in only 4 years;
The role of the Consorcio Regional de Transportes de Madrid
(PTA) in facilitating coordination between different administrative
bodies;
How to implement integrated regional transport systems covering
different cities;
How a coordinated transport system improves the quality of life;
How much different interest groups took part, and what influence
they had; and
The influence of the media.
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1985
1997

1996
Option
Selection

1998

Also involved were:
Consultants; and
Suburban bus operators.

Option
Assessment

At this point, MINTRA was created to construct and finance the project.
MINTRA took all the decisions about the works, with support from the
other administrative bodies. It was able to respond to problems within 24
hours. Construction on the project began in 2000, and was completed in
April, 2003.

Key officials involved included:
CRTM, the regional transport consortium, which is an autonomous
agency of the regional government. It is made up of representatives
of the Region of Madrid, nearby towns, the Spanish Government,
transport operators, trade unions and user associations. It helped
coordinate the different administrative bodies;
MINTRA, the regional public company created to manage the
project;
Regional government (Comunidad de Madrid);
Metro de Madrid operating company; and
Municipalities.

1999

The first viability studies were carried out in 1997, followed in 1998 by
the preparatory technical projects. The findings were incorporated into
the final design, published in 1999. This was followed by a public
information period.

Engagement

Scheme
Definition

MetroSur was conceived in 1997 as part of an ongoing process of
developing the areas around Madrid. The regional transport authority,
CRTM, coordinated work with the consultants, regional government and
local governments on the initial plans. The politicians set out the goals
for the project.

Option
Generation

Decision-making process

1970

Timeline

MAJOR
INFRASTRUCTURE
PROJECT

Population in the area grows rapidly,
placing increased pressure on the
existing transport network.
Transport problems are increased by
further new development.
The planning process begins with
regional and city authorities laying down
solutions for the problem. Discussions
are coordinated by the Regional
Transport Consortium (CTRM) which
includes representatives from all levels
of administration.

The Transport Consortium and Regional
Government work with consultants to
undertake initial viability studies and
propose suitable schemes.
Management is through an intermediate
public company.
Preparatory technical projects are
conducted. Residents, consultants and
the public transport operators make
suggestions for locations for the new
stations.
The final design is produced. This is
followed by a period of public
information, related to underground
construction work.

The main tool was the creation of MINTRA, which coordinated
decisions. It could also assume debts, making it easier to manage the
project finances. Citizens were able to express their views through the
city councils that are in permanent contact with MINTRA and the
Consorcio Regional de Transportes.

Map of the Madrid Metro network, showing the MetroSur orbital
line.

2000

Tools and techniques

Implementation

Puerta del Sur station during construction.
Construction begins.

The MetroSur development is
accompanied by rapid urban
development and economic growth.
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Overcoming barriers
Institutional

*2

Project champion

:
;

The project was huge in scale.

;

The project was coordinated firstly through the
Regional Transport Consortium (CRTM) which
included representatives from all administrative levels,
and then by MINTRA.

There was a strong political drive to complete the
project.

Communication

The need to fulfil legal requirements which prescribed
the information to be provided to the public could have
been a barrier.

;

The legally prescribed level of involvement was that
usually followed in relation to an underground project,
as was familiar to the consortium.

:
;

¶

Political support on all sides was unwavering. Politicians were also
prepared to delegate decision-making powers to the project
management team. This allowed decisions to be made quickly, so there
were no delays.

MINTRA is a public entity of Madrid Regional Government. Its task was
to finance the MetroSur project. Its budget was sufficient to carry out all
the work needed as well as react to unforeseen problems.

Managing the engagement process Æ
Managers followed the public information process in the MetroSur
project as usual. They followed legal requirements, but participation
was low, as common in Spain.

The new route in operation.

Legal problems associated with the large scale of the
project were encountered.

Managing resources

Following established procedures allowed these
barriers to be overcome.

The MetroSur project was a major construction scheme carried out in a
short period of time. Its success rested on a small management team
with powers to take decisions on economic and technical matters.

Financial

$€

:

Problems with securing and managing the project
finances were encountered.

;

Management was undertaken by an intermediate
public company, MINTRA, with budgeting
responsibilities.

Institutional/legal/financial barriers Æ
To avoid potential financial problems, the project managers formed an
intermediate public company. MINTRA (Madrid, Infraestructuras de
Transporte) assumed the debts of the project, helping to speed up the
process of building the new metro line.

|

:

Legal

Æ#

The Regional Government of Madrid included in its electoral
programme for 1999 a clear bid to support and consolidate the
development of the southern metropolitan area, through the creation of
a circular underground line.

Æ#

People affected by planning proposals expressed their ideas through
councils in permanent contact with MINTRA and the Regional Transport
Consortium. Each municipality affected by the line also set up informal
neighbourhood forums. The project managers were obliged to
announce the project, and provide information for a set period of time.
Articles were printed in the press, and journalists were shown the
construction site.
See also:
Communication barriers
Special interest groups

Æ
Æ

All those involved - MINTRA, the Comunidad de Madrid, the Regional
Transport Consortium and others - knew exactly what their
responsibilities were, and who was in charge at each stage. MINTRA
also had the explicit support of the political decision-makers.
All unforeseen problems that arose during construction were solved
within 24 hours. The various partners kept in contact through ongoing
meetings and regular reports.
The approach worked well, and meant the line was built on schedule.
Such a system could be applied wherever the political decision-makers
are prepared to give project managers a fair amount of autonomy.

Mural at the new Juan de la Cierva station.
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Key lessons

The schedule for the construction of the MetroSur line was tight.
Therefore it was crucial that it did not get delayed by excessive
bureaucracy caused by the various administrative bodies involved in
the process.
The Regional Transport Consortium - an autonomous body of the
Regional Government - is in charge of public transport services in the
area. MINTRA was set up to oversee the MetroSur project.
MINTRA had the support of various other administrative bodies: the
regional administration, plus the city councils. The political bodies were
committed and active, and helped push the decision-making process
forward. All those involved were satisfied with the way things went.
Experience in Madrid showed that limiting the number of managers
involved helped to greatly speed up the decision-making process and
that construction problems were solved very quickly.

The new stations: Getafe Central (above) and Puerta Del Sur
(below and right).

Decision process
Political vision, drive and support for the project has been
crucial for its success. Objectives and deadlines were
clearly defined at the very beginning.
A high quality professional small team working together for
all four years, with the power to make economic and
technical decisions as needed, so that such a major
project can be carried out swiftly.
Overcome problems quickly - preferably within 24 hours.
Ensure there is enough money to carry out your project.
Participation and communication
Make sure one team is in permanent contact with all the
administrative bodies involved.
Make sure everyone involved knows who is responsible
for what aspects.

Tools and fact sheets used in
this Practice Example
Fact sheets Tools

Elected officials Æ

MAJOR
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Project champion
Managing resources
Institutional/legal/financial barriers
Managing the engagement process
Communication barriers
Special interest groups
Elected officials

Æ#
Æ#
Æ
Æ
Æ
Æ
Æ
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The examples for Madrid dealt with the improvement of public transport systems. One is the planning and building of a new MetroSystem (MetroSur) in the Madrid region (see before). The MetroSur-project
included many complementary measures to improve the success of the initiative. One of these complementary measures has been selected within the GUIDEMAPS project: the new design of the suburban
bus network connecting the area with the new orbital metro line. The focus of the following detailed description is the improvement and the redesign process of the bus network in Móstoles municipality which
is one of the municipalities affected by MetroSur with some 200,000 inhabitants and 5 MetroSur stations and which is served by the "De Blas" suburban bus company. Within the framework of GUIDEMAPS,
several studies, meetings and actions were developed to reach the best redesign solution for all the stakeholders involved.

Legal situation

The legal situation is quite complex due to the concession
system regulating suburban buses. The combined management
of the network of metropolitan buses is mainly based on this
system. In this case, Madrid's Public Transport Authority (CRTM)
acts as an integrating and coordinating entity that concentrates
the administrative and economic roles vis-à-vis service
providers, creates a stable framework that allows proper
management.

Feedback and Monitoring

Following the field work for the Madrid Case Study, specific
counts and surveys were conducted in March 2004, with the
advantage that during November 2002 another field work
exercise (only for buses) was carried out in order to compare the
before/after scenario. In interviews with the different
stakeholders, it was detected that the tools and techniques that
were used were considered to be positive.

Local strategy

In this GUIDEMAPS study project, all the stakeholders
mentioned above took part in it, but additional efforts are ongoing
to engage residents, public transport operators, land developers,
etc., because these project impacts go beyond transport,
because these project impacts go beyond transport related
concepts to become a regional territorial strategy. The number of
people directly affected by the project consisted of 200,000
inhabitants from Móstoles plus many workers and students from
other municipalities.
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CRTM has experience in interacting with citizens in several
ways: official website, customers department, telephone
information service, e-mail information and orientation service,
the distribution of maps, presentations at conferences, press,
etc.

Obstacles

CRTM (Madrid Region Public Transport Authority) is an
autonomous body of the Regional Government where all
administrative levels of government are represented (national,
regional, municipal) together with operators, consumer
associations and labour force representatives. This composition
ensures the formal participation of the main stakeholders in any
transportation project. The citizens are involved through their
municipal governments, but normally not directly.

Motivation

Technical support

The main obstacle to proceed with the engagement process was
the time frame. CRTM has technical/sociological skills and
financial resouces to apply to the process but the time these
tasks deserve was one of the main barriers to the engagement
procedure. In addition, people had to be convinced of the
importance of their contribution and participation in a higher
extent they are used to, particularly due to the lack of previous
experience of some of the tools applied.

Experience

CRTM has some experience in relation to public engagement
and public participation because all administrative levels of
government have to be coordinated together with operators,
consumers' associations and labour force representatives.
During the last few years, the decision-making processes have
changed from a consensus-led approach to a vision-led one,
where politicians are used to act as project champions.

Responsibility

CRTM needed some assistance for carrying out parts of the
work. Therefore, a consultant company was involved to the
planning and engagement process. For public engagement in
Spain, there is only public information required by law. In fact, the
first network redesign (just after the inauguration of MetroSur)
was planned only by CRTM and the operator.
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Focus groups and surveys

The focus in relation to GUIDEMAPS was on the urban and
suburban buses connecting to MetroSur. The location of bus
stops was also investigated. The conclusions of these surveys
have led to proposals to change the itineraries of some of the
lines, frequencies and improvements to the bus stop location
close to MetroSur stations. These proposals were presented to
all stakeholders in Móstoles and many comments were received,
some of them were incorporated, but, in any case, all have been
answered by the CRTM technicians and commercial staff.
Different groups participated in the preparation of the
questionnaires. Mainly CRTM staff, bus operating company,
consultants and technicians of the municipalities served by
MetroSur took part in this task. They all agreed to allocate some
free space in the survey sheet to allow the respondent to
highlight any aspect not covered by the questionnaire and
relevant to his/her opinion according to his/her mobility needs.
Following the field work, specific counts and surveys were
conducted in March 2004 for suburban buses, with the
advantage that during November 2003, further field work was
carried out in order to compare the before/after scenario. To
provide information and receive feedback, the official CRTM
website and the phone information service was used. This field
work gave interesting results that coincided with the expectations
of CRTM technicians. For example:
Current bus lines lost about 30% demand when MetroSur
started to work.
The surveys also indicate that only 4% of the demand
arrives at MetroSur using bus interurban lines. This means
that in the beginning of MetroSur these lines were not a
complementary network for the main public mode that is
MetroSur.

The measures, that resulted from the participatory processes,
included e.g. the adjustment of the fixed supply during the one
year transition period; this measure was also brought forward to
other municipalities, trying to optimise the transport system as a
whole. Additionally, the surrounding area of MetroSur stations in
Móstoles was redesigned with better location of stops and
pedestrian accessibility.

Lessons learned
The participation spectrum has been impressively
increased since the original conception of the
MetroSur project (construction of the Underground
Metro line as described before).
In general, the GUIDEMAPS tools applied have
improved the process and all stakeholders revealed,
in an informal or formal way, their satisfaction with
the way the project has been developed.
This process, still under analysis, reflects a positive
feeling from residents and users in relation to the
measures adopted, following their suggestions after
applying the GUIDEMAPS tools.

Information campaigns

An extensive information campaign was conducted with leaflets,
press, TV spots, marketing campaigns and a total of 430.000
transport maps printed for all the households in the area (around
one million inhabitants), 100.000 being specifically from
Móstoles,, including the new routes of lines, services and
location of stops. In the meantime, a special contract (called
"Contrato-Programa") was signed with the operator for one year,
this timespan allocated to complete the major redesign of the bus
network in the area. As transport planners know it is a continuous
task that evolves with the City itself.
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Cologne

Cologne is situated in the south of the Rhine-Ruhr-area in
Western Germany and has a population of about 1.000.000
inhabitants. The city of Cologne is the metropolis for the entire
region of the south-western part of North-Rhine-Westphalia
and covers about 405 km². The population density is quite high
with 2518 inhabitants per km², and every third person in
Cologne owns a car. In fact, a lot of workplaces and shopping
facilities with a large catchment area around Cologne are
situated in the city centre. Additionally, the Rhine river divides
the urban area into two parts, so that a lot of traffic is
concentrated on the main roads and bridges across the river.
This causes congestion problems which have to be dealt with
in terms of managing all transport modes equitably and
ensuring traffic safety for all users. One of the arterial roads is
the inner city ring road ("Kölner Ring") with a connecting role for
the entire city of Cologne but also an important route for
downtown through traffic.

Re-design of an inner city ring road with
consultation of all stakeholders

Since 2001, the City Council, politicians and various stakeholders have
been engaged in improving traffic safety and recreational spaces along
the inner city ring road: The main objective is to re-design and re-build
some parts of the inner city ring road in consultation with all of the
affected stakeholders in the area. The section of the inner city ring road
treated within the GUIDEMAPS project is at the boundary between the
medieval part of the city and the parts of the city developed during the
years of industrial expansion. Surrounding the ring section is a highdensity housing area. The ring section is characterised by various
shopping and leisure facilities as well as office facilities. Day and night
uses differ vastly. The re-design of this inner city ring road section was
required because the current situation caused several problems:
the high traffic volumes caused security problems;
reckless driving behaviour of a number of vehicle drivers led to
conflicts and dangerous situations, even to fatalities (especially at
night and on the weekends);
the intensive use of the area by visitors and residents; and
the high traffic volumes affecting the quality of public space.
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Cologne

GUIDEMAPS interests

As recognised by the City Council, a lot of different aims and interests
of different stakeholders had to be dealt with during the consultation
process. In the beginning, the most commonly used tools were public
meetings, hearings and public announcements. However, it soon
became clear that some groups or stakeholders could not be reached
by those 'traditional' engagement activities. Therefore, the City Council,
with support from the GUIDEMAPS project, explored two 'new' and
more "innovative" engagement tools: a 'working committee' and a
'moderated internet forum'. Questions that had to be dealt with were:
In which ways could a working committee with various
stakeholders accompany and improve the decision-making
process?
In which way could a media strategy - with specific emphasis on
the internet - be implemented?
How could a temporary moderated internet forum help to involve
new stakeholders?
What is the acceptance level of these 'innovative tools' among
planners, citizens and politicians?
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When discussions about a temporary closure started in 2001,
different interest groups of commerce and trade were opposed.
They were worried about fewer customers and decreased
income as well as lower attractiveness during closure times. In
July 2002, the closure of the ring section during weekends
started and after four months, the experiment was terminated.
Regarding traffic safety and traffic flow, the results of the project
were positive because the number of accidents declined and
there were no negative effects on the traffic situation in the
surrounding areas. On the other hand, the concept implemented
showed shortcomings concerning urban design and quality, as
there was almost no additional use of the carriageway and the
efforts to construct and to control the closure were too high.
Thus, in November 2002, discussions about an alternative
permanent solution began, and a new step in the process started
which also included the design and use of an internet forum.

During the process, much importance was attached to the
concerns, interests and needs of the various stakeholders who
were affected by this project:
City council;
Regulatory administrative units (police, fire department,
emergency services etc.);
Traffic and transport authorities;
Interest groups representing commerce and trade;
Residents interest groups; and
Politicians.

Tools and techniques

A working committee was set up right at the beginning when the
temporary road closure was discussed. This committee aimed at
representing all stakeholders involved with all their different
interests. The first sessions during the temporary closure were
moderated by an external moderator.
When the overall concept for the redesign of the ring-road was
worked out and agreed by the working committee, the City
Council decided to widen the range of participation. In order to
involve additional target groups within the planning process, the
City Council looked for a tool to involve more citizens and to get
different views on how to re-design the road. It was decided to
establish an 'innovative' tool into the process based on the
internet. The internet forum was a part of a media strategy in
cooperation with the local newspaper and the Department for
Public Relations.

2001

1st resolution of the Construction and
Traffic Board.
Start of the project
1st meeting of the working committee

2002

The objective of the City Council was to carry out participation
processes in order to achieve transparency of the planning
process for the public. All the persons who were directly involved
in the process and also all the people who are affected by the
project were to receive ongoing information about the further
course of the procedure. In doing so, a good measure of
credibility and a participation culture were achieved in Cologne.
Furthermore, it allowed the additional ideas of residents and
shop owners to be incorporated into the plans for the re-design
of the inner city ring road.

Temporary closure of the inner-city ring
road
Site visit of the closure-project with the
working committee
Planning-Workshop with the members
of the working committee and politicians
2nd resolution of the Construction and
Traffic Board: development of new
concepts in cooperation with the
working committee

2003

In September 2001, the Construction and Traffic Board of the
City of Cologne commissioned the Department for Road
Construction and Traffic Engineering (Amt für Straßen und
Verkehrstechnik) to develop plans for a temporary closure of one
of the inner city ring road sections to car traffic and to launch a
pilot scheme to test a temporary road closure on weekends. The
process was accompanied by a new working committee
representing all the stakeholders involved, such as tradesmen
and residents. The experience gained from this pilot test was
intended to be the basis for a permanent solution in the future.

Timeline

Engagement

Politicians join the working committee
Architect competition for students
Presentation of the over-a-road concept
for the ring road

2004

Decision-making process

Scheme
Definition

Ï

Option
Generation

Vol 2 -

Option
Assessment

Ï

Internet forum
3rd resolution of the Construction and
Traffic Board

Option
Selection

Vol 1 -

Development of a test concept for rebuilding the inner city ring road
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The decision-making process for the inner city ring road in Cologne incorporated two projects "within the project". The first "subproject" was the temporary closure of a part of the inner-city ring road ("Kölner
Ring") at the weekend. The process for this project was accompanied by a working committee. The second "subproject" (after the temporary closure was terminated) was the development of a new concept
to re-arrange the existing road space. This step was again accompanied by the working committee. Additionally, a new tool was introduced: a moderated internet forum. This was also embedded in a
comprehensive media strategy.

Legal situation

There was no legal obligation for an extensive engagement
process at this stage of the planning process. Therefore, it was
a "voluntary service" of the City council for the public and the
stakeholders to be involved in such transport planning activities.
A legally binding arrangement only applies for projects of
transport planning projects which concern infrastructure
investment (only for large investments), so not e.g. for measures
of mobility management or traffic calming.

Feedback and Monitoring

The monitoring of the internet forum was done during its life by
the moderator-team of the forum (external consultant) and by an
additional online-questionnaire which was sent to registered
internet forum users. Furthermore, the results and experience
were discussed during a meeting of the working committee. The
comments that were received from participants allowed for an
improvement of future internet forums for similar projects, if
applicable.

Local strategy

The City Council decided to widen participation in order to
involve various stakeholders in the planning process. An
additional tool to involve more citizens was investigated. The
advantage of an internet-based tool is that people can participate
independently of the time and the place of discussion. But if it is
limited to merely informing citizens and stakeholders it was
realised that this is not the right way to get input and new ideas
from those who were not involved so far. Therefore, the
possibilities for a moderated internet forum were investigated.
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The city of Cologne runs a self-standing website to inform people
about the City of Cologne in general and also specifically about
transport planning (www.stadt-koeln.de). Some technical
problems concerning the integration of the internet forum´s
websites into the corporate design of the homepage of the City
of Cologne had to be worked out but were finally solved.

Obstacles

The whole process was accompanied by a working committee. It
was the aim of the City Council to establish this form of
participation, because a kind of trust and continuity was
established during the process. However, there was no strict and
predefined structure how to organise the process to ensure
flexibility. In general, a lot of transport projects are accompanied
by a comprehensive media strategy using different kinds of
media (leaflets, meetings, press articles, local radio etc.).

Motivation

Technical support

During the starting phase of the working committee, conflicting
interests had to be resolved and some agreements for
discussion were made by the external moderator.
In the beginning, certain scepticism prevailed within the
administration with regard to the effectiveness and the benefit of
this form of participation. Furthermore, it was feared that a
moderated internet forum could not become a "standard" tool for
every project (due to costs, timing and the different kinds of
projects).

Experience

The planning department had some experience with various
tools for engagement like meetings, telephone hotlines etc., but
the intensive co-operation with a permanent working committee
was a new approach.
There was also no specific experience with an internet forum.
The department responsible for the city-website had no specific
software system for internet forums. Therefore, an external
consultant with appropriate knowledge in this field was assigned.

Responsibility

The internet forum was established jointly by the City of Cologne
and the Fraunhofer Institute for Autonomous Intelligent Systems
(AIS). The Planning Department was involved in structuring the
contents of the forum, to prepare materials and to ask technical
questions during the operation of the forum.
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The working committee

The working committee went through a development process. When the
first "subproject" (temporary closure) started in 2001, especially the
different interest groups of commerce and trade (pressure group of local
craftsmen (IG Ring e.V.), Chamber of Commerce, the Association of Hotels
and Restaurants (Dehoga) etc.) were opposed to the temporary closure of
the ring-road. They were worried about fewer customers and decreasing
income and feared lower attractiveness during closure times. Before the
first session of the working committee the decision of the construction and
traffic board to establish the closure of the ring-road had already been
taken by the City Council. No alternatives to the closure could be worked
out and it was just a matter of how the closure was to be implemented. This
caused some irritation and disturbed target-oriented discussions. At the
start of this phase, an external moderator was involved to lead discussions
and to reach an initial consensus. During several meetings, some individual
members of the working committee disturbed the process because they
pushed their own private interests and ignored some agreements already
made. This was also one reason to broaden the group of involved persons
with the internet forum at a later phase.
In the course of the project, after the closure of the ring-road was stopped,
attitudes started to change: there was still opposition against closure plans,
but most of the members of the working committee supported a re-design
of the ring-road towards more safety and an improvement of urban
development. At this phase, the meetings were moderated by the
Department for Road Construction and Traffic Engineering.

MAJOR INFRASTRUCTURE
PROJECT

A significant change in cooperation took place after the
temporary closure was stopped and plans for a permanent
solution had to be made. As the City of Cologne is short of
money to invest in further investigations, some stakeholders of
the working committee (private companies around the ringroad section) were willing to spend extra money for some draft
schemes. Together with a planning expert (commissioned by
the working committee), the Department of road construction
and Traffic Engineering developed an overall concept. As a first
step, a workshop was planned which was attended by the
members of the working committee and politicians.
The results of the workshop provided a basis for a further
concept of redesigning the ring section. As a second step, an
Architectural competition for students was organised by the
working committee, and an architect and a consultant
(financed by external stakeholders) made some suggestions
for design elements and décor. The results were discussed
during the meetings with the entire working group and the City
Council.

The working committee was involved in several activities in different stages
of the decision-making process:
Site visit of the temporary closure;
Planning workshop;
Architectural competition for students;
Developing flyers for residents and guests;
An opening event with an information desk;
Advertising spot at the local cinema;
News conference/press releases/media campaign;
Development of a questionnaire;
Design study for the plans for the re-building; and
Internet forum.
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The moderated internet forum
Preparatory phase and marketing
The internet forum was a part of an overall media strategy of the
Department of Road Construction and Traffic Engineering and
the Department for Public Relations in cooperation with the local
Newspapers. As the local press was ready to cooperate, it
established a link between the forum and its website, it published
a long article about the "redesign of the inner city ring-road" at
the launch of the project, provided access to relevant articles in
its press archive and reported on the forum while it was running.
At the start of the forum, a press release was published and the
local newspaper reported on the forum and the project.
Postcards promoting the internet forum by announcing the
website were distributed twice to customers and visitors during
trading hours on the relevant ring section. Additionally, postcards
were given to the residents in the surrounding areas.
Technical Implementation
The aim of the moderated internet forum was to find out about
the opinions of the public, based on the situation, the measures
carried out so far and the draft schemes that were already
developed. Their additional wishes and the identification of
problems were important topics.
It was soon realised, that a moderated forum needs a continuous
support from the moderator and the department in charge of the
work. Therefore, a limited operating time is necessary to save
costs and staff resources, and to keep the discussion alive.
The internet forum had unlimited access for everyone. In order to
submit contributions, registration was necessary. This
registration enabled the contributing persons to be identified and
made discussions among the participants possible. Moreover, it
was possible to indicate an e-mail address, which allowed for a
direct information supply in the course of the participation
procedure as well as direct announcements from the moderation
team. During registration, the indication of one's real name was
voluntarily.
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Support during run-time
The Fraunhofer Institute for Autonomous Intelligent Systems
(AIS) accompanied and supervised the forum during the
three-week online presentation.
During the discussion, different "sub-forums" were designed
by the online-moderators to rearrange the input to specific
topics and to facilitate a discussion among the forum-users.
The participants could make contributions in the main forum,
in the thematic sub-forums, and in the 'praise and criticism'
forum. They had the choice between new topics or an
answer to an existing topic. Answers that were related to the
existing topic were also given, so that a whole interrelated
rubric structure evolved. It was possible to mark each
contribution so that a new topic, or for a pro or against
argument or question could be identified immediately.
Contributions were marked with the name of the author,
respectively with "guest" in case the name had not been
indicated. The number of times each contribution had been
read was collected and listed.
Explanations from the planning authority were given in
between to avoid any misunderstandings and to provide
background knowledge if necessary.
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Monitoring and evaluation

Monitoring and evaluation results are only available for the internet forum, not for the re-design of the inner city ring road, as this project
is still running after the analysis by GUIDEMAPS. Before the project was involved in GUIDEMAPS, there were no specific monitoring
activities. The monitoring of the internet forum was done by the moderator-team (external consultant) and the evaluation was done by an
online-questionnaire. Beside many propositions in the thematic forums, a sub-forum called 'praise and criticism' has been offered to the
participants to give their feed-back. The forum, which was a new form of public participation in Cologne, was judged very positively and
promisingly. Before closing the internet forum, an online questionnaire was implemented and the participants were asked about their
opinion of the forum. The answers show that:
the largest group represented were between 35-50 years old (42%);
67 % were male participants;
62 % had a private internet access; and
80 % of the participants were not involved professionally in dealing with urban and traffic planning.
During the three-week online discussion, 112 interested citizens registered as forum participants. Of these, 71 persons wrote their own
contributions and submitted them to the network. In total, 330 contributions were submitted to the forum, of which 235 came from
participants and 95 came from the moderator team. All in all, there were approximately 8,000 reading hits.
An important result was that 2/3rds of the participants (65%) were not involved in the planning process so far. All in all, the internet forum
was predominantly considered very positively. The structure, the information given and the dialogue facilities were - according to the
participants - mostly clearly arranged. The contributions were of a high standard and quality; there was just one 'unqualified' contribution.
There were helpful suggestions which will be checked by the experts and will be taken into account in the concept where applicable. And
what is most notable: these 330 contributions would never have been received at the normal meeting-based engagement activities such
as at public meetings, for example.
The results were also discussed at a meeting of the working committee. The first responses of the members of the working committee
was reserved, as they felt that some contributions would not be relevant. For the future, it was considered to be essential to communicate
the objectives and limits of the forum more clearly - both to users and politicians.
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Lessons learned concerning the
use of a working committee

A working committee needs some time to develop
effectively, and a certain kind of trust and co-operation
can be established only after some time.
A working committee can play an active role in
contributing new ideas and - in some cases - also
additional funding.
A balance between organised stakeholders, interest
groups and local inhabitants is necessary, and an
external moderator might be helpful sometimes.

Lessons learned concerning the
use of a moderated internet forum

The moderated internet forum was generally accepted.
It was able to involve other groups in the process, who
were not involved before.
The advantage of a moderated internet forum,
compared to forums which only collect and display
contributions, is the benefit of having a 'real'
discussion, with clearly arranged topics.
A moderated internet forum needs a continuous
support from the moderator and the department in
charge of the work. Therefore, a limit on the operating
time is necessary to save costs and to keep the
discussion alive.
‘Traditional’ accompanying public relations represent
an essential factor for success when implementing
internet-based discussion and participation offers.
A moderated internet forum should not become a
'standard' tool for every project (due to costs, timing
and the different kinds of projects).

53

Vol 1 -

New by-passed roads in Essex, UK

Ï

Vol 2 -

Ï

ÎNext

Essex
Essex is a large and diverse county of England. It contains high
concentrations of industrial, commercial and housing
development, alongside more rural areas. Travel patterns are
influenced by the county’s position on the North East boarder
of London, proximity to the European mainland and the
dispersed settlement pattern. There are twelve boroughs and
districts, and two unitary authorities (Thurrock and Southend),
making up a total population of over 1.6 million. Nearly half of
the county’s workers are employed outside the borough or
district in which they live, so many people travel long distances
to work.

Essex

Consultation in traffic management and
promotion of sustainable transport on newly bypassed roads

GUIDEMAPs Interests

The studies involve the implementation of measures along two by-passed roads,
namely; A130 from Chelmsford (A12) to Basildon (A127) and Al20 from Stansted
to Braintree.
In the case of the A130, there had been an exhibition that moved along the whole
route, showing 29 measures designed to keep traffic off the minor roads and
direct it on to the new roads. These included road closures and traffic calming
measures. Many of these measures were rejected by the public and local council
officials. Therefore it was decided to start again with a more holistic approach
looking at all modes of transport and improving the environment. A multidisciplinary project steering committee was set up, a workshop was held with
local councillors and new schemes were put together. These were taken to each
village individually through representations to Parish Councils and by exhibition.
For the A120 a slightly different approach was taken, having learnt from the A130.
A multi-disciplinary project steering committee was set up at the start of the
project. The Parish councils, District councils and local user groups were
engaged to find out the problems they encountered on the route. This was
followed by exhibitions to determine the public’s problems.
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As both the A120 and A130 projects were at mid-consultation
stage, a varied range of tools, methods and techniques from the
handbook, were introduced to both. It was possible to test
several of these between the two projects, which reside in a
similar type of area.

A120

Particularly GUIDEMAPs considered the use of techniques:

Stansted

A130

Exhibitions (the role of materials at these events; ie
exhibition boards, printed information, computer
presentations, interactive games ‘voting’, use of graphics
and photo’s);
Planning for Real activity; and
Questionnaires (the purpose and effective results achieved
from their use at different stages in the decision-making
process).

Location of A120 and A130 bypass scheme.
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Decision-Making Process

The Guidemaps handbook was used in the final stages of
decision making, to consult on packages of schemes. In the
case of the A130, there had already been an exhibition that
moved along the whole route, showing 29 measures designed
to keep traffic off the minor roads and direct it on to the new
roads. These included road closures and traffic calming
measures. Many of these measures were rejected by the public
and local council officials. Therefore it was decided to start
again with a more holistic approach looking at all modes of
transport and improving the environment. A multi-disciplinary
project steering committee was set up, a workshop was held
with local councillors and new schemes were put together.
These were taken to each village individually through
representations to Parish Councils and by exhibition.
For the A120 a slightly different approach was taken, having
learnt from the A130. A multi-disciplinary project steering
committee was set up at the start of the project. The Parish
councils, District councils and local user groups were engaged
to find out the problems they encountered on the route. This was
followed by exhibitions to determine the public's problems. The
Guidemaps handbook was used at the second stage of
exhibition where packages of solutions were being taken to the
public and councillors.
In both cases the final decision making process was
dependant on:
The views of the multi-disciplinary project steering
committee;
The views given at the exhibition;
Local Parish, District and County councillors; and
The officers involved and what they thought was feasible in
light of budget available, technical guidelines and
practicality for delivery on the ground.

Barriers in the Decision-Making
Process

Challenges for Essex

A culture of dependence on the car

Both the schemes had similar barriers to overcome, but on the
A130 these were greater because of the history of the scheme,
and the experiences of local people.

Traffic Growth projected at 20% by 2011

One of the main barriers to overcome was the difficulty of trying
to implement a strategy along routes that served a number of
villages. The inhabitants had different views on what was
needed depending whether they lived within the village or were
travelling through other villages. There was a need to get buy in
for the whole strategy not just bits and pieces of it.

Isolation in rural areas

There were barriers to be overcome with local businesses who
already saw the new road as a threat and had concerns about
the way that the old road was going to be treated with the postbypass measures.
There were financial barriers to be overcome; because the
roads covered a number of villages decisions had to be made
between making a big impact and with a big effect in a few key
locations, or undertaking a larger number of more widespread
small scale schemes.

Tools and Techniques Chosen for the
Engagement Process

The following tools and techniques were used in either the A120
or A130 scheme:

Congestion in urban areas

Changing behaviour and reducing the need to travel
Gaining political and public support for decisions that
will make a difference

Need for a public engagement
strategy
It is necessary to:
Change the institutional approach from consultation to
public engagement
Gain political buy-in to the process
Vary the approaches to public engagement
Improve skills levels of staff
Incorporate public engagement into the whole project
management process

Exhibitions;
Media Strategy;
Printed information materials (brochures, fact sheets);
Feature Stories (newspaper);
Questionnaires;
Planning for Real; and
Interactive computer presentation.
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The projects - A120 and A130
The A130 decision making process consisted exhibitions, questionnaires, involvement with the Parish Councils and key stakeholders. There was also an attempt to explain the schemes and gain political
support by involving Councillors in a value management workshop. The approach for the A 120 was different and lessons were learnt from the process that had taken place on the A130. These included
having clear objectives from the start of the project and a multi-disciplinary steering group taking the project forward. Work was undertaken with consultants and these were hand picked for there skills in
project delivery and consultation. The project did not start with a list of schemes but went to the public and stakeholders asking them for there problems.

Legal situation
The national guidelines give general indications of the types of
consultation applicable to different stages of a project. If the project
proposal involves new Road Traffic Regulations, there is a legal
requirement to consult on these set out by the Local Authority Traffic
Orders Regulations 1996. Essex County Council takes these into
account, and has its own general procedures for consulting, which Essex
County Council believe is necessary to obtain the views of the public.

Experience

Essex County Council have undertaken a wide variety of tools
and methods, including stakeholder workshops, seminars,
public exhibitions, workshops, leaflet dissemination, road
shows, Planning For Real, Parish Council meetings, individual
meetings with representatives, correspondence by letter and
telephone hotlines…etc. Essex County Council aimed to find
out the aspirations and expectations of the residents, so they
could build on the information given.

Some of the project managers lacked in experience in conducting large
consultation events, therefore an external consultant was used to
undertake the consultation. One of the problems they had was choosing
a location along such a long route and trying to get people to attend the
exhibition. Publicity is always a problem and can be very expensive. It is
important to keep a cap on how you publicise the event as the
consultation could end up costing as much as the scheme.

Motivation

The project manager, employed by the County Council, is responsible for
the engagement strategy. This promotes a good sense of ownership of
the participation process. However, in some ways, this can be limiting as
a project manager has a limited amount of money and time in which to
consult, as the greatest pressure is to deliver the project on the ground.
The County Council has a graphics and communications department for
small scale projects and hires a private consultant for large scale
marketing.

Obstacles

Responsibility

Technical support
The technical and financial resources available for this project consist of
a graphics and reprographics department. The graphics section did the
artwork for posters, leaflets, booklets, etc, although some of the larger
jobs are contracted-out. The reprographic department can make copies of
less complex material, but more complex material is contracted out.
The main software programme used is Microsoft Project.
56

Local strategy

When the normal flow of daily life is potentially to be interrupted,
the public may become unsettled, uncertain and anxious over
possible loss.The main benefits are to inform and reassure the
public - particularly those directly affected. They need to
understand what the problems are, and on many occasions the
public are instrumental in helping to choose between proposed
options, or to make alterations to improve a proposed scheme.
Generally consultation is supported within the County Council.
However, there is some cynicism that NIMBYism will prevail and
the consultation is unlikely to come up with innovative ideas.

Feedback and monitoring
The public participation part of the A120 Post Construction
Bypass project consisted of two public exhibitions. The results
and feedback from the first exhibition was presented at the start
of the second exhibition. The feedback from the second
exhibition will be presented by letter as details of those who
participated were noted.
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A130

1999

This exhibition used a leaflet to advertise the upcoming event,
but also provided information on the proposed measures to be
introduced. This event was an information giving activity, as
participants were encouraged to make comments. Instead, the
exhibition was used to inform local stakeholders of the next steps
of the scheme, and to notify them of a forthcoming, statutory
consultation, prior to the commencement of building works.

Exhibition 2

The first exhibition was designed to highlight the need for traffic
calming measures along the bypass A120. The purpose of the
second exhibition was to present detailed technical schemes for
local stakeholder comment. Participants were asked to
complete a questionnaire. An information leaflet was prepared to
outline the measures in the draft proposals. It provided
background information, and was presented using photographs
to illustrate what each measure looked like.

Problems
/Issues

Exhibition 3

Exhibition 1 and 2

Exhibition 1

Consultation with members and villagers began in 1999, with subsequent gap in the process until 2001, during which time the philosophy
of the scheme changed from being primarily one of traffic management to improving the environment and promote alternative transport.
This scheme adopted a traditional consultation technique, such a public exhibition and community newsletter.

1997

Timeline

Introduction - A130

2001

Vol 2 -

Fact Sheet used
in Exhibition 3

Exhibition 4

Exhibition one: Initial consultation took
place and previews for members were
held and then taken to 11 different
villages. The exhibitions were designed
to highlight the need for traffic calming
measures, and 29 schemes were
provided to illustrate how improvements
could be undertaken.
Exhibition 2: Sixteen draft schemes
were taken to exhibitions at six different
locations. The purpose of the exhibition
was to present refined schemes, and
residents were asked to complete a
questionnaire.

Exhibition three was advertised using a
leaflet. The purpose of this exhibition
was to give local residents an
opportunity to view the proposals prior
to work commencing in 2002. The
exhibition also showed technical
drawings for the proposed scheme.

2004

Work started and many complaints were
made on the narrowing of the road.

Exhibition 4

The purpose of the fourth exhibition was to inform local stakeholders of the proposed stage
two measures for the old A130. The main modification to the questionnaire technique was to
enable respondents to indicate their strength of support or opposition to each proposal (i.e.
strongly support, support, do not mind, object, strongly object). What the technical team had
learnt from the previous consultation process was that they needed to have residents not only
provide an indication of their strength of view, but also to provide comments explaining why
they 'object' or 'strongly object' to particular proposals. By introducing these additional options
into the questionnaire, the technical team were then able to make a clearer judgement on
how strongly the local community felt about certain measures.

Traffic calming measures would be
needed on the A130 to discourage cars
from using the road once it was bypassed.

Value management workshop was set
up to try and address concerns from the
public exhibition and also to address
political changes regarding the project.

Exhibition 3

Questionnaire used
in Exhibition 1

2002

Ï

2005

Vol 1 -

Exhibition 4: Preliminary design and
consultation for the southern section of
the scheme. The proposed scheme for
the old A130 was also presented.
Site work was stopped due to public
opposition to the proposed works.
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2001
2002

Small group meeting: Parish councillors
and members met to discuss the post
bypass measures for the A120.

First public consultation: At this time the
technical team used a blank sheet
approach and provided an opportunity
for the communities to share their
concerns before any investigations were
undertaken. The exhibition included:
Display boards; Questionnaire/ leaflet;
and Planning for real.
Analysis of exhibition results and
preliminary recommendations were
made.

2003

Option
Assessment

Exhibition

Issues

Timeline A120

Second public consultation exhibition:
Local residents were presented with
options at the second exhibition.
Display boards; questionnaire/ leaflet;
and interactive voting methods were
used. The exhibition provided details on
measures to be included and a toolkit of
information to take away.
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2004

Implementation

First section of the A120 is opened.
Implementation of measures on section
of old A120 corresponding with new
A120.
Second section of A120 opens.

Introduction A120
The consultation approach taken to the
A130 was different and lessons learnt
from the scheme differed. These included
having clearer objectives from the start of
the multi-disciplinary steering group
taking the project forward. The project did
not start with a list of schemes, but rather
went to the public and stakeholders
asking them to identify problems and
issues in their local area.

Exhibition boards
The exhibition boards provided
information and allowed stakeholders to
provide feedback about their concerns and
preferred engineering measures. No
proposals were displayed as the intention
was to engage the participants in helping
identify issues and concerns. Information
regarding current conditions and
engineering solutions were displayed on
separate boards.

Questionnaire

Planing for real

A leaflet/questionnaire was used in
support of the exhibition. The
questionnaire contained an introduction
explaining why views from local
stakeholders were being sought. The
purpose of the questionnaire was to seek
views on the types of measures local
stakeholders 'liked' or 'disliked', and to find
out the key areas of concern. The
respondents were also asked to rank, in
priority order, their top three concerns.

Planning for real encourages involvement
and interaction which helps participants
locate their concerns and issues directly
on a large scale map. Stakeholders
illustrated particular problems at locally
specific points.
Stakeholders found it difficult to visualise
the effect of a reduction in traffic flow, so a
parametric model was used to show
current conditions and predicted results.

Interactive exhibition 2
Participants were asked to express their
opinions rather than complete a
questionnaire. The potential measures
were displayed using two separate
packages of measures, where attendees
had a right to vote on which package they
preferred. If individuals did not like certain
aspects of a package, they were asked to
fill out a comments page. A handout of the
boards was given to each attendee, to
think about the packages at home.

Top: Exhibition board; Middle: Planning for
real; Bottom: The two packages of possible
measures.
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Conclusions and lessons
learnt

Monitoring and evaluation
Questionnaire about schemes

Certain key things have been learnt from this project.
The main one was that the more interactive the
consultation the more engaged the public feel and the
more likely they are to have felt that they have played a
part in decision making.

In order to gain people’s views on the A130 a questionnaire was
provided which listed 10 questions. The first 8 asked about
people’s specific views on each element of the scheme. There
was one question on the acceptability of the overall package and
a final question asking whether people would prefer one very
expensive measure – the provision of footway instead of the
package of smaller scale measures proposed.

When implementing a package of measures there can
be barriers to overcome in terms of the public wanting to
pick and choose certain measures thus destroying the
overall strategy. Using a general voting system such as
the sticker system on the A120 is a good way to get
overall buy in while still giving people the freedom to
comments on specific aspects of the package though a
comments sheet.

Members of the public were also given the opportunity to make
specific comments and opportunity to contact officers by phone
for more information

Questionnaire about consultation
methods

The similar nature of the two schemes provided a unique
opportunity to compare how people reacted to different methods
of consultation, which they preferred and the way they were
used. This assessment was carried out through an exit
questionnaire asking specifically about the effectiveness of the
consultation and methods used. One location for exhibition on
the A130 was studied in detail and three on the A120.

Advertising should be suited to the location and type of
schemes. On small scale local schemes such as these,
local advertising through leaflets, local papers and
posters is more appropriate than radio advertising which
is too wide-spread to reach your local audience. Word of
mouth is very important too.
The location of an exhibition can be the biggest barrier to
people in terms of non-attendance and there is likely to
be a larger number and greater diversity of attendees at
venues that are centrally located and where more than
one activity is going on.

A120
A130

A130

A120

Photographs

Just Passing
Leaflets
Radio

A120

A120

A130

A120

Plans

A130

A120

Posters

Marking Priorities
/Questionnaire

Newspaper
Word of mouth

Exhibition boards

A120

A130
A130

A120 Not useful
A130 Not useful
A120 Useful

A130

A120
A130

A130 Useful
A120

A130

A130
A120
A130

A120
A130

A120
A130

A120 V.useful
A130 V.useful

A120

A120
A130

Talking to staff at an exhibition is very popular, and
although it may be tempting to save time and money not
staffing exhibitions it is likely that the quality of the
responses will not be as great. This is especially true
where computer simulations, are used as these were
found to be unsuccessful unless there was someone
next to them explaining them.

A120

Talking to staff

A130

A120
A130
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Graz

With 230,000 inhabitants, Graz is Austria's second largest city,
covering an area of 130km². It is the capital of the province of Styria,
and a focal point for south-east Europe. It is an important economic,
administrative and educational centre for the south east of Austria.
Each day, 70,000 people commute into Graz, many to work in the car
industry or administration. The city is also home to three universities
and a technical college.
As in other cities around Europe, traffic policy after World War II was
oriented towards cars, and traffic increased dramatically. However, the
problems are very noticeable, since Graz is surrounded on three sides
by mountains which trap air pollution. The historic city centre, on the
UNESCO World Heritage List, is also unsuitable for cars.
Consequently, the environmental movement in the 1970s attracted
comparatively strong attention in Graz, and first attempts were made
towards adopting a policy of 'soft mobility'.

Slowing traffic in a historic city

GUIDEMAPS interests

The proposals caused a great deal of controversy and were given
extensive media coverage. The project leaders ran a campaign before,
during and after the introduction to explain the desirability of the
scheme. Individual 30kph zones were already well accepted in Graz,
but they highlighted the advantages of having a city-wide regulation
compared to single zones: greater fairness and comprehensibility, as
well as cost savings and less adverse effects on the street scene due
to there being no need for accompanying structural measures.

In Graz, GUIDEMAPS explored:

In September 1992, a city-wide speed limit was introduced of 50kph on
main roads and 30kph on all side streets.

Exceptional traffic problems, strong political support, firm leadership
and skillful marketing helped this scheme overcome fierce opposition.

The commitment of the deputy mayor, who acted as a project
champion in favour of the concept of soft mobility;
How initial political opposition was overcome; and
How the project leaders gained strong and steady public
acceptance of the scheme by a skillful management, including the
systematic management of information.

The scheme was strongly supported by a project champion, in the form
of the deputy mayor of Graz. Particularly after its introduction the
scheme won strong and steady public support. The trial scheme was
made permanent in August 1994, with the votes of many of the former
opponents. It was the first city-wide speed limit in Europe, and has
since been copied in several smaller towns.
The scheme logo.
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The two key tools were:
Strong project management, driven by a project champion. The
main success factor was the discussion circle, which foresaw
problems and decided how to tackle them.
A professional marketing campaign, run throughout the decisionmaking process, including a period ofter the schemes introduction.
Retrospectively we can see that the media coverage was particularly
effective in shaping public opinion, but it was also strongly influenced by
the project champion. Both tools were indispensable. The Graz scheme
broke new ground, in terms of legal, technical and social issues, so
strong leadership was essential. The support of the majority of the city
council was indispensable for its introduction, and public opinion was an
important issue for both supporters and opponents.

1988
1992

Tools and techniques

1987

1986

1982

Scheme
Definition

Public opinion fluctuated. It particularly decreased in the month prior to
the schemes introduction, due to a massive negative campaign, but
increased again as quickly once the scheme was introduced and
demonstrated its sucess. In the long run, public opinion settled down
into broad acceptance. Today, the 30/50 kph scheme is a positive
element of identification for the citizens of Graz.

First proposal to introduce a speed limit
of 30kph in the city’s side street does
not receive serious consideration.
A 30kph limit is recommended for the
bicycle network.

Planners continue to explore the option
and seek to learn from other cities in
Germany and Holland.
Small 30kph zones are tested following
requests by individual citizens or citizen
groups.
Public meetings allow citizens to
participate in the development of a
general transport scheme for Graz.

More 30kph zones are implemented.
Response is favourable and there are
requests for the strategy to be
extended. The idea of introducing citywide 30kph/50kph limits is explored.

New laser speed guns make
implementation easier, and the scheme
wins police support.
A 2 year trial is approved.
The trial begins.

1993

Raising awareness of the problem at an early stage; and
Informing drivers of the new regulations, at the time of thier
introduction.

1994

The deputy mayor set up a discussion circle of key decision-makers,
and held regular meetings. They tackled all relevant issues, step by
step, such as the legality of the scheme, designing signs to warn drivers,
and marketing activities. Independent experts carried out accompanying
analyses before and after the schemes introduction. The results
provided the factual basis for the marketing campaign and contributed
to the growth in public and political support.

There was no formal consultation process in Graz, as this was not as
usual in Austria in 1990 as it would be today. Instead, the emphasis was
on providing information both for the politicians and officials involved,
and for the public. At the institutional level, the scheme was hotly
debated. The project leaders made intensive efforts to win over
opponents by explaining why the scheme was suitable and necessary.
The extensive media coverage of this debate opened the issue up and
brought it to the attention of the public. The city council also
commissioned a professional marketing campaign, carried out by a
graphic artist, with two major elements:

Option
Generation

But in the elections in 1988 he won an additional mandate, despite
running a very unconventional campaign with a strong focus on "soft
mobility". This unexpected success strengthened his position and he
became deputy mayor. He then also became head of both the Town
Planning and the Road Construction unit at the city council, allowing him
to smooth the bureaucratic process. He was also able to convince the
mayor of, the benefits of his proposal. This was necessary to win votes
in the city council.

Engagement

Option
Assessment

From 1986-1988, a few 30kph zones were introduced in residential
areas, as a result of public demand. The city councillor for Planning
(subsequent deputy mayor) realised a city-wide scheme would be more
practical and beneficial. At first he faced strong opposition, including
from those within his own party.

Outcome Monitoring
Option
& Evaluation
Implementation Selection

Decision-making process

1976

Timeline

The strategy is popular with both
politicians and the public, and the
decision is taken to continue it beyond
the trial period.

Informing drivers of the speed limits.
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Overcoming barriers
Communication

:

Increasing opposition was encountered before
implementation.

;

The experienced marketing expert in the period
anticipated increasing uncertainty in the run up to
scheme implementation and diffused the issue in the
press. The staying power of the initiators was
rewarded, as acceptance increased immediately after
implementation.

Institutional

*2

:

There was considerable opposition within all parties of
the city council and also from other interest groups.

;

The cross-party cooperation between the mayor and
the deputy mayor helped to win majority support within
their parties. Subsequently, the other interest groups
could also be convinced with clear arguments.

Legal

:
;

¶

The Austrian Road Traffic Act was unclear regarding
the general speed limit.
The project was started as a 2-year trial. Within this
time the Austrian Road Traffic Act was amended, in
order to allow the regulation.

Management
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:

Due to the new nature of the measure, the
management was confronted with several problems
and uncertainties, which also served as counterarguments for opponents.

;

A strong and effective management team was
established, including the key decision-makers and
experts in all necessary subjects. They dealt with all
these problems and solved them in due course.

;

The combining of key competences, in the person of
the project champion, ensured a smooth
implementation of decisions taken by the
management.

Project champion Æ#

The project champion - the deputy mayor of Graz - was the initiator of
the project, the driving force behind it, and its public face. There were
two main strands to his work: the communication element, and the
technical side.
The communication strategy for the project involved winning political
and public support. The deputy mayor formed a partnership with the
mayor, even though they were from different parties. Together, they
were able to push the project forward. The deputy mayor was however,
more active. He also played a key role in the marketing campaign
directed at the public and in coordinating the technical elements, such
as categorising the streets and carrying out analyses. He became the
head of both the Planning and the Road Construction units, ensuring
that they worked smoothly together.
Experience showed:
It is important to have a 'public face' for a campaign - preferably a
politician.
Having a 'project champion' also helped overcome bureaucratic
barriers.

Marketing strategy

Æ#

It was beyond question that a project of this dimension needs
professional marketing. So the project leaders consulted a marketing
expert specialising in transport policy, and employed a graphic artist.
The campaign consisted of two phases:
A motivation phase, to raise awareness of the existing traffic
problems and to increase acceptance of the poroposed speed
limit,
An information phase, to explain the new rules to car drivers.
The communication process was, however, not limited to the formal
campaign. More than that, the skillful handling of the media helped to
win over the public. The project champion deliberately initiated a
controversial debate, since breaking new ground in transport policy
requires a lot of discussion to enable a learning process to take place.
There was also an opposition campaign in the period just before the
scheme was being introduced, which won a lot of support at first.
However, the project leaders had expected this, and it died down once
the benefits of the measures became clear.

Institutional marketing

Æ

For the scheme to go ahead, it needed the support of a majority on the
city council. Therefore, the project leaders worked to convince
politicians in the city council and other interest groups of the benefits of
the proposals.The project champion was the key figure, with support
from the mayor. At first, they faced considerable opposition from all
parties represented on the city council, and from other groups such as
the police, the Chamber of Commerce and the unions.
According to their respective audiences, the deputy mayor and the
mayor used different arguments. The former focused on the technical
issues, such as accidents, noise levels, exhaust fumes etc. The mayor
concentrated on social values, highlighting the benefits for vulnerable
users.
They broke new ground in cross-party cooperation. Despite being a
member of the People's Party, the deputy mayor accompanied the
mayor to a trade union congress. Similarly, the mayor spoke at the
Chamber of Commerce - an unusual act for a Socialist Party member.
They were not able to change people’s minds immediately. But they
were respected and succeeded in terms of reducing the level of
emotional rejection and initiating an objective reflection of the issue.
The remaining opponents were pushed into a defensive rather than
attacking role.
See Also:
Institutional/legal/financial barriers
Elected officials
Special interest groups

Enforcing the new regulations.
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Key lessons

The deputy mayor was in a position to be a strong leader. He was head
of the People's Party, and had the support of the leader of the Socialist
Party. He was also the head of both key departments in the city council
- Planning and Road Construction. This meant he could not only get
political decisions made, he could also ensure they were put into
practice quickly.
The project managers organised themselves by means of a discussion
circle. It included the key decision makers and experts of all the
necessary subjects such as law, city planning, road construction,
transport, and marketing. All of them were carefully chosen and
motivated supporters of the scheme. The main issues they considered
were:
The legal questions surrounding the proposals;
The categorisation of the street network into priority and side
streets as a precondition for the city-wide regulation;
Accompanying technical analyses and social surveys before,
during and after introduction; and
The co-ordination of marketing activities.

The project management was successful in all areas. The deputy mayor
and the discussion circle were crucial to this. The project showed that:
A skilled project champion and strong management can achieve a
great deal;
Sometimes transport projects have to be prepared to act as legal
test cases; and
Thorough research is needed to overcome opposition. For the
research to be credible, it must be carried out by external experts.
See Also:
Overcoming barriers

Æ

Decision process
Make sure the problem to be addressed is clearly defined
and visible.
Even unpleasant (e.g. restrictive) measures may be
accepted, if you can stimulate a factual reflection and give
people time to think.
Establish a strong project management, in order to
provide objectivity and certainty to politicians and other
groups involved in the process.
Include the key decision makers actively in the
management team, so that decisions taken by the
management can be quickly and effectively realised.
Ensure that there is strong and constant political support
for the measures.
Commission independent experts to carry out analyses.
These should provide important facts to back up your
arguments.
Participation and communication
Get professionals to market any large-scale project.
Be aware of the differences between marketing
campaigns for commercial purposes, and those for
transport schemes.
Make sure the messages are convincingly argued, and
confirmed by sound analyses.
Consider the role of the media in your marketing plan.
They are usually more effective in shaping opinions than
a formal campaign can be.

Tools and fact sheets used in
this Practice Example
Project champion

Tools

The project management aims were to coordinate the entire decisionmaking process; and, to anticipate and overcome barriers such as
legal, technical and financial problems at the appriopriate time.

They held regular meetings, when they dealt with all relevant questions
and foreseeable problems, step-by-step. Graz was breaking new
ground with its proposed speed limit, raising legal, technical and social
doubts. So project managers had to anticipate them and find solutions,
or at least be ready to react. They could not learn much from looking at
other cities, so had to conduct a lot of specific surveys.

Marketing strategy
Preparing for project management
Overcoming barriers

Above and left: Publicising the speed restrictions.

Fact sheets

Preparing for project management Æ

Institutional marketing
Institutional/legal/financial barriers
Elected Officials
Special interest groups

Æ#
Æ#
Æ#
Æ#
Æ
Æ
Æ
Æ
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Prague

Prague is the largest city in the Czech Republic, with a population of
1.2m and an area of 500km². As well as being the country's political
capital, it is an economic and industrial centre. Prague is also one of
the major European cultural centres, with a number of theatres,
museums, galleries and exhibition halls. Its historical core is on the
UNESCO World Heritage List, and attracts some 3m tourists each
year.
About 770,000 jobs are located in the city. Prague also has strong
links with the surrounding region of central Bohemia, which has a
population of 500,000. It is a significant European transport hub, for
road and rail, and has an international airport.

Developing park and ride schemes

GUIDEMAPS interests

GUIDEMAPS looked at the development of a Park and Ride scheme in
Prague as part of the city's integrated public transport system. This
involved building new car parks next to public transport stops.

The Prague practice example illustrated a project involving a range of
institutions, state and local authorities and other participants.In
Prague, GUIDEMAPS explored:

The aim was to reduce the number of parked cars in the city centre, cut
the amount of traffic heading in and out of the centre, and increase the
use of public transport.

How the different participants communicated;
How suitable locations for the car parks were found;
How the new system was implemented; and
Whether the public was involved in the process.

The first car park was built in 1997 and 11 others followed. Together,
they have 1,400 parking spaces. All have the following attributes: they
are less than five minutes away from a public transport stop; they have
good connections to the road network; they are adapted for disabled
drivers; they are fenced and guarded; they have public transport ticket
machines; they cost 0.3 Euros per day; they are open from 4am to 1am.
More are planned.

Above and right: The Park and Ride car parks in operation.
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1974
1986
1989
1997

1996

1991
Outcome Monitoring &
Evaluation

Despite the lack of wider participation, the project was regarded as
successful.

The launch of an integrated transport
system for Prague increases the
opportunity for a future Park and Ride
network.

Clear demand for Park and Ride is
identified, along with political and public
support.
The first Park and Ride car parks open.

1998

The project leaders held a public meeting at which individuals had the
right to make comments.

1999

Tools and techniques

A study is undertaken into the location
and operation of Park and Ride car
parks to identify factors likely to
influence the success of the strategy.

2000

PRO CONSULT, a private company which carried out studies to
decide the locations of the car parks;
Other local authorities; and
Oziveni, a non-governmental organisation for cycling, which
successfully asked for cycle racks to be installed at the car parks.

Park and Ride proposals are updated.
Implementation targets are set and
rules for operation are defined.

1990

Option
Generation

Others included:

The first basic recommendations for a
Park and Ride network are made, but it
is not a transport policy priority and
funds are not available.

New suggestions for Park and Ride
locations are included in the territorial
plan.
The strategic plan for Prague assesses
Park and Ride to be a sustainable
approach to transport.

2001

All the major players were part of the municipality of Prague. Their
position in the decision-making process is defined by law. Most were
involved in consultations about the locations for the proposed car parks.

Board of Representatives, which ratified the transport policy;
UDI, the Institute of Transportation Engineering, the project leader;
URM, the Institute of City Development, which worked closely with
UDI;
The Transport Department of the Prague Municipality;
TSK, the Technical Road Service, which was responsible for
implementing and operating the Park and Ride scheme;
ROPID, the regional organiser of Prague's integrated transport
system (founded in 1993), which commented on the location of the
proposed car parks; and
DP, the public transport operator which provided ticket machines.

2002

The turning point came in 1996, when the URM and the UDI worked
together on formulating the Principles of Prague Transport Policy. This
included a plan for a Park and Ride scheme. It was ratified by the Board
of Representatives in the same year. The UDI consulted various
municipality bodies on the best locations for the car parks, and
commissioned several experts studies from a consultancy.

Key players from the municipality of Prague included:

Option
Assessment

The UDI then worked with the Institute of City Development (URM) on a
study of potential locations for the car parks. The creation of an
integrated public transport system in 1991 gave impetus to the project.

Engagement

Option
Selection

The idea for a Park and Ride System was first put forward in 1974 by
the Institute of Transport Engineering (UDI). However, lack of finances
and other problems meant little happened until 1989.

Implementation

Decision-making process

Scheme
Definition

Timeline

A further Park and Ride car park opens.
City transport and planning staff commit
to producing an evaluation study into
the location of car parks.

Map showing the locations of the Park and Ride car parks.
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Overcoming barriers
Communication

:
;

The municipal authorities were unwilling to allow
public participation.
Personal contacts were valuable.

Institutional

:
;
Legal

:
;

|

*2

There was a lack of coordination between the
institutions involved.
This improved as political enthusiasm grew for the
park and ride schemes to be successful.

¶

Property law presented an obstacle to the scheme.
The severity of the traffic problem increased political
willingness to seek solutions to such barriers.

Special interest groups

Æ

All the authorities involved in the Prague Park and Ride scheme agreed
they did not need much involvement of the public. They felt they had the
expertise necessary to develop the scheme without such input. They
limited the level of participation to the minimum required by law. This
meant announcing where the new car parks would be and what
changes would be required to the urban plan.
The Institute of City Development prepared the amendments to the
urban plan, and the Institute of Transport Engineering carried out the
transport and social studies. Only one outside organisation wanted to
contribute: Oziveni, a cycling group. They wanted bicycle stands at the
car parks, which was agreed.
Members of the public had the right to comment on the scheme for 30
days after it was announced, but nobody did. Therefore, the scheme
could be put into practice quickly.
Such an approach only works in countries and on projects where there
is little public interest or opposition. There is a risk that project leaders
can misjudge interest levels, and face unexpected opposition.

Overcoming barriers

Æ

The development of the Prague Park and Ride scheme took a long time
to realise. The idea first came up in 1974, but was not realistic until the
public transport system was integrated in 1991. The first Park and Ride
car park did not open until 1997.
Most delays were caused by property issues. Most of the suitable
locations for the car parks were in commercial areas, and therefore not
available. One solution currently being investigated is to get private
companies to run the sites. The Czech Government is also considering
a new law to make it easier to nationalise certain plots of land, which
would help projects like this.
Another problem is posed by the financial situation. As the cost to car
drivers of using the car parks will be very low, they are not commercial
ventures. They get a €1m subsidy from the City of Prague every year,
but this is not enough to expand the scheme. One solution involves
renting out part of the car parks for residents' parking.

Outcome monitoring and evaluation Æ
The roles of each department are determined by existing municipality
regulations and by the relevant laws. The Institute of Transport
Engineering and the Institute of City Development suggest locations for
the car parks. The Department for Town Planning incorporates the
locations into the urban plan. The Technical Road Service Organisation
monitors and operates the sites.
The approach has worked in general. However, some of the car parks
are not well located, and are poorly used. These have been opened up,
at standard prices, for residents' parking.
See also:
Communication barriers

Æ
Above and on facing page: Publicity materials produced for the
Prague Park and Ride scheme.
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The decision-making process for the Prague Park and Ride scheme
was 'top down'. The main aim was to provide about 11,000 parking
spaces by the year 2010, and convince politicians and the public of the
need for the scheme.
At the 'top' was the Board of Representatives of the City of Prague. It
ratified the Principles of the Prague Transport Policy in 1996. This
document was drawn up by the Institute of Transport Engineering, and
showed a clear demand for a Park and Ride scheme. It also
recommended where the car parks should be.

The document also outlined which City of Prague departments would
carry out what tasks. It allocated roles to several: the Institute of City
Development, the Institute of Transport Engineering, the Technical
Road Service Organisation, the Regional Organiser of Prague's
Integrated Transport System, and the Public Transport Provider. Various
local authorities were also involved. The role each partner played was
also governed by national laws.
At the beginning of 2003, the capacity of the Park and Ride car parks
was about 1,400. Overall the project is seen as successful, and has
broad support from the public and politicians.

Decision process
Make sure you involve all the necessary departments.
Be sure to have political support for your project.
Commission research to give your scheme credibility and
ensure it meets customer needs.
Make sure your project fits policy objectives.
Participation and communication
Give feedback to all those who contribute. Some of the
organisations which commented on the Prague scheme
got no reaction.
Take the views of non-governmental organisations into
account.

Tools and fact sheets used in
this Practice Example
Tools

Æ

Fact sheets

Engagement strategy

Engagement strategy

Æ#
Æ#
Æ#

Special interest groups

Æ

Communication barriers

Æ

Outcome monitoring and evaluation
Overcoming barriers
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Guildford

The county of Surrey, which borders southwest London, has a
population of 1.1m and covers 1,670km². It is the most densely
populated county in the UK and has relatively severe traffic problems
caused by high car dependency. This situation has, until recently,
been intensified by strong economic growth.
The historic city of Guildford is in the west of the county and has a
population of 60,000. It is an important county centre for business,
shopping and tourism.

Overcoming opposition

GUIDEMAPS interests

GUIDEMAPS looked at transport planning in Guildford following the the
setbacks to the implementation of the Guildford Movement Package in
1998/9. This had been caused by local and political opposition to plans
to close one side of Bridge Street to private vehicles and create a oneway system on the other side.

The Guildford practice example shows how local authorities can learn
valuable lessons from setbacks.
In Guildford, GUIDEMAPS explored:
What had prevented the Bridge Street scheme from being carried
out;
How to use consultation to overcome obstacles;
The impact of the Eco-Logica engagement project and the
Transport Consultative Forum; and
What prevents policy makers acting on the preferences
expressed by those consulted.

The failure of this important element of the scheme led to the county
and borough councils to find ways of solving transport problems with
public support. A project was launched with consultants, Eco-Logica, to
involve relevant people in interactive forms of participation and build
support for mobility management measures. It was followed by the
Transport Consultative Forum, which met between September 1999
and March 2001. Participants discussed transport issues, and gave the
council feedback on its draft Local Transport Plan.
Alongside the consultation processes, planners redesigned some
Movement Package measures. They decided to introduce bus priority
measures gradually. The councils also began working on travel plans
with private companies.
Bridge Street, Guildford.
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Timeline

The Eco-Logica engagement project was in two phases:
Phase One: meetings with councillors, businesses etc. Two public
meetings. Interim report.
Phase Two: Revisiting the above groups, further discussions.
The Transport Consultative Forum involved:
Open meetings.
First round of meetings: five between September 1999 and March
2000. Visioning exercises and feedback on LTP. No councillors
allowed.
Second round of meetings: five between September 2000 and
March 2001. Visioning exercises. Councillors allowed after some
complained. Interest waned gradually, and the chairman resigned.
Both projects are thought to have helped widen acceptance of bus
priority measures and to have developed new ideas. The Eco-Logica
project in particular was well-regarded by participants, and seen as costeffective by officers. Participants in both processes criticised the council
for failing to act on their suggestions.

1999
2000
2001

Tools and techniques

The Local Transport Plan is prepared
and submitted by County and Borough
Council officers.
2000/1 A second round of Transport
Consultative forum meetings is
arranged, this time including
councillors. As the Local Transport Plan
has been submitted, the objective now
is to develop a new vision.

Scheme
Definition

Officers from both councils then began working with employers at the
Guildford Business Park on Travel Plans (TP). However, the plans could
not be implemented, as a business downturn caused some of the
companies to reduce staff numbers or leave the park.

Following the abandonment of plans for
Bridge Street due to public and political
opposition, the County Council engages
consultants (Eco-Logica) to undertake
an engagement project and to establish
a consultative forum to provide
feedback on the Local Transport Plan
under development.
The forum included key stakeholders
from businesses, environmental groups,
schools, town centre management and
the hospital and university.

TP

Option
Generation

They decided to introduce bus lanes, starting on the edge of Guildford
where there was less opposition, and begin work on a revised scheme
for Bridge Street.

Neither the councils nor central government were directly involved in the
practice example. The people involved in the consultation processes
could be described as the 'great and the good of Guildford'. They
included representatives from businesses, the public transport
operators, environmental groups and schools. The Transport
Consultative Forum was chaired by a local clergyman. Officers from
both councils attended, and offered advice.

Option Assessment

Decisions about the LTP were made by a Joint Task Force of officers
and councillors from both councils, and ratified by the Guildford
Partnership Area Transportation Sub-Committee, made up of
councillors. The plan incorporated some suggestions from the Forum.

A Joint Task Group, including officers and councillors from both
Surrey County Council and Guildford Borough Council;
The Guildford Partnership Area Transportation Sub-Committee,
made up of county and district councillors;
The consultants, Eco-Logica; and
Businesses involved in the travel plans.

Option
Assessment

This six-month study was followed by a longer term Transport
Consultative Forum, set up by Surrey County Council. Among its tasks
was to give feedback on the draft Local Transport Plan (LTP).

Key players included:

Option
Selection

Following the failure of the Bridge Street scheme, Surrey County
Council and Guildford Borough Council decided to rethink their strategy.
Surrey County Council commissioned Eco-Logica to consult members
of the public about a new transport policy.

LTP

Engagement

Implementation

Decision-making process

2000 A travel plan (TP) is proposed for
Guildford Business Park, to be funded
by the companies with the suggestion
that the county and borough councils
will provide supporting measures.
Changes in economic conditions lead to
a significant reduction in the number of
employees at the Business Park and
reduce the ability of companies to
provide financial support for travel
plans. The County and Borough
Councils are also unable to support
measures and the travel plan collapses.
2001- transport measures in the Local
Transport Plan continue to be
implemented, with the public involved
through exhibitions on specific
schemes.

Consultation in Surrey.
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Overcoming barriers
Communication

:
:
;
:
;

Press obtained a confidential report and presented it
out of context.
The community forum was perceived to be
unrepresentative and to lack focus. It was particularly
criticised by local politicians who were excluded from
the process.
There was sufficient positive feedback to allow the
forum to continue despite the criticism.
It was difficult to reach a consensus on the scheme.
The involvement of Eco-Logica facilitated agreement
on mobility management measures.

Financial

:
;

$€

Difficulties for some companies to commit funds and
lack of support by decision makers.
The role of Eco-Logica raised the profile of the
scheme as an environmental issue, making it easier
for companies to justify the commitment of funds.

Institutional

:
;

|

*2

Suggestions from the forum were not fully
incorporated in the Local Transport Plan, which was
largely based on the existing proposal.
The plan did make reference to the forum,
demonstrating a move in the right direction.

Tools and fact sheets used in
this Practice Example
Tools

Managing stakeholder involvement
Engaging large groups
Printed public information materials

Fact sheets

Overcoming barriers

70

External consultant
Public meetings
Managing the engagement process
Managing resources: costs
Elected officials

Æ#
Æ#
Æ#
Æ#
Æ
Æ
Æ
Æ
Æ

Managing stakeholder involvement Æ

Managing the engagement process Æ

A copy of the plans were leaked to the media and the local newspaper
published an article on the Bridge Street, scheme this took it out of
context and failed to explain it was only at the draft stage. The resulting
opposition derailed the plans, and councillors decided to redesign
them.

With the help of Eco-Logica, they held a six-month intensive
consultation period consisting of two phases. Phase 1 involved a round
of meetings with councillors, environmental groups, businesses and
public transport operators, plus two public meetings and written
correspondence. Phase 2 involved revisiting many of the interest
groups to explain the findings of Phase 1.

Initially, project managers wanted to put the Bridge Street scheme into
place in 1998/99, followed by other measures from the Guildford
Movement Package. The scheme involved closing one lane of a
gyratory system to traffic other than buses and bicycles, and making the
other three lanes one way. The Guildford Movement Package included
bus priority measures.

Experience showed the importance of:
Consulting at all stages of planning to limit opposition;
Assigning responsibility among officers and councillors to control
potentially controversial plans;
Integrating projects with wider policies; and
Evaluating projects and past experiences.

Engaging large groups

Æ

The forum was established by Surrey County Council for consultation
on the forthcoming Local Transport Plan. Project leaders hoped to
reach consensus on transport options for Guildford wherever possible.

The aim of the intensive consultation project was to build on the work
of the Guildford Movement Package, and try to identify consensus
around key transport issues and measures. Project managers wanted
to involve as broad a range of people as possible in genuinely
interactive consultations.

Overall, the approach was well received. It helped create momentum
for change and develop new ideas. It was also seen as cost-effective.
However, there was some criticism that Surrey County Council did not
take the suggestions fully into account.
The technique could be used in a variety of situations. It enables local
authorities to enter into a dialogue with people, and not just ask them
to choose between options. The authority must be ready to build on the
goodwill created.
See also:
Managing resources: costs
Printed public information materials

Members of environmental and business groups, transport operators
and local individuals were invited to join. A local clergyman, seen as
independent, chaired the forum. Surrey County Council and Guildford
Borough Council officers sat in and offered advice. Councillors were
excluded during the first year, but were allowed to attend as observers
in the second year after some complained.
The forum helped improve acceptance of bus lanes in Guildford.
However, some members were unhappy with the failure of Surrey
County Council to build on the goodwill and ideas generated.
See also:
External consultant
Public meeting

Æ
Æ

Bridge Street, Guildford.
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Key lessons

Overcoming barriers

Æ#

To prevent a repeat of the failure of the Bridge Street scheme, Surrey
County Council officers wanted to reach a broad consensus about the
way forward in Guildford. They started a consultation process on the
Local Transport Plan and the Movement Package measures.
Council officers, with the support of councillors, commissioned a sixmonth project to consult key stakeholders. The aim was to identify key
issues, and find ways of reaching agreements. Officers also set up a
Transport Consultative Forum to consider the Local Transport Plan.
Some of those involved complained that they did not get as much out
of the process as they had put in. However, new ideas did arise from
the consultation process, as did a new mood of optimism about
transport planning in Guildford. In particular, the approach is believed to
have helped gain public acceptance of bus lanes.

The approach is readily transferable to other transport projects, as well
as other sectors.
Managers need to:
Take a more proactive approach;
Adapt decision-making procedures to take into account higher-risk
measures (such as mobility management);
Look further into the future when making decisions; and
Try to ensure the same people from the organisation remain
involved with projects throughout.
See also:
Engagement strategy
Elected officials
Opponents

Æ#
Æ
Æ

Decision process
Introduce measures gradually, starting with the least
controversial.
Time the consultation process so that measures can be
carried out soon afterwards.
Be flexible with financing - the gains outweigh the risks.
Be prepared to take the lead role if the project seems to
be losing momentum. The travel plan project collapsed
when businesses were affected by an economic
downturn, but might have been saved by action from
officers.
Don’t underestimate the cultural change required within
your organisation if you are going to actively engage with
the public.
Participation and consultation
Give participants in the consultation processes plenty of
information, and give them time to respond.
An independent chairperson can help to ensure that all
views are considered.
Try to involve as many representatives of the wider
community as possible.
Set out clear aims, and define the scope of the
consultation process.
Decide in advance whether or not councillors should
attend.
Decide in advance whether results should be made public
or kept confidential.
Give the people involved progress reports after the end of
the consultation process, even if just to report delays.
Make sure you build on any goodwill and ideas resulting
from consultation.

Tools and fact sheets used in
this Practice Example
See Page Before for the Tools and Fact Sheets Associated
with this Practice Example
Consultation in Surrey.
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Göteborg

Göteborg, on Sweden's west coast, has 471,000 inhabitants,
making it the second largest city in the country. It is also Sweden's
foremost port city, a centre for commerce and industry, and a seat of
local government. Its archipelago of 100 islands makes it a prime
tourist destination.
The organisation of the City of Göteborg is undergoing a series of
changes. The City´s elected representatives are working to maintain
standards of quality which the inhabitants of Göteborg expect and to
which they are entitled. The main purpose of the reform is to improve
the efficiency of the organisation and to strengthen the inhabitants´
influence on the City´s undertakings.

Above and below: Locations for the Lundby car sharing scheme.

Encouraging car sharing

GUIDEMAPS interests
In Göteborg, GUIDEMAPS explored:

GUIDEMAPS explored the “Vision Lundby” project, which tested
sustainable transport systems in an area of Göteborg undergoing
regeneration.
Lundby is the old shipbuilding area of the city, which became run-down
after the decline of the industry. Once redeveloped, it will be home to
50,000 people compared with 32,000 previously. The redevelopment
allows for a balance between new homes, new schools and colleges,
and new work places, including the IT Centre of Western Sweden. In
short, it will be a new city in the centre of Göteborg.
Consequently, traffic on the bridges over the River Göta between
Lundby and the city centre is already growing. “Vision Lundby” was
made up of several smaller projects looking into issues such as "green
travel cards" and a bicycle pool. Its highest-profile scheme was a car
sharing project, which was the focus of GUIDEMAPS research.
“Vision Lundby” aimed to get new projects and ideas started. It is up to
the partners involved to decide which to continue in the longer term.
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Best practice for creating cooperation between local authorities;
How to support car sharing schemes;
How to inform the public and get them involved; and
How to apply lessons learnt to other parts of Göteborg and other
cities
Above: Lundby Mobility Centre. Below: The car sharing scheme.
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A survey showed that 840 households in Lundby were interested in car
sharing, so the National Road Administration sponsored a project
manager for a car share scheme. She developed a project plan, and
gathered information from other schemes.
As “Vision Lundby” was set up to test ideas, the project leaders adopted
an informal decision process. The car share project manager's role was
to talk to the public and develop their comments into project ideas. She
discussed these with the “Vision Lundby” project manager, who decided
whether they should go ahead.
The car share scheme project manager had a great deal of freedom to
make her own decisions, so long as she kept within budget and made
short reports to the National Road Administration and “Vision Lundby”.

Public participation was crucial to the car share scheme, and the project
manager's role was to involve as many people as possible. Other
participants in the car share scheme included:
The Lundby Vision steering group: Göteborg Traffic and Public
Transport Authority; Lundby District Administration; City Planning
Authority; the regional public transport operator; the development
company in charge of the Lundby regeneration project;
The National Road Administration, which sponsored the car share
scheme project manager and was a member of the steering group;
Car share operators, which provided information and other forms of
help;
Housing associations, which helped distribute information among
residents; and
Community associations, which provided venues for meetings.
Communication was deliberately kept informal between project
partners. Ideas were discussed in brief phone calls, and the project
manager prepared short reports for the National Road Administration
and the “Vision Lundby” project manager.

2000

Engagement

2001

Impressed by new thoughts regarding mobility management, achieved
from Göteborg’s TARGET I project participation, the manager of the
local environmental administration made the proposal for the “Vision
Lundby” project to the Traffic and Public Transport Authority. Five
partners formed a project group, and set up several smaller schemes.

Option
Generation

Decision-making process

Scheme
Definition

Timeline

Other methods included test days, where people could find out how
simple the car share system was to use.
The project manager also set up information booths at shopping centres
and the football stadium, and simply knocked on doors to talk to
households.
The Lundby Mobility Centre. website:
www.visionlundby.goteborg.se

2002
Implementation
Outcome Monitoring
& Evaluation

Perhaps the most successful was a series of evening meetings with the
car share operators. The project manager invited all those households
which had stated in the original survey that they were interested in car
sharing schemes. After a hesitant start, the numbers attending rose
dramatically.

A survey is conducted in Lundby by the
Traffic and Public Transport authority in
cooperation with SocialData. 840
households express an interest in car
sharing.

The newly-appointed project manager
(Sponsored by the National Road
Administration) develops a project plan
and gathers knowledge from other
similar projects. Suggestions are sent to
the car sharing project manager, who
coordinates contact with the authority.

Tools and techniques

One of the aims of “Vision Lundby” was to test new methods of getting
people involved. A variety of techniques were used.

“Vision Lundby” begins, with 5 official
partners including city, regional and
district transport and planning
authorities.

Information meetings, testing days,
public events and a door-to-door
campaign are carried out to raise
awareness of car sharing and to identify
levels of public knowledge.
The companies involved must decide
whether to continue with car share
schemes. The project has made it
easier for such schemes to be
successful.
The “Vision Lundby” car sharing
scheme is still in operation.
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Overcoming barriers
Communication

|

Project monitoring

:

The National Road Administration was one of the sponsors who
contributed to the project manager's salary and wanted to monitor the
project to see if it was successful in recruiting more members.

;

A continuous information strategy could have
countered this. Car sharing is most successful in
areas where the idea is already familiar.

The project manager was required to draw up regular, fairly informal
reports for the National Road Administration. Whenever she tested out
a new method, or held a meeting, she drew up a summary for the
National Road Administration and the Göteborg Traffic and Public
Transport Authority.

Management

:
;

:

q

Project organisation was unstructured and there was
limited power to enforce change.
Introducing
a project manager with good
communication skills helped to motivate the project
team and gain political support.

Institutional

*2

Collaboration between departments is not common
practice, and it was necessary to adapt traditional
methods to facilitate this.

;
Legal

The project manager encouraged an un-bureaucratic
approach which allowed decisions to be taken quickly.

¶

:

Existing parking legislation did not allow for special

;

Securing political support was important. A
preliminary solution has been reached, but new
parking standards must still be developed.

provision for carpools.

The informal approach was seen as sufficient for a ‘soft’ project, but
should not be applied to larger initiatives. There was also some
criticism that, as the project had no specific goals, it was difficult to
assess its effectiveness.
See also:
Management barriers
Individualised marketing

Æ
Æ

Engagement strategy Æ#

The project aimed to find innovative ways of making people aware of
alternatives to car ownership, and to test out new methods of
distributing information.
The methods most widely used were: evening public meetings, where
car share operators answered questions from the public; knocking on
doors to talk to householders about the schemes; test days, to
demonstrate to people how convenient car share is; and information
stands in public places, such as the local shopping centre and the
football stadium. The project manager’s excellent communication skills
were key to the success of the project.
Meetings were a very effective method. They allowed organisers to
distribute information, and made the scheme visible.
Closer cooperation is needed with transport operators and authorities
in the future. The campaign was not effective in areas with a high
proportion of elderly people.
See also:
Key person interviews
Information events
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Æ#

It was difficult to persuade people to become involved
and to maintain interest, given the delay between the
survey and the first information meetings.

Æ
Æ#

Overcoming barriers Æ#

The term ‘car share’ is not defined in Swedish law. In practical terms,
that means there can be no provision of parking space for car share
vehicles. The project managers looked for an interim solution to this
problem at the local level, and considered long-term solutions to be
applied nationally.
A Lundby housing association has provided a few spaces for car share
vehicles, as this increases the appeal of the district. However, if the car
share scheme grows and takes on more vehicles, the problem will arise
again. A change in the law is needed for a long-term national solution.
Lawyers are currently working on the issue, but progress is slow.
Legal issues can pose major barriers to projects. Innovative projects
can lead to outdated laws being overturned, but changing the law takes
a great deal of time. So it is important to have an alternative solution
ready.

Surveying individuals

Æ#

In order to recruit more members to the car share scheme, the project
manager and an assistant knocked on doors to speak to householders.
They tried to contact 199 homes over a period of two weeks.
They offered residents three brochures: an information leaflet, a map
showing the location of the two car share vehicles, and the project
manager’s business card. They made two attempts to reach each
household, and in the end were able to speak to people in 178 homes.
The remainder received a card explaining the scheme.
Most householders knew about the car share project and welcomed the
visit. Some offered interesting comments. Only a few were rude.
It is difficult to say whether the campaign achieved its objectives, but it
seemed to be successful. However, it is a very time consuming, and
therefore expensive method. Contact by phone would be more costeffective.
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Managing the engagement process Æ
One of the main aims of the car share engagement scheme was to test
out new ideas and find new solutions. Therefore, the partners chose to
adopt an informal approach to making decisions.

The task of the car share project manager was to establish close
contact with local residents, and hear their ideas and comments. She
had to be simply ‘out in the field’. She developed people’s suggestions
into project ideas. She then phoned the manager of “Vision Lundby” for
a quick discussion before putting any ideas into practice.
This method enabled quick decisions and was therefore welcomed by
the partners, particularly the project manager herself. It is a common
method in Sweden in some fields, though not yet in transport planning
and public services.
An informal approach only works when all the partners trust each other.

It makes all employees feel involved, as they can come up with new
ideas.
Some situations, particularly larger projects involving more money,
demand a more formal approach with written agreements.
It can be time-consuming, as it takes effort to keep all partners up-todate with progress.
Employees welcome the fact that red tape is reduced, and they can
spend more time out in the field.
See also:
Communication barriers
Managing resources: time

Æ
Æ

Decision process
Use informal working methods on a low-budget project
involving "soft" measures. But bear in mind that such an
approach is unsuitable for a "hard" project involving bigger
sums of money.
Establish definite goals, so that the project can be
evaluated properly.
Do not insist on formal reports unless absolutely
necessary. These slow down the project, and can
demoralise staff.
Make sure that the partners trust each other. Only then will
informal communication methods work.
Participation and communication
Make sure the project manager has good communication
skills.
Don't be afraid to try out new methods to get people
involved.
Listen to people's opinions, and see if you can develop
their comments into a workable plan.
Make sure your project information is visible (stalls etc).

Tools and fact sheets used in
this Practice Example
Tools

Project monitoring
Engagement strategy
Information events
Overcoming barriers
Surveying individuals

Fact Sheets

Project manager

Above: Leaflet inviting people to register their interest in the
Bilpool car share scheme

Management barriers
Individualised marketing
Public meetings
Key person interviews
Managing the engagement process
Communication barriers
Managing resources: time

Æ#
Æ#
Æ#
Æ#
Æ#
Æ
Æ
Æ
Æ
Æ
Æ
Æ
Æ
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Panorama

The Municipality of Panorama is part of the Greater Thessaloniki Area
in north-eastern Greece. It is located approximately 10 km from
Thessaloniki's city centre and covers an area of 33km². Over the past
20 years its population has risen by 260% and is now officially 15,000.
However, since many people were not recorded in the most recent
census, the real figure is close to 23,000. Panorama is a typical middle
to high-class residence area and car ownership is well above average.
The Municipality of Panorama is currently served by two bus routes:
one connecting Panorama to Thessaloniki, and the other providing a
local service. The growth increase of the population, along with the
increasing dependency from private cars, has led to high traffic
volumes and significant lack of parking space in the centre. A major
part of these volumes is due to through traffic. In general, the traffic
situation affects the main network of the Municipality and the market
places the most.

Building an underground car park

GUIDEMAPS interests

GUIDEMAPS looked at the process of planning and building an
underground car park in Panorama city centre. The two-storey garage
is planned to accommodate up to 120 cars. A public park will be
constructed on top of the car park as part of a wider enhancement of
the area. The aim is to reduce traffic congestion and environmental
impacts, and to strengthen the local economy by making shopping
easier and more attractive to consumers.

The Panorama practice example is useful in demonstrating the effect
of decentralisation of administrative powers on a traffic scheme.
In Panorama, GUIDEMAPS explored:
How agencies from different levels of government worked
together, and what the sucess and failures in their relationships
might be;
How the various people involved communicated, and the
strengths and weaknesses of their methods;
How public participation contributed to acceptance of traffic plans;
and
What methods can be used to finance projects at the local level.

Changes in the Greek law took place while the project was under way
and affected the whole process. The new framework gave more
authority to the Municipality with regard to the planning and
implementation of the project. Therefore, the municipal authority had to
face several extra problems dealing with administrative and
managerial issues. To ensure public support and tackle additional
barriers, the local authority took steps to keep people informed and get
them involved in the process.

Streets of Panorama
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Most of the public was in favour of the project, so the Municipality's task
was to keep people informed rather than win their support. But
residents, shopkeepers and local associations did participate and show
their support.

Tools and techniques

Although the public in Greece is not usually interested in planning related decisions, the Municipality of Panorama successfully used
several techniques to get people involved. These included:

1986
1995
1999
2000

City Council decides to construct an
underground parking garage. Four
possible sites are identified, two of
which are considered feasible.
For the updated Local Traffic Plan,
residents are informed about the
proposals at one selected site and
invited to comment.

The Presidential Decree process to
approve the selected option begins.
The proposals are submitted to the
Miinistry of Works, who are responsible
for all construction permits for the
parking garage. This process is stopped
by a change in the law to devolve
decision-making to the local authority.
The City Council reaches agreement on
how the procurement process will be
managed and two construction
companies submit bids to build the car
park.
These bids are under review by a
special committee, which will advise the
City Council.

Implementation

2003

Special meetings at which shopkeepers could put forward their
views;
A leaflet on the local authority's Four-Year Plan;
Articles in the local and regional press;
A questionnaire conducted among residents; and
Public exhibition and presentation on the draft plan.

Local Town Plan process: The City
Council and Ministry of Public Works
discuss recommendations with external
consultants and authorities
For the new Local Town Plan, other
stakeholders including traffic police and
local residents and shopkeepers are
informed and are invited to express
their opinions.

2001

Panorama City Council and Mayor, who originally decided to
construct the car park and were responsible for involving the public;
Ministry of Public Works, which had overall responsibility until the
law changed;
Technical Department of the Municipality of Panorama;
Organisation for the Implementation of the Master Plan, which
helped with the inter-agency agreement between the Municipality
and the Ministry of Public Works;
Regional Authority of Central Macedonia, which helped in
decentralising the process; and
External consultants, who submitted proposals and conducted
studies.

2002

However, this procedure was interrupted in October 2001, when a new
national law came into force decentralising the process. As a result, the
Municipality of Panorama took over the entire project responsibility,
enabling the speeding up of the process.The Municipality put the project
out to tender in 2002. Work began in 2003.

A wide range of official bodies and professionals were involved in the
project, particularly before the process was simplified. These included:

Option
Generation

Under Greek law at that time, such a project had to involve local,
regional and national agencies. The Technical Department of the
Municipality of Panorama and the Ministry of Public Works initiated the
process to issue the necessary Presidential Decree in late 2000.

Engagement

Option
Assessment

The Local Town Plan, drawn up between 1986 and 1994, identified the
lack of parking space as a future problem. In 1999, the city council
decided to go ahead with constructing an underground car park. Four
potential sites were identified, and the most suitable was included in the
Updated Local Traffic Management Plan, adopted by the City Council in
2000.

Option
Selection

Decision-making process

Scheme
Definition

Timeline

Handbook describing the car park, along with a range of other
projects.
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Overcoming barriers
Institutional

*2

Institutional/legal/financial barriers Æ

:
:

Approval procedures were lengthy.

;

Political support for the project made it a priority.

Municipal elections and a time-consuming decision
process delayed the project.

Financial

:
;
Legal

:
;

$€

Construction costs were high.
As the scale of the problem was large, the cost of the
solution could be justified.

¶

Centralisation meant certain conditions needed to be
met.
The problem was reduced as authorisation
procedures were decentralised.

The main aim of the new Law 2947 was to simplify planning
procedures. Legislators wanted to decentralise the process and reduce
delays for local projects. The new law was introduced to tackle legal
and planning issues surrounding the Athens Olympic Games in 2004,
but minor clauses were added to cover other issues. Project managers
at first followed standard planning procedures for the project. However,
in October 2001 they decided to bypass the standard bureaucracy and
include the underground parking in Law 2947. The Prefecture of
Central Macedonia put the application forward, and it was approved by
the Ministry of Public Works.
The standard legal requirement to include several different authorities
in the planning process can slow progress a great deal. Although it was
time consuming to get the project included in Law 2947, the change in
procedure sped up the planning process significantly, as it provided an
effective way to overcome the legal barriers to the scheme.

Project champion

Æ#

The Mayor, City Council and Technical Department of the City
Administration were the initiators of the underground garage project.

Tools and fact sheets used in
this Practice Example
Tools

Project champion
Preparing for project management
Overcoming barriers

Fact Sheets

Surveying individuals
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Institutional/legal/financial barriers
Elected officials
Managing resources: costs
Managing the engagement process
Special interest groups
Managing resources: time

Æ#
Æ#
Æ#
Æ#
Æ
Æ
Æ
Æ
Æ
Æ

The Mayor put forward the proposal and specified the possible sites.
The City Council discussed and approved his suggestion, and the
Technical Department dealt with the bureaucracy. The Mayor also
helped to develop the communication strategy, and got the project fasttracked through the bureaucratic procedures. His commitment was
crucial to the project's success.
Strong and sustained support from the initiator is an important factor in
the success of a project. Political developments can have a significant
impact on progress, especially if politicians (such as the Mayor) play an
important role. Elections can have a major impact and must be taken
into account when planning and implementing a project. Public
support, expressed directly or indirectly, helps a politician push for a
project.
See also:
Elected officials

Æ

Managing resources: costs Æ

The project managers wanted to find the best way of funding the
project, and to avoid possible delays caused by financial constraints. In
Greece, where municipal funds are insufficient, project funding is
generally sought from the Greek Government, European grants or
through a type of Public Private Partnership. These alternatives were
considered to be infeasable for this project.
Instead, the solution picked by the City Council was to finance the
project through a mixture of national subsidy and municipal funds. The
selection of this option implies that the Municipal Authority undertakes
a great deal of the overall responsibility and has to provide significant
funds. The Ministry of National Economy subsidises parking station
projects in order to increase the off-street parking supply. The Municipal
Budget could not cover the remaining costs and therefore the
Municipality took a loan.
This combination was widely seen as the best attainable option, but it
did entail risk, as it made the Municipality solely responsible for
constructing and operating the garage.
See also:
Institutional/legal/financial barriers

Æ

Managing the engagement process

Æ

The construction procedure adopted by the Ministry of Public Works
was highly complex. The Municipality of Panorama wanted to take a
simple approach.

The municipality had overall responsibility for the garage, but its
location had to be approved by the Ministry of Public Works; the
environmental impacts study had to be approved by the prefecture
Department for the Environment; and the traffic impacts study by the
regional authority for public works. This centralised system, although
generally tolerated in Greece, was very complex and time consuming.
The municipal authority initially followed this procedure and sought a
Presidential Decree to proceed. The process was abandoned with the
inclusion of the underground car park in Law 2947, which decentralised
the decision process, allowing the Municipality of Panorama to take full
responsibility for the scheme. The change in procedure meant that
some work needed to be repeated, but overall it reduced the level of
bureaucracy.
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Key lessons

Preparing for project management

Decision process
Avoid involving national authorities in local projects
wherever possible. They cause delays.
Avoid unnecessary bureaucracy. Not only does it cause
delays, it also reduces the co-operation of the partners
involved.
Make sure you have the support of politicians, even in
popular local projects.
Make sure responsibilities are clearly defined.
Try to ensure you have enough staff. Lack of personnel
creates delays.

Æ#

Planning a local project in Greece requires input from both central and
local authorities. The planning of an underground car park would
usually take from one to two years - before building work begins. The
process is often lengthened by unforeseen factors. It was a major aim
of the Panorama project to minimise such delays.

The Municipality of Panorama was involved from the very beginning. It
suggested including the project in Law 2947, which gives the local
authority greater freedom in the planning and implementation of
projects. Consequently, the Ministry of Public Works' role was limited to
approving the suitability of the location, and formally proposing the
inclusion of the project in Law 2947.
The change in procedure delayed the project, but no more than is usual
for such initiatives. In addition, the new law meant that the municipality
had almost full control. Giving the municipal authority responsibility for
the scheme allows more direct accountability. The municipality is not
vulnerable to delay caused by central government bureaucracy.
Similarly, limited progress due to a lack of political will can no longer be
blamed on the complex centralised decision processes.
See also:
Elected officials
Special interest groups
Managing resources: time

Æ
Æ
Æ

BEFORE: The site for the Panorama car park.

AFTER: What the area will look like once the car park is
completed (image by Alexandros Skouvaklis).

Participation and consultation
Public participation and consensus is crucial - especially
where large amounts of money are at stake.
Contrary to common belief, people are willing to get
involved in making decisions, especially when they are
directly affected.
Make sure people understand why your project is
important.
Public events are not always the best method to involve
people. Try more targeted techniques.
Organise special meetings for different groups, such as
shopkeepers.
Use the press - local and national - to publicise the project.
Find out people's opinions by conducting surveys.

Tools and fact sheets used in
this Practice Example
See Page Before for the Tools and Fact Sheets Associated
with this Practice Example.
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