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Introduction to fact sheets
An example of Page 1 of the 2-page Fact Sheet

What are the Fact Sheets for?

Volume 1 identified a total of nineteen tools (in section 3) that
can be used to improve an aspect of project management or
enhance some form of stakeholder engagement, during one or
more stages of the transport decision-making process (see
section 2). Associated with each tool were a number of more
specific techniques (ranging in number from two to six), which
were summarised briefly as part of each tool description.

3
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The fact sheets presented here describe each of these
techniques in much more detail, and are referenced back to the
relevant tool. The purpose of each fact sheet is thus to provide
detailed and practical advice on planning or designing for the
use of an individual technique, and on how to apply it
appropriately to achieve good results
5
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Project Management Fact Sheets

Fact sheets FS1 to FS37 describe a set of techniques that
relate to different aspects of project management, from the
Scoping phase through to Running the project and subsequent
Outcome monitoring and evaluation (see page 4). As the focus
of GUIDEMAPS has been particularly on stakeholder
engagement, the fact sheets concentrate more on techniques
most relevant to projects where stakeholder engagement is an
integral part of the transport decision-making process.

Engagement Fact Sheets

Fact sheets FS38 to FS69 describe sets of related techniques
that apply to one of three aspects of stakeholder engagement:
whether the intention is information giving and gathering or
interactive engagement, the size of the groups of stakeholders
being targeted, and whether the groups involved are in the 'hard
to reach' category. The table on page 80 gives some guidance
on selecting the appropriate engagement technique in different
circumstances.
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What is/are......??
This provides a brief description and definition of
the relevant technique, sometimes providing a
rationale for the use of that technique.
How/why use this technique?
Briefly outlines either how or why this technique
may be used in the transport decision-making
process.
What are the benefits
This summarises the benefits of using this
technique, often for particular stakeholder groups.

4
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When should you use this
technique?
This advises on which stage(s) in the decisionmaking process the technique could be used most
effectively, and how they can contribute to this
process.
Picture or figure
A picture or figure that illustrates the technique or
its application is usually provided here.
Notes
Here space is provided for you to add in your own
experiences or tips.

An example of Page 2 of the 2-page Fact Sheet
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In Volume 1 - ‘Concepts and
Tools’
Section 3 - Tools

You can link from a fact sheet to the tool that this technique
forms a part of, either
electronically on the
CD-ROM or by using the
Tool Number at the top of
the fact sheet page. Each
tool sheet provides:
A description of the tool and
the alternative ways in which
it can be used;
A brief outline of the
reasons for using this tool;
Practical guidance from Practice Examples researched in
the GUIDEMAPS project;
A short explanation of the set of techniques related to this
tool; and
Potential problems that may be experienced when using
these techniques.

Also on the CD-ROM...
Practice Examples

7

How to design your technique
In each of the fact sheets information is
provided about how you can implement this
technique as part of the transport decisionmaking process, with details of the stages or
elements involved (where appropriate).
In some cases, this includes examples of
useful approaches that could be used in your
transport project, and advice on how to assess
whether you have addressed the key issues,
before, during and after implementation.
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Practical information
The practical information column provides
advice, usually in the form of answers to a
number of key questions:
Who participates and how?
How much does it cost?
What skills are required?
How is this used with other techniques?
What are the drawbacks?

On the CD-Rom you will find more information about the twenty
practice examples,
including maps and
photographs and a
full description of
the project and the
way key decisions
were managed.
This includes more
information on the
tools and
techniques used,
any barriers that
were encountered,
and a timeline
showing how the
project progressed
between stages.

3

What are project management tools
in Volume 1?

The 'Project Management Tools' in Volume1 are a few of the
many tools designed to provide guidance for managing and
achieving a successful transport decision-making process.
The four broad phases involved in implementing project
management are summarised on this page. These phases are
outlined in detail in Section 2 of Volume 1. In summary these
are:
(A) Scoping: is the initial stage of planning a project,
where the whole decision-making process is mapped out by
the project manager and the decision-making authority/
organisation;
(B) Establish core team: is the identification of
suitable individuals to form a project management team, that
agree the decision-making process, the procedures to be
utilised and the resources required;
(C) Detailed preparation: is the phase where
detailed consideration is given to preparing specific plans/
strategies and understanding potential risks and barriers; and
(D) Running the project: is the active phase of
management within the running of the project.

Project management tools
(A) Scoping
T1: Preparing for project management

(B) Establish core team
T2: Establishing the project management team
T3: Managing resources

(C) Detailed preparation
T4: Engagement strategy
T5: Media strategy
T6: Marketing strategy

(D) Running the project
T7: Managing stakeholder involvement
T8: Managing contentious issues
T9: Overcoming barriers
T10: Project monitoring

T11: Outcome monitoring and evaluation

4

(A) Scoping
T1:
FS1: Developing a work plan
Preparing
FS2: Developing an organisational structure
for project
Management FS3: Management of information

(D) Running the project
T7:
Managing
stakeholder
involvement

FS22: Elected officials
FS23: The media
FS24: Special interest groups
FS25: Opponents
FS26: Expert advisors

T8:
Managing
contentious
issues

FS27: Identifying issues for
engagement

FS4: Quality management

(B) Establish core team
T2:
Establishing
the project
management
team

FS5: Project manager
FS6: Project team
FS7: External consultant
FS8: Project champion

T3: Managing FS9: Time
resources

(C) Detailed preparation

FS28: Managing outputs
FS29: Third party mediation & negotiation

T9:
Overcoming
barriers

FS10: Skills
FS11: Costs

Project
Management
Fact
Sheets

FS30: Institutional / Legal / Financial
(contextual factors)
FS31: Management (process barriers)
FS32: Communication (process barriers)

T10: Project
monitoring

FS33: Measuring indicators
FS34: Tracking progress
FS35: Data collection and data storage

T4:
FS12: Preparing an engagement strategy
Engagement
FS13: Identifying stakeholders
strategy

FS14: Managing the engagement process
T5: Media
strategy

FS15: Feature article
FS16: Press releases and news conferences
FS17: Press pack

T6:
Marketing
strategy

T11:
FS36: Measuring outcome indicators
Outcome
monitoring & FS37: Post-implementation evaluation
evaluation

FS18: Institutional marketing
FS19: Information and image campaigns
FS20: Awareness campaigns
FS21: Individualised marketing

Each fact sheet describes a technique
associated with a tool.
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FS 1: Developing a work plan
Developing a work plan

The development of a work plan provides a management
framework for the project, and is key to the success of the
whole decision-making process. This document will heavily
shape the project, in terms of the staging of the process,
elapsed time and budget needed, as well as the quality of the
final strategy or scheme. Thus, both a broad vision and
attention to detail are required.
The work plan has several functions:
It provides an overview of what should be done next at any
stage in the project;
It provides the reference baseline against which to
compare actual with planned progress. This enables the
early identification of delays and barriers; and
It is an important element for communication, as it provides
a common basis for working among the project partners.

Developing a work plan for projects

The initial work plan may be prepared by the project manager
(where appointed) or by an external consultant, though it will be
implemented or updated by the project manager or an assigned
team member. Normally, the work plan should be developed
around the six stages of decision-making described in Volume
1, Section 2; it might, however, be necessary to merge some
stages or to subdivide others. This basic framework should then
be subdivided into smaller tasks. It should include measurable
criteria and milestones, as described on the next page. Agree
on a regular procedure of updating and reporting. Once the draft
work plan has been prepared, it should be cross-checked
against the project organisational structure: is each role in the
work plan represented in the project team? Are the duties and
responsibilities of each team member well defined in the work
plan? This is also the time to consider which tasks are largely
independent from others, and might be outsourced.

Developing a work plan for your project

The development and application of the work plan is strongly
linked with several associated tasks, such as quality
management (quality criteria feed into the work plan), tracking of
progress, and with project organisation (the roles and
responsibilities defined must correspond to the tasks to be
undertaken). A work plan is needed that covers both the
decision-making process and the process of stakeholder
engagement. The main steps of developing a work plan are:
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The strategy for the engagement process should be developed
in close cooperation with the project work plan. This is first of
all a question of timing: will the outcomes of engagement
activities be available in time to input to the planning process?
- and vice versa. As a general principle consider a three phase
process:
(1) Information gathering in the early project stages: problem
definition and option generation requires the incorporation
of different points of view;
(2) Two-way communication in the middle stages of the
project, reflecting the need to negotiate an acceptable
solution, and
(3) Information giving in the final stages, to inform
stakeholders of the measure to be implemented.

NOTES

While the work plan should be prepared before the start of the
project, it should be updated throughout the stages of the
decision-making process. It provides the ‘flexible backbone’ of
the project.

(1) Refinement of the initial idea of the project, taking into
account detailed problem definition (stage 1);
(2) Development of a work task structure, providing an overview
of the main activities at each stage; and
(3) Development of a project schedule, providing a detailed
description of the timing and content of each task.

Developing an engagement strategy

Overall work plan for the development of the Local Transport
Plans in Erfurt



Æ
Practical information
Designing the tool

Carrying out a work plan requires the following stages:
Definitions and specifications
In order to turn the initial idea for the project into something more
specific, start with a more detailed problem definition stage. Do
not limit yourself to the initial idea, but consider the transport
situation comprehensively. Provide a description of the desired
future situation (what shall be achieved and when?). These
considerations are essential inputs to developing the work plan.
Developing a work breakdown structure
Start with the subdivision of the project into smaller units (work
packages). You can follow the framework of six stages of a
decision-making process (Section 2), maybe with some specific
adaptations, if required. The units are then linked to each other,
to form a continuous process. The resulting project can be
depicted in different ways. The simplest is a numbered list of
actions, but more illustrative is an organigram or a mind map. It
encourages a more holistic way of thinking and enables a quick
visual check of completeness.
Work breakdown structure
Situation analysis
& forecast

Problem definition

Developing a project schedule
The work packages are further subdivided into smaller
manageable units (tasks, subtasks). Tasks are linked to each
other, in order to show the mutual dependencies. Pay attention
to detail: list all required activities and by whom they will be done
and when. The project schedule is a ‘living’ document. Ensure
that it is updated regularly, to enable comparison of actual with
planned activities. The schedule will be useful at project
meetings to show deviations, to discuss their causes and
effects, or to revise the schedule. The useful way to depict the
schedule is using a Gantt chart.
Quality criteria, deliverables and
milestones
Detailed planning should provide specific details for each task,
in terms of: quality criteria for outputs, staff resource
requirements, equipment, etc. The definitions have to be agreed
with the project manager. Milestones are important events
where a review takes place and decisions on further progress
are made, and they should be included in the project schedule.
Project schedule
Workpackage/Task description Effort
(MM)

Defining guidelines
& objectives

Option generation &
Option assessment

Formal decision

Implementation &
accomp. monitoring

WP1: Situation analysis & forecast
T1.1: Definition of objectives of the
analysis

1,5

T1.2: Delimitation of the area under
investigation & time horizon

1

T1.3: Definition of analysis criteria &
indicators

2

T1.4: Development of an analysis
design

2

T1.5: Data collection

Fine tuning
Revision if needed

T1.6: Descriptive analysis of current
situation

3,5

Month
1

2

3

4

T1

Useful hints
The development of the main inputs to the work
plan should be discussed with a number of
people, in order to account for different viewpoints
and ensure broad acceptance. Where the project
team is already known, they should be involved in
this process. Later on, the work plan will be refined
in conjunction with the team.
Include regular management meetings in the
project schedule; that includes project milestones,
as these indicate important intermediate decision
points, where a review takes place and decisions
on future progress have to be taken.
Identify the ‘critical path’ in your schedule and
track progress along this path with particular care.
The critical path defines the time span of the
project, which is determined by those tasks that
are interdependent and have to be carried out in
sequence or in parallel.
Provide 'cushions' and contingencies in your
schedule, for both time and budget. Based on
experience, work plans tend to be too optimistic.
Budget at least 20% extra for all tasks.
Project scheduling is a widely used technique, and
several software packages are available to assist
in this process. Most, however, are customised to
the requirements of the business world and less
useful for transport projects. They are very
formalised and can take away a lot of flexibility.
They might, however, be considered for larger
projects where a more structured approach is
necessary.
What skills are required?
The main definitions and specifications contained
in the work plan should be decided by the project
manager personally (or by an external consultant),
since they give direction to the whole project.
The subsequent detailed scheduling should be
carried out by a member of the project team, who
has experience from a comparable project.

2
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FS 2 - Developing an organisational structure
The project's organisational structure

Just like a company in the business word, a transport project
needs an organisational structure, indicating the management
hierarchy and the roles and responsibilities. This, however is a
temporary structure, simply created to bring the project to a
successful conclusion. A transport project is also linked to
some functional organisation, which is a permanent body, such
as a city administration or a ministry of transport.
A well-defined organisational structure is essential for efficient
and effective project implementation. A weak or inappropriate
structure can lead to a high risk of delays and failures, due to
understaffing, uncertainty as to whom is responsible for what,
or a lack of timely decision-making.
The project organisational structure should be displayed in an
organigram.

Organigram for a medium size project

This example is derived from a project in Villach, Austria (60,000
inhabitants), which involves the combination of a strategic and
infrastructure project. It started as a road construction scheme,
but due to public resistance the scope was later broadened to a
multi-modal transport strategy for the whole city. The
organisational structure operates as follows:
The project manager is an assigned external expert, who
takes the centre stage;
The heads of the relevant city departments, the external
experts, and the key decision-makers are directly linked to
the project manager. A great deal of information must be
exchanged among them, so that direct and close
communication is necessary;
The project manager, together with the city officers and the
external experts, constitute the ‘core planning group’ with
regular meetings every other week. The key decisionmakers become involved just occasionally;

8

Choose the right type of organisation

There are three common types of organisational structure: (1)
Separate organisation: the project is managed by a fully
independent unit, with its own leadership and staff. The staff
may be seconded from the functional organisation (e.g. city
department). (2) Hybrid organisation: only the project leadership
is an independent unit, while the work is carried out by staff from
the functional organisation (providing part-time or occasional
input to the project). (3) Internal organisation: both the project
leadership and staff remain within the functional organisation.
Consider carefully which type best meets the needs of your
project. A large project is likely to work best with a separate
organisation, while a small local scheme could be managed by
an internal organisation. The hybrid organisation is frequently
adopted for transport projects, where the leadership is
outsourced to a consultant, and the work is carried out, as far as
possible, by the staff of the city administration.

The project manager handles the
‘outward communication’ to the
media and to the general public.
Other stakeholders will, of course,
publicise their own views, but the
project manager should exclusively
act in the role of official speaker; and
The representatives of interest
groups participate through a ‘project
group’. Their task is to give feed
back, to express their point of view,
and to bring in new ideas. There are
regular meetings with the project
manager every second month, and
additional meetings on occasion, as
required.

Designing the structure

The project organisational structure is very critical, and should
be customised to the specific needs of the project. The design is
normally determined by the project manager, or specialist
consultant, with feed-back from those included in the team. The
main criteria are:
An appropriate type of organisational structure;
Well defined roles, responsibilities and procedures;
Short communication and decision trees, from top to bottom,
and
A high degree of flexibility, to handle unexpected problems.
The work begins with the selection of an organisational type,
followed by some preparatory steps and the development of an
organigram. Two examples of the latter are provided in this fact
sheet, one for a medium-sized project and the other for a very
large project - though these are unlikely to be directly
transferable.

Key decision -makers
with executive power
External experts

Media
Project manager

Officers of city
departments

General public
Project group
(max. 25 persons)

Other politicians
of the city council

Citizens'
representatives

Representatives of
lobby groups

Æ

T1

Practical information
Organigram for a large project

collaboration with the Local authority representatives of the
eight departments of the region and the Civil society (i.e.
regional representatives of professionals and associations).
The Technical committee (with representatives from the
national government) develops a high-level technical action
plan, with advice from the transportation authorities and/or
the experts (for issues such as parking, freight or soft
modes) who act as consultants.
The three types of committee at the bottom level are
responsible for detailed daily planning and implementation of
single measures - comparable to 'usual' transport schemes.
The Road committees deal with bus lines, the Hub
committees with public transport stations, and the Local
committees with locally based projects such as
neighbourhood schemes. All three committees work under
the general guidance of the Technical committee; they give
regular feedback to the Local authorities, to ensure that the
proposed measures meet the objectives and strategies they
have been derived from (geographical and political context).

This example is taken from the Ile-de-France region around
Paris (approx. 11 million inhabitants). It was developed for a
complex, yet well structured, project involving the development of
an urban mobility plan for the whole region. This is made up of
numerous smaller measures, such as bus line improvements,
station improvements and local traffic schemes.
The blue boxes and lines show the units and links that were
particularly relevant for the development of the strategic urban
mobility plan, while the red boxes and lines show those primarily
involved in the detailed planning and implementation of particular
schemes. The grey boxes represent those units that were only
involved during the engagement phase for the mobility plan.
Implementation through the local, road and hub committees is
participative rather than hierarchical.
The Steering committee includes regional politicians and
representatives of interest groups (e.g. public transport
operators, transport users, businesses). It determines the
general direction and objectives.
The Executive committee translates the goals of the Steering
committee into more concrete strategies, taking into account
legal and financial needs and provisions. It works in

This structure is customised to the situation in Ile-de-France, and
could not be introduced elsewhere without significant
modification. However, it gives an idea of how to embed single
schemes into an overarching transport policy and strategy.

Executive committee

Civil society

Transportation
authorities

Technical committee

Experts

Local committees

Road committees

Hub committees

Project
organisation

Local authorities

Steering
organisation

Steering committee

Useful hints
A critical factor is the size of the core planning
group. The smaller it is, the more effectively it will
work. Nevertheless, all necessary knowledge and
skills should be represented, including: senior
figures from relevant city departments, transport
experts, and practitioners skilled in engagement.
Based on previous experience, the planning
group should not exceed 10 persons.
For large projects this may be too small, so
consider subdividing the project into smaller subprojects.
Try to involve motivated people who have already
co-operated well on other occasions. Close cooperation is vital for a successful project
Preparatory steps
Define each actor's role: project manager, project
champion (if available), process evaluator,
information providers, members of a working
group, representatives of interest groups, etc.
List all formal decisions required, including the
specification of the kinds of information needed for
these decisions (see management of information).
Agree on a hierarchical order of responsibilities
and decision-making power: Who is responsible
to provide what and when? Who will make the
final decision if there is no agreement in the team?
Define organisational units: the core planning
group, an accompanying project group, working
groups, topic committees, round tables etc.
Specify members and frequency of regular
meetings for each unit. This task will shape the
quality and intensity of communication in the
project.
What skills are required?
The project organisational structure has to be
designed by the project manager, who needs
relevant experience.
The project manager should be seen as unbiased
and have credibility among the different factions.
9

FS 3: Management of information
Managing information

Information is the key factor in delivering a successful transport
project. If the correct information is not available at the right
time and of suitable quality, then poor decisions are likely to
result.
The management of information is about identifying, obtaining,
processing, storing and exchanging all types of information
needed during the project. This includes technical data, legal
regulations and stakeholder views. The exchange of
information will make use of different channels (discussion, email, minutes, letters, etc.) and serve various purposes (e.g. to
help make a decision, or to inform stakeholders).
In order to maintain an overview and maximise efficiency, a
central interface is needed where all information sources come
together, both for project management and stakeholder
engagement.

Managing information throughout the
project

An information management strategy must be developed before the
project starts, as information will be required at the outset. Take into
account all the information required to manage the progress of the
project, to prepare for formal decision taking, as well as the cross links
between the planning and engagement activities: which information is
to be passed onto external stakeholders and what information is
required from them? This results in an inward and outward flow, as
shown in the figure.
External groups

Project team
Inward
flow

External
information

Internal
information
Outward
flow
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Managing information for projects

The main elements of information management are the same
in each project:
(1) Identify information needs: which information for whom,
when, for which purpose, at what level of quality?
(2) Check availability of different types of information;
(3) Develop a strategy for the collection, processing, storage,
and exchange of information (see FS 35: Data collection
and data storage); and
(4) Prepare a detailed plan of tools, procedures, timing, and
responsibilities. Include a procedure to ensure that
everybody receives and understands the relevant
information.

Managing information for project control

In the planning process, three different kinds of information are
needed:
(1) Planning information required to plan the process and its
outcome (ie the transport measure). It includes contextual
constraints such as legal regulations and resources, further a
problem description in technical terms, the characteristics of the
options generated, impact scenarios, stakeholder attitudes,
planning guidelines, etc. Some information can easily be
collected (e.g. legal regulations), others will require
considerable effort to gain it, e.g. an inspection on site, a travel
behaviour model, or a social survey. (2) Control information
that enables informed managerial decisions in line with the
objectives of the project. The project manager must be informed
of whether tasks actually meet plans and if resources are used
efficiently. It requires a sound tracking of the progress (see
FS34: Tracking progress). (3) Operational information needed
for everyday work, e.g. financial accounting, control and
scheduling. It relates to specific tasks and is usually exchanged
internally, often in a verbal form.

Managing information for engagement

This lies at the interface between information management and
engagement planning. In determining the information needs for
engagement, the following questions should be addressed:
Who are the relevant stakeholders? - both those who are
involved in the decision-making process and those who are
affected by the construction or implementation of the project.
What information needs to be obtained from the various
stakeholder groups, in which form, at what stage in the
process, and how will it inform/modify the planning process?
What information should be provided to different stakeholder
groups, when and in which ways (e.g. announcements,
events, etc.)?
In the ongoing project management process, the role of
information management should be to provide a continual and
consistent link between planning and engagement activities.

NOTES
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Practical information
Designing the management of information

Information management requires a customised strategy that has
been developed by an experienced professional. The main tasks
are similar for some projects:
(1) Identification of information needs. Start with the output
requirements: what regulations or legal requirements will
apply to this transport project? If the project involves
constructing infrastructure (a road, car park, tramline, etc.),
are there any construction guidelines, issues relating to
property rights, duties and time limits for providing
information, holding hearings, responding to complaints,
etc.? Review these various information needs systematically,
and prepare a plan that identifies the kind of information
separately. For example, information needed to meet legal
requirements (planning information), and that required to
measure the project's success (control information).

(2) Prioritise these various information needs, by distinguishing
'need to know' from 'nice to know'. More information does
not necessarily lead to more successful project
management. Sometimes information overload may provide
a barrier to the decision-making process.
(3) Gathering and processing of information. This includes the
collection, collation and analysis of information, as well
reporting in suitable formats. Consider using a mix of
mediums and channels to circulate information: verbal
communication, e-mail, letters, minutes, reports, folders,
visual presentation, etc. Simplification is a great asset in
information management.
(4) Use of information: if the right questions have been asked at
the start of the process, and the information management
system has been well planned, then users will be provided
with relevant information at the appropriate time.

The following example is from a project in Graz, Austria, where a city-wide 30/50 kph scheme was introduced in 1992. It shows one part
of the information management process, dealing with information flows associated with a campaign to support the scheme. This was a
very important part of the project, since the innovative and restrictive nature of the scheme led to legal and technical uncertainties, which
were exploited by those strongly opposed. The well-designed campaign contributed significantly to the success of the project, and now
the scheme has gained general acceptance.
Analyses

Planning the campaign

Executing the campaign

Problem identification
Demand for 30 kph zones
Disadvantage of zonal model
Advantage of city -wide scheme

Conception
objectives and basic strategy:
1st motivation, then information

Motivation phase
increase of problem awareness
and increase of acceptance of
the 30/50 kph scheme

Technical analyses
frequency/severity of accidents
noise & exhaust emissions
average speed on streets
modal choice and route choice

Social surveys
attitudes towards the scheme
estimation of impacts

Content
lines of argument
messages to be delivered
Target groups
supporters/opponents
residents/car drivers, etc.
Detailed planning
time schedule
selection of instruments, etc.

Information phase
information of car drivers
how regulation works
and how to behave

Aftercare operations
reporting & publishing results
of before -afterwards analyses

Useful hints
Establish a focal point for managing all key
information flows. This may be an entire office (in the
case of large projects), an information officer, or at
the least, a nominated team member.
Include objective data as far as possible in the
decision-making process, as this is likely to maximise
consensus. Information that is not trusted, or is seen
to lack objectivity stimulates an emotional debate,
aiding those who play on the fear of change (e.g. 'do
nothing to be on the safe side').
Adopt a proactive approach, by identifying the
concerns of different stakeholder groups early on, so
that information is available to address these
concerns at the appropriate time.
Opinions and attitudes are often changing, so ensure
that information is regularly updated.
Pay attention to the media. They can be effective in
disseminating information, and may give unbalanced
or inaccurate information if not fully briefed. (see T5:
Media strategy).
Changing information needs over time
(1) Early stages: here the focus is on information
gathering both in terms of project planning (e.g. legal
and financial needs, property rights, etc.) and
stakeholder engagement (understanding concerns,
attitudes, etc.).
(2) Middle stages: know the focus will change to a twoway communication: proposals, counter proposals,
engagement, bargaining, negotiations, revisions, etc.
(3) Late stages: After a decision has been taken it is
important to inform people of the measure to be
implemented, and to justify the decision to those who
still disagree.
What skills are required?
Information management requires a range of
technical skills including assessing information
needs, data collection and data analysis, as well as
the ability to devise and implement a strategy.
Information management is also a creative job,
involving communication and links between people.
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FS 4: Quality management
Managing project quality

In each transport project, the quality of the decision-making
process plays an important role - though sometimes it is handled
implicitly, or not at all. In order to avoid barriers and to achieve high
quality results, it is far better to recognise and address the issue
from the start, by developing a well-planned quality management
system (QM or QMS). This forms part of a holistic approach that
relates to several other tools, such as risk management and
process monitoring. Quality can be defined as 'conformity to
requirements'. This incorporates the two main features of QM:
(1) Predefined requirements, in terms of performance criteria
for the decision-making process and its outcome; and
(2) A procedure to check conformity, i.e. whether the process
performs as planned and delivers what was expected.

Managing quality in the decisionmaking process

The quality control of the whole decision-making process
should be assigned to an external consultant. While this person
would be appointed by the project management team, he/she
should be seen as independent and given a status that ensures
their impartiality.
The QM process starts with agreement on the definition of
measurable indicators of what is to be achieved, when and
how. This can involve a lengthy debate, both within the project
team and with key stakeholders. However, this is crucial to later
success, and provides an opportunity to reach a common
understanding of what the project is about, and what the
intended outputs and desired outcomes are.

The focus of QM is on process rather than outcome, since by
that stage it is too late to intervene.

Managing quality throughout the project

To ensure both high quality project planning and engagement
processes, the following steps are recommended:
(1) Appoint a quality manager;
(2) Define performance criteria and measurable indicators, both
for the process, and the intended outputs and outcomes;
(3) Develop a formal QM strategy, followed by a work plan
showing how to implement the strategy;
(4) Define the quality assurance tools to be used and ensure
that they are properly applied; and
(5) Motivate the whole project team so that they consider
quality as an integral part of each activity.
QM is well developed, particularly in the business world.
Available are software products and standardised procedures
(e.g. ISO 9000 or the 'EFQM-Excellence' Model), which may be
considered for large projects. But the principle of defining
performance criteria and checking progress against these
criteria, on a regular basis, should be part of every project.
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Managing quality for engagement

The principles of QM apply in a similar way to stakeholder
engagement as described before for the management of the
decision-making process. There is a need for an external
evaluator, the definition of criteria and indicators has to be
agreed, and there is a need for continual observation, to see
whether the desired quality is being achieved.
The focus here is, however, on the quality of stakeholder
involvement. A number of basic questions need to be decided:
Who should be involved?
In which stages of the decision-making process?
What intensity of involvement is desirable?
Which engagement tools should be used?
What types of outcomes are expected?
These questions are translated into suitable criteria and
indicators.

Potential areas for quality evaluation include:
The effectiveness of the organisational structure of the
project, including the clear delineation of membership,
roles, and responsibilities;
The management of the various project stages and the
linkages between them;
The adherence to the detailed cost and time schedule
agreed for all tasks; and
The suitability and quality of the information to be provided
to the project team and various stakeholder groups.
The evaluator needs to be provided with all relevant
information on the project, and he/she in turn provides regular
reports to the project management team. The reports should be
presented in person by the evaluator of a project management
meeting, to allow clarification and quick agreement on how to
address any areas of concern that have been identified.

The ongoing engagement process is then judged against
delivery of these requirements:
Are all stakeholders involved as planned? Do the people
who actually take part correspond to the stakeholders
whose involvement was sought?
Is the involvement of stakeholders as intensive as planned?
This might be measured, example, by the numbers and
types of people attending public meetings or exhibitions.
Are the engagement tools working effectively? This might be
measured through an opinion poll that probes about levels
of awareness of the project, as well as attitudes towards it.

Æ
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Practical information
Designing a QM process

A QM process can be broadly divided in three stages, as shown in
the figure below:
Preparatory work
The main preparatory steps have been described on the previous
page. As stressed there, a critical task is the definition of
measurable indicators. Try to keep the list manageable, avoid
redundancy and provide indicators for process, output and
outcome. Possible examples include:
time and cost budgets (process);
knowledge/skill requirements of the team (process);
performance of the new light rail system (outputs); and
patronage of a new bus service (outcome).
Ongoing QM process
At the heart of QM lies the tracking of progress and comparing
actual with planned activities and resource use. The quality
manager should also consider pre-emptive actions, where
appropriate to avoid anticipated future problems. Nevertheless,
despite careful quality management, serious problems can arise
that require corrective actions. Good quality management will help
to quickly identify where things have gone wrong and why,
enabling appropriate action to be quickly taken (e.g. by speeding
up activities to meet a new deadline, or by reallocating resources.
One of the most challenging tasks of quality management is to
identify the causes behind a problem (usually more than one) and
to find a solution without developing a 'blame culture'. This is a
sensitive and often very creative job, comprising the following
steps:
Identify and prioritise problems: select the 'vital few' from
the 'trivial many';

Explore and identify causes; and
Search for possible solutions, select the most
promising ones, and build consensus.
To assist in carrying out these steps, many creative techniques
can be used: structured discussions, brainstorming sessions,
focus groups, etc. Visualisation is also important, as many people
are visual learners. For example, the 'Fishbone Diagram'
explores and displays the causes of a problem. The problem is
written in the fish head, stated as a question. Major causes are
the primary ribs. Contributing factors are listed as small bones of
2nd, 3rd … order.
3rd cause

1st cause
Contributing
factors
Problem

4th cause

2nd cause

Quality management often requires the building of consensus.
Again, there are several techniques that can help:
Downplay the link between an idea and its 'owner; '
Discourage an 'us-and-them' mentality, where one faction
tries to counterbalance another; and
Encourage people to express their feelings.
Ex post evaluation
Undertake a thorough reflection of the whole process after its
conclusion, through an informal discussion of the project team:
what went right? what went wrong? what can be learnt for the
future?

Preparatory work

Ongoing QM process

Assignment of a quality manager
Quality criteria & indicators
Quality management procedure

Tracking progress & reporting
Preventive actions
Corrective actions

Ex post
evaluation
Weaknesses
Strengths
Lessons learnt

Useful hints
The key function of QM is prevention of problems
rather than reacting to them after they arise.
Farsighted planning and a sound knowledge base
are both very important. All project team members
(not just the quality manager) should use the data
to stimulate thought, discussion and actions.
Quality is dependent on the work of the whole
team. QM is about how to make others aware of
their role and how they can contribute to improve
the process.
Use process-oriented rather than personal-oriented
criteria. Quality control is intended to be a helpful
tool, not a means of blaming others.
The process of defining indicators should include
clearly established techniques of measurement,
analysis and (where necessary) training.
When seeking a solution, look broadly. Consider all
areas of the decision-making process, such as
finance, administration, reorganising the project
team, etc.
Timeline strategies
(1) The preparation for the QM process should start at
the scoping stage of the project.
(2) QM lasts for the whole project life time. Tracking
progress and preventive activities should be carried
out on a regular basis, whereas corrective activities
will be required on an ad hoc basis.
(3) The ex post evaluation takes place after the
planning process is concluded.
What skills are required?
The QM evaluator needs to have a broad
understanding of project management, and the
skills and insights to recognise problems and
suggest helpful solutions.
The quality manager should be someone who does
not work directly on the project, in order to ensure
impartiality and to avoid conflicts of interest.
QM is an integral part of everyone's job, so the
whole project team needs to be aware of the
importance of quality in its various forms and their
role in contributing to it.
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FS 5: Project manager
What is the role of the project
manager?

The project manager has overall responsibility for the
coordination of a project, ensuring that tasks are completed on
time and within resource constraints. Project management
duties include managing the key resources of time, skills and
cost and ensuring that the project progresses through the
necessary stages in the decision-making process while
avoiding or overcoming any barriers.
Depending on the scale of the project, individual tasks may be
separately managed, but there will be a project manager or
project management team that oversees the tasks to ensure
that they combine effectively to meet the objectives of the
entire project. On smaller projects, the role of the project
manager may be combined with other duties, or one individual
may manage several projects.

What skills are required?

A project manager requires a diverse range of skills to meet the
many responsibilities associated with the job. Clearly, strong
general management is important, including the ability to:
Lead a team;
Communicate clearly;
Plan, and to adapt plans where necessary;
Work within resource constraints;
Prioritise tasks or issues;
Negotiate effectively;
Take decisions or make recommendations;
Delegate tasks and responsibilities; and
Understand legal and financial issues.

For many projects, the manager will divide their time between a
range of duties including, but not restricted to, the management
of the project. The duties undertaken will depend on their skills
and experience.

Depending on the involvement of the project manager in
individual tasks within the project, other technical or

The role of the project manager
throughout the decision-making
process

NOTES

Project management takes place throughout the project, either
by a nominated individual, or collectively by a group or
committee. In the early stages, a project initiator may take on
some of the responsibilities of the project manager, particularly in
the tasks required to identify the scope and scale of the project
and to secure some financial support. Once the financial
resources to employ a project manager (either full time or part
time) have been obtained, the appointment should be made
quickly. Continuity of the management of the project is highly
valuable and the project manager should play a key role in
coordinating the overall work plan and individual strategies for
engagement, such as media and marketing. Often the amount of
management time required is underestimated.

A project manager explaining key tasks to a project team member.
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professional skills may be required. For example, involvement in
the planning and implementation of media, marketing and
engagement strategies will require specialist experience in
these areas, as will involvement in technical design or
engineering areas or in the production of technical reports or
other written documents.
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Practical information
Responsibilities of the project manager

There are many project management responsibilities within a project. These may be undertaken by a single individual or divided
between a project management team. The diagram below illustrates some of these main tasks. Typically there will be an individual
project manager who undertakes or oversees most of these duties.

Coordination

Ensuring that each tasks coordinates effectively with
others to deliver the project as a whole.
Ensuring that project team members work effectively
with each other and with partner organisations.

Resource management

Ensuring that detailed and accurate plans for the
allocation of time, skills and financial resources are
produced and that the project is completed successfully
within those resource constraints.

The main responsibility of the
project manager is to lead the
project team to complete the
project successfully.

Team management

Ensuring that team members are properly equipped to
undertake tasks, including ensuring that their health
and safety is protected and that there is adequate
training and guidance.
Ensuring the quality of work by all team members at all
stages in the project, including design, option appraisal,
and engagement.

Process management

Designing and implementing a procedure to monitor
the progress of the project at all stages to ensure that
all project strategies are being implemented and that
resources are used effectively and efficiently.
Ensuring that any barriers to the project are identified
and are avoided or overcome.

Who participates and how?
The project manager may be someone employed to
manage the project full time or may combine the role
with other duties on the project or on other projects.
Other individuals may take on some of the duties of
the project manager.
How much does it cost?
Costs for project management typically involve the
salary payments for one individual. If the project is
small, combining the project management with other
tasks or projects can be cost effective, provided that
the time requirements for the tasks undertaken can be
balanced appropriately. Additional costs will be
incurred if it is necessary to employ consultants to
undertake or oversee some project management
duties. Alternatively, team members can be trained for
project management.
What are the drawbacks?
Lack of clear project management can be extremely
damaging to the project, particularly where there is an
inability to complete tasks within the available
resources or to identify and overcome barriers.
Failure to plan and coordinate tasks effectively and to
monitor progress carefully can result in unnecessary
and costly delays. Poor management of staff can lead
to low morale, low productivity and low standards of
work.
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FS 6: Project team
Who is the project team?

As a part of planning the project, there is a need to identify all of the
people who will be assigned to working on it. In some instances, the
people may have already been assisting with the project at other
stages, but at this point, roles need to be clarified.
The role of some project team members is defined by their
specialised expertise and/or availability. These individuals may be
considered as ‘consultants’ to the project team. Their role will be
unique to each project team. For a transport project the project
team may consist of but not limited to:
Specialist transport engineers, planners, technicians;
Landuse and strategic planners;
Legal specialists;
Financial planners, budget controllers;
Community and stakeholder planner/facilitators;
Environmental specialists; and
Political representation and senior management.

Forming a project team

A project team is a group of individuals who come together to
perform a specific task that requires collaboration. Their role can
include design, development, administrative, scientific or a
combination of these. The decision to form a project team
should be made in collaboration with the project manager,
senior management and decision-makers for the project.
The length of a project team's activity will vary depending on the
time, effort, and resources required to meet its stated goals and
objectives. However, there are some tasks requiring a
cooperative staff effort that can be completed within a short
period of time and/or with a limited number of resources. Given
the details of the project team process, these tasks may not be
appropriate for development into project teams.

The role of the project team
throughout the decision-making
process

The project team is collectively responsible for:

Assisting the project manager to deliver the projects
objectives;
Within their technical expertise carrying out the elements of
the project they are tasked with;
Providing administrative support to the project manager;
Advising the project manager if any risks arise that are likely
to affect the delivery of the projects objectives and to be part
of the risk reduction process; and
Providing information for project documentation as required.

NOTES

Once the overall work plan has been developed each individual
or groups of working teams will be aware of their roles and
responsibilities throughout the decision-making process.
The project team will systematically work together to achieve the
strategies and tasks outlined in the overall work plan for the
project.

A project team meeting in Brno, Czech Republic.
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What is the project team responsible
for?
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Skills required to implement transport projects

The skills identified below illustrates the range of skills required to successfully implement transport projects. Effective project
delivery is delivered a foundation of solid personal skills and increasingly specific sets of management skills.

Community
skills

Engagement
skills

Community research and stakeholder identification.
Stakeholder and community mapping.
Community cultural awareness.
Cross-cultural awareness.
Ability to build the engagement capability of the community and stakeholder
leadership.
Ability to plan for stakeholder engagement.
Ability to develop and implement stakeholder engagement activities.
Ability to select the right engagement activities.
Ability to build and maintain stakeholder relationships.
Group facilitation skills.
Ability to speak to large and small groups with influence.
Ability to reflect upon process and outcomes.

Project
management
and analysis
skills

Strong ability to plan, manage and evaluate projects.
Ability to establish project objectives, milestones and deliverables.
Ability to manage change and be flexible.
Ability to identify and manage risks.
Ability to deliver agreed results.

Institutional
management
skills

Understanding of the policy and strategy context.
Understanding of the political system and context.
Independence and ability to maintain confidentiality.
Ability to build the stakeholder engagement capabilities of the team.

Personal
development
skills

Who participates and how?
To undertake a transport project a multi-skilled project
team is needed. The project team maybe comprised
of existing people in an organisation or these people
may sources as new recruits or external consultants.
In some cases a politician and key decision-makers
could be a member of the project team.
How much does it cost?
Costs for the project team typically involve the salary
payments for each individual. Costs also will also
include any necessary equipment that is needed for
the team member to fulfil the tasks required.
Additional costs will be incurred if it is necessary to
employ external consultants to undertake or oversee
some project team duties. Alternatively, team
members can be trained for the specific tasks
required.
What are the drawbacks?
Lack of clear project management can be extremely
difficult for the efficient operations of the project team.
Particularly where there is an inability to complete
tasks within the available resources or to identify and
overcome barriers. Failure to plan and coordinate
tasks effectively and to monitor progress carefully can
result in unnecessary and costly delays. Poor
management of staff can lead to low morale, low
productivity and low standards of work.

Working collaboratively to achieve agreed objectives.
Listening skills.
Ability to ask key questions.
Ability to manage conflicts.
Ability to make decisions.
Ability to motivate others to engage.
Ability to build trust.
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FS 7: External consultant
What is the role of the external
consultant?

To meet some of the challenges associated with transport
projects, many organisations and project teams are making
use of external consultants with specialised knowledge.
External consultants can help to provide:
An independent and unbiased opinion;
Supplementing current skills or capacity in the
organisation;
Dealing with politically sensitive organisational issues;
Responding to new legislation/regulations;
Cost-effectiveness; and
Problem analysis/due diligence.

Preparing to bring an external
consultant into the project

Using an external consultant to
undertake engagement activities

Where this is the case it is important to recognise what activities
it is appropriate for external consultants to assist with. In some
cases, for example management and negotiation of decisions, it
may not be appropriate for an external consultant to be
responsible for these activities.

It is important that, when utilising the services of an external
consultant, the project management team has begun the initial
planning stages of an engagement approach. This is to avoid a
pre-determined approach being offered by a consultant,
particularly if they are experienced only a limited number of
techniques.

When the work plan is prepared for the project, consideration will
be given to the resources required to undertake the key tasks
and to achieve the necessary milestones. In doing so, the project
manager or management team will identify the skills required
and the subsequent internal staff available to fulfil these tasks.
Where there is a shortfall consideration maybe given to engaging
in outside or external assistance.

The role of the external consultant
throughout the decision-making
process

NOTES

When a decision is made to use an external consultant
consideration needs to be given to the length and involvement,
and in which stages of the decision-making process.
If the consultant is undertaking a task specific activity will this
have ramifications on other tasks and how will this be managed?
It is important to plan early in the decision-making process when
external consultants will be needed so that this can be outlined
in the overall work plan for the project. Consideration should be
given at this time to the resources, such as time and money, that
will be needed for the involvement of an external consultant.
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If external consultants are contracted to undertake particular
engagement activities, it is critical that strategies are developed
to ensure that the experience they gain from the engagement
process is shared with the contracting organisation, along with
any specific outcomes. Adequate time needs to be allowed for
the consultant to fully understand the agency’s requirements and
to gain the trust of the community.

Planners and politicians discussing the plans of an
external consultant for the closure of an inner city ring
road in Cologne.
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When to call in external consultants?

Some tasks you will be able to undertake using the skills within your organisation. On other occasions, your organisation will not have
the skills required and you may need to decide whether to recruit or train staff or whether to use consultants or contractors to complete
the task. Which to choose will depend on a number of factors, as shown in the diagram below:
Is the skill required transferable to other projects which our organisation will be undertaking?

CONSULTANTS

We are not likely to use this skill often

Duration

For how long will this skill be required?

Days or weeks

Training

Years
How much training does it take to develop the skill required?

Years. This is an expert job.

Urgency

Days
When is the skill required?

Immediately. The project is being delayed.

Specialism

Decision-making checklist for
choosing a consultant

;
;
;
;
;

In the future.

Is it a highly specialised skill, or could it be combined with another role in the organisation?

This tasks needs specialist knowledge.

;

We will need this skill for most or all of our projects

Has a budget been allocated in the work plan for the use
of an external consultant?
What will be the costs of using an external consultant?
Will the external consultant be used for a defined task?
What skills does the external consultant need to
undertake the task.
Has a specific timeframe been identified for the tasks to
be undertaken by the external consultant?
Who will manage the external consultant?

STAFF

Transferability

Someone working in a related area could take this on.

What should I do if the consultant
seems to be on the wrong track?
Check to see if your specification is clear and that the
contractor understands it. You can negotiate with or
counsel the contractor to ensure that they have a full
understanding of the requirements. Another option is
that you can terminate the agreement in
circumstances, for example, where the contractor is
repeatedly unwilling or unable to deliver, according to
the specification.
What should I do if the consultant
keeps asking for time extensions?
Check the contract to determine if the milestones are
fair and reasonable and that the contractor is on track
with the project. Ask the contractor to document the
reasons for the time extensions. Consider any cost
implications and any associated problems that may be
caused by the project's outcomes being delayed. If
the extensions are warranted, document the new time
lines and milestones and amend the contract.
What should I do if I think the
consultant is not performing?
Talk to the contractor and find out why. If the response
is not satisfactory advise the contractor in writing and
give them a specific period (for example, two weeks)
to justify why the contract should not be terminated.

Before the contract starts
Identify all necessary tasks and milestone points, when
these are required and the procedures should a task be
undertaken late;
How can a contract be terminated?
What are the expected quality of the outputs from the
contractor? How will these be managed?
Disbursements and expenses: what has been agreed in
the contract of work?
What insurances and liability are needed?; and
Confidentiality issues for the project.
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FS 8: Project champion
What is the role of the project
champion?

A project champion is an individual with a public profile who has
taken a special interest in a project and who uses his/her
influence to advance the planning and implementation of the
project. In essence, a project champion should generate
momentum for a project and help to win the 'hearts and minds'
of project partners, project financiers and stakeholders.
Project champions can be local authority elected members or
non-political figures, such as a media personality, a senior
administration officer, or a member of professional and nonprofessional interest groups.
The support of a project champion can smooth the path of a
project significantly, while the lack of a project champion can be
a disadvantage if any major barriers are encounted.

How can project champions assist?

Project champions can promote the whole project, or perform a
distinctive role, such as:
Administrative project champion: gain political and financial
support, create decision-making structures suitable for the
project and give the project a priority status;
External project champion: promoting the project to key
stakeholders and the general public; or
A champion for a specific element of a project, such as the
implementation of new technology (e.g. a real-time public
transport information system).
What are their interests and priorities?
Project champions are often the initiators of a transport project,
who not only want to see it successfully implemented but are
also interested in making a personal contribution to its planning
and implementation.

When is a project champion most
useful?
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For large projects it is advisable to have more than one project
champion, if possible with different backgrounds, to handle
different activities and so that they can support one another.
Sometimes it becomes necessary to recruit a project champion,
if none is available or if a project champion becomes necessary
for a specific reason - perhaps relating to a barrier encountered
during the project decision-making process.

NOTES

Project champions can play a major role at any stage during the
life-time of a transport project, helping to drive it forward,
maintain momentum and smooth the decision-making process.
One of the most important benefits of project champions is to
help with the overcoming or avoidance of barriers, particularly
those relating to management or communication. If a major
project becomes badly stalled, project champions may also be
able to assist in lobbying to remove contextual barriers (e.g. by
increasing financial budgets, or modifying legislation).
Project champions are particularly important if a project involves
a radical policy shift, or if there is a history of controversy about
a particular scheme or idea. In this case the project champion is
there to help carry political and public support for the project.
This requires an individual with a range of skills, but especially
excellent communication skills which are vital for this role.

Project champions need to be kept informed about any changes
or new developments in a project before they become common
knowledge. This will avoid any differences in the information
provided to the media and stakeholders by the project champion
and the project team, and is especially important if the project
champion is playing a major role in the engagement process.

A project champion speaking at a local event in Saarbrucken,
Germany.
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Recruitment of project champions

Since project champions should help drive the project forward, it is essential that they have a positive attitude and a clear vision for
the project. You should first engage a project champion during the project's scoping phase. This enables them to understand and
contribute to the project from the very beginning, and gives them an opportunity to rally support from decision-makers early on.
Administrative project champion:

Politicians and leading figures in a city administration are often the initiators of a project, especially in the case of large infrastructure projects.
Because of this they are involved from the beginning and have a strong personal interest in the project that can be harnessed by the team.
Professional project champion:

Key figures from professional interest groups (e.g. retail associations, investors), external consultants and experts can significantly influence
stakeholder opinion regarding a transport project. They should have similar qualifications as administrative project champions, such as
technical competence, the ability to assert themselves and credibility in the eyes of the public and other stakeholders.
External project champion:

Famous individuals and/or representatives of well-known non-professional lobby groups are also good choices for the role of a project
champion. As they are seen as being independent, their actions and opinions often have a bigger impact on the public, media and politicians
than the combined efforts of the partners directly involved in the project.
Project champions for neighbourhood schemes:

It is not sensible to try to recruit someone of national standing to promote a neighbourhood scheme - unless they are resident in the local
area. A local politician is much more credible and it is more probable that he/she is passionate enough to initiate the process and follow it
right through to completion. To build consensus among stakeholders, the project champion has to work closely with neighbourhood residents
and business owners, so the project is perceived as providing a neighbourhood enhancement rather than an intrusion.
Project champions for transport plans, major infrastructure projects and demand management
schemes:

Most requirements mentioned above are also relevant for large scale projects. However, more emphasis has to be placed on the recruitment
of project champions in a position of significant power. While achieving the support of various stakeholders plays a major role, other
requirements may be added, such as to help create decision-making structures suitable for the successful delivery of the project; gaining
political and institutional support; and gaining financial support. Here a primary role of the project champion is as a lobbyist, to advocate and
promote the benefits of the project, in order to ensure that senior decision-makers view the project as necessary and important.

Checklist:

; Ensure your intended project champion is a non-controversial figure, with the support of his/her organisation and from a majority of the public.
; To avoid the politicisation of your project, select non-controversial project champions with common interests.
; Always inform your project champions sufficiently in advance of new developments in the project.
; Try to attract project champions that will adopt the vision of the project and will push the project forward without constant pressure from the
;

Who participates and how?
Normally the project manager is the main contact
point for communication between project champions
and the project team, in recognition of the importance
of the champion. During the recruitment process, the
personal contacts of the project partners can play an
important role in identifying suitable candidates as
potential project champions.
How much does it cost?
Project champions do not usually create additional
costs. The only cost factor is the time necessary for
keeping the project champion fully briefed on the
progress of the project, and perhaps the payment of
some expenses. Usually their contribution to a project
is voluntary, so it is necessary that their identification
with the project and its goals is strong.
What skills are required?
Project champions should be in a position of influence
and not highly controversial within their own
organisation. Project champions contributing to the
engagement process should have a high credibility in
the eyes of the public, be technically proficient and,
above all, be good communicators.
What are the drawbacks?
Political project champions can be at risk from
increased opposition to a project (from political
opponents) as a result of party politics. This risk is
even higher if the chosen champion is a controversial
person. If the project champion is not kept fully
informed of the developments in a project, there is a
risk that this high profile figure might inadvertently
lead public opinion in a direction that is at odds with
the new direction of the project.

project management team.
Invite your project champions to all major engagement events to publicly demonstrate their support.
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FS 9: Managing resources: time
Managing timing

All projects will have time constraints at some point in the
project life. Time management is about undertaking tasks in an
efficient manner. It is also very important to ensure that tasks
begin on time as much as end on time. Many delays are
caused by not considering that a task should have commenced
earlier. This can even apply to meetings that fail to begin on
time. Time management of projects will involve consultation
with project staff to ensure that timescales are realistic. It is
important to remember that it is not possible to guarantee that
every task will be completed on time. Even with the best
management, some tasks will take longer than expected, or will
be delayed by a factor beyond your control. Good time
management requires the ability to review progress and to
make adjustments to the timetable to ensure that delay to an
individual task has only minimal impact on the project as a
whole.

Time management for projects

Time management for engagement

For some projects, there is more scope for flexibility in the
timing of a project, with the emphasis placed on identifying a
very long term solution to a problem. In other cases you will be
working towards an immovable deadline, such as a major event
to be hosted by your city. In this case, meeting the deadline will
be the highest priority and other aspects of the project might
need to be compromised.

For a successful engagement strategy, it is crucial to define the
parameters before commencing the process. It may be advisable
for key stakeholders to be involved in developing the parameters
of the engagement strategy. Different techniques of engagement
will require different timelines. Selection of techniques is best
commenced early in the project, to allow decision-makers time to
advise on the most appropriate approach.

Delays to a project will almost certainly involve costs whether
these be internal, external or both. It is important to ensure that
everyone working on the project is aware of the major
deadlines for their task and for the project as a whole and the
consequences of any delay. Often a minor delay to a small task
can have expensive consequences and it is essential that this
is understood and that the tasks are carefully monitored.

Engagement activities should take place throughout the life of the
project but make sure that the results of each stage of
engagement are available to influence the relevant decisionmaking stage. Successful engagement activities are implemented
according to a well-defined schedule. Sufficient time needs to be
allocated to every stage of the engagement process to allow
proper monitoring and due consideration of progress. Poorly
planned engagement activities can add to the level of cynicism
towards transport initiatives.

Managing timing throughout your
project

NOTES

From the beginning of your project, you should develop a plan for
the timing of the project. This plan should identify the key tasks
or events which must be completed at each stage in the
decision-making process. Some stages of a project will have
more precise timescales than others. For example, it should be
possible to determine how much time will be required for option
assessment (including associated engagement activities), but
there may be more uncertainty in the time taken for
implementation, as construction time, etc. might vary
significantly between the options under consideration.
Once an option has been selected, you will need to finalise a
plan for implementation. This needs careful planning and
attention to detail to ensure that all tasks and sub-tasks are
realistically represented. It will also require monitoring
throughout the implementation stage to allow any delays to be
quickly identified and addressed.
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An overall workplan for Madrid, Spain.
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LONG-TERM



How late is ‘late’?
You need to be clear from the outset what represents a delay
for each task. Sometimes, a delay of a day, a week or a month
will have little effect on the progress of the project. Identify
which tasks are on the ‘critical path’ - this means tasks that, if
delayed, will delay the whole project. Give these deadlines
priority and make extra effort to ensure that they start and finish
on time.

Timing checklist: projects

;
;

;
;
;

Has your project timing been developed in collaboration
with all the partners?
Have you checked that any advisors or consultants will
be available to do the work when you need it to be done?
Have you agreed what will happen if you need to delay
their contribution to the project, or if they do not complete
their work at the agreed time?
Do contractors have a real incentive to finish the work on
time and to a high standard? Have you agreed in
advance what the penalties will be if work is not
completed to schedule?
Have you identified the key deadlines and noted which
tasks are critical for the timing of the whole project?
Have you identified the level of delay that would be
acceptable for each task, and when it would become
necessary to take remedial action to get the project back
on track? Do you know what this action would be?

With good contact
between project
partners, minor
issues can be
quickly resolved and
delays avoided.

HOURS

SHORT-TERM

Monitor progress of
each task. If there
is a delay, acting
early can reduce
the impact on the
project.

DAYS

Work out how long
each task is likely
to take. Remember
to include any
waiting time
between tasks.

WEEKS

Plan the milestones
for your project.
Identify any time
constraints and key
tasks.

MONTHS

YEARS

Time management: long-term and short-term

Manage project
meetings carefully,
to make sure all
essential business
is covered and time
is used efficiently.

Timing constraints
Think about external timing constraints. This could include the
dates of council sessions, the length of any statutory processes
or constraints on expenditure in one financial year. When
planning the timing of implementation, you should consider
when disruption can be minimised. Check when traffic on a
route is likely to be particularly high (e.g. for a special event)
and avoid these times, if possible. Also think about when
construction can be carried out most efficiently. This may
depend on local weather conditions. Some activities could be
arranged to take place overnight when traffic levels are lower
in order to minimise construction, but this is likely to incur
additional costs.

Timing checklist: engagement

;
;
;
;
;
;

Do participants know what they can expect (short or longterm commitment) and when?
Are engagement events timed to fit stakeholder
schedules, for example, after business hours, or outside
of public or cultural/religious holidays?

Who participates and how?
A good time management strategy for your project will
be led by the project manager or the project
management team, but must be developed in
collaboration with all the key partners in the process.
This will avoid simple but costly mistakes.
How much does it cost?
The primary costs associated with time management
are the staff hours committed to project management.
Good management can save time and money for the
project.
What skills are required?
Managing the timing of a project requires good
forward-planning skills and a strong ability to
negotiate effectively with other contributors to the
project.
How is it used with other techniques?
The timing of a project must be planned alongside the
allocation of resources and the identification of
necessary skills, as the three factors are strongly
linked. All three must be considered in the work plan
and engagement strategy. For example, the time,
skills and resource required to complete an
engagement activity effectively will depend on the
technique chosen.
What are the drawbacks?
A badly planned project can be unworkable from the
start and leave the project without a clear structure. It
is essential that the time allocated to each task is
realistic.

Is there enough time allowed to design the engagement
activity correctly, to collect and analyse responses and to
provide feedback to the decision-making process, before
key project decisions are taken?
Have you allowed time for people to learn about the
project, before they are expected to give an opinion?
Have you publicised events well in advance?
Have you given sufficient time for people to respond?
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FS 10: Managing resources: skills
Managing skills

Most transport projects will require the application of a wide
range of specialist and more general skills. Ensuring that the
project team contains the right balance of skills and that these
are available when required is a key part of the project
management activities.
By managing skills appropriately you can ensure that staff
costs are spent efficiently and improve the quality of the work
completed. The damage to staff morale caused by poor
management should not be underestimated; ensuring that
people are correctly equipped to undertake the task that they
have been assigned will improve the working environment and
may require only minimal input.

Skills management for projects

Skills management for projects requires a thorough
understanding of the tasks to be undertaken at each stage.
Also there is a need to have an understanding of the skills
available in the organisation. Often it will be possible to liaise
with a department within your organisation to arrange for one
or more members of their staff to complete a task. In this case,
you will need to inform them of any changes to your work plan,
so that they can plan the resource allocated to the task
effectively.
It is important to know the full range of skills of your staff as
many will have other experience or skills which might be
valuable to your project. You should also be aware of which
skills people are interested in developing, to target training
programmes effectively.

Managing skills throughout your
project
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Engagement activities require good communication skills. The
specific skills required will depend upon the type of exercise
undertaken including writing and design skills, to telephone and
face-to-face communication. Staff involved in the engagement
activities should also have a thorough knowledge of the project.
Many skills can be learned relatively quickly with some basic
training, but you must remember to arrange this training in
advance of the engagement event. It is important to choose the
staff members involved in the engagement activities carefully.
The staff in any engagement activity are the public face of your
organisation and of your project. Some people may not feel
comfortable speaking in public; others may lack the patience to
listen to complaints. The key is to always allocate the right kind
of people to the right tasks.

NOTES

It is important to consider how the range of skills required will
vary throughout the life time of your project. During problem
identification or scheme definition, you will require technical
analysis of data to identify the nature of the problem to be
addressed. You may also be undertaking engagement activities
to identify the public perspective on the current situation and this
will require a range of very different skills.
Option generation will require input from transport engineers
and policy experts to guide the possible solutions available.
Option assessment requires a broad range of skills and
knowledge as the transport, economic, environmental and social
impacts of each option are evaluated. Political decision-making
and negotiation skills will be required in the decision-making
stage and a wide range of skills will be required for
implementation; depending on the nature of the project. Project
management, market research and public engagement skills will
be required throughout the life of the project.

Skills management for engagement

A trained facilitator at a focus group meeting.
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What are the range of skills available in your organisation to undertake
project management and engagement activities?
Some tasks you will be able to undertake using the skills within your organisation and others may require the assistance of an
external consultant. How do you identify which skills you will need for your project? Do these skills differ for a strategy and a
scheme?

Project management

Engagement

Have you identified the range of skills required
for each stage of your project?

Are the personnel you have chosen
able to communicate effectively
with a wide range of stakeholders?

Have you identified the range of skills
available in your organisation?

Have you identified who would be interested
in gaining new skills, should the skills
required not be available?

Have you checked that resources are available for
any training and recruitment required? Is there
time to complete this before the skills are required
at the necessary stage in your project?
Have you negotiated with external consultants
to cover skills gaps? Will they be able to
complete the work on time?

Are their skills well-matched to the
techniques you are using?

Do you have enough staff for the
exhibitions, meetings and other public
events which you are planning?

Have you arranged for staff to get a full
briefing on the project to allow them to respond
effectively to questions or comments?

Have you identified who will design any printed
materials required? And who will write the text?

Who participates and how?
The management of skills for your project will be
overseen by the project manager, who will need to
work in conjunction with other managers and with the
personnel team in your organisation to identify which
members of staff have the relevant skills. The project
manager will also need to negotiate with any
consultants or contractors who are involved in the
project and with internal and external training
providers.
How much does it cost?
Some staff hours need to be allocated to the planning
of the project to determine the skills required and the
resources available. Managing skills at an early stage
will cost less than trying to call in contractors at short
notice.
What skills are required?
Organising skills for a project requires long-term
management skills and a familiarity with the work
required at each stage of a transport project. It
requires good awareness of the skills available within
your organisation. Good contacts with reputable
consultants are also valuable.
How is it used with other techniques?
The management of skills is closely related to the
management of time and costs for a project.
Decisions on the personnel, which will be used to
complete a task, will influence the total cost and when
the task can be completed.
What are the drawbacks?
Using the wrong people with inappropriate skills can
incur additional cost, lead to poor quality work and demotivated staff.
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FS 11: Managing resources: costs
Managing costs

Good financial management is essential if a project is to be
completed on time and to budget. Management of a project's
cost requires careful advance planning and careful monitoring
of expenditure to ensure that the budgets for each task are not
exceeded. It can also require flexibility, as it is possible that
changes in circumstances can result in changes in costs.
It may be tempting to delay formulating a detailed plan for
expenditure until financial support for the project has been
secured, but this brings with it risks. It is easy to underestimate
the minor costs on a project. Where a range of options are
being considered, it is important to ensure that cost estimates
have been prepared for each option and have been carried out
using the same assumptions and to the same level of detail to
allow fair comparison.

Managing costs throughout your
project

In the initial stages of problem identification and scheme
definition you may often have no idea of the total budget for your
project, as the final cost will inevitably depend on the scheme
design. However, even at this early stage you will need to
identify in broad terms the funds which might be available. For
example, there may be a range of funding procedures in your
country depending on the capital or revenue funds required for
a project. In this case, identifying which procedure will be
followed at an early stage will mean that the work plan can be
designed with the approval process in mind. This can save on
time and effort for exploring options which are unfeasible.
As the project develops, it is important to track the expenditure
of the project carefully so that any overspend can be quickly
identified. This can allow the work plan to be adjusted to prevent
the problem escalating or, if necessary, seek additional funding.
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Cost management for projects

Financial barriers are a common cause of delay or cancellation
of projects. It is important that costs are carefully managed.
Planning costs and other resources for the life time of the
project, including any operating and maintenance costs, can
help to ensure that the project can be implemented and
operated effectively. If the success of the project relies on a
change in travel behaviour, remember to allow funds for
promoting the scheme.
For most projects, it will be necessary to have a contingency
plan in place. This should identify potential sources for
additional funds and/or any aspects of the project which could
be reduced in scale or cost if necessary. Take care to prioritise
funding carefully; an over-spent budget can result in insufficient
funding for future stages of the project.

Cost management for engagement

The costs of engagement activities must be carefully planned
and included in the cost of the total project. It is important to
plan an engagement strategy from the outset. This will help to
plan the resource requirements, but will also allow you to have
a clear level of commitment to engaging stakeholders. Whether
you need to devise an engagement strategy which meets a
fixed budget, or have devised a strategy and need to determine
its cost, it is essential to consider the costs of all aspects of the
strategy.
Some costs, such as staff time or the use of venues owned by
your organisation, may not need to come directly from the
project budget. It is still important to be aware of these costs to
ensure that the strategy you design can be implemented
successfully. A well planned engagement strategy can save
money in the long-term by ensuring that stakeholder priorities
are addressed.

NOTES
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Practical information
Managing the project budget
When you are planning your project budget, you need to consider
how much money will be spent, when and on what. Once you have
a detailed plan of the project expenditure, you will need to present
this in a way which allows progress to be easily monitored. Start by
producing a table showing the expenditure for each month, split
according to the main tasks and sub-tasks. For each month,
include one column for the predicted expenditure, one for actual
expenditure and one for the difference. This can be easily adapted
to show cumulative expenditure (and any overspend or
underspend from the predicted costs). You will then be able to
compare the total expenditure to date (for each task and for the
project as a whole) with the predicted expenditure to check whether
budget targets are being met. Using spreadsheet software can
make it easy to update information rapidly and to produce graphs if
required.

Estimating costs
As a guide when planning resources in broad terms, you may want
to look at the costs incurred on previous projects of a similar nature.
This can be a useful guide, but remember to adjust costs for
inflation. Also, be careful if the previous project was on a different
scale; many costs cannot just be scaled up or down. For an
accurate estimate of costs, review staffing and other costs within
your organisation and obtain up-to-date quotes from any
consultants, contractors and suppliers you are considering using.
Be prepared for overspending
Decide in advance what will happen in the event of the budget for
a task being overspent. This will allow you to quickly identify the
actions to be taken in the event of a problem arising.There are three
main options:
Reduce the scale of the project;
Compromise by diverting funds from another task within the
project, perhaps by using cheaper materials or techniques than
proposed in the original plan (if this course of action is
proposed it is vital that compromises are carefully considered
and that there is a full and open discussion amongst the project
team and project partners about the pros and cons of such
action); and
Increase the total budget for the project by acquiring increased
funds. This is likely to delay the project.

Be precise
Make sure you know what each figure in your budget actually
means. You need to know: how long a quote will be valid for;
whether an estimated price includes taxes or other associated
costs; and whether any discounts or surcharges will apply for your
project. Check which currency is quoted and any exchange rates
which have been assumed. Small misunderstandings when
planning your budget can turn into a large deficit and cause
significant delays.

Cost checklist: projects

;
;
;
;
;

Do staff cost estimates include any salary increases which
may be due during the period of the project?
Have you included any necessary overheads in the
estimates of staff costs?
Have you devised a contingency plan for overexpenditure?
Have you allowed for inflation when estimating the cost of
materials? Have you included any delivery costs or storage
charges which may apply?
Have you planned the costs for operating the scheme?

Cost checklist: engagement

;
;
;
;
;

Who participates and how?
The overall management of the budget for the project
must be under the control of the project manager but
should include those responsible for individual tasks
or sub-tasks.
How much does it cost?
This will depend on the staff time allocated to planning
the finances of the project. Clearly, larger projects will
require more time to plan than smaller projects.
What skills are required?
Key skills required are: the ability to estimate costs
accurately in advance; financial planning to ensure
that resources will be available to make the payments
required; negotiation skills to agree costs with internal
and external project partners; thoroughness and
attention to detail to ensure that plans are
comprehensive and accurate; and the ability to
monitor expenditure and adjust the work plan, if
necessary.
How is it used with other techniques?
The management of cost is closely related to other
resources, particularly time, as many delays to the
project will increase the overall cost.
What are the drawbacks?
Failure to develop, and adhere to, a detailed budget
can lead to significant delays and even cancellation of
the project.

Have you carefully estimated writing, design, printing and
distribution costs for printed materials?
Have you budgeted for staff time to plan and attend
meetings and other public events?
Have you considered allocating a budget to reimburse
costs of travel and child care to encourage ‘hard to reach’
groups to attend events?
Have you considered ongoing costs, such as website
maintenance to ensure information is kept up-to-date?
Have you allocated funds to produce publicity material to
advertise events?
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FS 12: Preparing an engagement strategy
What is an engagement strategy?

An engagement strategy defines the engagement activities that
will be undertaken during the 6 stages of a transport decisionmaking process. It specifies how stakeholders will be identified,
when and how they will be involved and the way in which
engagement will be undertaken.
The plan should define the roles and responsibilities of all
stakeholder groups to be involved in the decision-making
process. The strategy should clearly outline the type of
engagement activities that are to be implemented. This is likely
to include formal, as well as, informal engagement activities,
public events and workshops.

When should you prepare an
engagement strategy?

An engagement strategy should be prepared as early in the
decision-making process as possible and should also be an
integral part of the project management work plan.
When considering the level and extent of engagement,
managers need to decide the resources to dedicate towards it.
This will influence preparation of the engagement strategy and
the strategies identified within it.
Techniques need to be chosen that suit the engagement
situation, rather than a technique that the organisation is more
familiar with.
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Why should a project manager
prepare an engagement strategy?

Preparing an engagement strategy at the beginning of the
project allows all team members to understand their roles and
responsibilities throughout the decision-making process.
Any engagement process, from a simple, straightforward one to
a very comprehensive large process, requires an estimate of the
resources needed from the outset. Some engagement activities
can be costly to undertake, while others require specialist skills
from trained experts. These resource requirements need to be
identified so that they can be included in the overall work plan
for the transport project.

How to select what techniques to use

Selecting the tools and techniques that will be used to engage
stakeholders in the decision-making process is critical. However,
the focus should not initially be on choosing a technique, but
rather more on what exactly the project team wants to achieve by
engaging with stakeholders. In other words, is the engagement
activity going to be used to provide ideas and aspirations at the
beginning of a transport project, or is engagement an information
activity to be undertaken once the decisions have largely been
made?
It is important that an analysis is undertaken of what is expected
from the engagement activity and then these results are used to
best select the techniques that will help to realise these
expectations.

What are the benefits?

The strategy specifies the way that stakeholders will be
involved in the decision-making process;
All staff working on the project understand when information
will be given to stakeholders and when stakeholders will
provide feedback: this will allow the project team to plan for
these stakeholder inputs in their own work plans;
Planning the activities that will involve stakeholders in
advance provides confidence in the decision-making
process; and
The decision-makers can see where inputs have been
received from stakeholders and can measure these against
the work prepared at different stages in the decision-making
process.

NOTES
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Practical Information
What should be in an engagement strategy?
The focus of an engagement strategy is a description of the actual engagement activities to be undertaken, showing the sequence of
activities and how they are interrelated. An engagement strategy at minimum should include:
1. Identify preliminary engagement
Most projects have a history that may have included
engagement activities. The engagement strategy should
review this information as a part of the analysis.

6. Plan engagement activities
Steps 1-5 are designed to give the context required to select
engagement activities and when these should be undertaken.
Engagement activities should link to the decision-making
process.

2. Identify issues
By identifying current issues regarding the project it can help
to anticipate the types of technical studies required and the
most appropriate techniques to engage participants.

7. Contentious issues management
Identify what steps should be undertaken to anticipate and
address any major issues likely to emerge during the course
of engagement activities.

3. Identify stakeholders
Identify who the stakeholders are. Who will be affected by the
project, who has an existing interest, who will benefit from the
project?

8. Determine budget & resources
After engagement activities have been identified a budget can
be developed identifying staff required and the resources
needed to undertake each activity.

4. Identify level of public interest
To understand what the issues are and who the key
stakeholders are should help to determine the level of public
interest in the project.

9. Develop timeline of events
A detailed time-line of tasks and key dates should be
developed for all engagement activities. This includes
planning, implementation and evaluation for each activity.

5. Establish decision-making process
In order to integrate engagement into the decision-making
process, the decision process must be developed. What steps
will the project take and when will decisions be made?

10. Develop reporting procedures
Identify how the engagement process will be reported both
internally to the project team and externally to participants of
the process.

Assessing your engagement strategy
BEFORE
DURING
Have links between stakeholder input and the How will you maintain communication with
decision-making process been identified? Do stakeholders when no formal face-to-face activities
you understand who the key stakeholders are? are planned, i.e. a newsletter or internet site? Has
What techniques will you use to reach these the material for stakeholders used non-technical
stakeholders? Has the timing of activities been language? Has necessary considerations been
coordinated? Has a budget been developed? given to hard-to-reach stakeholder groups?

AFTER
Have you shown how input from
stakeholders influenced the
decision-making process? How has
this been communicated?

Who is responsible for developing
an engagement strategy?
In most decision-making processes there is one
person designated as a 'project manager', who is
responsible for overseeing all aspects of the project.
This person will also be responsible for overseeing
the preparation of the engagement strategy. As this is
the person who can ensure that stakeholder
engagement is an integral part of the decision-making
process.
Who participates and how?
On larger more controversial projects, you may want
to circulate a draft of your public engagement strategy
to a range of individuals and groups that might be
affected. If they see the plan as adequate and fair, it
will help legitimate the engagement activities, the
decision-making process and the outcomes of the
process.
How long should my engagement
strategy be?
There is no set length for engagement strategies. The
key requirements are that the information is sufficient
to:
Allow development of budgets and staff time
estimates;
Allow management to assess the adequacy of the
plan; and
Clearly communicate to stakeholders what they
can expect.
What skills are required?
An organisation may need to provide training to
ensure that staff implementing engagement activities
or have access to, the expertise they need to
effectively implement them. Some organisations have
a dedicated member of staff that oversees all
engagement activities.
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FS 13: Identifying stakeholders
Who are the stakeholders?

Understanding who the stakeholders are for a transport project
is critical to successful delivery of an engagement strategy. A
stakeholder is a group, organisation or individual affected by or
who can affect a project and its implementation, whether
directly or indirectly.
Stakeholders can include, but are not limited to:
The community;
Local residents;
Other government agencies;
Businesses; and/or
Interest groups (including industry, environmental and
welfare groups).
(See Volume 1, Section 2.1 for a detailed listing of
stakeholders).

Why is it important to identify all the
stakeholders correctly?

Stakeholders provide valuable inputs to the development of a
transport project. For example, local residents can provide
specific details regarding local conditions that a transport
engineer may not be familiar with. The term stakeholder is
important in that it implies something beyond the more
traditional definitions, such as user or resident. A stakeholder
can have a direct or indirect interest in a project.
Where stakeholders are not identified, the following problems
can occur:
Important issues may be overlooked or under-prioritised;
Significant opposition could arise as people feel they have
not had the opportunity to be involved;
Designing a scheme that does not best address the
concerns and priorities of everyone affected by the project;

When should you identify the
stakeholders for a project?

NOTES

It is essential that a preliminary set of stakeholders is identified
at an early stage to contribute to the engagement planning
process. In some cases stakeholders, such as local residents,
may only be identifiable once design options have been
generated.
It is important to review the range of stakeholders involved in the
project throughout the decision-making process, as this will
change as the details of the project are refined. It is also
important to evaluate the success in identifying stakeholders
once the scheme is implemented. Careful evaluation of the
project should allow the identification of any additional groups
who have been adversely or positively affected by the measures
introduced.
An example of different stakeholders
that should be considered for the
engagement process.
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Ownership from stakeholders of the process and support for
the subsequent decisions made, could be lost if key
stakeholders are excluded;
Stakeholders may resent decisions made and subsequently
could delay or maybe even stop the project from being
implemented; and
Identifying the stakeholders for a project will determine the
engagement activities that will be undertaken; if this fails to
take place, the activities may be targeted at the wrong
audience.
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Issues for consideration

How to identify 'who' the
stakeholders are for a project

There are generally six reasons people might see themselves
as affected by an issue and then choose to participate in an
engagement process:
Proximity
People who live, work or
spend time in or near to an
area which may be affected.

Economic
People whose business,
livelihood, property value or
cost of living may be
affected.

Use
People who use or may use
transport or other facilities
which will be affected.

Social/
environmental
People who may be affected
by secondary impacts.

Values
People who have a moral,
religious or political interest in
the project or its effects.

Legal mandates
People who are legally
required to be involved in
the process.

The answers to the following questions will influence the way you
can best engage with the identified stakeholders:
Who are your stakeholders? Are they local, regional or
statewide?
What is the community demography? Are they accessible or is
distance and timing an issue?
What is the community’s cultural background? How can they be
effectively engaged?
What skills and knowledge do stakeholders have? How can
these best be harnessed for the decision-making process?

Who participates and how?
The range of stakeholders to be involved in the
decision-making process should be initially identified
by the project team, but it is also important to make
use of other resources available to you. Draw on the
local knowledge of your stakeholders to help to verify
that you have not excluded other groups.
How much does it cost?
Identifying stakeholders will require some time
commitment from the project team. It can also involve
some publicity expenses at an early stage in the
project to invite interested parties to come forward.

Not only are there many different kinds of stakeholders, but
stakeholders that participate also change over time, as
described below:

What skills are required?
Good local knowledge is essential for the
identification of the stakeholders appropriate to your
project. This can come from within the project
management or engagement staff on the project, but
may also be contributed by others, including elected
officials or key community figures.

The options selected will most likely significantly affect the
range and size of the stakeholder groups;
It is likely that different stakeholder groups will be involved
at different times in the project life; and
If certain issues emerge during the life of the project the
range of stakeholder groups may need to be extended.

How is it used with other techniques?
Good identification of stakeholders is an essential
prerequisite for successful engagement, and will
effect the design of the engagement strategy and the
use of engagement techniques.

How stakeholders may change
throughout the decision process

What are the drawbacks?
Failure to identify stakeholders correctly can lead to
important contributions being excluded from the
decision-making process and may lead to costly or
significant opposition arising at a later stage.

Assessing the identification of stakeholders
BEFORE

DURING

AFTER

Have you identified a wide range of groups
from each of the six boxes identified above?
Have you publicised the process sufficiently
to allow other groups to come forward in time
to get involved? Have you planned your
strategy to enable all the groups identified to
be fully involved?

Are there stakeholder groups which you
have identified as important, but who
seem reluctant to participate fully in the
process? Is it necessary to re-design or
extend your engagement strategy to get
them more involved?

Were all the key issues identified at an
early stage in the project? Did the process
bring forward any groups that you had not
included in your list of stakeholders? Have
you made arrangements to ensure that
they are not excluded from future
decisions?
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FS 14: Managing the engagement process
Managing the engagement process

Any transport project should be supported by a clearly
formulated engagement process. This process should be
embedded in the project’s decision-making process and be
linked to the key activities for the project.
In order to achieve an engagement process that does not just
satisfy the stakeholders, it is important that this process has
the commitment and active support of key project staff. This
commitment will ensure that outcomes of the engagement
activities will be considered at key decision points in the
transport decision-making process.
The engagement process needs to be carefully managed so
that all aspects of communicating the transport project to
stakeholders are carried out successfully to time and within
budget, in accordance with the engagement strategy.

What are the benefits of a well
managed engagement process?

Provides input to the transport decision-making process
and suggests how it should be adapted to meet stakeholder
requirements;
Improves the effectiveness of stakeholder engagement
techniques;
Develops appropriate techniques for achieving particular
objectives;
Develops appropriate techniques for engaging
stakeholders with differing needs;
Records the process and outcomes of engagement;
Assesses how stakeholder engagement affects the issues
and processes central to its concern. This may require
measuring attitudes or levels of knowledge 'before and
after' the engagement process.

What strategies are there to deal
with these problems?
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No stakeholder engagement process is without its potential
problems, but thorough planning helps to avoid these. Common
problems include:
Self interested or aggressive stakeholders;
Participants with unrealistic expectations or inaccurate
information;
Participants who dominate and don't allow others to speak;
Dealing with activists who may not be representative of the
broader community;
Assessing the views of the silent majority;
Participants challenging the constraints of the process i.e.
wanting to have more influence on decision-making;
Distrust towards the project team and engagement process;
Managing conflicting views within the community; and
Continued opposition to a proposal.

NOTES

By developing strategies to deal with anticipated problems, this
will enhance the stakeholder engagement process. Many
problems can be prevented in advance by selecting the correct
techniques to ensure the best approach is adopted to engage
properly with key stakeholders. The following approaches can
help minimise conflict in difficult situations:
Recognise that the process is not necessarily about
consensus;
Don't be defensive or judgmental about any views or
opinions;
Always begin the engagement process with ‘tentative’ ideas
or possible solutions;
Take an interest in stakeholder views and incorporate these
into the technical aspects of the project design;
Recognise that conflict is healthy and can be creative;
Encourage ownership of the project by all stakeholders;
Make it clear nothing is being hidden; and
Provide many alternative engagement methods.

Common problems experienced in an
engagement process

A full project team meeting to discuss the outcomes of an
engagement activity.
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Managing an engagement process
There are many things to take into consideration when managing the engagement process. Selecting the appropriate
engagement techniques is only one aspect of managing the engagement process. Also consider aspects of the following:

Project management

Manage the engagement process
flexibly, since issues may evolve and
ensure that any statutory, social and
legal requirements are covered.

Planning for
engagement activities
Review the extent of planned
engagement activities and balance
transparency, openness and level of
active participation against the level
of stakeholder concern or interest.

Engagement team

Ensure continuity of key skilled staff
throughout the engagement process.
What availability is there of any
back-up staff in case of unforeseen
circumstances?

Media

How will the media be involved in
the decision-making process?
Review the history of media
involvement and the
appropriateness, timing or extent of
any planned advertising, media
briefings or press releases.

Managing resources

Estimate costs for the engagement
process. Be aware of the results of
the activities and how these impact
on the project. This might have
implications for future budget
allocation.

Marketing

Assess stakeholder expectations
against project goals for congruence
or potential conflict, and identify any
gaps or shortfalls. What marketing
techniques (if any) should be used?

Assessing an engagement process
The process itself
The individual exercise or programme of involvement
achieves its objectives:
- The participants understand the objectives
- The participants feel it achieved its objectives
The individual exercise or programme of involvement
provided all participants with equal opportunity to
participate;
The target audience was reached;
The timetable was clear and kept to;
The selected methods were appropriate for the
objectives; and
Suitable feedback was given.

The transport outcome
Stakeholders percieve thmselves to have had an
impact on policy-making:
- Participants feel they have gained from the process.
- Participants feel they had an effect on the transport
decision-making process;
Proposals were actually altered as a result of the
engagement activities;
The engagement activities led to a review of particular
aspects of the project; or
The decision-maker was influenced by views given.

Who is responsible for managing
the engagement process?
The project manager of the transport project is
responsible for the management of the engagement
process. In some cases, however, there may be a
dedicated staff member that is responsible directly for
the day-to-day management of all engagement
activities.
Who participates and how?
In managing the engagement process it is important
that all stakeholders, both internal (e.g. politicians)
and external (e.g. local residents) to the organisation
are engaged with on a regular basis. The strength of
a good engagement process is the transparency of
the actual process itself.
What skills are required?
Outlined in FS 5 Project manager and FS 10 Skills,
are some of the specific skills that are required to
manage an engagement process. However, one skill
that is critical to oversee the management of an
engagement process, is the skill to ‘LISTEN’. It is
important to ‘hear’ the views of stakeholders and to
incorporate these into the transport decision-making
process at all key decision points.
How is it used with other techniques?
All details provided in the project management fact
sheets in Volume 2 of this handbook, are relevant to
the management of the engagement process, either in
terms of necessary project management skills (FS1 to
FS37), or the particular engagement techniques that
might form part of the engagement process (FS 38 to
FS69).
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FS 15: Feature article
What is a feature article?

A feature article provides an extended description of a project
or a particular aspect of it. It is longer than a conventional news
story and might include photographs or drawings illustrating the
project. A feature article may contain quotes from key
individuals and organisations involved in the project and those
affected by it.
While a conventional news item reports on a single event or
circumstance, a feature article provides a broader overview,
exploring the project in more detail. In some circumstances, a
feature article may be written by a member of the project team,
rather than by a journalist. If written by a member of the project
team, there will be some control over the content of the article,
although the editor will make final decisions.

How to use a feature article to
inform?

A feature article can be an effective way to complement other
news coverage, provide readers with a comprehensive
overview of the project than can be provided in a short news
story. This can improve the general level of understanding of
the project's objectives and implications by clarifying details,
particularly where issues have been over-simplified for
attention-grabbing headlines and shorter news reports. A wellwritten feature article that identifies the main issues relating to
a project can help to reassure readers that their concerns will
not be ignored in the decision-making process, even if those
issues have yet to be resolved.

When should you write a feature
article?

It is possible that the idea to produce a feature article originates
from a newspaper or a magazine. In this case the timing is in
the hands of the publisher. It might still be possible to influence
the timing of publication but this will depend on the view of the
editor. If the idea for a feature article is generated by the project
team it is important to discuss with representatives the
possibility for including a feature article before committing the
resource to writing the article. Editors may wish to ensure that
the feature article has some topical relevance, so before
approaching the newspaper, identify key dates and events for
the project and how these dates could influence the feature
article. The timing of the feature article could be aimed to
coincide with many project events, such as the launching of
engagement activities, the opening of an exhibition, the start of
construction work, etc. Where the event forms a part of the
engagement process the feature article might help to
encourage stakeholder engagement.
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How to use a feature article to
encourage engagement?

A feature article is primarily an information tool, but there are
ways in which it can be used with other techniques to
encourage stakeholder engagement. It is likely to prompt
readers to consider the ways in which the project might affect
them, which may encourage some to get involved through
engagement events or through letters to the newspaper. The
letters pages should be regularly monitored to assess
responses to the feature article and the project team should
react to concerns or issues raised. It is important to remember
that newspapers respond to the interests of their readers. A
newspaper that regularly reports on your project, either
through news items or feature articles, is likely to have readers
interested in it or affected by it. Paid advertising in the
newspaper may be an effective way to publicise engagement
events.

NOTES

A feature article in the local newspaper for the Medal Square project in
Brno, Czech Republic.
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Writing a feature article
Project team member

A newspaper editor may invite an
external contributor to prepare a
feature article. This can be
advantageous, as the article can be
written by a member of the project team
with a good understanding of the
project. However, it is important to
agree the scope and length of the
article and any deadlines with the editor
of the publication in advance. When
preparing material for a newspaper
feature article, remember that the
writing style differs from that for
marketing material; editors will be
reluctant to allocate space to articles
that represent a one-sided promotion of
the project. There will also be a ‘house
style’ for the newspaper governing the
preferred layout of the material. Be
prepared for your article to be edited to
conform to this.

Freelance journalist

Preparing an article requires a significant
time commitment and the skills required
can differ from those needed by transport
professionals. If project members lack
the time or the experience to prepare the
article, consider employing a freelance
journalist. This may reassure the editor
that the article will not be used as away of
advertising the project. Some tasks, such
as identifying appropriate individuals for
interviews and how they can be
contacted can be completed more
efficiently by someone very familiar with
the project than by an outsider, so good
cooperation between project team
members and the journalist is essential to
produce a high quality feature article. You
will also need to allow time to approve the
article and make any necessary
amendments before it is submitted for
publication. It is particularly important that
any factual errors are corrected at this
time.

Newspaper journalist

A newspaper editor may prefer to use
a journalist from their staff to prepare
a feature article on the project. In this
case you will have less control over
the article and there is a risk that the
project may be presented negatively.
It is important to cooperate with the
journalist and to allow them access to
the appropriate information and
individuals. Once a good relationship
with the journalist has been
established, you may be able to
advise on the accuracy of information
in the article.

Who participates and how?
In addition to the writer of the article, there are a
number of other actors involved in the preparation
and publicity. A good feature article will include quotes
from key project partners, so time must be allowed for
interviews to take place. In order to discuss issues
effectively and to present a more objective view, it is
beneficial to undertake interviews with
representatives of key stakeholder groups.
How much does it cost?
The primary cost is staff time. If the article is prepared
by a journalist employed by the newspaper, staff time
will be required for briefing the journalist on the
project, for interviews and for responding to any
letters or calls received in response to the article.
What skills are required?
The writer of the article must be able to collate
information from a range of sources and present it in
a clear and interesting way. The article will need to
meet strict limits on length and style in order to
conform with the style of the publication so an
awareness of these issues are important.
What are the drawbacks?
The content of the article will be at the discretion of
the editor, so there is the possibility that coverage of
the project may be negative.
It is important to check factual content very carefully
to avoid misleading readers. This is particularly
important where decisions on the project have yet to
be made.

Assessing your feature article
BEFORE

DURING

Have you researched your publication?
Does it use articles from outside experts?
Is it in your area of expertise? How long
are the articles? Who should write your
article - yourself, someone else in the
organisation, a freelance journalist?

Have you got commission from a
publication? Do you understand their house
style? Have you decided on the main issues
to be covered? Have you written notes?
Have you decided on a structure? Have you
found pictures? Can you meet the deadline?
Have you made sure the article is accurate,
lively and informative?

AFTER

Will project partners or other journalists be
interested in the article? How can you build
on your relationship with journalists or the
editor of the publication in question? Have
you made sure that you have responded to
feedback from the article, e.g replying to
letters the article has generated?
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FS 16: Press releases and news conferences
What are press releases and news
conferences?

Press releases and news conferences are tools used to deliver
new information on the project to journalists, who can then use
the information as a source for a news report. A press release is
a short printed document that outlines an event or issue and is
distributed to a wide range of media organisations.
A news conference is a staged event that gathers journalists
together to hear brief presentations from senior members of the
project team and gives the opportunity for journalists to ask direct
questions. They can be used to deliver information
simultaneously to a large number of media organisations, but it
may be useful to tailor the information provided to different
groups. For example, for an innovative transport scheme it may
be appropriate to adopt one approach for national and
international media interested in novel aspects of the scheme and
another for local media.

How to use a press release?

A press release is designed so that it can be easily adapted
into a news story. It contains all necessary information for a
short news report in a newspaper or for a radio or television
news bulletin. It will also provide contact information so that a
journalist can explore the story further. A press release is a
cheap and effective way to provide media organisations with
information about an event or issue. It is a short document and
should only be used for announcements that can be clearly
explained in a single page of text and where any further
questions can be easily answered by your organisation's press
office or media representative.

A press conference can be a useful tool for correcting
misleading reports especially if these have become significant.
It provides an opportunity to directly address particular issues
that require clarification but these conferences require delicate
handling and must be carefully organised.
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A news conference is used to provide important new
information to the press. As it is dependent on the willingness
of journalists to attend, it should be reserved for major new
developments in a project and for complex or controversial
issues.
Where it is possible to deliver the information effectively in the
form of a short press release, this technique is likely to more
appropriate. A news conference allows reporters to direct
questions to the project team or other invited panel lists, so is
useful for complex technical issues requiring careful
explanation or clarification.

For detailed or controversial issues, journalists may prefer the
opportunity to question project managers directly, so a news
conference may be more appropriate.

When should you prepare a press
release or hold a news conference?

You should release information to the press at all key stages of
the project in order to maintain media and public interest. For
general updates on the progress of the project, a press release
detailing the milestones reached and forthcoming deadlines or
events can be distributed regularly. Media attention will be
increased if these coincide with major events or issues in the
decision-making process or with other related news stories.
Linking a news conference with other events, such as a launch
or community visit, can be an effective way to raise interest and
to present a visual angle for the media. Press releases and
news conferences are also devices that can be used to respond
to negative coverage of a project.

How to use a news conference?

NOTES

A press release in a
local newspaper
outlining the Cycling
Campaign for
Maribor, Slovenia.
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Tips for news conferences

Designing a press release

Below is an example of a press release that might be sent to local media:
Spacing

Date

Put the date, followed
by ‘or immediate
release’ or
‘embargoed until..’ if
you do not want the
information publicised
until a later date.

Heading

Double or 1.5 spacing is
easiest to read. But avoid
going onto a second sheet.

Use headed notepaper.
Quotes

GUIDEMAPS COUNTY COUNCIL
5th October 2003
FOR IMMEDIATE RELEASE
PARENTS IN ST ANNE'S BACK SPEED CAMERA PLANS
Families in the St Anne's district of Guidemaps City have backed a major new
scheme aimed at cutting speeding near a popular playground, according to an
independent survey published on Wednesday.

Title

If you can think of
a catchy headline,
do so. Otherwise,
keep it simple.

Questionnaires were sent to all households within one mile of St Anne's Park in
August. Of those who responded, 62% were in favour of Guidemaps County
Council's proposals to introduce speed cameras and road humps in the streets
around the park.
Guidemaps mayor John Smith, said: "I am delighted that local people have shown
the council such support for our measures to improve road safety."
Linda Jones, a mother-of-two from St Anne's Road, said she was pleased that her
neighbours had voted in favour of the safety measures.

Text

"I have been scared to let my 11-year-old son Ben cross the road to go to the
park," she said. "I think the speed cameras will make a huge difference."

Put the most
important
information first.
Keep sentences
and paragraphs
short. Avoid jargon
or technical
details. For local
media, highlight
the ‘local angle’ in
the first sentence.

The proposals will now be voted on at a full council meeting on 31st October
2003. If passed, council officers hope to begin work on the scheme in March
2004.
Ends
Notes to editors:
1. The survey was carried out by market research company Morris, commissioned
by Guidemaps County Council.
2. A total of 4,304 homes were sent questionnaires. 1,114 responded. Of these,
765 approved the measures, 304 disapproved, and the remainder did not know.
3. The St Anne's Road traffic scheme was put forward by the Traffic SubCommittee of the Transport and Roads Committee of Guidemaps County Council
in June 2003. Full details are on our website www.guidemaps.gov.uk.
For further information, contact: Sally Brown, press officer, on 01333 333
333.

Quotes from
prominent figures or
local residents can
add interest.
Technical
information

Put technical
information
(including financial
details and names
of partners) in the
‘notes to editors’.
Contact
information

Include a name and
phone number for
journalists to call
and make sure that
person will be
available. The
contact details must
stand out.

Wherever possible, pick a time that
suits journalists and tell them well in
advance;
Find a venue that suits the needs of
all types of journalist; TV and press;
Work out in advance what each
speaker will say;
Prepare visual aids, such as maps
and photos. Reproduce these in
format that journalists can use;
Think about the backdrop for the
speakers;
Choose a moderator to open the
news conference and introduce the
speakers;
Speak directly to journalists, rather
than read from a prepared statement;
Keep presentations brief. Expand on
them during questions;
Anticipate awkward questions, and
work out answers in advance;
Allow time for one-to-one interviews
afterwards; and
Prepare a summary for journalists,
and send one to those who do not
attend.

Assessing a press release / news conference
BEFORE

DURING

Does the news conference/ press release fit in with Have you included the who, what, why, where
your media strategy? Have you got a press pack and when in your press release? Have you
ready? Have all people from your organisation who made sure that the person named as the
might deal with journalists been properly briefed? contact will be available? Is it written in clear,
Have you found an ‘angle’ for your press release? jargon-free language? Have all questions been
Will it be topical? Is the issue ‘hot’ enough to merit answered? Can you arrange one-to-one
a news conference? Is your venue suitable for
interviews after the news conference? Have
television cameras, radio microphones, newspaper there been any awkward questions that could
photographers? Are senior figures available to front lead to future problems?
the news conference?

AFTER
Have you got a write-up or photos of your event
to send to any journalists unable to attend?
Have the events or issues been covered in the
media? Was the coverage what you wanted?
Do you need to correct any mistakes or rebut
any allegations in the resulting coverage? How
can you build on the coverage to ensure more
in the future?

Who participates and how?
If you have a press office, staff might write the press
release for you. Project leaders must be ready to
provide more technical information and answer
questions. Project partners might also want to
contribute. Most of the media like the 'human interest'
angle, so it can be a good idea to find a member of the
community to speak to the media.
How much does it cost?
Preparing a press release can be a low cost exercise.
You might want to post a press release and include
photos, leaflets or other information. News
conferences are more costly in terms of personnel,
and might also need venue hire or refreshments.
What skills are required?
You need a basic understanding of how different
media organisations work; for example, their various
agendas, deadlines, technical requirements. Clear
writing skills are essential for press releases, and
speaking and presentation skills for news
conferences.
How is it used with other techniques?
Press releases and news conferences must be part of
the overall media strategy. In particular, they should
be backed up by good contacts with journalists, and
interview skills. You should have a press pack containing written background materials - ready to
send to journalists.
What are the drawbacks?
Every media organisation will receive hundreds of
press releases every week, and many will be ignored.
Journalists are busy people, and will only attend news
conferences on topics important to their organisation
and/or their readership. A press conference requires
careful handling. Journalists are not there to give the
speakers an 'easy ride' and can ask difficult questions.
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FS 17: Press pack
What is a press pack?

A 'media kit' or 'press pack' is a useful tool for communicating
important information to the public via the media. For a
transport-related project, media kits might include a collection
of information about the project, issue or decision which is
presented to journalists for inclusion in a newspaper article,
journal or website. A press pack is often prepared to support a
press release and is typically paper based, but can be prepared
electronically on a CD-rom or on the internet. The press pack
should adhere to two basic rules:
1. Less is more: presenting too much information might hide
key messages which need to be communicated to the public;
and
2. Time matters: journalists are typically working to tight
deadlines and need to absorb information quickly. The press
pack must be well organised and coherent.

How to prepare a press pack?

Consider carefully the messages you would like to
communicate to the public and judge whether materials need
to be tailored to suit different media audiences. A press pack
will typically consist of a folder containing a press release,
details about the project, issue or event (e.g. the background,
aims and objectives) and contact details for obtaining further
information. Material is more likely to be used by the media if
the journalist is not overburdened by too much information and
if material is well organised. Consider using the following
techniques:
Summarise key information: bullet point lists can be a
useful way to communicate key issues or arguments;
Graphical material, such as images and pictures can make
the pack more visually interesting; and
Think about the types of questions which the media might
ask and provide coherent responses in the press pack.

When should you use a press pack?
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A press pack is designed to communicate key information to
journalists and editors. An effective press pack will help to
improve their understanding of the issue or decision-making
process, enabling them to write informed and accurate media
material. They are more likely to use your material if it is easy
to understand and interesting.
Producing consistently high quality press packs will help to
build strong working relationships with journalists. Additional
material could be offered to them for writing more in-depth
articles or features.
Press pack material can be useful to distribute at events, such
as workshops or public meetings and materials can be
reproduced for publication in newsletters or on websites.

NOTES

A press pack can play an important role in supporting a media
strategy at various stages of the decision-making process. When
launching a new strategy, policy or project it is useful to prepare a
press pack for journalists to encourage them to write informed
material in the media. This will help to promote your project and to
inform the general public about key issues and/or events. In this
situation, a press pack might comprise general background
information, a description of the decision-making process, key
milestones, opportunities for public engagement and contact details
for acquiring further information. Example situations where a press
pack can be useful, include:
The launch of a new project or policy initiative;
Key milestones within the project life;
To support press conferences or other media events;
To provide additional information about the outcomes of a
study or the results of engagement activities or events; and
To provide additional clarification about issues and concerns.

What are the benefits of using a
press pack?

Part of the press pack announcing the
internet forum for Cologne.
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Designing a press pack

Consider including the following elements in a press pack:

A press release

Identify the key messages you want to communicate. The
press release should be informative, coherent and concise.

Contents page

Provide a description of additional and supportive information
presented in the press pack. Use clear and short headings.

Background information

Only include information which is important and useful to the
journalist. This should be well organised and easy to read.
Consider including bullet point summaries of reports and key
documents.

Printed materials

You may want to include recent newsletters, fact sheets or
brochures in press packs. Ensure all materials are as up-todate as possible.

CDs and online press packs

An alternative to paper based press packs is to produce CDs
or deliver press packs on-line. Consider the following issues if
you are planning to use either of these techniques:

Online press packs

Press packs can be continually updated online;
Using the internet can reduce printing costs
associated with paper-based press packs; and
The internet potentially exposes press packs to more
people, not just your core media contacts.

Tips

Promote the website and online press packs;
Ensure information is well organised and can be
easily found on the website;
Ensure information can be easily printed out from
website pages;
Ensure information is regularly updated;
Do not use too many graphics as these can
considerably slow internet speed and affect the
ability to download or print information; and
Provide contact details for obtaining further
information.

CD press packs

Graphics

Graphics are a powerful way of communicating a message or
argument and can make written material more visually
interesting. Use good quality diagrams and photographs.

Contact details

Provide journalists with information on who to contact if they
would like further information. Provide phone numbers, email
address and office hours of the contact.

CDs ensure that journalists are not over burdened
with large quantities of paper documents; and
CDs can be produced at very low cost.

Tips

Ensure CDs are clearly labelled with the name or
contact details of the organisation and the CD’s
contents;
Ensure CDs are easy to navigate around;
Include key material on the CD, don’t include too
much information; and
Consider whether paper based press packs should
also be made available.

Who participates and how?
The project manager will need to identify the key
messages and material required for the press pack.
Press officers (if they are available) will need to be
consulted on the structure, layout and content of the
pack. Journalist contacts will be required in order to
disseminate the press pack appropriately.
How much does it cost?
Press packs are a relatively low cost project expense.
Staff time will be required for the compilation and
collection of materials and some costs will be incurred
with the production of folders and printed materials.
CDs can be produced at low cost and consideration
should be given as to whether photocopying written
materials or using CDs is more cost effective, in terms
of material costs and staff time. If the website is
already set up, delivering online press pack can be
relatively inexpensive.
What skills are required?
An understanding of what journalists/editors require
from the press pack is essential. Staff will need to be
well informed about the project and have excellent
writing skills to be able to compile coherent
information for a press pack.
How is it used with other techniques?
Material produced for a press pack can be used for
other engagement techniques, such as newsletters,
exhibitions, public meetings and websites.
What are the drawbacks?
The material you have prepared will not always be
used by a journalist. Consider carefully how much
money and time should be allocated to produce the
press pack.
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FS 18: Institutional marketing
What is institutional marketing?

Institutional marketing seeks to inform and motivate people in
the various organisations that have a role in the planning,
design and implementation of the project, or who are part of the
key decision-taking group (e.g. local politicians).
This helps to ensure that each such organisation is fully
committed to the project, and that those who might come into
contact with other stakeholders (e.g. members of the public)
are sufficiently aware of the details of the project. For new
types of projects, this may require a change in the culture of the
organisation.
Institutional marketing utilises a number of tools, such as
leaflets, brochures and newsletters, but also internal reports
and reports prepared specifically for selected target groups.

How to use institutional marketing
to get support for a project?

Institutional marketing includes all measures taken to create the
board support of politicians and institutions. In every project it is
important to foster a good relationship with politicians
responsible for strategic decisions and institutions with a stake in
the project. Institutional marketing formalises these contacts by
the introduction of a clear strategy and the definition of
objectives for these contacts. It also brings together the
approaches of different project partners by using a common
approach.
Institutional marketing on a political level has to start early on
before the public is informed about a project. In this phase
institutional marketing has two goals, first it tries to create
acceptance for a project and second it wants to establish what is
realisable from a political viewpoint. Wrong or insufficiently
informed viewpoints of politicians or institutions are often a major

When should institutional marketing
be used?
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When working with politicians it is necessary to keep in mind the
timing of elections. For example, it is easier to obtain support for
a project that will produce positive outcomes before the next
election. This is especially important for controversial projects.
As it is not always possible to fully implement a project within one
term of office, especially if it is a larger project, the creation of a
wide political acceptance for a project is an important
consideration. The success of institutional marketing can be
measured by the swiftness of overcoming institutional and
political barriers and by the smoothness of the decision-making
process. Another indicator is the extent to which political
opposition to a project was reduced after a campaign took place.

NOTES

Institutional marketing is very important in the early stages of
the decision-making process to get the project going. Members
of institutions acting as experts play an important role in
influencing the decision-making process especially in
controversial projects. Their interest in projects at an early stage
is often very low and it is the task of institutional marketing to
create or increase this interest. Institutional marketing is also
important prior to the voting on a particular project or policy
initiative.
It can help to solidify support for the scheme by providing clear
arguments for support. Institutional marketing is also important
in the later project stages, for example, during implementation
but then it is less a question of creating support for a project and
more a question of keeping actors informed about, and involved
in a project.

obstacle for the implementation of transport projects. Therefore,
institutional marketing also aims to reduce these incorrect
perceptions through the provision of informative material.

Stakeholders involved in an institutional
marketing campaign in Germany.
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Practical information
Implementation of an institutional/political marketing campaign
Identify stakeholders

Identify project
objectives/aspects of
interest for these
target groups

Chose adequate
marketing tools
(direct/personal
approach
recommended)

Identify all stakeholder groups, whose support is necessary to get a decision in favour
of a project and all institutions with a special interest in the project and/or a strong
influence on the decision-making process.
Who: Politicians, local and regional authorities, transport bodies,...
Comparison of project objectives and of the interests of the targeted stakeholders. In
most cases this means selecting from the project objectives those that correspond
most with the goals and interests of the targeted stakeholders. In cases in which they
do not fit it can be sensible to create/identify additional objectives.
For example, to motivate a politician mainly interested in health issues to support the
development of a cycling network it is more effective to point out the positive health
effects of cycling than to only argue on the basis of transport benefits. With
environmental authorities it is best to point out the environmentally friendly aspects of
the planned project.
The selection of marketing tools depends on the targeted groups and available
resources. As it is quite expensive to produce customised marketing materials for
every target group it is important to use instruments like expert meetings, excursions
and personal meetings to communicate with these groups.

Implement campaign

Checklist: institutional/political marketing campaign

;
;
;
;
;
;

Politicians interested in a project want to be sufficiently informed before the general public receives information.
Check whether there are any key political or administrative stakeholders that could be recruited by institutional marketing to act
as active project supporters.
Politicians are more willing to support a project if a majority of the population is in favour of it. Therefore include information
materials that show the support of the population in your marketing materials. Opinion polls, surveys, support meetings and
positive media support of the project can be used as instruments to demonstrate this support.
Did you check with all affected authorities whether they see any major obstacles that can significantly delay or disrupt the project?

Who participates and how?
It is best to let the organisation responsible for project
management run the activity. However, if another
partner has special (better) contacts with certain
politicians or municipal departments it is more
effective to let them handle the contacts.
How much does it cost?
The costs of institutional marketing need to be
calculated as part of the project costs but it should be
noted that material produced for this activity can be
used for other marketing that will take place during
the life of the project.
What skills are required?
The skills necessary are similar to other marketing
activities as the information and techniques are
mostly the same. Good personal contacts with
politicians and different departments are helpful for a
successful institutional marketing campaign.
How is it used with other techniques?
Institutional marketing is only one aspect of marketing
and has to be combined with other marketing efforts
targeting a more general audience. As the materials
used for institutional marketing are often similar or
even the same as for marketing to the public there is
an opportunity to test the tone and content of the
information provided.
What are the drawbacks?
A key aspect of institutional marketing is that the
target groups receive the information in advance of
the general public. If the institutional marketing fails to
have an impact on the selected groups there is a risk
that the project may be delayed or even cancelled.
There is also a risk that opponents of a scheme use
material provided to them as the basis for stimulating
opposition amongst other groups including the public.

Decision-makers are often thinking in terms of election periods. Will a project increase or reduce ones chances for re-election?
Will the project lead to visible positive outcomes within one election period?
Does your project have sufficient political backing to be implemented? For major infrastructure projects, whose planning and
implementation can take 10 years or more, you should try to win the political support of all major parties (also the opposition).
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FS 19: Information and image campaigns
What are information and image
campaigns?

Successful stakeholder engagement depends heavily on the
provision of information that is timely and easy to understand.
In some situations it may be appropriate to go beyond this and
to adopt consumer marketing techniques to help 'sell' the
project and improve its image.
Image campaigns can play a role in encouraging the public and
other stakeholder groups to take an interest in the project, to
increase support for particular proposals (e.g. traffic restraint
scheme), and subsequently to increase patronage levels (e.g.
bus or tram priority scheme). Organisations need to be careful,
however, that by promoting a project they do not lose their
credibility. Information and image building activities need to be
carefully differentiated, particularly when involving government
organisations, and those charged with taking the final decision
about project implementation.

How to use an information and
image campaign?

The provision of clear information to stakeholder groups is a
vital part of any engagement activity. It is a part of being open
and engaged with stakeholders. It is essential that an
engagement strategy contains details of when, what, how and
to whom information will be provided during the life of the
project. It is clearly not feasible or desirable to communicate
the totality of the information held by the project team. The
selection and the timing of the release of information is a
critical aspect of the project planning. Certain questions should
be asked about the release of information to the stakeholder
groups: who is the information aimed at? Is the information
relevant for these groups? What is the objective of releasing
this information? The key objective of an information campaign
is to provide stakeholders with the material they require to
make better judgements.

When should information and image
campaigns be used?

It is also important to conduct information and image campaigns
during the implementation stage of a transport project
especially if the project includes a lot of infrastructure
measures. This might mean for example, informing stakeholder
groups about potential disruption during the course of
engineering works.
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Promoting an understanding of the project and its
objectives;
Promoting engagement and political action;
Demonstrating how people can contribute; and
Reducing public opposition.
At later stages in the project, the objective of the image
campaign will shift to:
Maximising support for the preferred scheme; and
Encouraging use once it has been implemented.

NOTES

Even though it is important to start such campaigns early on
during the project, to create public support and to inform the
public, the basic requirements for such a campaign makes it
necessary to wait until some information is available. Without
clear ideas regarding the objectives and contents of a project it
is not practical to start a campaign.

Information and image campaigns are also an instrument to
increase the acceptance of a transport project and to initiate
behavioural change if they are conducted after the
implementation stage of the project.

The key objective of an image campaign is to ensure that a
project or a policy initiative is given the best chance of success.
At the early stages of a project the emphasis will be on the
provision of information and will focus on:

Materials used in an image and marketing campaign in
Graz, Austria.
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Practical information
Conducting information and image campaigns
Research activities
(optional/
recommended)

Often research activities are undertaken at the beginning of an information and image
campaign. Surveys to identify behaviour and the attitudes of the public can represent
a vital source of information for the development of the campaign and also help with
the identification of problem areas and target audiences.

Selection of
instruments for the
information campaign

The following instruments are commonly used in information and image campaigns:
Exhibitions; Posters; Newsletters; Leaflets and brochures; and Media coverage (press
releases, advertisements). The selection and the extent to which these instruments
are used depends on the funds available and the objectives of the exercise.

Compilation of
information to be
communicated

The objectives also determine the contents of the information communicated.
Depending on the intended goals of the campaign (increase knowledge regarding the
project, provide information on the implementation of the project,…) different
information packs should be prepared. As it is not sensible to flood the public with too
much information it is necessary to select the most important information and to give it
an appealing layout. For the layout it is sensible to ask for professional help especially
if the project partners do not have a lot of practical experience in this area.
Implement information campaign

Image campaign
phase

Who participates and how?
The partner with the highest public credibility should
take leadership of the campaign. In some European
countries, if a public transport company is involved in
a project, it is often sensible to let it take the
leadership as its image maybe better than the image
of public authorities.
What skills are required?
Extensive knowledge about marketing and
communication techniques are necessary to select
appropriate strategies.
How is it used with other techniques?
Information and image campaigns are a fundamental
part of engagement activities. The provision of
information to stakeholders is essential if real
engagement is to take place.
What are the drawbacks?
The costs of such a campaign make it important that
a budget is reserved for it from the beginning as it is
often difficult to organise the necessary funds later
during a project.

While it is possible to start improving the image of a project during the first phases of
an information and marketing campaign the main emphasis should be on the provision
of information. Only after the information demands of the public are sufficiently fulfilled
is it sensible to concentrate on improving the image.

Checklist: information and image campaigns

;
;
;
;
;

Think about an adequate budget for information and image campaigns before a project starts and not only after public opposition
has enforced a campaign.
If specific target groups are chosen the best approach is to reach them in their own setting for example, children and young
people at schools and local communities in community centres.
When employing external consultants check their experience of transport related marketing and not only with product marketing.
Provision of detailed information on expected traffic obstructions during implementation is of special importance for large
infrastructure projects as this can significantly reduce public opposition.
Do not start a campaign if you do not have the necessary facts about a project as people become angry when they get the
impression that they are not being sufficiently informed.
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FS 20: Awareness campaigns
What is an awareness campaign?

Awareness campaigns, as their name suggests, seek to raise
levels of awareness concerning a particular problem or issue.
They may be aimed at the general public, at certain
communities (e.g. local residents, businesses), or at staff within
the organisations directly involved in the project. Such
campaigns may be associated with a particular project, but
more often provide a basis on which to promote a series of
strategies and schemes designed to promote more sustainable
transport (e.g. TravelWise in the UK).
Where the campaign is linked to a particular project, raising
awareness may be intended to increase recognition of the
need for the project (e.g. because it is designed to improve air
quality), to change perceptions and attitudes, to encourage
direct involvement through the various planned engagement
activities, or to encourage changes in organisational or
personal behaviour.

How to raise awareness of a project
or policy initiative?

Awareness raising requires the use of a variety of tools,
including the media, advertising, posters, leaflets, and local
events. In order to maximise cost-effectiveness and success, it
is important to:
Be aware of your target audience(s) and the messages
that are most likely to be recognised and have the intended
effect; and
To link the campaign to a series of local initiatives and
events, both to increase awareness and credibility.
Long-running awareness campaigns often have their own
identity (logo, carton character, etc.) and strap lines - reducing
the various issues being addressed by the campaign down to
a few simple phrases.

When should awareness campaigns
be used?

Awareness campaigns can be designed to target key actors,
such as politicians, community leaders, the media, business
leaders, public transport operators and interest groups with the
aim to:
Persuade them of the benefits of the campaign and project;
Build a consensus on the problem;
Secure a budget;
Encourage their support of the project; and
Reduce the chances of opposition.
Running a campaign for the public aims to:
Increase the public knowledge and awareness of the
project and of sustainable transport solutions;
Encourage public acceptance of the project; and
Get people to rethink their travel behaviour.

NOTES

General awareness campaigns are likely to have started well in
advance of this particular project. Where an awareness
campaign is directly linked to the project, it should begin as
soon as project funding has been secured and the programme
of work agreed, in order to raise awareness of the project and
the need for it. It is often the starting point for engagement and
other marketing activities.
Awareness campaigns can also be used early in the project life
to make the goals and content of a project known to politicians,
institutions and the public. Changing public attitudes generally
takes a considerable amount of time and effort and
consequently an awareness campaign might be run throughout
the life of the project and well into the implementation stage.

Stakeholders participating in a cycle awareness campaign.
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Who do they target?
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Practical information
Conducting awareness campaigns:

Who participates and how?
Public awareness campaigns should be the combined
effort of the entire consortium involved in the project.

Select audience

Subtypes of campaigns include:
Awareness campaigns for the public (traffic problems, environmental issues etc.);
Awareness campaigns targeting key groups and individuals (households,
community leaders, politicians etc…); and
Awareness campaigns linked to projects and events.

How much does it cost?
The costs depend on the number of tools and
techniques used in the campaign. Compared with
other marketing activities the costs are often spread
over the life time of the project.

Choose concept

Provision of good quality information is the basis for any effective campaign. New
technologies like electronic real time information, CD-Rom, trip-planners and the
internet play an increasingly important role, but also the provision of written information
in different forms remains important. For public campaigns it is of special importance to
try to use a wide range of mediums which might include advertisements, leaflets,
posters, radio and newspaper articles. The appropriate mix that should be used is an
area that requires the involvement of communications expertise.
Some key themes are relevant for all awareness campaigns promoting sustainable
transport projects even if the main campaign topic is very specific including:

What skills are required?
Sufficient knowledge regarding sustainable transport
is one requirement, the other is a detailed knowledge
of marketing, communication and market research
techniques.

A majority of the population is interested in a reduction of individualised motorised
traffic; and
It is possible to replace at least some car journeys by public transport, cycling or
walking.
Implement campaign
Monitoring and
Evaluation

Monitoring the campaign includes tracking the content and amount of media coverage,
recording and analysing enquiries, but also surveying the attitudes, actions and
perceptions of politicians, key stakeholders and the public. Panel surveys can contribute
to the monitoring and evaluation of the campaign. Market research techniques are an
important source of information but these need to be designed by specialists to ensure
that they are providing accurate measures of changes in public attitude.

How is it used with other techniques?
If the awareness campaign is not limited to specific
topics of a project it is quite useful to combine and
implement it as an integral part of other awareness
campaigns for sustainable transport.
What are the drawbacks?
Public awareness campaigns are long-term
measures. An overnight change in public attitudes is
unlikely although increasing awareness of a problem
is often a more achievable first step towards changing
attitudes.

Checklist: awareness campaign

;
;
;
;

Keep an open mind about attitudes you wish to influence. The public may be more open to change than might be thought.
The campaign has to be customised for the project to which it is connected. Check whether the contents and objectives of the
project can be found in your campaign.
Did you include more interactive tools (interactive workshops, forums…) in your campaign to establish a dialogue with the
population?
Did you identify the views of the target groups as a first step to enable you to plan your campaign accordingly?
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FS 21: Individualised marketing
What is individualised marketing?

The main characteristic of individualised marketing is the dialogue
with individuals using customised information, instead of sending
the same information to the entire target audience. A key problem
for transport organisations has been that providing information to
the public has tended to be at the general rather than the specific
or individual level. For example, providing the complete service
timetable rather than giving residents timetables that relate to the
actual journeys they make. Advances in computerised technology
has made the latter more feasible at a lower cost.
Another goal of individualised marketing is to support behavioural
changes towards using sustainable modes. This can involve a very
focused activity, where customised information is given personally
to individuals. In this way a greater understanding is obtained of
customer needs, and advice can be provided on travel options to
encourage the use of sustainable modes.

How to use an individualised
marketing campaign?

Individualised marketing involves establishing a dialogue
through direct contact rather than through more generalised
forms of marketing. Although generalised marketing
campaigns for transport projects are important, the particular
nature of transport choice decisions is complex and this is
where individualised marketing can be beneficial.
Underpinning most individualised marketing campaigns in
transport is the idea that there are certain individuals who are
more pre-disposed to changing their behaviour than other and
that if attention can be focused on these people then there is a
greater chance that a change will be affected. For example, in
the transport context, residential location, workplace location,
etc, have a major impact on behaviour. The key to
individualised marketing is to identify these variables and the
people that are more likely to change their behaviour, and to

When should an individualised
marketing campaign be used?

The majority of individualised marketing exercises will first
undertake a segmentation analysis to identify sub-groups. For
example, geographic or demographic groups that might be
more susceptible to behavioural change. One approach is to
identify, through a survey, particular individuals who state a
receptiveness towards changing travel behaviour. These
individuals can then be approached directly with more detailed
information or incentives to try out the new transport system.

NOTES

A pre-survey to identify the travel behaviour of individuals
before the implementation of a project is used to select people
for the marketing activity and to provide base data for a postimplementation evaluation stage. In most cases a behavioural
change is the main aim of an individualised marketing campaign
and in these cases the campaign has to take place as part of
the implementation stage (soft measure project) or after the
implementation stage (infrastructure project).
An individualised marketing campaign can also be a 'project' in
itself to encourage greater use of existing infrastructure or to
assist in the implementation of policy initiatives. The evaluation
survey to identify changes in the travel behaviour has to be
done after the implementation stage of a project. It is possible
to conduct additional surveys later on, to identify long the time
effects of a project and/or a campaign.
Understanding the modal split for individuals in Madrid, Spain.
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focus and intensive marketing activity such that effort is not
wasted.
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Practical information
Stages of individualised marketing
Pre-survey on mobility behaviour
(postal questionnaire / telephone interviews / face to face interviews)
(aims to identify individual travel behaviour and attitude towards a project / use of alternative modes)
Contact and Segmentation Phase
(direct contact/internal classification)

Reward regular user (R)

R without
without

Interested (I)

Not interested (N)

R with
Motivation Phase
(Identification of needs)

No further
contact

Motivation Phase
(Identification of needs)

No further
contact

Motivation Phase
(Identification of needs)
Evaluation survey on mobility behaviour
(postal questionnaire / telephone interviews / face to face interviews)
(aims to identify changes in individual travel behaviour and attitude towards a project)
© Socialdata 2004

Checklist: individualised marketing campaign

;

Do you have the necessary logistics (telephone lines, experienced personal, know how, etc.) to conduct an individualised
marketing campaign?

;
;

Did you use the initial survey to identify individuals willing to change their travel behaviour (target group for the actual campaign)?

Who participates and how?
The partner with the most experience of individualised
marketing should take leadership of the campaign. If
a public transport company is involved in the project,
try to involve its employees in the marketing
campaign to create personal contacts with its
customers.
How much does it cost?
Compared with other marketing tools the costs are
higher due to the necessity to create personal contact
and to prepare customised information. However,
individualised marketing can have financial benefits if
the marketing is proved to be more effective in
changing behaviour.
What skills are required?
Extensive knowledge about marketing measures are
necessary to select an appropriate technique and
target group. People responsible for personal
contacts need good communication skills and
sufficient training. To successfully conduct an
individualised marketing campaign, resources such
as telephone interviewing facilities are useful.
How is it used with other techniques?
Individualised marketing will most often be used as a
targeted technique within more generalised marketing
activity. Individualised marketing can be used
alongside infrastructure and policy implementation,
as well as initiatives that relate primarily to the
provision of information. An individualised marketing
campaign can also represent a project in itself, to
stimulate use of existing environmentally sustainable
modes of transport.
What are the drawbacks?
Compared with other marketing measures the costs
are relatively high. Besides this, an individualised
marketing campaign requires certain logistics, such
as telephones or internet access.

Did you try to involve project partners in the campaign?
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FS 22: Elected officials
What is the elected official's role in
transport decision-making?

Elected officials are chosen by the electorate to represent their
interests in key decisions. They are the representatives of the
community: taking decisions that will benefit local people, and
acting as channels for their suggestions and objections.
Elected officials, such as councillors, take part in the decisionmaking process by initiating ideas, or supporting or opposing
others' proposals. They do so firstly by shaping the policies of
their political parties. Within the work of the local authority, they
contribute to debates and vote in council meetings. They may
also have a say in appointing officials, drawing up budgets, and
forming strategic policies, as well as, approving specific
projects. An elected official may also take part in subcommittees and working groups with special responsibilities,
e.g. for transport and planning.

Elected officials are accountable to the communities they
represent. They are public figures, and are usually the first point
of contact for a resident with a complaint. This can mean that
councillors are familiar with the concerns of people that will be
affected by a transport scheme. They may also have a wider
perspective on local issues, such as economic and social
problems that might have a bearing on the preparation of your
project.

Managing the role of elected officials
throughout your project

It is important that you make it easy for them to quickly
assimilate the information required to make informed decisions
about your project. Presenting a transport project in the context
of other social issues and potential social benefits to a politician
can increase the level of support for the project.

It is worthwhile undertaking an audit of political attitudes for the
elected officials who may impact on your project. This should
indicate the strength of likely support or opposition to a scheme
and identify key 'movers and shakers' within the political context
as these may be very important at later stages of the decisionmaking process.
It is important to be aware that the role of elected officials will
vary throughout your project. It is probable that interest will
fluctuate with the level of stakeholder involvement or opposition
to the scheme, and will also be affected by the political process,
including the dates of elections and of votes on your project. You
should also remember that most elected officials are elected to
represent their electorate on a wide range of issues of which
transport is only one and there is likely to be considerable
pressure on their time.
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What are their interests and
priorities?

A local councillor will usually belong to a political party and
consequently will have party policy to consider in any decisionmaking process. The amount of control exercised by each party
over its members varies enormously. Councillors may be given
freedom to act according to their personal principles in a given
vote, or may face censure if they go against party policy. Their
political allegiances can cause problems for transport projects;

An elected official talking with local community
members about a local transport scheme.

they might choose to use a controversial scheme for ‘pointscoring’ against opponents.
Councillors' priorities can also be shaped by their need to be reelected, and the timing of elections. Their need to get public
approval means they might be keen to see a high-profile project
completed before a vote, even if it has to be rushed. While
elected officials often get involved in the finer details of a project
- through work on a sub-committee or working group - most will
be concerned only with the broader picture. They may not fully
understand its complexity: why certain measures need to be
taken, and the amount of technical or administrative work
involved. They can place planners under considerable pressure
in terms of time and budget restrictions. However, supportive
councillors can boost a project significantly. Their higher public
profile can help win government funds, private sponsorship, and
public approval.

NOTES
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Practical information
POLITICAL DECISIONS
Decisions made by elected officials will affect many aspects of your project, including, but not
restricted to, those outlined below. These decisions may be taken by local, district or city
councils or by regional or national parliaments depending on the political infrastructure of your
country and on the scope, scale and type of your project. It is important to be aware of which
levels of government will take crucial decisions for your project and when any key votes or
debates will take place.

Planning
permission

Decisions to allow
construction or changes
in land use.

Project
finance

Decisions to commit funds
to a project, or allow a
proposal to proceed to a
formal bidding process.

Legal
changes

Approval for new laws or
procedures to enable a
proposed scheme to be
implemented.

Political representation
Remember that the interest of
elected officials in your project will
not be confined to those empowered
to take the key decisions affecting it.
At all levels of government, the
purpose of the elected official is to
represent the best interests of the
electorate. Often, an elected official
may be approached by constituents
or by the media to discuss a project,
so it is advisable to provide all
relevant elected officials (from local
councillors to the local members of
national or European parliaments)
with information on proposals or the
development of a scheme.

What skills are required?
In addition to the general communication skills
required for any staff members in contact with
stakeholders, those managing the role of elected
officials must have a good awareness of local political
structures and practices. It is important to have a good
awareness of the motivations which can influence
political decision-making.
How is it used with other techniques?
Elected officials may be willing to become strongly
involved in events or tools which engage stakeholders
in decision-making. Their contribution can be
valuable, particularly where the official is a trusted and
well-known member of the local community.

The influence of elections on the
decision-making process

Be aware of the dates of forthcoming elections. These can effect
your project in a number of ways:
Before the election:

What are the drawbacks?
Politicians can become strong supporters of a project
but they can also be very high profile critics of a
project. Politicians often have strong links with the
media and their views can gain considerable attention
from the media.

It is possible that your project will become a political issue; and
Politicians will spend considerable time campaigning in the
weeks preceding an election. It will be more difficult to expect
them to participate in other events during this time.

After the election:

Assess the implications of changes to the political landscape as a
consequence of the election:
There are likely to be some newly elected councillors who are
less familiar with the history of your project. Be aware that they
will be trying to absorb a lot of new information at this time; and
Don’t forget the former councillors who expressed interest in
your project in the past. Their experience is valuable, and they
may be able to offer suggestions for improving the scheme from
a political perspective.

Who participates and how?
The coordination of the management of the role of
elected officials should be overseen by the project
manager. It can be helpful for the day-to-day contact
with officials to be undertaken by a single staff
member to enable a good working relationship to be
established. The level of participation in the process
will depend on the position of the elected official and
their interest in the project. Some elected officials may
become very involved, and may act as project
champions.

The mayor of Saarbrücken together with German ministers at the
opening ceremony of the Saarbahn project.
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FS 23: The media
What is the media’s role?

The media can play a significant role in informing the public
about your project, but the information that they provide is
beyond the direct control of the project team. As such, the
media can have a beneficial or detrimental impact on the public
perception of the project. It should be remembered that the
media are interested in a 'story' rather than just the
presentation of objective data. The stakeholders may well take
a stance on a project's merits based on the media coverage.
Being open with the media can be a difficult strategy to pursue
but it is important to provide high quality information for the
media. The press office within your organisation should
coordinate contact with the media. It is also important that the
press office responds very quickly to inaccurate and misleading
media coverage.

What are their interests and
priorities?

The prime interest of the media is in identifying and writing
stories that are of interest to their target audience. The decision
as to whether a story is newsworthy and the way in which it is
treated will vary depending on how and when a story will be
broadcast or published. You can make your story more
appealing to editors by emphasising particular newsworthy
points, but this needs to be carefully managed, as different news
outlets will have different interests. Factors influencing whether
a story will be considered newsworthy include:
The relevance of the story to the local community that is the
target audience;
The availability of personal stories relating to the impact of
the project or the problem which it is addressing;

When should you manage the role of
the media?

A strong media strategy with good quality press releases and
news conferences and an efficient and effective media contact
within your organisation can make it significantly easier for
journalists to produce accurate and interesting reports quickly.

NOTES

It is important to prepare your media strategy and to manage
your relationship with the media from a very early stage in the
project. This establishes the way in which you will communicate
with them as the project progresses and helps to ensure that
media reports are accurate from an early stage.
Maintaining media and public interest can be difficult, during
particular stages of the decision-making process which are timeconsuming, but where there is little evidence of progress.
Consider emphasising engagement activities or other progress
with a press release or news conference, or staging additional
events, such as site tours or launches. Try to maintain media
interest after the project has been implemented with a press
release or news conference discussing the results of monitoring
and evaluation of the scheme once it is operating.
A newspaper article in a local paper in Maribor, Slovenia.
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The relevance of the story to other prominent media issues
or stories;
The distinctions between this story and others relating to the
same project or to other similar projects - stories relating to
novel projects or novel approaches to engagement are
more likely to receive coverage; and
The level of controversy associated with the project. A
further priority for journalists will be the time required to
produce a good story. Often, publication or broadcast
deadlines are not flexible.
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Practical information
Forms of media coverage
Internet news sites will generally include a wide
range of stories; national websites may be interested in your project
even if national television and radio are not. Ask the organisation to
provide a link to your project website. Information can be updated or
changed relatively cheaply and easily, so check the material regularly
and maintain contact with editors.
Radio news bulletins are usually short and
feature only a few main stories. Focus on a simple message and don't
expect every press release to be broadcasted. Interviews with key
figures involved with the project will be beneficial.
Television news programmes will be interested in
stories with a strong visual interest, so be aware that they will want to
film at construction sites or problem areas (such as, examples of
congestion). As with radio, fewer stories are reported than in a
newspaper or news website; unless the project will affect a high
proportion of the viewers, it may only be reported if it is novel or
controversial.
News agencies will look for breaking news,
particularly about innovative or controversial projects that are relevant
to problems and issues experienced in other areas, both nationally and
internationally.
Newspapers cover a wide range of stories and often
have a more localised audience than other media. Most local
newspapers will report on projects that affect their readers.

Dealing with journalists
Honesty and cooperation with journalists can reduce the
likelihood of negative or inaccurate coverage. Have an
appointed team member to establish and maintain a working
relationship with journalists interested in the project. This
ensures that journalists know how to clarify information or
request further details. It also ensures that the project media
contact knows how and when it is best to contact each
journalist and when and where it is best to stage events. Using
a single point of contact avoids contradictory information being
provided. For very large projects there may be value in
engaging external public relations experts who are used to
dealing with large scale projects.

When things go wrong
Even a good media strategy cannot prevent all unfavourable
coverage. Consider negative press coverage carefully as it
may identify issues that have been overlooked or reflect
common misconceptions about the project. It may be
appropriate to respond to the article through a letter to the
newspaper or through a press release or news conference,
but confrontation should be minimised. Clarification of what
mitigation measures will be taken or what the project's impacts
are expected to be may be beneficial, but dismissal of issues
or opinions as unimportant will reflect badly on the project and
increase public opposition. If reporting is inaccurate or
misleading, advise the journalist or editor to ensure that
mistakes are not repeated in future articles. Legal action is
costly and damaging and should only be threatened or
pursued only in very extreme circumstances.

Who participates and how?
Engagement with the media will generally be
managed by a dedicated staff member or by the press
office of your organisation. Other project partners and
stakeholders may have contact with the media
through news conferences or interviews. For very
large projects there may be a need to bring external
communications and public relations experts.
How much does it cost?
The staff time required to secure good quality media
coverage should not be underestimated but poor
media management can be very costly and time
consuming and can even lead to the project being
cancelled or significantly delayed.
What skills are required?
Communication skills and a good understanding of
the project and of media practices are essential for the
media contact person in your organisation. Project
team members should be thoroughly briefed in media
skills and in the project's media strategy before
speaking to journalists.
How is it used with other techniques?
Managing the role of the media is an integral part of
the media strategy, which, in turn, is just one element
of communicating information to the public.
What are the drawbacks?
Communication with the public through the media is
indirect, with the editor deciding which stories appear
and how they are represented. Stories may be
inaccurate or misleading and even if accurate may
provoke public opposition.

Assessing a media strategy
BEFORE

DURING

AFTER

Have you researched the media you want to
target? Do you have the name of one or
more journalist to contact? Have you written
a press release? Do you have a press pack
ready?

Have you explained your story simply and
clearly, highlighting the main points? Have
you avoided technical jargon? Does your
material reflect a human face to the project?

Have you responded to any queries resulting
from the media coverage? Have you offered
the journalist who covered your topic a new
angle on the same story? Or a new story?
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FS 24: Special interest groups
What is the role of special interest
groups?

Special interest groups include any organisations whose
members may affect or be affected by your project. This can
include a very wide range of organisations and it is important to
manage their involvement carefully. Effective engagement with
these groups can ensure that a wide range of views are
represented and can provide a valuable resource of local or
specialist knowledge which can significantly improve the quality
of your project. These groups will normally be involved through
formal engagement activities, including attendance at public
meetings or by inviting representatives to take part in a
technical working group. Be aware that some special interest
groups can be very vocal and can lead the debate if they are
mixed with citizens who do not have a particular focus.

What are their interests and
priorities?

The groups involved may have an interest only in your project,
or in projects affecting only a small area, or may have a more
general interest in transport issues. They are likely to focus on
a particular aspect of the project which is of particular concern
to them. This may be the impact at a specific location (e.g.
residents association) or the impact on a particular mode of
transport (e.g. cycling or motoring organisation). Other groups
will be concerned with impacts on particular members of society
(e.g. disability groups, parent-toddler groups or groups for the
elderly). There will also be groups whose interests in the project
focus on a particular impact, e.g. environmental impact.

NOTES

In the early stages, the input of special interest groups can prove
valuable in establishing the nature of the problem to be
addressed by your project. They can provide a perspective that
can add significantly to information which can be obtained from
other sources.The input of special interest groups can also be
particularly valuable during option generation assessment, as
they are likely to offer suggestions and comments based on
personal or group experience which can improve the project's
design.
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Opinions on your project may differ widely across each group. It
is important to ensure that the members are sufficiently wellinformed about your project to evaluate it in their own terms and
according to their own priorities. Representatives of special
interest groups may have specialist knowledge in one aspect of
your project, but may lack technical experience or expertise in
other areas and may be unfamiliar with the procedures involved
with the planning of transport project. It is important to inform
them about the decision process and their role in it and to
explain when key decisions will be made and by whom.

Remember that each group does not represent a single opinion,
but rather a group of people with a common interest or
affiliation. You should also remember that members of these

Managing the role of special interest
groups

It is important to be clear about your commitment to the
engagement of the special interest groups from the start. Be
honest about what you are asking them to tell you and what you
will do with the information. Remember that many of these
groups will be interested in other projects carried out by your
organisation and that you are likely to want to engage them
again in future projects.

groups might be affiliated to more than one of the organisations
you include.

University students at a focus group meeting discussing the
location of bus stops in Madrid, Spain.
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Practical information
Schools

Involving schools in the
engagement process will
allow parents and children to
become involved. This is
particularly important if the
project will affect the area
close to the school.

Historical
societies

Likely to be interested in
projects near to historical
buildings or monuments,
these groups can help
identify sites of special
interest.

Transport
groups

These groups are often
particularly interested in one
mode (cycling, rail etc). They
are likely to possess detailed
knowledge of local
transport issues.

Disability
groups

Business
organisations
Local businesses will be
concerned about the impact of
your project on trade; amongst
other things. They are a good
source of local
knowledge.

Such groups represent
people who are often excluded
from engagement processes,
these groups will also be able
to provide practical insight
into accessibility
issues.

Special interest groups

Here are just some of the special interest groups which you may
wish to involve in your project. The key is to establish contact with
all local interest groups and organisations, in order to include the
ideas and opinions of a wide range of people. Some will be
interested in your project as whole, others will only be interested in
a small geographical area, or in particular issues or problems.

Religious
organisations

This can be an effective way
to contact individuals from
minority groups who would
normally be less likely to get
involved in the engagement
process.

Checklist: identifying special
interest groups

Residents
associations

Likely to be interested in all
projects affecting their area,
these groups can be a good
way to obtain local insight
and knowledge of the
local area.

Environment
groups

These groups are likely to be
interested in most transport
projects affecting their area.
They can help identify
potential issues for your
project.

Job
clubs

This can be a useful way
to include those on very low
incomes. Be sure to
reimburse for any costs
associated with
involvement.

Unions

Where there is a
major employer likely to be
affected by your project, find
out if there is a union
spokesman able to represent
the views or concerns of
the employees.

Checklist: engaging with special
interest groups

; Do you know when the group meets? Have you asked

;

Have you involved a wide range of groups? This should
represent the stakeholders affected by the project.

;

Have you identified a contact person for communicating
with each group?

;

;

Make sure you are proactive rather reactive to contacting
these groups.

;

Who participates and how?
Engaging with special interest groups is a key part of
your engagement strategy. You will need to decide
whether it is sufficient to contact only one or two
spokespersons for these groups or whether you
should survey opinions within the group more widely.
You will also need to select techniques appropriate to
each group.
How much does it cost?
The cost of engaging stakeholder groups will depend
on the type and scale of your engagement exercise.
Engaging more groups may be more expensive, but it
is important to include a wide range of perspectives.
What skills are required?
General written and spoken communication skills are
essential, as well as management skills to maintain
contact once it has been established. You may need
to use translators for work with some minority groups.
How is it used with other techniques?
Identifying and maintaining contact with a range of
stakeholder groups can be used to select participants
for engagement activities to ensure that a range of
backgrounds are represented.
What are the drawbacks?
Management of relationships with a large number of
groups can be time-consuming if information is to be
kept up-to-date. It can be difficult to ensure that the
views represented are not those of only one or two
individuals within the group. Groups can also be used
to build opposition for a scheme if it is seen to go
against their interests.

whether they would like you to attend a meeting to discuss
your project?
Have you obtained views representative of the group, or
just of one person?
Have you considered the special needs of your group for
engagement activities? This includes arranging or
reimbursing child care, providing transport.
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FS 25: Opponents
What is the role of opposing groups?

Those opposing a project, or a particular aspect of it, can
represent a significant obstacle to its progress, causing delays,
major modifications, or even the eventual failure of the project.
Opponents may seek to prevent the project, or be aiming to
achieve substantial modifications to the objectives or to the
proposals. Opposition to a project can spread rapidly,
particularly if any misunderstandings are left uncorrected. This
effect can be reduced by ensuring that people receive clear
and accurate information on the project and so are able to
make their own informed decisions.
Remember to pay attention to what those opposing the project
are saying. Constructive criticism could significantly improve
your project, or even lead to it being replaced by a more
effective measure. Simply hiding from opposing views will not
mean that they will go away and aggressive confrontation can
strengthen the position of the opponents.

What are their interests and
priorities?

The interests and priorities of opposing groups will vary
significantly according to their reasons for opposing the project.
Some may be entirely opposed to the project in principle, and
are unlikely to accept a compromise solution. Others may be
opposed only to a certain aspect of the project.
Listening carefully to the views of opponents can provide very
valuable information about their concerns and interests, and is
an important source of ideas for improving the project.
The level of organisation of the opposing groups will affect the
way you negotiate with them. For larger or more controversial
projects, several groups and individuals may form an organised
opposition, often uniting very diverse interests and priorities.
Some opposition to the project may be politically motivated. It is
important to recognise when politicians are using their

Managing the role of opposing groups
throughout your project

But, in a few cases, this may not be sufficient and it may become
necessary to invoke formal mediation and negotiation
procedures (see FS 29).
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Some groups may have an established platform from which
they are opposing the project. These may include motoring
organisations or groups concerned about local or global
environmental issues.
Including these groups at an early stage in discussions can
often help to avoid opposition at a later stage, as it
demonstrates that their concerns have been considered. It will
also reduce the likelihood of such groups disrupting public
meetings and other engagement events.

NOTES

It is important to be aware from the beginning of your project
which issues are likely to be controversial or widely opposed,
and to plan for how you will handle any opposition. Direct
engagement with likely opposing groups at the outset can help
these concerns to be identified and addressed in the early
planning and design stages, to minimise later problems.
Effective management of opposition at key points in the process
(such as during option selection or when the project is seeking
financial backing or planning permission) is also important. Try
to avoid the project becoming a political issue, or it may be
rejected for the wrong reasons. To do this, it is important that key
figures in the decision-making process are given clear and
accurate information from an early stage, and that this
information is presented objectively.

opposition to the project to raise their political profile. This can
occur when a project is perceived to be controversial or to be
opposed by certain sections of the electorate. Political
motivation may be enhanced at election time, when the project
may become a campaign issue.

Protest from local restaurant owners and
employees against the temporary inner city ring
road closure in Cologne.
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Practical information
Communicating with opponents
Deal with complaints and opposition to the project calmly and
efficiently. Often it will be possible to provide reassurance or
correct misconceptions and avoid the issue becoming more
serious. It is always important to identify the reasons for
opposition.

Typical reasons for opposing the whole
project
‘There is no problem to be addressed’.
‘There is a problem, but this solution won’t work’.
‘This solution will solve this problem, but will cause other
problems’.
‘There is another solution which would be cheaper/better’.

Handling a written complaint
Always respond promptly to written complaints. Failure to do
so will only increase dissatisfaction. If you cannot respond in
full immediately, write explaining why. Make a commitment to
follow-up with further information and be sure to meet this
commitment. Do not use a standard form letter to reply to
criticism about a project. Thank the complainant for taking the
time to write to you about the project and answer all their
concerns clearly. You may need to correct factual errors in the
original letter, but do this politely. Explain how their comments
will be included in the decision-making process.
Dealing with opponents in person
Some people may be strongly opposed and may confront staff
at public events. Listen to what they have to say. Explain how
they can become involved in the decision-making process.
Dealing with opposition in meetings
Make sure people are aware of the meeting’s agenda and
when they will be able to express their views. This can reduce
disruption at other times. When there are opportunities for
contributions, do not try to silence those who oppose the
project, but do ensure that the debate is not dominated by one
or two individuals. Also, be prepared to respond to complaints
and have evidence to support your statements.
Dealing with opponents by telephone
Make sure that your staff are prepared to deal with calls from
people opposed to the project. It is important that staff have a
good understanding of the project and its likely impacts and
should remain calm if the caller becomes distressed or angry.

Typical reasons for opposing one aspect
of the project
‘The project should be bigger/smaller’.
‘The site is environmentally or historically important and the
route or location should be changed’.
‘Local residents/businesses should be exempted from the
scheme or receive compensation’.
‘The scheme follows the wrong route’.

Checklist: managing opposition to the
project

;
;
;
;
;
;
;

Have you identified the different reasons for opposition to
the project?
Have you provided information clearly to allow any
inaccurate assumptions to be corrected?
Have you established the level of opposition (e.g. through
a survey)?
Have you told opposition groups and individuals how they
can participate in the decision-making process?
Have you used comments, complaints or suggestions to
improve the design of your project?
Have you responded promptly and thoroughly to all
complaints about the project?
Have you avoided allowing the scheme to become a
political issue?

Who participates and how?
Opposition may arise from any individuals or groups
who will be directly or indirectly affected by the project.
All partners in the project should familiarise
themselves with the basic principles for engaging with
opponents, as one confrontational incident that is
badly handled can have considerable adverse
repercussions. It is particularly important that staff
involved in engagement activities are suitably
equipped to listen to concerns and discuss
complaints.
How much does it cost?
Good management of relationships with those
opposing the project does not need to incur any
significant additional costs. It is principally about
following best practice in general engagement with
stakeholders. If staff involved in engagement activities
are unfamiliar with handling opposition, or if the
project is particularly controversial, then a short
training course may be a worthwhile investment.
What skills are required?
As with any engagement activities, good general
written and spoken communication skills are
essential. In addition, the ability to listen and to remain
calm in potentially confrontational circumstances is
extremely important.
What are the drawbacks?
Poor relationships with opposing groups can increase
resentment. Any confrontation can deter other
stakeholders from participating in future engagement
events, and can also lead to unfavourable media
coverage, which will further worsen the reputation of
the project.
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FS 26: Expert advisors
What is the role of expert advisors?

Expert advisors will be included in a project at various stages
in the decision-making process to offer advice to the project
team. These advisors may include people with:
Specialised knowledge relating to one subject;
Extensive knowledge of the local area;
Extensive knowledge of the procedures which apply to your
project;
Experience of implementing similar projects elsewhere; or
Knowledge gained from studying the decision-making
process.
Drawing on the expert knowledge of these individuals is
essential to ensure the highest quality of project delivery and to
ensure that mistakes made on previous projects are not
repeated. It can also reduce the overall workload, as an expert
may be able to provide more efficiently specialist information or
identify issues or priorities associated with a project.

What are their interests and
priorities?

Most expert advisors will be involved in the project as a result of
their knowledge or experience in one aspect of the process. The
priority of expert advisors should be quality, particularly with
regard to their subject of expertise. They will be involved in the
project to provide their knowledge and to recommend a best
practice approach in their specialist area. This can make it
difficult to identify the most appropriate option when other
concerns, such as time or cost must be included. However, it is
important to make advisors fully aware of any constraints
relating to your project while they are considering their
recommendations such that they maintain a realistic
perspective on what can be achieved.

Managing the role of expert advisors
throughout your project
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Asking experts to indicate their level of confidence in making
each comment or recommendation can be useful when you are
collating a range of expert opinions. When the
recommendations of different experts conflict, the project team
will need to establish priorities for the project and use these to
reach a conclusion.

NOTES

There should be some level of involvement of expert advisors
throughout the decision-making process as this can often avoid
costly mistakes. It can also provide reassurance that key issues
have been considered in the planning of your project. During
scheme definition and option generation, the contribution of
people with extensive experience of transport planning in other
cities or areas can vastly increase the range of ideas considered.
Experts will also be able to identify which of the options should
undergo further exploration and which are unlikely to be
successful in your particular context. At the stage of option
assessment the role of technical advisors is particularly
important. Advisors from a number of disciplines can each
assess the merits of the options under consideration. This can
allow the advantages and disadvantages of the different options
to be considered for a range of criteria and enable people to
make an informed decision. Expert advisors can also provide
guidance on how to monitor and evaluate certain impacts of the
implemented project.

There may also be issues of conflicting recommendations either
from experts in the same field, or between fields of interest. It is
important to remember that each expert will provide his or her
educated opinion on issues that they are asked to consider, and
that opinion will be shaped by their personal and professional
experience.

An expert advisor facilitating a project team meeting.
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Practical information
Skills and expertise

Expert advisors can contribute significantly to many key tasks
in the project, including:
Identifying
techniques
for effective
stakeholder
engagement

Understanding
environmental
impacts

Understanding
links with
other
projects

Identifying
innovative
design ideas or
construction
techniques

Understanding
economic
impacts

Identifying
and avoiding
potential
barriers

Making sure experts are understood

Interpreting
the outputs of
engagement
activities

Technical language
Experts may from time-to-time use highly specialised technical
words or acronyms which are commonly used within their industry,
but may not be understood by outsiders. Some words may have a
different or more precise meaning in the technical context than in
everyday use. It is important to consider this when planning how
information from experts is passed to non-experts.

Understanding
impact on
traffic flow

Experts at meetings
If you are arranging for experts to speak at a meeting or event,
make sure they are aware of the level of knowledge they can
expect from their audience. Ask them to explain any terms which
might not be familiar to the audience. It may be helpful to prepare
a fact sheet explaining the key terms likely to be discussed at the
meeting, but make sure that people are given time to read this in
advance.

Understanding
impacts on
social
exclusion

Checklist: managing the role of
expert advisors

;
;

Have you involved a wide range of experts in the project?

;

Have you made sure that the comments of the experts
are interpreted accurately and are clearly understood by
yourselves and by other stakeholders, including elected
officials, the media and members of the public?

;

Have you arranged how (and when) the experts will be
paid for the time they contribute to your project?

Have you explained to the experts how they will be
involved and when?

Reports by experts
Be careful with internal reports produced by experts, as these may
not be appropriate for distribution to non-experts, including elected
officials, who may be asked to make a decision based on the
content of the report. If necessary, prepare a summary of the
document which identifies the key points and explains them clearly.
Alternatively, it may be possible to provide an introductory
document with the background information required to understand
the main report. Before this is distributed, make sure that it is
checked by the expert, to ensure that their comments have been
interpreted accurately, and by a non-expert in the subject to ensure
that the summary is easy to understand.

Who participates and how?
The range of experts you include will depend on your
project. Identify a team member in your organisation
to manage the relationship with each expert. Choose
someone from a relevant department (e.g. someone
from the planning department to liaise with a planning
expert) but do make sure that information from
experts is shared effectively between departments.
How much does it cost?
Experts are often employed on a time and resources
basis, charging a daily rate. For some professionals
these rates can be very high, so use their expertise
sparingly include a cost limit in the contract.
What skills are required?
You will need to ensure that technical issues or
recommendations are communicated effectively. This
is an important skill, which requires the ability to write
and speak clearly and to explain technical concepts
using non-technical language.
How is it used with other techniques?
As well as contributing ideas to the project, expert
advisors can play a particularly useful role in
engagement activities involving panel discussions.
The media may also wish to include interviews or
quotes from your technical advisors in their reports.
What are the drawbacks?
If a recognised expert in a certain field publicly
criticises your scheme, this can raise opposition.
Difficulties can also arise when experts disagree.

Taking comments in context
It is essential to make sure that the comments of experts are
represented accurately. Sometimes a statement will be given
along with a large amount of qualifying information which limits the
context in which the statement is true. Don't ignore this information.
Be aware that others (including the media, elected officials or those
opposing the scheme) may interpret the expert opinion differently,
particularly if public statements are unclear or ambiguous.
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FS 27: Identifying issues for engagement
Why identify issues for engagement?

If the views of stakeholders are to be fully incorporated within
the decision-making process it is essential that the
engagement strategy is inclusive, open and reaches out to
those who wish to express their opinions.
The engagement strategy should be flexible and should be
designed to explore the issues that might generate concerns
and opposition amongst stakeholders, as well as, those for
which stakeholders may be able to offer suggestions for
improvement or change. It is important that very early in the
project life the project team identifies as many of the issues as
possible that could create controversy during the life of the
project such that the engagement activities can be
appropriately designed and the reactions evaluated.

How to identify issues?

Once the project has begun, it will be possible to identify
contentious issues as part of the stakeholder engagement and
media activities. However, specific market research or
professional inputs will be needed to identify a preliminary
range of issues to be taken into account by the project
management team.
At a very early stage of the project life it is necessary to
undertake a review of the range of issues that the project is
likely to generate. This requires a good local knowledge as well
as a thorough understanding of the transport, social and
environment context in which the project will take place. This
review can involve internal, as well as, external expertise. This
process will provide a starting point for the development of an
engagement strategy and will evolve over time as the outputs
of the engagement activities are assessed.

When should you identify issues for
engagement?

58

There are many techniques that can be applied as a part of an
engagement strategy. For example, where large and costly
engagement activities are planned, such as surveys or
exhibitions, the use of techniques such as focus groups can be
helpful in refining the content of these activities. Focus groups
amongst stakeholders can provide a valuable insight into the
range of issues that are held amongst these different groups.
This will help in the design of material for other more structured
forms of engagement, such as quantitative surveys. Most
engagement strategies will contain elements which explore the
range of issues that are of concern to people (open-ended
techniques), as well as identifying how these concerns or
issues are distributed within the population as a whole.

NOTES

The initial identification of potentially contentious issues should
take place before the start of the project, as part of the
development of the engagement strategy. This should identify
the types of issues that might be raised, by which stakeholder
groups, and consider the type of response that could be made.
Once the project commences, there will be various sources
through which the issues that need to be addressed by
engagement will become apparent. These are wide ranging and
include: media articles, letters to newspapers, complaints and
comments received by the promoters or the project management
team, and comments made during engagement events (e.g.
public meetings). Issue identification forms part of the on-going
monitoring process, and will need to be carried out from the start
of the project to beyond the project implementation stage. It
needs to be closely linked to the project management activities
that respond to issues raised.

Identifying issues through
engagement

Results from an engagement activity, indicating to the project
team what the stakeholders views are.
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Practical information
Identifying issues for engagement
The issues associated with a transport project can be very wide ranging. Some possible project management and engagement
issues are outlined here. Many of these can be addressed through good management and communication. See ‘FS 25: Opponents’
for other issues that may be raised in the course of a project.

Project management issues

Concerns with the project management process can
become significant issues and cause major media and
public debate, which can divert attention from the
objectives and impacts of the project itself. Possible
project management issues include:
A perception that resources are being used
inefficiently or inappropriately, particularly on publicly
funded projects;
Concerns about the involvement of contractors or
financiers previously associated with ethically or
environmentally controversial projects;
Evidence or allegations of political corruption,
particularly with regard to the awarding of contracts
or of planning permission;
A perception that the project management is distant
for the stakeholder concerns and aspirations; and
Concern that the project is overly concerned with
technical or even academic issues rather than
human and social concerns.

Engagement issues

Problems can occur as a result of badly designed
engagement strategies and the ways in which stakeholders
have been involved in the engagement activities. The
engagement issues include:
A lack of ownership of the project, typically characterised
by a feeling that it has been imposed by transport
planners with little input from the local community;
Unrealistic expectations of the engagement process,
which may either lead to a reluctance to become involved
due to lack of faith in the ability to influence the project or
disillusionment with the process due to a perception that
all major decisions had been made before engagement
began;
Fear that the engagement process will be or has been
dominated by certain organised stakeholder groups;
A lack of feedback to stakeholders from the project team
on the decision-making process and the impact of
engagement on these processes; and
Lack of trust in the project management or in politicians.

Assessing your identification of issues
BEFORE
DURING
AFTER
Have you identified the issues you expect to Have you consulted a wide range of
Were engagement activities successful in
arise and adapted the project and the
stakeholder groups in order to resolve or
achieving their objectives in terms of the
engagement process to ensure that they will mitigate identified issues? Has the
resolution or mitigation of issues or the
be considered?
engagement process revealed any further reaching of consensus? Have those people
issues that require engagement? Have other who were involved in the engagement
decision-making processes or external
activities been thanked and informed about
factors (such as legal or political changes or the outcomes of the engagement?
research outcomes) raised new issues
relevant to your project?

Who participates and how?
Often, the project management team or other project
partners will undertake the identification of issues for
engagement. Broadening this process to include a
wider range of stakeholders (through small groups
techniques, such as focus groups) can significantly
improve the identification of the issues likely to cause
concern at later stages of the project and so can
improve media, marketing and engagement
strategies, the design of project options and the
prioritisation of characteristics during project
appraisal.
How much does it cost?
Issues identification can be significant but failure to
take full account of the concerns of stakeholders in
the engagement process can result in project delay or
even cancellation.
What skills are required?
Identification of the priority issues for engagement
requires a thorough understanding of the local
community and of the potential social, economic and
environmental impacts of a transport project. Above
all, it requires a good awareness of the issues that
may predominantly concern those who are less likely
to participate in conventional engagement processes,
to ensure that their views are not overlooked.
What are the drawbacks?
Failure to identify issues and target engagement
appropriately can lead to increased opposition to the
project. This can be particularly damaging when a
failure to adequately explain an issue results in
opposition to the project based on inaccurate or
incomplete knowledge (for example, where there is
resentment towards a privately funded project on the
mistaken assumption that the project has been
financed from local or national taxes).
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FS 28: Managing outputs
What are outputs of engagement?

The wide range of potential engagement tools available to the
project management team can result in a broad range of
quantitative and qualitative outputs, varying both according to
the form of stakeholder engagement and the stage in the
project decision-making process at which they are used.
Engagement is about achieving better outcomes, which might
include: an increased sense of local ownership of a project,
improved community relations, more effective implementation
of the project and an overall improvement to the quality of life
in the area affected be the project.

Applying outputs of engagement to
project issues

The outputs of engagement can be analysed and processed as
appropriate to identify the key areas of concern. This can
improve understanding of the issues, including the different
motivations for public opposition to a project or to aspects of it,
and can be used to inform further engagement or
communication. Comments received through engagement can
also include valuable suggestions for addressing issues or for
avoiding them in future projects.
The outputs of engagement may take many different forms and
include: quantitative and qualitative research data, letters from
stakeholders, minutes of meetings, telephone calls, feedback
forms from websites and even the content of informal
discussions with stakeholders. Bringing together all this
information is a complex and subtle task.

When should you use the outputs and
outcomes of engagement?

Outputs of engagement should be processed quickly to enable
ideas and opinions of participating stakeholders to influence
project decision-making during any of the stages. It is also
essential to provide feedback on engagement activities to
participants explaining how their contribution has benefited the
project. Publicising the outputs of engagement and the way they
have influenced the project can reassure those affected by a
project that their concerns have been considered.
The outputs of engagement activities may also prove instructive
for identifying and quickly resolving possible issues for future
projects of a similar type or in a similar location.
Monitoring and evaluation of the project should consider the
wider outcomes of engagement, such as an improved sense of
community identity.
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Applying outcomes of engagement to
project issues

Local communities and other stakeholder groups will have
been involved to varying degrees in a range of transport and
other projects in the past, which will have resulted in a history
of engagement practices and attitudes to local authorities and
other decision-making bodies.
Where historically engagement has been limited or poorly
handled, the project management team will start with a hurdle
of negative experiences and expectations to be overcome
before constructive involvement can occur. In such cases,
public meetings may appear very hostile events, where people
give vent to their anger and frustrations regarding previous
experiences. Conversely, if your project takes stakeholder
engagement seriously, and this is recognised and respected by
those who take part, then it will leave a positive legacy for
future projects to capitalise upon.

NOTES

Examples of outputs gained from
interactive engagement activities.
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Practical information
Applying outputs and outcomes of engagement
Applying outputs

IDEAS
The outputs of engagement can include a range of ideas or
suggestions from stakeholders, which can include
suggestions for: improved designs for the current project;
new or alternative projects that may better address existing
problems; measures which could remove or alleviate
current transport problems without major infrastructure
changes; or improvements that could increase the
accessibility or popularity of existing or future transport
systems.These ideas should be identified from the
engagement outputs, and passed on to other relevant
organisations or individuals, if appropriate.
OPINIONS
It can be difficult to assess the weight that should be
attached to opinions given in engagement activities fairly
and objectively, as inevitably more vocal participants tend
to dominate discussions, and the voice of one participant
cannot be assumed to be representative of others.
Opinions cannot be used to draw firm conclusions
regarding the views of all stakeholders, but can provide a
guide for the identification or interpretation of issues
relating to a project.
STATISTICS
Survey results and opinion polls can provide statistical
evidence of the levels of public feeling relating to certain
issues associated with a project. If the survey has been
well designed and a suitable sample questioned, this
evidence can be used to support the decisions of the
project team. Obviously, if the survey shows an issue to be
a major public concern, this may require additional effort to
resolve it successfully.

Applying outcomes

OWNERSHIP
One objective of engagement is to encourage attitudes in
a positive way regarding the ownership of the project. To
achieve this it is essential that the opportunity to participate
in the project is extended throughout the community and
that substantial feedback on the role of engagement is
provided. The sense of ownership will be increased if there
is a clear stakeholder influence on the development and
appraisal of options, even if option selection remains a
political decision.
KNOWLEDGE & ACCEPTANCE
Another outcome of engagement is an increased level of
knowledge among participants regarding the project and
the transport decision-making procedure. This may lead to
an improved understanding and acceptance of political
decisions, particularly where participants become more
aware of the reasons for certain decisions being taken. It
may also lead to a desire for increased access to
information relating to transport projects and other related
areas.
TRUST
Providing clear and honest explanations of how and why
the outputs of engagement have, or have not, been
applied to the project can gradually increase the level of
trust in the project management and local authorities. This
can lead to a less confrontational atmosphere, making
stakeholders less likely to assume that recommended
projects are inappropriate and instead more likely to
consider each proposal on its own merit.

Who participates and how?
The integration between engagement outputs and
outcomes and project issues must be coordinated
between the engagement team and the project
management team.
How much does it cost?
The costs of collating and interpreting the outputs of
engagement should not be underestimated. The cost
of the collection of data and its subsequent analysis
should form a part of the budgeting of the
engagement strategy.
What skills are required?
The analysis of outputs from engagement activities is
a highly complex activity. It requires a range of skills
which include the ability to interpret quantitative and
qualitative data, and the experience to balance
potentially conflicting information.
What are the drawbacks?
Unless outputs of engagement can be successfully
applied to addressing project issues, the long-term
benefits of engagement will be minimal, and the
resources invested in the engagement exercise will
have been wasted.
Successful application of outputs does not necessarily
mean changing a project design to meet a stakeholder
demand; it can be as simple as identifying issues
requiring further explanation in the media or through
other communication techniques. Many of the positive
outcomes of engagement depend on improving
confidence in the decision-making process and will be
lost if responses received are simply ignored.
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FS 29: Third party mediation and negotiation
What is ‘mediation’?

Mediation is a conflict-resolving procedure that was developed
in the United States in the sixties and seventies and has been
successfully applied in many areas since then. Mediation or
'negotiation', tries to find a solution acceptable to all persons
involved. Important characteristics of mediation are:
Involvement of all conflicting parties;
Mediation is carried out by a neutral third party;
The participation of individuals is voluntarily and selfdetermined;
The purpose of negotiation is consensus-oriented, to find
possible compromise 'solutions';
The process is informal, and may replace or supplement
formal conflict procedures (e.g. legal proceedings); and
Mediation can take place within many types of forum (e.g.
round tables, workshops, working groups).

Why is ‘mediation’ useful and what
are the benefits?

Mediation can help to overcome the tendency in some
situations for the transport decision-making process to be 'onesided'. It also encourages a more holistic view of problems and
can provide an equal balance of power through direct
involvement. Mediation helps:
Resolve differences without resorting to legal proceedings;
Facilitate agreement and address the primary concerns of
those involved;
Local residents and/or interested groups to work together
to smooth the implementation of a project;
Obtain agreement without an organisation imposing an
unpopular decision; and
Directly engage project opponents or organisations, as an
equal participant.

When should you use ‘mediation’?

While the mediator helps to encourage all the interested
parties to agree to a 'solution', it is ultimately the responsibility
of the interest groups themselves to find the best way to
resolve their problems and to work out an acceptable
compromise solution.
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To ensure successful mediation/negotiation proceedings, the
following conditions need to be satisfied:
The willingness of all participants to learn from the process
and to be self-critical;
Participants need to be open to negotiation and modification
of viewpoints;
All persons involved must be able to participate on an equal
basis;
In some cases it is helpful to make an expert advisory service
available to all the non-professional groups involved; and
Expert knowledge must be introduced into the discussion in
an understandable way.
Mediation may be helpful under a range of different circumstances.
The need for negotiation may not be evident until a highly explosive
situation has emerged, while at other times mediation might be used
to avoid potential conflict situations.

NOTES

Mediation is most effective when other less formal consensusbuilding methods fail and the conflict cannot be easily
resolved, perhaps leading to the possibility of expensive and
time consuming legal procedures. The mediation process can
help to find amicable solutions which are agreeable to all the
different interest groups.

Mediation can be used to help resolve conflicts in almost every
field, including transport projects. However, more general
projects which are less specific or focussed (e.g. developing a
local transport plan), are less suitable topics for mediation,
which works best in the context of a well formulated transport
scheme, where the processes and outputs are clear to all.

Aspects of successful ‘mediation’

Stakeholders agreeing on a direction forward.
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Practical information
How it works: steps for ‘mediation’

Mediation is usually accomplished during a series of face-to-face meetings. All participants should be given equal status during the
process and be encouraged to present their views on each issue. The main steps of a mediation process are:

Step 1
Identify the conflict, the relevant actors and
organise meeting.

The nature of the conflict and all the persons/groups
involved - or who might become involved if the project were
modified - must be identified and encouraged to attend. A trusted
mediator should be appointed, and a convenient time and neutral
location arranged for the first meeting.

Step 2
Investigate key issues and concerns.

The different interests and perspectives need to be
presented by participants in a clear and open manner,
including all relevant background factors, concerns and
barriers. Ensure all participants have an equal standing and
opportunity to participate.

Step 3
Identify and assess potential 'solutions'
agreeable to all parties.

Step 4
Ensure agreements made through
mediation are honoured and implemented.

Step 5
Feedback, adjusting of agreements; further
monitoring.

Working with participants, identify possible solutions for
resolving the conflict. Refine these options and identify
possible barriers to their implementation. Ensure that the final
solution offers some aspects of a 'win-win situation' for all
participants.

Once agreements have been reached, they must be clearly
defined and documented. Ensure that the agreements are
likely to be fully implemented (e.g. by making formal/official
decisions, and by working closely with the project team).

Make sure the implementation follows the agreements
reached in the mediation, and that all participants are
satisfied - otherwise stakeholders will loose confidence and
new conflicts may arise that will be more difficult to resolve.

Who participates and how?
Typically, national and municipal bodies are the
initiators of mediation procedures. But it is essential to
include all potential stakeholders in establishing the
dispute resolution process: these may include local
residents, local businesses, regional interest groups,
elected officials, and other government organisations.
Ensure that you find neutral mediator, who is trusted
by all the participants.
How much does it cost?
The costs for such a procedure (e.g. external venue,
external mediator etc.) can be considered to be quite
high, both in terms of money and the time required,
particularly for those with small budgets or on a tight
schedule. However, this has to be put in the context of
negative impacts of the on-going conflict (both on the
project team and more widely through the media), and
the risks of legal proceedings.
What skills are required?
Mediators are highly skilled and must:
Be neutral, open-minded, unbiased towards each
participant;
Be reliable and perceived to be trustworthy;
Manage the procedure and have responsibility for
monitoring implementation;
Have knowledge and experience in
communication techniques, in negotiation and in
conflict management;
Be able to facilitate constructive dialogue; and
Help develop potential solutions to the conflict
which can benefit all parties.
What are the drawbacks?
Individuals and groups must be willing to negotiate
with others - this can be difficult for people who feel
passionately about a particular issue. Where this
condition cannot be met, in some cases it may not be
possible to find an acceptable solution.
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FS 30: Institutional/legal/financial (contextual factors)
Contextual factors: institutional,
legal, financial barriers

It is not possible to plan and implement transport projects
without taking into account the institutional and legal context in
which the project has to operate. Despite all harmonisation
efforts of the European Union this background/context still
strongly differs from country to country. These factors set the
scope of the project. They cannot be avoided or overcome like
other barriers. But it is important to identify them early on in
order to match the work plan from the outset with the respective
requirements. Only in rare occasions is it possible to use a
project to change one of these factors. For example, by
introducing a new law that makes the implementation of
sustainable projects easier or by creating new/improved
institutions that make the planning process easier. Another
possibility to ‘widen the scope’ are new ways of financing such
as a private-public partnership (PPP).

When will institutional, legal and
financial barriers arise?

Institutional, financial and legal barriers provide a context in
which the whole transport decision-making process takes place.
Most of them will be in existence before the project planning
commences, and should be fully identified during the initial
Scoping Phase of the project (see Section 2, Volume 1). This
may require inputs from specialists, for example, in relation to
the regulatory and legal framework, or in terms of
understanding funding regimes and constraints - both on when
and how funds can be spent.
In some cases, contextual barriers may be so severe as to
prevent the development of a transport project; for example,
charging drivers for using existing roads is not allowed in many
urban areas. In other cases, the Scoping work may identify
potential problems that should be addressed in more detail in
the detailed Preparation Phase, before the main project
commences. For example, it may be necessary to establish
special joint working arrangements with other agencies.
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How to deal with these barriers?

The best way to deal with contextual factors is to identify them
early on and to plan the project accordingly. Always keep in
mind that it is much easier to implement sustainable transport
solutions if: there is public support for these initiatives, there is
economic growth, and low levels of unemployment. Early
identification of conflicting interests helps to minimise their
influence on the planning process. The same goes for an early
involvement of experts on legal and financial issues and those
representing opposing interest groups.
Institutions involved in the process of planning and
implementing transport projects usually have quite rigid and
well established organisational systems but may find it difficult
to undertake these activities at a fast pace. One solution is to
introduce a new project management structure that can cut
across bureaucratic delays. It can help to enlist the cooperation of project champions across the organisational

Once the main project commences, then contextual barriers
may again influence the progress of the work. It is also
necessary to be aware that some contextual barriers may
change during the course of the project (e.g. new legislation,
or funding regulations) - which can either assist or hinder
progress.
Stages where such contextual barriers can emerge include:
Institutional barriers mainly come up during the decisiontaking stage when it is necessary to mediate between
the interests of different institutions in order to come to a
decision;
Legal barriers can come up at the option generation
stage (e.g. failure to gain planning permission), or
during/after implementation, when the effects become
visible and opposition groups go to court; and
Financial barriers often come up during implementation
as this is the project stage with the highest costs,
especially in case of major infrastructure projects.

structure. There are some common rules that apply for
minimising the affect of different legal barriers, such as finding
out at the start of a project what the legal regulations
surrounding your project are, by following the existing
regulations as strictly as possible and by planning your project
according to these regulations.
A contextual financial barrier would include the impossibility of
obtaining the required funding. This may result in the need to
look for other fund raising mechanisms. During the life of a
project it may become necessary to seek additional funds and
it is best to have in place, early on in the project life, strategies
for obtaining additional funding, if required. All contextual
factors can be a reason for the development of conflicting
interests during a project and also the background for the
development of management and communication barriers.

NOTES
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Practical Information
Overcoming institutional barriers

Differing or colliding interests of the involved institutions often
cause major problems in the decision-making process,
therefore it is important that the project manager and the
management board have a clear understanding of the
interests of the different institutions involved and how
decisions are made in these institutions. This allows an early
identification of upcoming problems and enables the project
partners to understand and influence decisions in these
institutions. In this regard, problems between different
institutions are easier to overcome if a clear differentiation of
responsibilities and tasks exists from the beginning or is
agreed on during the early project stages by all stakeholders.
A radical approach to avoid and limit institutional barriers is the
creation of project specific institutions for the planning and/or
implementation of a project. While this approach is not
possible for all kind of projects it is sensible and is often used
for the implementation of major infrastructure projects.
A failure to overcome institutional barriers can lead to
management and communication barriers, as these three
barriers are closely associated.

Overcoming legal barriers

Legal barriers are often the result of conflicts between
personal interests and common goals. For example, in
infrastructure projects when the implementation of the project
requires the purchase of private land. The best method to limit
these barriers is to plan as much of the necessary
infrastructure on public owned land as possible.
Sometimes it is not possible to implement a project without
confronting existing legislation. This problem can be more
significant for sustainable transport projects as the existing
laws are not always up-to-date and consistent with the
objectives of sustainability in transport planning. In such cases
the law will need to be modified or changed. To do this
successfully it is necessary to be aware of the legal problems
from the beginning, to have strong arguments and to plan the
project allowing enough time for to change the law.

Checklist: overcoming institutional,
legal and financial barriers

;

Does your project organisation facilitate the smooth cooperation of all partners involved? Do not exclusively rely
on existing structures, they may be inappropriate.

;

Does your project management team have sufficient
knowledge of the relevant institutional and legal
background for your project?

;

Have you established procedures that provide all relevant
information on the institutional and legal background at
the outset of the project?

;

Did you check the legal and financial background with the
legal and financial departments of your organisation?

;

Have you ensured that the required financial resources
are delivered as agreed and in due time?

;

Have you looked at comparable projects and how they
tackled the limitations that are a problem in your project?

Overcoming financial barriers

To overcome financial barriers it is advisable to plan your
budget with unexpected barriers in mind, reserving funds for
such problems. Convincing decision-makers of this necessity
may be difficult, but it is more efficient than to wait until
financial problems arise and then be forced to ask for
additional money. Prediction of project costs, the skill to
allocate an adequate budget to all project stages and tasks,
and a close monitoring of expenditures are important ways to
avoid and overcome financial barriers.
Despite all efforts and skills it can be the case that the budget
for a stage or task is overspent. In these cases it is necessary
to react flexibly, by shifting funds, start actions to reduce
expenditures or request new funds. Improved of fund raising
mechanisms and new funding sources play an important role.

Who participates and how?
Experts for institutional, legal and financial issues and
representatives of conflicting interest groups should
be involved from the beginning of the planning
process to provide input for their field of expertise.
How much does it cost?
To invest in the overcoming of contextual barriers is
not a cost factor in a project, as it is much more
expensive to neglect this and to wait until these factors
start to obstruct and delay the project planning and/or
implementation process.
What skills are required?
While a certain level of expertise is necessary for the
handling of contextual factors, the main input has to
come from external experts and from those
representing conflicting interests. Technical and legal
experts that are able to select and collect the needed
information (especially legal) and experts with
fundraising experience should be involved. If
conflicting interests are involved, good mediation skills
are important.
How it used with other techniques?
Taking into account these factors is an integral part of
the overcoming of barriers and of the project
management process.
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FS 31: Management (process barriers)
What are management barriers?

Management barriers may arise from project planning errors,
such as, unclear roles and responsibilities, blurred
assignments, an unrealistic time plan, etc. Other management
barriers include insufficient staff resources and skills, an
unsuccessful attempt to gain political acceptance for a project.
They are often the hidden cause behind other barriers, such as
running out of time and budget, poor communication, mutual
mistrust, etc. Thus, strong project management is important. It
requires a manager and a management team with relevant
skills and experiences. As the skills and experience of the staff
are the main instrument for overcoming these barriers, it
cannot be emphasised enough that it is important to recruit the
right staff at the beginning of a project as it becomes difficult to
correct such omissions later in a project.

When will management barriers
arise?

Management barriers are most likely to arise during the
Running of the Project Phase, though they may begin to arise
as early as the initial Scoping Phase (see Section 2, Volume 1).
They may sometimes result from personality clashes, but are
more commonly due to lack of clarity in roles and
responsibilities of different organisations and individuals. This
can be minimised by establishing the Core Project Team in time
for them to take responsibility for the Detailed Preparation of
the transport project.
As part of this Detailed Preparation in advance of project
commencement, efforts should be made to anticipate possible
management barriers and put in place procedures and
contingency plans to deal with them.
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How to deal with these barriers
Difficulties in project management are a major obstacle for the
smooth planning and implementation of a project as they can
cause delays or even the termination of a project. In general
terms, project management is connected with almost
everything in the project, but more commonly to management
barriers result from planning errors, particularly:
Poor project organisation: late involvement of key
stakeholders, unclear roles and responsibilities, confusing
communication structures;
Inappropriate planning of the project: starting without clear
objectives and performance criteria, unrealistic financial
and time plan, unclear tasks for the project team; and
Insufficient tracking of progress such that problems come
up 'unexpectedly' and force a re-active approach instead of
a pro-active one.

Once the main project has commenced, management barriers
can arise at any stage in the transport decision-making
process:
Insufficient resources can be a problem for all project
stages, but they are most severe during implementation
(cost intensiveness) and at the end of a project when
resources cannot be easily redirected;
Poor project planning can become a major barrier in all
project stages;
Lack of support for a project becomes a major barrier if the
project becomes disputed (during planning stages or
implementation stage);
A lack of clear objectives will become a problem during the
stage of option selection and decision-making; and
A lack of performance criteria are a problem throughout
the project, since it will be impossible to measure whether
progress is made as planned.

Further essential requirements of good project management
are:
A clear common understanding within the project team;
Clearly defined objectives; and
Measurable performance criteria.
As always with barriers, the best approach to overcome them
is to avoid them from the start of a project. Unfortunately, it is
not always possible to anticipate and avoid management
barriers in advance; therefore, it is also important to prepare in
advance for dealing with management barriers. A possible
solution is to manage the available resources, plans and
support in a flexible way, for example, by shifting staff
resources. In the case of severe management barriers this may
not be enough making it necessary, to seek additional
resources, revise the entire work plan or to obtain additional
political support.
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Practical Information
Overcoming management barriers
Lack of resources
There are two different meanings to lacking resources:
(1) General lack of availability: this refers to financial
barriers, management has only a limited influence.
(2) Inefficient use of resources: this problem and its
solution is fully up to the management.
There are various ways in which management barriers can
be avoided or overcome. To avoid a funding shortfall the
project management team needs to provide a detailed and
well constructed argument for the project and ensure that
there is strong political support for the project. It is
advisable to include contingency budgets within the cost
planning to allow for unexpected problems. Having
obtained the funding for a project there are certain actions
that can be taken to avoid management barriers arising:
Flexibility in the use of resources;
Monitoring and reporting of progress; and
Training staff to handle such problems and to use
resources more efficiently.

Lack of support on an institutional
level
It is important to start with clear objectives. This will help to
ensure that stakeholders agree on the direction of the
project and to limit disputes on choosing the direction to
achieve these objectives. Commitment of the senior
management is a vital ingredient in avoiding these
barriers. The causes of the barriers must be clearly
identified. Barriers may occur if there is poor
communication at the institutional level. This may require
the setting up of a new structure to encourage dialogue.

Inappropriate planning of the project
A full understanding of the project goals and a review of
similar transport projects is necessary to avoid
inappropriate planning of a project. If the necessary
knowledge and experience is not available in the project
consortium then its members must look for it elsewhere and
recruit external assistance.
Tracking progress
Delays on a daily basis and a general non-compliance with
the work plan are often caused by insufficient tracking of
progress. The development of a reasonable work plan at
the start of the project and the continuous use of monitoring
instruments are the main means to overcome such
problems.
Lack of political support
It might appear that it is only necessary to get the support
of the political majority (and most transport planners follow
this approach). However, this can involve risks as it is
possible to lose some of this support during the
implementation of a project and quite difficult to get
additional support when a project is in the later planning or
the implementation stage. Therefore, it is advisable to try to
get a broad political support at the beginning of a project.
Poor or unsuitable project organisation
Implementing a project without a structured project
organisation is the cause of many barriers. For all projects
it is vital that there is a project manager, management team
and a detailed division of roles and responsibilities. In most
cases this organisation is based on existing structures and
previous experience. However, for large infrastructure
projects it may be advisable to develop new structures and
organisations.

Who participates and how?
All project partners should be involved and work
together to handle management barriers as a joint
effort. It is not always possible to solve management
barriers. Consensus decision-making structures can
enable the project manager or the management team
to overcome them.
How much does it cost?
Foresighted investments in the overcoming of
management barriers are not a major cost factor. In
any case the costs caused by management barriers
and the connected delays are higher.
What skills are required?
Extensive knowledge and practical experience of
project management techniques by the project
manager and the project management team are the
main skills required for overcoming management
barriers. Experience with similar projects are helpful to
identify possible barriers early in advance.
How it used with other techniques?
The overcoming of all kinds of barriers is interrelated.
Contextual limitations, such as, lacking resources or
lacking political support make it more difficult or
impossible to manage the project appropriately. Poor
management leads to a whole series of subsequent
problems such that the initial problems are
aggravated.
What are the drawbacks?
It is often difficult to allocate a lot of resources for the
overcoming of unexpected management barriers as it
is not possible to specify them in detail in the work
plan.
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FS 32: Communication barriers (process barriers)
Overcoming communication barriers

Finding practical solutions for communication problems is a
critical aspect in transport projects. This applies to the
interactions between project partners and engagement
activities. The overcoming of these barriers between project
partners require good communication and mediation skills and
a willingness of all involved to negotiate. Solving problems in
communication with stakeholders requires certain skills and
experiences on the side of the project partners to enable
sensible decision to be taken regarding who and how
stakeholders should be involved. Communication problems
can hamper the decision-making process, as if stakeholders
feel ignored they will not fully support a project, and will also
have a negative impact on the working climate of a project.
Unsolved communication problems in the engagement
process are even more problematic as they can lead to
stakeholder opposition to a project.

Overcoming communication barriers
throughout your project

Communication barriers can occur at any point during the life
time of a project. Developing a positive communication climate
within a project in the early stages determines how
communication problems between project partners will be
handled later during the project.
The origin of communication barriers with external stakeholders
is often as a result of an unsuitable or non-existent engagement
strategy from the outset, in which stakeholders have been
omitted or involved too late in the process. Such groups may
call all previous decisions into question which can cause
serious delays to the project. Therefore, starting the
communication with all affected stakeholders early on in the
project can significantly reduce the number of major
communication problems later in the decision-making process.
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Overcoming communication
problems between project partners

Many communication barriers between project partners centre
around technical, administrative or financial issues. The main
risk is that they destroy the unity and working relationships
within a project consortium. Several instruments exist for
overcoming these barriers. The most appropriate ones for
dealing with these barriers are consensus building techniques
involving small groups amongst the project partners. A project
manager should be well trained in these tools. However, the
precondition is that all involved partners are willing to discuss
problems and to reach commonly agreed decisions
(compromises). Good communication and mediation skills of
the project manager and a clear project structure, defining the
roles and responsibilities of all involved partners, are also
helpful to avoid and overcome internal communication barriers.

Overcoming communication
problems with external stakeholders

Problems in the communication with external stakeholders,
such as politicians, the media, lobby groups and the public
most often stem from:
Non-involvement of key stakeholders;
Use of unsuitable techniques for engagement;
Provision of information not customised for the targeted
group; and
Wrong timing of communication activities.
To solve these problems, at least one of the project partners
should have the necessary communication skills and
experience to find out what went wrong and to suggest
alternative communication strategies. Personal contacts with
the concerned groups are also an effective instrument for
solving communication problems, as they allow informal talks
to clear up misunderstandings.

NOTES
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Managing the overcoming of
communication barriers

The main objective of internal project communication is to
create a positive communication environment between all
project partners. The main aim behind the engagement with
external stakeholders is to reach a broadly accepted solution.
Ideally, even the least supportive group should say: ‘I still
disagree, but I comprehend why and accept how the decision
has been made’. If this point can be reached then the conflict
management was successful.

Early identification of communication
barriers
In order to limit and overcome communication barriers it is
necessary to identify them early on during their development:

Find out which project partners have differing opinions or
interests regarding a project;
Keep a close eye on the internal communication process so
that no project partner is isolated within the project;
Try to identify possible opponents at the beginning of a
project; and
Keep a close eye on how a project is discussed by
politicians, media and general public.
If you are able to identify a communication problem early in its
development, it is often possible to solve it before it becomes a
major barrier. This does not need extensive resources; it could
require an informal talk with a project partner that shows signs
of dissatisfaction, the inclusion of an additional actor in the
engagement process, or the provision of some specific
information regarding the project. The preconditions for such an
approach are project structures and a project management that
allows an early identification of communication problems and
an immediate implementation of solutions. Since this approach
requires less resources, as it is easier to solve small obstacles
than big barriers, it is preferable to tackle communication
problems during their development, than to wait until they have
become major barriers.

Checklist: overcoming communication
barriers between project partners

;

Are the roles and responsibilities within the project team
well defined?

;

Is there a clear list of requirements in a written form for all
tasks outsourced to external consultants?

;

Does the internal communication structure provide for an
early identification of problems?

;

Are there project partners with differing opinions and
interests regarding the project?

;

Does your project manager have good communication and
mediation skills?

;

Were you able to create an atmosphere of mutual trust for
the communication between project partners?

Checklist: overcoming communication
barriers during engagement

;

Did you identify the most probable sources of opposition at
the beginning of the project?

;

Did you involve all stakeholder groups interested in the
project?

;

Did you start your communication activities early on in the
project?

;

Is your communication/engagement strategy customised
for the targeted stakeholder groups?

;

Does your project and project management structures
allow a fast reaction to communication barriers?

;

Are the resources available sufficient for overcoming major
communication barriers?

Who participates and how?
External communication should follow the
predetermined communication strategy and be led by
the project manager and project team. Project partners
should also be closely involved in the communication
strategy.
How much does it cost?
The costs for overcoming communication problems
early on during their development are minimal. If a
major communication problem emerges there can be
major expenses for campaigns, additional
engagement activities and delays in the work plan.
What skills are required?
For overcoming internal barriers between partners the
person coordinating the project needs the ability to
negotiate compromises. For identifying solutions for
external communication problems, extensive skills and
experience regarding communication and engagement
techniques are required.
How it used with other techniques?
The overcoming of communication barriers depends
on the availability of resources and has to be
coordinated with the overcoming of other barriers.
What are the drawbacks?
Communication problems with external stakeholders
(e.g. regarding project acceptance) cannot always be
entirely resolved. However, if all stakeholders have
been involved in the process there is a greater chance
that even opposing groups will feel that their views
have been taken into account.
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FS 33: Measuring indicators

Project indicators are generally quantitative in nature and can
be grouped into three main categories:
Input indicators, which document the main resource inputs
to the project at each stage;
Process indicators, which monitor on-going project
activities (and may include qualitative indicators): and
Output indicators, which document the products and
services produced by the project.
A fourth group of indicators, known as 'outcome' indicators,
assess the success of the completed project in terms of
meeting its objectives; this is covered elsewhere. ( see FS 36)

Hints for selecting project indicators
Project indicators should be:

Cost-effective, in terms of supplying the required
information at reasonable cost;
Capable of being collected at pre-determined time
intervals in a consistent manner;
Able to give insight into the expected result or condition,
and collectively meet the needs of project managers and
address the concerns of various stakeholder groups; and
be
Quantitative wherever possible, though in some cases a
combination of qualitative and quantitative indicators can
provide additional insight.
Clear responsibilities should be assigned for indicator data
collection, collation and analysis.

Why use project indicators?

Project indicators perform a crucial role in effective project
management, at each stage of the transport decision-making
process, by enabling resource use and delivery to be carefully
monitored. Monitoring requires the systematic and continuous
collection and analysis of information about the progress of a
project over time, and is therefore dependent on a set of wellchosen indicators.
Indicators provide a means of quantifying progress, and
assessing the efficiency and effectiveness of the project. While
certain types of indicator are common to most projects, the
precise definition of each indicator may vary from project to
project and according to whether this is a strategy or a scheme.

Principles underlying selection of
indicators

Choosing the most appropriate set of indicators requires
careful thought. It should be guided, on the one hand, by the
specific nature of the project (types of resource use, type of
project operation, etc.) and on the other by the ready
availability of information.
If the wrong item is measured, or if it is measured in an
inappropriate manner, then the resulting data may be
misleading and the quality of decisions could be adversely
affected. To ensure that a suitable set of project indicators is
collected, indicator selection should involve a number of
people, including the project management team, project
partners and key stakeholders, as well as those who have the
technical expertise to understand the strengths and limitations
of particular indicators.

Recommendations

Resources

Based on the experience of GUIDEMAPS, we recommend that:
Flexibility in the choice of monitoring techniques and
indicators is crucial;
Simplified approaches should be used for smaller scale
projects;
Once a particular set of indicators has been agreed, it
should be applied consistently;
The costs for monitoring will vary according to the type of
project, but are likely to increase with the;
Number and variety of sources that need to be
monitored;
Frequency of monitoring and reporting;
Accuracy-level that is required; and
Complexity of monitoring techniques.

(Input Indicators)
PROJECT MONITORING

What are project indicators?

Activities / Actions taken
(Process Indicators )

Output
(Output Indicators)

Outcome
(See Tool:
Outcome Monitoring and Evaluation)
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Measuring input indicators
Input indicators measure the resources, in terms of time, cost and
skills, that have been consumed during each stage of the
development and delivery of a particular strategy or scheme. The skills
and experience of the available project staff will influence the decision
as to whether to undertake the monitoring process in-house, or in
partnership with other agencies or using external consultants.

Input indicators should:
Cover all the main types of resource inputs to the
project, using units that match those in the work
plan; and
Be collected on a regular basis, taking particular
account of key timing points, such as project
milestones.

Measuring process indicators
These measure how well the project management process is working,
and whether the programmed activities are being carried out as
planned. Among the project management team, this includes
assessing internal and external communications, and the speed and
effectiveness with which problems that arise are recognised and
resolved. In terms of stakeholders, there is a need to regularly assess
whether and how their concerns are being addressed, and to measure
their satisfaction with the engagement process.Some process
indicators draw on the input and output indicators to derive overall
measures of project efficiency (e.g. outputs per unit input), which can
be monitored over time.

Process indicators should :
Address all aspects and stages of the transport
decision-making process;
Cover both internal project management and external
stakeholder engagement activities; and
Provide key data for project managers, both in the
form of quantitative measures of progress against
targets, and in terms of satisfaction indicators
They can also be used to motivate and focus the project
team on achieving project milestones, and can provide
staff with the necessary data to communicate progress to
stakeholders. (see FS34: Tracking progress).

Measuring output indicators
Output indicators measure what the project has achieved in terms of
delivery to clients and other stakeholder groups, both at the conclusion
of the project (e.g. km of cycle lane constructed), and at key stages
(e.g. completion of preparation of track bed for laying light rail track).
Other examples of output indicators for transport schemes might
include:
Total length of new tram routes; or
Successful implementation of new internet-site for mobility
management; or
Number of schools with adopted travel plans.

Examples of output indicators in relation to stakeholder
engagement might include:

Who participates and how?
The development of a successful set of project
indicators that will form the basis of the monitoring of
the project decision-making process requires the
involvement of a wide range of specialists and key
stakeholder groups. This is best begun during the
early stages of project formulation, and can then be
refined as the project develops.
How much does it cost?
The costs of measuring indicators is strongly
dependent on how much of the data already exists,
whether it requires additional processing, and how
many of the indicators require a special data collection
effort. Monitoring can be expensive, so start with an
inventory of existing data sources across a wide range
of relevant organisations.
What skills are required?
Detailed knowledge about techniques for data
gathering, data processing and data analysis is
needed.
What are the drawbacks?
Measuring project activities and progress by using
indicators gives a clear picture what has been
achieved, and can avoid costly delays. However,
problems can arise if there is a failure to agree on a
set of indicators from the start. It is most important that
the team selects the right indicators, with broad
agreement, as the decision-making process will be
damaged if the wrong things are being measured or
there are important omissions.

Number of public hearings or meetings at a given
stage in the transport decision-making process;
Number of leaflets distributed;
Number of people visiting an exhibition; and
Number of visits to a web site.
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FS 34: Tracking progress
What is tracking progress?

Once a preliminary work plan has been completed, with clearly
stated aims and objectives, it is important to decide how
progress will be monitored and how this will fit in with quality
management strategy and with the final evaluation of the
strategy or scheme. Tracking progress is crucial in order to give
appropriate and timely notice to project managers,
stakeholders, decision-makers or the general public about how
the project is developing.
Tracking progress is sometimes defined as 'process
evaluation', which includes the monitoring and control of the
daily workload, as well as a more strategic comparison of
objectives against outputs. This would include an assessment
of the various project activities (e.g. what was intended to be
done to benefit whom and was it really done?).

Developing a ‘tracking progress’ plan

There must be agreement on techniques or procedures for
tracking progress from the start. This should be in the form of
a written statement, to help focus attention on what the project
is intended to achieve and how. Such a statement of work
normally includes:

Purpose
Why and by whom the project was established, the scope of
work to be performed, and the general strategy for
accomplishing this work , including:
Objective: particular results to be achieved;
Constraints: restrictions on how the project can be
designed and delivered; and
Assumptions: information that is not at present known with
certainty.
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Benefits through transparency

The detailed documentation of progress can help to mobilise
further resources and attract other partners to support the
goals and the implementation of the strategy or scheme. Those
who can assist in project delivery in some way need to be sure
that their interests and concerns are being taken into account
during the process, and that any resources they have provided
are being used in an efficient manner. Other agencies and
private companies are more likely to co-operate with
municipalities or other commissioning bodies that show an
interest in improving their management and decision-making
processes.
Tracking of progress should show transparency, accountability,
and efficiency, and should be carried out as a participatory
task. This means collaboration and partnership across
professional and sector boundaries, and with potential users of
the new services.

Identifying the people involved
Begin to develop a list of all the people or groups interested in,
affected by, or needed to support the project, at the earliest
opportunity. People will have different interests and roles, such
as:
Drivers: people who will define, to some extent, what results
your project is to produce;
Supporters: people who will enable or perform your project
work; and
Observers: people who are interested in your project, but
are neither drivers nor supporters.
Assigning roles and responsibilities
Clarify the roles and responsibilities that each person will have
in the project team, to encourage well coordinated,
collaborative working. Prepare a responsibility chart to identify,
for each activity in the project, who will work on it and what that
person's particular responsibilities will be.

Asking the right questions

The effective tracking of progress involves asking the right
questions about the transport decision-making and
implementation process, including:
What (especially) do we want to accomplish?
Whose opinions and goals have to be considered?
What work has to be performed?
When does the work have to be done?
What specific responsibilities will different people have?
Have all the people the required expertise?
What additional resources may be needed to support the
work?
What might go wrong, and how will it affect the project if it
does?

Developing a realistic schedule
Prepare a realistic schedule for performing all the project
activities. Developing such a schedule requires taking into
account:
The time it will take to perform each activity individually; and
The order in which the activities must be performed.
It may help to create a flow chart of the work to be performed
and the amount of time each task will take.
Estimating resource requirements
Identify all resources (input indicators) needed to enable the project
tasks to be carried out, in the time frames specified. For each type
of resource, develop a resources matrix (i.e. what quantity of each
resource will be needed for each activity and when).
Dealing with risk and uncertainty
Risk covers both the possibilities that things will not go as well
as expected, and that things will go better - but perhaps
differently - than expected.
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Before and during project implementation, the
following points should be kept in mind for tracking
progress:

Tools for tracking progress
Tracking progress through software tools

Specific project management tools could be used to track
progress (e.g. software tools like MS-project). This could also be
done using paper and pencil (which might be simpler in small
projects), but most software tools have special features to collect,
analyse and present the data. This will be especially useful if you
have to track several connected projects in parallel.

Stage of Affairs

The programme manager needs to have an overview of the
general progress of the project. The information required is
essentially an aggregation of the status information for each
individual subproject. However, the complexity of aggregating
status information to provide a top-level view for decision-makers
and stakeholders should not be underestimated: by the time the
data is collected, entered into the tool and the aggregate reports are
generated, the information is no often longer current.
Large technical documents are not appropriate for a monitoring
report. A summary report is required, in which key findings and
trends are described in a readable format.

Target
Actual
Phases

TRACKING PROGRESS
FOR:

Tracking progress through reports

Monitoring the progress of a project should show a clear link
between objectives, outputs and outcomes. It might be helpful to
illustrate this in a simple table, as shown below.
Budget, Costs
Dates, Timing
Ressources ,

Output
Outcomes

Tracking progress through meetings

A process or progress monitoring working group, operating at
different levels of the project, also provides a means of tracking
progress. Such a working group has two functions: to collate
information on progress and to solve problems. Often a meeting
gives more insight to the 'real' progress than reading a report or
just checking objective indicators: it can be very easy in a written
document to say that everything is going well. Therefore, it is
wise to directly ask the people involved about their experience
and concerns at various points during the process.

Indicator

Source of
data
Annual
Public
growth in transport
bus use
operator
Reliability Interview
survey

Objectives Baseline Actual
& targets
year
year
x% by yr 1 x %
y%
x% by yr 2
+x% by yr1 x %

y%

Tracking progress is a continuous task and needs
significant effort;
It provides the basis for identifying necessary
corrective actions to put the project back on track
and save further resources;
The goals and targets that are set should be
specific to the local strategy/scheme;
As part of tracking progress it is important to
define milestones;
Using information from progress tracking needs to
be done on the basis of clear responsibilities,
especially regarding who will decide about any
necessary adaptation of the original plan;
The current 'state-of-the-project' should be
reported on a regular basis;
Qualitative techniques should also be used as
part of progress monitoring, that ask people about
their opinions and concerns about the process;
The results of progress tracking and any resulting
decisions should be transparent to all the persons/
institutions involved; and
Tracking progress can be assisted by advanced
(software) tools, though they are an aid to and not
a substitute for management.

Tracking progress through surveys and
questionnaires

Where there is a need for feedback from users or customers, or
the project group is very large, it might be helpful to use a
questionnaire survey to track progress over time. While this can
give very valuable insights, it can also be resource intensive and
time consuming, so it should be used sparingly.
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FS 35: Data collection and data storage
Why consider data collection and
storage?

Successful project management relies on the timely delivery of a
wide range of data of appropriate quality, and this has to be
collected, checked, analysed and stored. Like other processes,
data collection (or collation) and storage requires planning, ongoing attention and fine-tuning, through process monitoring, error
checking and staff training. It also requires a dedicated budget
throughout the project decision-making process.
The specifics of data collection and collation vary according to the
type of strategy and scheme, and the local availability of existing
data. But, it is important that data collection/collation activities are
proactive as well as reactive. For example, for outcome
evaluation, 'before' and 'after' data will be needed in a comparable
form, so this requires a well planned data collection and storage
plan from the start of the project.

Key steps in collecting and storing data
1. Selecting a Will a sample be necessary (e.g.
monthly sample from a continuous data
data source

source; population sample for a survey)?

2. Collecting
data

Which method is best suited to collecting
new types of data: group discussions,
interviews, observations, counts?

3. Storing
data

How will data (raw and analysed) be
coded, stored and documented, by
whom and where; who will have access,
will there be a backup ?

4. Analysing
data

Which programs will be used for data
analysis? How will the information be
presented in reports?

At what stages will information be
5. Feedback
shared with other staff, stakeholders, the
&
dissemination public etc. and how will it be presented ?
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How to set up a data collection system

Data collection and data storage should be embedded within the
whole process of project management. It is strongly connected
with project objectives, decision-making processes and
indicators.
There should be one person within the project team who has
responsibility for data collection, data collation and data storage
- though more specialist types of data analysis might be carried
out by other project team members or external consultants.
The keys to efficient and effective data utilisation are:
Good documentation of data sources (content, date of
collection, reliability, etc.); and
Easy data access to project team members and nominated
outsiders (subject to safeguards), in a form suitable for a
variety of analyses.

Successful data collection and
storage

There are some characteristics which are central to the
success of a data collection and storage system:
1) Data collection usually involves several people. Therefore,
one success factor is to encourage a well structured and
clear communication flow between the team of people who
collect, store and analyse data, as well as the various
client groups. At each point in the data collection/
collation/storage process, one person should be given
primary responsibility, with someone retaining an overview,
reviewing data needs and correcting information that is
missing, incorrect or incomplete.
2) It is generally an iterative process, with defined
checkpoints and feedback loops. Error-checking
procedures should be specified at defined points (e.g.
when forms are first completed, after data entry, prior to

Different types of data

There are two main kinds of data - quantitative and qualitative
- and in each case the techniques used to obtain the data, to
store the data and to present or analyse the data are different.
Quantitative data presents information in terms of numbers.
This includes 'hard', measurable indicators such as:
Money spent on the project.
New road infrastructure (km/miles).
Number of stakeholders attending an event.
But some aspects cannot easily be quantified. Here it is
necessary to use qualitative data. These can include the more
intangible benefits of increased acceptance of public transport,
improved community relations, or increased interest in
sustainable transport programmes. Qualitative data are
provided in the form of narrative accounts, interviews, or
observations.

report submissions etc.) and someone assigned to correct
the data, if necessary.
3) A good documentation system is required, which describes
how the data is stored (e.g. file-names, locations), the time
period the data refers to, who was responsible for collecting,
summarising, analysing and reporting on the data, etc.
4) Staff members must be well trained; they need to know for
which tasks and target group the data will be used, their own
roles and responsibilities, and be given the necessary tools
and resources to deliver.
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Techniques for collecting data
Method

Overall purpose
To gather information from a

Documentation
review

Observation

Focus groups

Case studies

Challenges

Can be administered to a
large number of people.
Relatively inexpensive.
Can be relatively easy to
analyse data.

Responses may lack detail.
Impersonal.
May require a sampling
expert.

To explore in-depth someone’s
experiences, views and ideas or
learn more about their responses
to questionnaires.

Obtain a range and depth of
information.
Develops relationship with
individual/group.
Enables discussion of
sensitive issues.

Time consuming.
Complex to analyse and
compare results.
Can be costly.
Interviewer could influence
results.

To examine the operation of a
project or programme without
interrupting it e.g. review of
applications, finances, memos,
minutes.

Provides comprehensive and
contextual information.
Information already exists.

Time consuming.
Information may be
incomplete.
Data restricted to what
already exists.

To gather accurate information
about a project, programme,
group or event.

Observe discussions and
practices as they are actually
occurring.
Can react and adapt to
events as they occur.

Can be difficult to interpret
behaviour.
Difficult to categorise
observations.
Observer can influence
behaviour.

To obtain in-depth and insightful
information through group
discussion.

Gather rich information on
people’s experiences &
opinions.
Provides a forum for debate
and discussion.

Time consuming to analyse
results.
Requires an experienced
facilitator.
Can be difficult to organise
participants.

To understand fully details and
experiences of a project or area.

Provides in-depth and
focused information.
A powerful way of
communicating information to
outsiders.

Time consuming to organise
and report information.
Represents depth of
information rather than
breadth.

Questionnaires large number or range of people
relatively quickly.
Surveys
Checklists

Personal
Interviews

Advantages

Who participates and how?
Data collection, collation and storage involves a wide
range of people from many organisations, including
those who hold relevant data (e.g. bus operators,
police, traffic engineers, planners), and those who
may collect new data, or become involved in data
analysis and reporting. Communication should be coordinated by the project team member with overall
responsibility for this aspect of the work.
How much does it cost?
In general, the costs and difficulty of data collection
increase as indicators shift from input through output
to outcome. It should be possible to collate data for
most input and output indicators from current
reporting systems, whereas data for many outcome
indicators may need to be collected through specific
surveys.
How long does it take?
Staff who are inexperienced in data collection are
often surprised how long it takes to collect data, to
check the data, to store it in the right format, to
prepare suitable documentation and to make
presentations to decision-makers, politicians etc. A
common mistake is, therefore, to allocate insufficient
resources to the task.
How to ensure data quality?
Regular formal and informal staff meetings, with those
who collect/collate and those who use the data,
provide a good way to discover how well the process
is working. Frequent reviews and checks of data, as
part of data entry, also provide an opportunity to
ensure that the data is useful and accurate.
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FS 36: Measuring outcome indicators
What are outcome indicators?

Outcome indicators measure the impacts, benefits and
changes that are experienced by different stakeholder groups
during or after implementation of the project.
To determine what impact a project has had, it is necessary to
compare conditions 'after' implementation with those that
existed 'before' implementation, taking into account other
external factors that may have had an influence on the
observed outcome (e.g. changes in car ownership, or a
national publicity campaign). Thus, monitoring outcome
indicators needs to start before the project begins.
Outcome indicators measure what impact the project has had,
in terms of meeting underlying policy objectives. For example,
are more people cycling now? Has car use decreased? Has air
quality and traffic safety improved?

The role of outcome indicators in
evaluation

Post-implementation evaluation examines the consequences of
implementing a strategy or scheme, and how these relate to the
intended consequences that provided the justification for going
ahead with the project. Outcome indicators thus provide crucial
information about the performance of the project and, in
conjunction with data on resource consumption (i.e. input
indicators), enable factors such as cost effectiveness to be
assessed. Outcome indicators may need to be provided in the
short, intermediate and long-term. The timing of a postimplementation evaluation (and the collection of the associated
outcome indicators) is important, because if it is carried out too
soon, the full impacts arising from the project may not be
captured (e.g. build up of patronage on a new tram line).
Conversely, if it is undertaken too late, resources will be wasted
and similar projects will not benefit from the lessons learnt.

Using outcome indicators

Before selecting indicators, establish:
Whether you need to compare your results with those from other
projects, or to conform to certain reporting formats (e.g. national
requirements for large infrastructure schemes);
Over what time period the outcome indicators need to be
measured;
How the impacts of the project will be determined (e.g. by
collecting 'before' and 'after' data; by collecting data in another
area to control for the influence of external factors, by
interviewing key stakeholders to assess their views on the
projects impacts);
What level of detail and accuracy is required (and your
stakeholders expect) from the outcome indicators and
evaluation; and
What data already exists that might be used as part of the postimplementation evaluation.

The focus of post-implementation evaluation: individuals or systems?
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PROJECT MONITORING

Impacts and associated outcomes can be assessed at two main levels: the individual and the system levels. It is generally necessary
to evaluate at both levels, but where the emphasis is placed will have a major impact on the types of outcome indicator selected, the
data collection and analysis techniques, the time-frames, costs, etc.
At the system level, aggregate changes in the use of the
Individual level impacts measure the change of behaviour
of individuals or similar groups of persons. At this level it might
transport system, or project impacts on, say, the environment
be necessary to have a 'target' group and a 'control' group, to
are the centre of attention. At this level, some wider outcomes
establish whether the observed changes in behaviour are really
of a project can be evaluated, such as corridor accident
due to implementing the project, or to some other external
reductions or increases in city centre economic activity. Much
factors. This usually requires surveys and interviews. Members
system level data is already collected by different agencies,
of the control group should have similar characteristics to the
though often large amounts of data have to be handled (e.g.
target group, and the data should be collected at the same time
continuous traffic counts), and judgements will need to be
as for the target group.
made about how to sample from or compress the data. Hence,
data analysis and interpretation will be very different from that
In order to identify what has changed and why, it is important to
at the individual level, and requires different skills. Again, the
recognise that there are different stages in the behavioural
question has to be addressed as to whether the observed
change process, each of which may require monitoring, under
changes or effects were caused by the project or other
certain circumstances. An example of such a behaviour change
external factors or measures.
model from the European research project TAPESTRY is
illustrated on the opposite page.

Resources
(Input Indicators )

Activities / Actions taken
(Process Indicators )

Output
(Output Indicators )

Outcome Monitoring
and Evaluation
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A model of behaviour change

The EU TAPESTRY project views change as a
'bottom up' process, starting with awareness raising
and ending with a new pattern of habitual behaviour.
Each stage could be measured as a potential project
outcome, depending on its project objectives.

7. Habitual behaviour

Long term adoption of sustainable modes?

6. Experimental behaviour
Trying out new travel choices?

5. Making a choice

Really intend to modify behaviour?

4. Evaluation of options
Is there actually a viable alternative?

3. Perception of options
Perception of sustainable modes?

2. Accepting responsibility
Accept personal/corporate responsibility?

1. Awareness of problem
Aware of issue of traffic congestion?

Examples of outcome indicators

Transport projects often have various levels and types of impacts.
According to the variety of measures and actions within a transport
project, outcome indicators have to be defined for a particular time
period (such as the peak-hour) and geographic area (such as a
particular destination, district or region). The following examples give
an idea of possible outcome indicators, though it is not a
comprehensive summary:
Transport system
Average annual transportation expenditures per capita.
Quality of the pedestrian and cycling environments.
Increase in public transport trips (%).
Safety
Number of fatal, serious and minor accidents.
Crashes and crash fatalities per capita.
% of roads which have a footpath on at least one side.
Accessibility
User satisfaction with ease of access (for motorists, transit
users, pedestrians etc.).
Mode of transport used by residents to go into the central
business district.
Travel times
Reductions in traffic congestion.
Peak travel times to/from important destinations from the
city centre.
Percentage of bus journeys operated on time.
Environment
Levels of carbon monoxide emissions in the city centre.
Proportion of residents disturbed by traffic noise.

Who participates and how?
Since the outcome indicators define the overall
success of the project, and this affects a wide range of
decision-makers and stakeholders it is very important
to involve a range of interested groups in the selection
of these indicators - more so than in the case of the
selection of project indicators. This might be achieved
through a variety of engagement techniques, such as
workshops or focus groups.
How much does it cost?
Important system level outcome indicators are often
already being collected by an organisation - though it
may be difficult to find out who holds the data and
obtain their permission to access it. Here costs are
more associated with specialist technical data
analysis. Significant costs are more likely to arise in
collecting individual level data, but this can be
reduced through carrying out on-mode or on-street
surveys, or distributing self completion
questionnaires. It may also be possible in some cases
to use observational surveys (e.g. counts of people
arriving at a worksite by different modes) as a
substitute for personal surveys.
What skills are required?
Specialist skills may be needed for different types of
data collection and analysis, such as household
surveys, focus groups, analysis of traffic count data,
or of accident data.
What are the drawbacks?
While the measurement of outcomes is an essential
part of post-implementation evaluation, it is possible
to spend large sums of money with little effect. The
key problem is often establishing project impacts
against a constantly changing urban environment, so
this has to be carefully planned from the start.

Social
Quality of transportation options for non-drivers and lowerincome people.

Source: EU TAPESTRY project
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FS 37: Post-implementation evaluation
What is post-implementation evaluation?

Post-implementation evaluation is the final stage in the completion
of a transport project, and is concerned with examining how well
the project has 'performed' against a range of objectives, in the
context of various contextual barriers and other restrictions. In
doing so, it draws on both project and outcome indicators.
A primary distinction is drawn in this handbook between transport
'strategies' and 'schemes', each of which requires a different type
of evaluation:
a) Strategies - set out an approach to achieving a set of high-level
objectives, relating either to particular problems (e.g. air quality) or
desired behaviours (e.g. increase cycling); they usually comprise
a range of schemes.

Why conduct post-implementation
evaluation?

This is the most important point at which to review the project
planning and implementation stages, and the overall results of
the project decision-making process. This helps in:
Identifying any constraints or bottlenecks that have impeded
the project;
Assessing the actual benefits and the number of people who
have benefited;
Providing guidance on the strengths and weaknesses of the
project, for future replication; and
Identifying the extent to which the intended objectives of the
project have been realised.

b) Schemes - single, non-divisible actions, delivering a specific
output, with a fixed time schedule and dedicated budget.

The process
Phases of post-implementation evaluation

1. Definition of the scope and purpose of the evaluation,
including assumptions about the possible types and range of
factors to be included.
2. Planning the evaluation, including the sub-tasks:- identifying the aims and objectives of the project;
-

identifying relevant input, process, output and outcome indicators
that will be used to judge progress and achievements;
deciding how impact and causation will be assessed ('before'
studies, 'control' areas, etc,);
choosing an evaluation method for weighting the various indicators,
and perhaps deriving a measure of cost effectiveness.

3. Data collection and collation, data control and data storage.
4. Analysis of data and comparison of results against the
various project objectives.
5. Formal evaluation, to assess cost-effectiveness (optional)
6. Reporting and dissemination of findings, including
recommendations for future projects.
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Questions to be addressed by the
evaluation

The following types of questions should be addressed during the
post-implementation evaluation:
1. Relevance - Did the project provide a good solution, given
the nature of the situation requiring improvement? Did it
address various stakeholder concerns?
2. Effectiveness - Have the planned aims and objectives been
fully realised, in terms of the outcomes of the project?
3. Efficiency - Were inputs (resources and time) used in the
best possible way to achieve the agreed outputs? What could
have been done differently, to improve the cost-effectiveness
of implementation, at an acceptable cost?
4. Wider Impact - To what extent has the project contributed
towards broader or longer-term policy goals? What
unanticipated positive or negative consequences has the
project had? Why did they arise?
5. Sustainability - Will the project contribute to sustainable
transport over time, now that it is in operation?

Characteristics of evaluation

Evaluation involves the assessment of a project's performance,
efficiency, and effectiveness (both expected and unexpected) in
relation to the stated objectives of the project. It is a process of
codifying the various impacts, in some form of assessment table,
and then judging the value of what a strategy or scheme has
achieved, possibly in monetary terms. Hence it is different from
monitoring, which is mainly concerned with observation and the
reporting of observations.
Since post-implementation evaluation is carried out ex post, it
can make use of empirical data on reported or observed
impacts, rather than relying on forecast impacts, as in the case
of option assessment. However, it should also include the
judgments of people involved in the process, and the valuation
of different impacts may be a very subjective process.

Aspects of post-implementation
evaluation

Various forms of detailed evaluation can be carried out, by
drawing on and comparing various input, output and outcome
indicators. There is a wide range of potential areas to evaluate,
such as:
Behavioural impacts;
Accessibility impacts;
Cost effectiveness;
Traffic impacts;
Economic impacts;
Social impacts;
Environmental impacts;
Safety impacts; and
User and stakeholder perceptions.
The evaluation should take into account the distribution of
impacts - since some groups/areas may gain at the expense of
others.
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Practical information
Distributional effects
Each of the types of impact to be evaluated could be
subdivided to explore the distributional consequences, both for
certain population groups (e.g. local residents or businesses),
and for different geographical areas (e.g. city centre versus
suburbs).
For each subject area (e.g. road user benefits), the particular
impact of interest (i.e. objective) needs to be tightly defined, as
should the precise units of comparison. There might be several
types of scheme that could deliver similar kinds of benefit, by
using different mechanisms and with varying degrees of cost
effectiveness, so it is essential to be able to make strictly
comparable assessments of each one.
An example of what is required is provided below for one
subject area:
Subject area:

benefits for transport users

Objective:

reduction in travel time

Indicator:

travel time saved per person

Comparison-unit:

hours/year

Reporting on Lessons Learned
It is useful to prepare a written post-implementation evaluation
report. The report should examine the project performance,
outputs and outcomes. There are some general questions that
should be addressed in this report, such as:
Were time and cost estimates accurate? How could they
have been improved?
What aspects should be repeated or avoided in similar
projects in future?
Should the project management approach and techniques
be changed for similar future projects?
Was the evaluation process able to address the questions
of concern?

Evaluation methods

There is a wide range of different evaluation methods from which to
choose, with different traditions and preferences to be found among
the European Member States. They can be used - with some
modifications - both for post-implementation evaluation, and at the
option assessment stage. A number have a strong economic
background.
A Cost-Effectiveness analysis compares the costs of
implementing different options for achieving the same specific
output or outcome. The latter is fixed and the evaluation focuses
on the different input costs.
A Benefit-Cost analysis compares the total monetarised
benefits against total costs of each option. While it is not limited
to a single objective or benefit, they have to be capable of being
monetarised, so that they can be added together.
Least Cost Planning is a type of Benefit-Cost analysis that
considers two very different strategies (e.g. new infrastructure
versus mobility management) for achieving the same objective.
Multiple Criteria Analysis can incorporate both
quantitative and qualitative criteria, and can be used when some
impacts cannot be converted to a monetary basis. Each option is
rated on each criterion, though the difficult part comes in
deciding how to combine and weight the different impacts to
provide an overall ranking or rating.

In one way or another, these methods evaluate the economic impacts
(costs and benefits) of a policy or project, to determine the net benefits
or net value (incremental benefits minus incremental costs). Where
benefits are monetarised, there are often standard values that are
applied to value certain impacts in different countries (e.g. values of
time, or values of life), or they can be derived locally using techniques
such as stated preference or contingent evaluation.
Post-implementation evaluation should ideally combine both
qualitative and quantitative indicators of the impact of the project. So
that, where cost-benefit analysis is used, this should be combined with
the qualitative information from user-surveys, in-depth case studies
and interviews, to provide a richer understanding of the impacts of the
project on different stakeholder groups.

Early agreement needs to be reached on the
evaluation method(s) to be used to assess the
project, as this will have a strong influence on the
kinds of indicators to be used and the data that will
need to be collected and assembled from the start
of the project.
It is important that the project has been fully
implemented and operational for a sufficient
period of time for its benefits and costs to be
accurately assessed.
Initial operational problems must have been
resolved, and sufficient experience and data must
have been accumulated to determine whether the
project has achieved the intended objectives, and
was successfully completed within the anticipated
timescale and budgetary constraints.
The best time after implementation to conduct the
evaluation depends upon the nature of the
strategy or scheme.

Benefits of post-implementation
evaluation:
These include:
Evaluation measures performance: evaluation
can provide tangible evidence that the resources
that have been put into a project has benefited
residents and other stakeholder groups. More
importantly, it helps direct future resources to
support the types of projects that deliver.
Evaluation demonstrates benefits to funding
sources and to the community: if the projects
include external funding, it is important to share
the results of the post-implementation evaluation
with funders, residents, and the community.
Evaluation can help to improve future processes:
another benefit of conducting a postimplementation evaluation is that the findings will
help to improve future transport decision-making
processes and procedures.
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Classifications
generally applicable
partially applicable
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Who to engage?

Wider audience

Targeted audience

When to engage?

Problem definition

Option generation

Option assessment

Formal decision taking

Implementation plan

Monitoring and evaluation

Type of Project?

Strategy

Scheme

Duration of engagement

Restricted

Continuous

NOTE: To be most effective, Engagement Tools should be used in conjunction with the development and implementation of a Media
Strategy (Tool T5, FS15-FS17) and a Marketing Strategy (Tool T6, FS18-FS21).
FS64: Open space event

FS63: Planning for Real 

T17

FS62: Weekend event

FS61: Transport visioning event

FS60: Stakeholder conference

FS59: Technical working party

FS58: Citizen juries

T16

FS57: Workshop

FS56: Focus group

FS55: Community visits

FS54: Topical events

FS53: Public meeting

T15
FS52: Information session/briefing

FS51: Information centre

FS50: Exhibition

FS49: Key person interviews

T14
FS48: Questionnaire surveys

FS47: Web based forums

T13

FS46: Internet techniques

FS45: Radio Shows& TV Shows

T12
FS44: Telephone techniques

FS43: Technical report

FS42: Newsletter

FS41: Fact sheet

FS40: Leaflet and brochure

FS39: Posters, notices and signs

FS38: Letter

Choosing an engagement technique
T18

Information giving and gathering
T12: Printed
public
information
materials

FS38: A letter
FS39: Posters, notices and signs

Interactive engagement
T16:
Information
events

FS50: Exhibition
FS51: Information centre

FS40: Leaflet and brochure

FS52: Information session and briefing

FS41: Fact sheet

FS53: Public meeting

FS42: Newsletter

FS54: Topical events

FS43: Technical report

T13:
FS44: Telephone techniques
Telephone
FS45: Local radio and television shows
and
broadcasting

T17:
Engaging
selected
stakeholder
groups

Engagement
Fact
Sheets

FS55: Community visits and study tours
FS56: Focus group
FS57: Workshop
FS58: Citizen juries
FS59: Technical working party

T14: Internet FS46: Internet techniques

FS47: Web based forums

T15:
Surveying
individuals

T18:
FS60: Stakeholder conference
Engaging
large groups FS61: Transport visioning event

FS62: Weekend event
FS48: Questionnaire surveys

FS63: Planning for Real 

FS49: Key person interviews

FS64: Open space event

Engaging hard to reach groups
T19:
Engaging
‘hard to
reach’
groups

FS65: Ethnic minorities
FS66: Impaired people
FS67: Young people and the elderly
FS68: People with low literacy levels
FS69: Apathetic people
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FS 38: A letter
What is a letter for?

Letters can be used as a part of an engagement process, by
sending a personally addressed letter to all affected
households, businesses or stakeholder groups. It should
outline the issue at hand and can invite comments, and should
always indicate where the comment should be directed to
within an organisation.

Using a letter to communicate

A letter is useful if you want to communicate in writing. The
following factors will help you to decide if it is the best way to
communicate your message, or whether it is better to use other
forms of printed materials (for example a poster, leaflet, fact
sheet, etc).

A letter can be particularly useful where messages are simple
and targeted to a relatively small number of people who are
directly affected by what is to be done. Personalising a letter
can be an important way to reassure people that their views
and problems are being considered in the decision-making
process for your project.

The number of people affected plays a considerable role. A
letter is not seen as affordable when there is a large number of
affected persons. Moreover, people expect a personalised
message if the issue is of significance to them. Letters should
be kept for relatively short and simple messages. If it is
important to include visual materials (maps and illustrations), it
is better to use another form of printed material.

In addition to widely-distributed letters, there may also be
occasions when a letter to a single recipient must be written in
response to a complaint or query.

A letter is most effective when a particular person or a particular
group is addressed (for example, a list of representatives of
stakeholder groups, or to maintain contact with people who

When should you use a letter?

Letters can be an effective way to reach people when the target
audience is known, such as residents of a local area, or even
employees of local business if letters are sent to the work place.
However, letters cannot be used if you need to target people
without knowing their home or business address, for example if
you wish to communicate with current users of a particular public
transport route. In this case, posters along the route, or leaflets
distributed at work or at interchanges would be more effective.
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Official letters are often written in an overly formal language
style which is unlikely to encourage people to read them.
Special care should be taken to avoid this by using clear, simple
language. If a large number of your target audience are likely to
have limited literacy skills in the official language, a tool with
more visual content is likely to be more appropriate.

NOTES

A letter can be used to announce the commencement of a
project or to invite people to a project event. It can also be used
to engage statutory agencies and organisations, to seek issues
to be considered in a project or to request feedback on the
project.

A letter can be used to consult a small number of people and
may be more cost effective than preparing a large brochure or
newsletter. A letter should be personally signed by somebody of
importance within the community, such as the local mayor or the
head of the department in order to stress the importance of your
communication.

have already indicated their interest in a project). Even when the
letter is addressed to its recipient by name, there is a risk that it
will be dismissed as junk mail, particularly if the relevance of the
information to the reader is not immediately apparent.

Official letter from the City of Cologne to residents announcing
the start of an internet forum.
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Writing letters
Give the logo and full address
of your organisation and the
date of the letter.
Address the letter personally.
Use mail merge software if you
are writing to a large number
of people.

Guidemaps City Council,
City Hall,
Main Street,
Guidemaps.

Dear Mr Smith,
We are writing to inform you about some changes to the transport network in Guidemaps
which will affect you. You may have noticed the construction work for the new tram network
which has been taking place in various parts of the city over the last 4 months. In late
February, work will begin on the sections of the line which pass through your neighbourhood.
This work is expected to last 3 months and will inevitably cause some disruption to traffic.
During the work, Broad Street will be closed to cars. As a result, there will be an increase in
the amount of traffic using the surrounding streets and some delays will occur.
The enclosed leaflet contains details of alternative routes to the town centre, including

Keep text short and simple.

footpaths, cycle paths and bus routes, to help you to avoid the most congested areas during
this time.
If you would like more information, please contact 01234 567890 or call in at the information
centre at 14 Main Street.

Give direct contact details
queries or complaints.

Yours,

Mr A. Thompson

Give your name, and state
your role in the project.

Project Manager of the Guidemaps City Tram Network

If your letter is more than 1 page long, it is probably the wrong
tool for the information you need to communicate; a fact sheet
might be more appropriate.
The envelope
Important information on
Littleborough roads enclosed.

Mr Smith,
1 Anywhere Road,
Littleborough,
Guidemaps.

&

Check if name and address
details are accurate,
otherwise the letter may not
reach its target. Letters
addressed “To the
Occupier” are less likely to
be read.
Add your logo.

Make sure your letter is not mistaken for junk mail by labelling
it carefully.

Distributing letters
For important information, it is useful to type a message in
large dark font across the front of the envelope such as
'IMPORTANT INFORMATION ABOUT YOUR AREA - PLEASE
READ'. This may attract more attention than other letters that
look like ‘junk’ mail. Placing the letter in an envelope that
displays the logo of the organisation can also make the letter
look important.
Replies to letters can be filed and registered in a project
database. This can form the basis of a future mailing list for the
project. All people added to the mailing list should be made
aware that their names and contact details will only be used for
project purposes and will not be forwarded to a third party. This
is particularly important in countries in which new privacy and
data protection laws have been introduced.
Delivering letters
Letters can be distributed via a distribution company or the
local postal service. If using a distribution company, make sure
you give the company clear instructions about where you want
your letters distributed - it is best to define the area on a map
and state whether they are to include all properties such as
residences, businesses, blocks of flats, flats above shops or
community facilities; when you want your letters distributed specify the date you need them distributed by; and how many
letters you want distributed.
The local postal service will usually only deliver to defined
postal areas and often require more notice than a distribution
company, but may be more reliable.

Assessing a letter
BEFORE

DURING

AFTER

What is the objective of the letter? Is it the right Have some people reported that they have Was the letter the right tool for the
tool for communicating or engaging on your
not received the letter? Have you
project and the message you were
project? Have you researched the best way to confirmed with the distribution
trying to communicate?
distribute the letter and contacted relevant
company/postal service that all letters were
companies and the local post office? Who do you delivered on time and to the identified
want to distribute the letter to and is it the best location?
form of communication for these people?

Who participates and how?
The audience for a letter can vary depending on the
intended message. Letters can be used to
communicate with key stakeholder groups, individual
households and businesses, properties directly
affected by the project and respondents who have
requested more information about the project.
How much does it cost?
It generally costs more to post letters using the national
post office than employ distributors to deliver door-todoor, but it is more reliable.
What skills are required?
A letter writer should be able to communicate
information using short, clear sentences. You should be
able to clearly and simply communicate a message.
The purpose of the letter should be stated upfront.
Organisational skills are important to make sure the
letter is prepared in time for distribution. Some
distribution companies require the letter two weeks
prior to distribution. Letters should be dated to reflect
the time they are distributed and likely to be received by
residents. A letter should be kept to a maximum of 1-2
pages. Any longer and people will not read it.
How is it used with other techniques?
You will often want to combine a letter with other means
of communication such as advertising, posters, leaflets
/ brochures, newspaper articles, etc.
What are the drawbacks?
Letters that are not personally addressed are often not
read by people or get lost in 'junk mail'. For large
amounts of information a letter may not be the best
medium. Alternative and more appropriate techniques
such as newsletters and fact sheets can be used
however are more expensive.
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FS 39: Posters, notices and signs
What are posters, notices and signs?

Posters, just like papers, reports, and presentations, are used
to communicate something. The something may be a project, a
piece of research, a proposal, an idea, and so on. When
preparing a poster, as with the other examples mentioned here,
it is important to consider a number of factors, including:
Who is your intended audience? Just like anything else,
you need to know who you are designing for.
Why would they want to know? What motivation does your
audience have for reading your poster?
What do you want to communicate to them? You need to
have some content worth communicating!
How will you achieve it? What ideas do you have for the
design and layout of your poster to communicate your
content?

Analysing your audience. Who is
going to read your poster?

Different stakeholder groups will affect your content and design
decisions:
What critical concepts/terms/issues will need to be defined
for each stakeholder group?
What visual aids (tables, graphs, and so on) can be used
to convey information to stakeholder groups with a wide
range of interests and experiences?
What questions can you anticipate stakeholder groups
having about the information conveyed in your poster?
What questions do YOU want to answer for these
stakeholders?
What are the key messages?

When should you use a poster?

They are often useful to attract the attention of passers-by who
may be visiting an area and who may not have otherwise been
aware of the project.
Posters, signs and notices can be displayed in shop windows,
on community notice boards and at bus and train stations. They
can also be attached to street posts and other public spaces with
the permission of the relevant authority.
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It all starts with an idea: you must turn that idea into a
succinct message and support it with a combination of
images and short blocks of text;
Know your message: what is the one thing you want
your stakeholder to learn?
Know your audience: your stakeholder determines the
tone and content of your poster;
Write simply: your poster must be understood - and get
people interested in viewing it;
Create an effective poster: carefully plan, draft, edit,
and construct your poster;
Present your poster effectively: investigate the most
effective location for your poster; and
Evaluate your results: incorporate what you’ve
learned into your next poster.

NOTES

Posters, signs and notices can be used to advertise an
engagement event or increase awareness of a project. They can
be used during any stage of the decision-making process
depending on what you are trying to communicate and to whom.

It is important to date the poster, sign or notice so people know
if the information is current. Furthermore, you should remove
them if they are no longer current.

How to start

A poster used to promote the community exhibition for
the ‘Old A120 By-pass scheme’ in Essex, England.
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Planning your poster
What’s my message?

Pick one thing that you want your readers to learn;
If visuals and text do not support your message, leave them
out!

How much room do I have?

Determine specific size requirements - this affects what you
can fit, what you’ll have to leave out and how things will be
organised.

How much money do I have?

What materials will the poster be made of? Glossy paper,
cardboard, foam core, Electronic reader board;
Can the poster be produced by existing staff or is a
contractor required?

Details Matter

Check for consistent formatting, correct grammar, and
correct spelling;
Avoid abbreviations and acronyms; and
Always include contact details.

Set up some deadlines

Preparing a poster will take as much time as you let it.
Allocate your time wisely;
There are always things that can go wrong, so don’t wait
until the last minute to do even a simple task. This is
especially important if the poster is multi-authored.

A quick poster checklist

;
;
;
;
;
;
;
;

What is the theme of my poster?
Does my poster have a title?
Are my lines straight and margins even?
Are the sentences punctuated and is the spelling correct?
Do I have a good balance of text and graphics?
Is my arrangement simple and uncrowded?
Does my eye flow naturally from one point to the next?
Can I read the introduction and other paragraphs from at
least 1 metre (3 feet) away?

Creating your poster
Layout

Balance the placement of text and graphics.
Use white space creatively to define the flow of information.
Don’t fight ‘reader gravity’ that pulls the eye from top to bottom, left
to right.
Column format makes a poster easier to read in a crowd.

Graphics
Graphics should be simple and clean.
Stick to simple, 2-D line graphs, bar charts, and pie charts.
Avoid 3-D looking graphs unless you're displaying 3-D data.
Use photos that help deliver your message.
Use spot art -- but not too much -- to attract attention.

Text

Minimise text! Keep text elements to 50 words or less.
Use phrases rather than full sentences.
Use an active voice.
Avoid jargon (depending somewhat on audience).
Use no more than two fonts.
Text should be large -- at least 36 point for title panels; 24 point for
text.
Text used in figures should also be large.
Title should be at least five centimetres (two inches) tall.
Headings help readers find key sections -- objectives, results, etc.

Colours

Use light colour background and dark letters for contrast.
Avoid dark background with light letters -- very tiring to read.
Stick to a theme of 2-3 colours, no more.
Overly bright colours will attract attention, but wear out readers'
eyes.

Software tools

Who participates and how?
A poster, sign or notice attracts the attention of people
in a defined area. They are used to alert people to
your project and to encourage engagement by
including contact information for project staff. It
encourages participation by any number of people
who may view the poster.
How much does it cost?
If professionally designed, in full colour glossy, a
poster can be a relatively expensive technique.
However, simple two colour posters with limited
graphics can reduce overall costs. It can be costly if
the poster needs to be durable requiring waterproof
and wind proof finishings.
What skills are required?
Graphic design skills can assist in the preparation of a
poster. The ability to write short simple phrases that
capture a key message is also important. A poster
should grab the attention of the passer-by.
How is it used with other techniques?
A poster is generally used to advertise another
engagement event such as an exhibition or open day.
It can also include project contact details.
What are the drawbacks?
If not designed properly a poster, notice or sign may
not grab the attention of people. This may result in
less publicity about the project, and wasted effort.

MicroSoft PowerPoint is a good, relatively easy-to-use tool for
creating posters.
Adobe Illustrator is also is good for figures.
Adobe Photoshop is good for manipulating images.
MicroSoft Excel can create graphics and export them for
PowerPoint.

Edit and evaluate

Edit! Edit! Edit! to reduce text.
If it does not support your main message, remove it!
Have colleagues comment on drafts -- hang a draft with pens and
invite them to critique.
Try the 60 second evaluation.
Are your objective and main message obvious?
Will readers be able to contact you?
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FS 40: Leaflet and brochure
What are leaflets and brochures?

A brochure or leaflet is a short printed document, usually with a
strong emphasis on design. It is useful for delivering a simple
message to a large number of people. It is not the appropriate
tool for complicated technical information.
A brochure may be used to briefly introduce a project, to
advertise forthcoming engagement events such as exhibitions,
or shortly before implementation to prepare the public for
changes.
If you distribute a brochure widely, this will raise the profile of
the project so you should be prepared to respond to queries
from the media, stakeholder groups or members of the public.
Some people may request more detailed information than can
be provided in a brochure. It may be possible to provide a
telephone hotline and/or a website or to refer them to a fact
sheet providing more information.

How to use a leaflet/brochure to
INFORM?

A leaflet or brochure is short, 'eye catching' and aimed at
communicating a key message to readers. It can provide a
short and simple description of the project, how stakeholders
can be involved, a timeline for upcoming events and a list of
contact details for how people can find out more. It is usually
widely distributed either to named individuals or to addresses
in a large defined area. A brochure/leaflet is easy to read
through, with the use of large font, spacing and bullet points or
numbering to summarise key information. Headings should be
large and eye catching, particularly if the brochure/leaflet
contains important information that might affect residents. The
information presented is simple, with limited use of jargon and
technical expressions, and includes positive rather than
negative statements. Where possible, key information can be
summarised in a diagram or map that should be clearly
labelled.

When should you have a
leaflet/brochure?

A leaflet/brochure can be used to publicise a project or event.
It can be used to invite stakeholders to attend an event or make
them aware that an event is taking place. Some
brochures/leaflets can include a small tear-off section
requesting names for a project mailing list. Others can also
include a short closed ended survey asking an opinion on a
certain topic. Often, they will also be made available at key
public locations such as information centres, public transport
interchanges or shopping centres. As many types of
brochures/leaflets are produced and distributed throughout the
community, it is important to ensure your leaflet/brochure grabs
people's attention. This will assist in increasing participation in
the project.

NOTES

A leaflet/brochure may be useful during any of the stages of the
transport decision-making process. It can be used to introduce a
project or publicise an event.
Do you want to increase the exposure of the project and
increase public awareness?
Do you have a message that is short and simple that you
want to publicise widely?
Will your audience benefit from this publication?
Do you have an event that you want to publicise?

A stakeholder accessing information about transport projects in
the local area.
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How to use a leaflet/brochure to
ENGAGE?



Æ#
T12

Practical information
Producing a leaflet / brochure

This leaflet, produced for the Saarbrücken
Saarbahn project, uses a simple but effective
design on the front page. It is based on the
logo for the scheme, which helps brand
recognition. The large lettering enables the
title of the leaflet to be identified from a
distance. The front page also includes an
identification number (“Information Number
2”) and the date.

A leaflet/brochure can be produced in a number of ways. Some
examples are illustrated here:
This leaflet from Ile-de-France uses strong pink
to attract attention. The leaflet is small and the
layout simple, with a single fold in the middle.
Photographs and drawings make it easy to
recognise what the leaflet is about and informal
lettering is likely to appeal to a wide audience.
This leaflet, also from Ile-de-France, is printed
on a larger piece of paper, but folds to
the same size as the one above.
Again, the colour is strong and the
text is supported by illustrations. This
leaflet also includes a questionnaire
section, allowing readers to return their comments easily.
Distributing this leaflet at railway stations made it possible to
target train passengers cheaply and without needing to know
where they lived or worked.
The cover of this brochure produced in Bochum
is clear and simple and shows that it is not
always necessary to use complicated graphics
or designs to get your point across. In this case,
the simplicity of the design makes it eyecatching. Using few words on the front cover
makes it possible to quickly identify what the
brochure is about.

Again, the layout has just
one central fold, but each
page is larger than in the
single-fold example from
Ile- de-France, allowing
more information to be
presented. This leaflet is
extensively illustrated with
graphs and maps.

Leaflets checklist:

;
;
;
;
;
;

Use colour to attract attention.
Limit text on the front page, but do emphasise the areas
affected.
Use maps or pictures to illustrate key information.
Include organisation logos and contact information.
Give the date, to enable readers to determine whether
information is likely to be current.
Mention other related publications or resources.

Assessing leaflets and brochures
BEFORE

DURING

AFTER

What is the purpose of the leaflet/brochure? Does the leaflet provide clear and simple Was the leaflet/brochure the right tool for
What information are you trying to provide? information? Is it eye catching and attention this project/event? Did participation in the
What do you want the leaflet/brochure to seeking? Will people notice it over other
project increase? How could the
do? Who is your target audience? What
brochures? Are people responding to the leaflet/brochure have been improved? Was
format will people respond to best? How will leaflet/ brochure?
it distributed widely enough and in the right
the leaflet/brochure be distributed?
way? Could distribution have been
improved? Was the leaflet/brochure suitable
for the target audience?

Who participates and how?
The number of people who collect a leaflet/brochure
will depend on how it is distributed. Leaflets/brochures
can be left at community locations such as libraries,
councils and places of worship. This can increase
awareness and participation rates. If they are not
widely distributed participation rates may be low. If the
leaflet/brochure does not grab people's attention, it
may limit how many people notice the leaflet/brochure
and pick it up to read.
How much does it cost?
It is useful to employ a professional designer to create
an eye catching design for your leaflet/brochure. This
will add to your costs. Distribution costs is another
thing to consider in your project budget. There are
ways to limit distribution costs, such as contacting the
council and asking them to distribute the
leaflet/brochure with their official documents or
regular publications. Brochures are usually light in
weight and often will add very little to postal costs if
distributed with other publications.
What skills are required?
The ability to write clearly and simply and to present a
clear message is important. The skills of a
professional designer may also be required.
How is it used with other techniques?
A leaflet/brochure may be left at various locations,
such as, an information centre, open day or exhibition.
It may be distributed to advertise a focus group,
workshop or community visit, or to publicise the
commencement of a project.
What are the drawbacks?
A leaflet/brochure may not reach as many people as
intended. Often leaflets/brochures for projects get
caught up with advertising and 'junk' mail which
means that fewer people notice and read them.
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FS 41: Fact sheet
What is a fact sheet?

A fact sheet is a short document designed to provide a review
of a project or strategy. It can provide detailed descriptions, but
should not rely on the reader having technical knowledge if it is
to be publicly available.
A fact sheet can be a useful reference document to accompany
responses to any queries from the public. It may be particular
effective for providing reassurance to individuals following
unfavourable or inaccurate media coverage. It will often be
interpreted as a definitive document, so if the project described
is still an option under consideration this must be clearly stated.
A fact sheet can also be used as an engagement tool, with the
addition of a response sheet section to allow readers to mail in
their comments.

How to use a fact sheet to INFORM?

A fact sheet can provide detailed information about a specific
topic. It is used to explain technical information about a project
in clear and understandable language. This enables a reader to
be informed about difficult components of a project, making
them better able to contribute to the decision-making
processes.
It may be useful to explain information with diagrams and
illustrations and to support these with brief explanations. A
Question and Answer format can be effective as it anticipates
the types of questions people might ask and provides detailed
answers. Information included in a fact sheet is not
sensationalised or 'dressed up'. It provides the bare facts about
an issue or project. A fact sheet aims to provide technical
information in an easy to understand way for the non-technical
reader.

When should you have a fact sheet?

A fact sheet can include a comment form and contact details for
feedback on a project or issue. A fact sheet can also provide
information about an upcoming event, such as a workshop.
It is beneficial to state how the information presented relates to
the rest of the project and how it will help the reader to
understand the project. This will make people better informed
to comment and make decisions. It may also encourage people
to participate in upcoming events, as they feel they have more
knowledge on the subject and have more of an understanding
of the issues or questions important to them. Determining how
to distribute a fact sheet is important. A fact sheet can be
distributed to a mailing list or delivered to all addresses in a
directly affected area.

NOTES

A fact sheet can be prepared at any stage of the decisionmaking process when the explanation of complex and technical
information is required. It is a good idea to prepare a fact sheet
as an information tool prior to an event such as a workshop or
focus group, where the discussions may involve information
contained in the fact sheet. You may decide to prepare a fact
sheet in response to a community request for additional
information about an issue or concept.
Do you need to explain technical information to nontechnical people?
Will your audience benefit from this publication?
How many fact sheets do you think you will need to
prepare?

A fact sheet distributed to local stakeholders in
Brno, Czech Republic.
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How to use a fact sheet to ENGAGE?



Æ#
T12

Practical information

Who participates and how?
The number of people who read a fact sheet will depend
on how it is distributed. If not distributed via a mailing list
or letter box drop, advertising may be required to
increase people’s awareness of the publication.

Designing a fact sheet

The design of your fact sheet will depend on the type and
quantity of information which you need to present. This page
shows a checklist of things to consider when designing your
factsheet, and an example from Graz, Austria.

How much does it cost?
Designing, printing and distribution costs are things to
factor into your budget for a fact sheet. Furthermore, if
topics are complex you may require an expert to review
the information to ensure it is accurately summarised in
the fact sheet. Translation services may be an
additional cost if the fact sheet needs to be provided in
languages other than the native language.

Fact sheet checklist:

;
;

Include photographs.
Show maps of the project where appropriate, marking on
any local landmarks to aid recognition. If possible, use
artist-drawn maps with recognisable pictures of buildings
or landmarks, as these will be more accessible than
technical survey maps.

;
;

Focus on the most important information.

;

Make sure that it is clear what decisions have been taken
and which are still to be made.

;

Use captions to draw explain what each figure shows and
to draw attention to important features.

;

Use clear language and explain all technical terms and
acronyms.

;

Decide how, when and where you will distribute your fact
sheet and allow plenty of time for preparation.

Drawings or computer generated images illustrating how
the finished scheme will look are more effective than
lengthy text descriptions.
This fact sheet, produced in Graz, provides a description of the
scheme to restrict speed limits within the city. It includes a
photograph showing the road markings indicating the different
zones. It also emphasises the safety benefits of the scheme by
providing a clear illustration of the stopping distances of cars
both at and above the new speed limits. This helps to educate
the public about the motivation for the scheme with the aim of
improving public acceptance and compliance with the new
speed restrictions.

Assessing a fact sheet
BEFORE

What is the purpose of the fact sheet? Are
the aims of the fact sheet clear? Is there
enough current information on the topic to
explain to people, or is additional research
required?

DURING

AFTER

Does the fact sheet answer questions
Was the fact sheet the right tool for this
people may have about the topic/project? Is project? Did the fact sheet increase
information clear and easy to understand? people's awareness and knowledge of the
Are enough illustrations provided to support topic project? Has participation in the
text? Are people finding the fact sheet
project increased? How could the fact sheet
useful and informative?
have been improved?

What skills are required?
A technical expert may be required if the writer does not
fully understand the topic being explained in the fact
sheet. A fact sheet may require the skills of a
professional designer particularly if the simplification of
technical drawings and illustrations is required.
However, it is possible to produce a fact sheet without a
professional designer. A fact sheet should be kept short
and simple.
How is it used with other techniques?
A fact sheet may accompany a newsletter or be left at
various locations such as an information centre, open
day or exhibition. It may be distributed prior to a focus
group, workshop or community visit to provide
additional information to participants. It can also be
used to publicise engagement events or provide links
for further information.
What are the drawbacks?
A fact sheet primarily focuses on a specific issue or
project and therefore the amount and type of
information provided is limited to these areas of interest.
There is no guarantee that a fact sheet has been read
and therefore evaluating the success of this method of
communication can be difficult.
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FS 42: Newsletter
What is a newsletter?

A newsletter is a document which is produced regularly,
providing up-to-date information on how a project is
progressing. It may be published at key stages in the decisionmaking or at regular intervals (e.g. monthly or quarterly). The
interval between issues and the number of issues produced
will be governed by the amount of information to be
communicated to the public and by the available resources.
You can use a newsletter to deliver a wide range of information
throughout a decision-making process. A newsletter can also
provide the public with reassurance that a project is continuing,
particularly in the planning stages where there may be few
physical signs of progress.
If widely distributed, a newsletter has the potential to reach a
large audience. Careful thought should be given to the design
and method of distribution to maximise delivery of information.

On the next page you will find an example newsletter to show
you the items which you should include when designing a
newsletter, but there are also a few key points about the design
as a whole which you need to consider. A general rule which
applies to all printed materials (and for that matter to all
communication tools) is that you should keep it simple. This
applies to both the information presented and the design.
When you are choosing a design for the first issue, make sure
that you can easily adapt the design later on. This will reduce
the cost of design and provide a link between the issues. You
should also consider the production process before you start
your design. A colour design which is printed in black and white
to reduce costs will be less attractive (and less effective) than
one designed for black and white.
Distribution of the newsletter is a very important. First, you
must decide whether you can effectively reach your target

When should you produce a
newsletter?

When to produce the first issue. This will depend on when
you want to start your communication with the public;
How many issues you will produce (and whether these will
be at fixed intervals or at particular stages in the process).
Unless you are sure that you will want to communicate more
information in the future, it may be more appropriate to use
an alternative tool, such as a factsheet; and
When to stop producing the newsletter. You may decide that
it is worthwhile continuing the newsletter beyond the lifetime
of the project to deliver information on other transport
projects.
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If you do not know the home addresses of your target audience
(for example if you want to supply information to people who
travel into an area for work or for leisure) you will need to
explore other options for distribution. You could consider
making the newsletter available in various public places, such
as, council offices, libraries, information centres and rail or bus
stations.
Finally for a cost effective option, you could explore
opportunities for including information on your strategy or
project in newsletters produced by other organisations.

NOTES

A newsletter can be produced at any stage of a transport
strategy or scheme. You will need to decide:

The information which you present will vary as the strategy or
scheme develops.

audience using a single method, or whether a number of
approaches are required. If you intend to contact only the
residents of an area, you may wish to deliver the newsletter to
home addresses. The cost, reliability and the likelihood that the
newsletter will be read will all depend on who you choose to
deliver your newsletter.

A newsletter distributed to local
stakeholders in Maribor, Sloevnia.
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Practical information
Designing a newsletter

Here is an example to show you some of the things that you should remember to include when designing your own newsletter. The
way you arrange these items on the page will determine the overall look of your design. You may want to use 2 or more pages if you
have enough information, but remember that you want people to choose to read it, so keep a balance between text and graphics and
focus on delivering information that will be interesting to your target audience.
Title
Your title should make clear what the newsletter is about. Make
sure that the name of the area which will be affected by your
project is prominently displayed.
Text
As with all written materials for
communication, think about why you are
producing the newsletter. Decide what
information you want to present and
focus on key points. Use clear language
and remember to make it interesting to
your target audience. Be aware of likely
concerns and show that you have
considered them.
Pictures
Include pictures and maps of the area
where possible, as not everyone will
recognise the names of streets or areas.
Mark local landmarks such as shopping
areas, sports grounds or schools.

Logo
Include your organisation’s logo, so that the reader knows who
has produced the information.

TRAMNEWS

Update on the proposals for a new tram network for
Guidemaps City.
Issue 1, January 2005
Kvar eta libroj trinkis tri malbela kalkuliloj. Multaj vojoj skribas du
hundoj. Multaj tre malbona kalkuliloj falis rapide. Kvar rapida
arboj trinkis multaj vere alrapida hundoj, kaj Denvero stulte helfis
kvin arboj, sed du pura vojoj parolis varme.
Ses radioj alrapide acxetis kvin alrapida hundoj, kaj tri tre eta
sxipoj helfis Ludviko, sed ses malpura vojoj havas kvin alta
arboj, kaj Kolorado pripensis Londono, sed kvar stulta cxambroj
vere bone skribas du katoj, kaj kvar rapida tratoj parolis
malbone, sed multaj stulta katoj tre stulte pripensis nau rapida
telefonoj, kaj kvin radioj romenos, sed du vere malalta birdoj
saltas tre varme. Tri katoj acxetis kvar vere klara hundoj, kaj la
malklara kalkulilo blinde batos kvin bieroj, sed la tre pura hundoj
malbele igxis ses klara kalkuliloj. Du stulta telefonoj pripensis
nau libroj. Kvar bona auxtoj helfis multaj stulta radioj. Du vere
flava bieroj acxetis kvar malalta radioj. La klara katoj tre forte
batos nau birdoj. Ses pura vojoj skribas nau vere malklara
auxtoj, kaj du arboj saltas, sed la radioj helfis multaj tre klara
tratoj. Nau radioj pripensis kvar cxambroj, kaj du alrapida domoj
kuris rapide, sed kvar birdoj forte pripensis tri belega hundoj.
Kvin eta sxipoj kuris. Denvero vere rapide mangxas tri libroj.
Multaj alrapida telefonoj alrapide batos kvin malalta auxtoj, kaj
Kwarko helfis Londono.
La stulta domo acxetis Ludviko. Nau malalta libroj gajnas kvar
hundoj. La tre Tri libroj romenos. Ses tre.La stulta domo acxetis
Ludviko. Nau malalta libroj gajnas kvar hundoj. La tre alta
telefonoj igxis nau vere stulta birdoj, Londono mangxas kvar
bieroj. Tri libroj romenos. Ses tre.Kvar pura telefonoj romenos,
kaj tri alta bieroj saltas vere rapide.
es malbona tratoj gajnas la bildoj, sed nau tre flava kalkuliloj
falis. Multaj radioj mangxas Kwarko.
Ludviko saltas. La libroj romenos. Du vere alta arboj tre malbone
trinkis kvar vojoj, kaj la malklara birdoj veturas alrapide.
Kvin bieroj mangxas kvar auxtoj, sed tri flava bildoj falis, kaj
multaj vojoj veturas.
Nau bieroj kuris, sed ses malalta kalkuliloj vere malvarme igxis
kvin malpura libroj.
Denvero falis, kaj la pura sxipo acxetis kvar katoj. Ludviko
malbele gajnas la flava cxambro, sed tri tre klara libroj pripensis
Kwarko, kaj ses radioj trinkis tri vojoj. Kvar malbona bieroj falis.
Du vojoj igxis tri klara birdoj. Ses bela kalkuliloj pripensis nau
vere klara bieroj.

La tre bela tratoj falis. Kvin vere stulta kalkuliloj forte igxis
Kolorado. Nau malalta
katoj romenos. Tri
auxtoj falis, sed kvin
rapida arboj parolis
stulte, kaj multaj tre eta
2005 Survey of residents
radioj mangxas la
2006 Option selected
malbona hundoj. Kvar
stulta bieroj kuris. Tri
2007? Construction begins
auxtoj mangxas la
2010? Project completed
biero, sed ses telefonoj
kuris.

Key dates

Kwarko trinkis la malalta tratoj, kaj ses radioj saltas, sed
Londono vere rapide helfis tri flava bieroj. Nau hundoj igxis kvar
malalta bildoj, kaj du birdoj blinde batos tri hundoj, sed Ludviko
romenos, kaj multaj auxtoj kuris, sed la libroj stulte pripensis kvar
eta sxipoj, kaj la kalkulilo parolis, sed ses tre bela telefonoj batos
du arboj. Denvero saltas. Ses malpura auxtoj kuris blinde, kaj du
bildoj falis, sed la rapida auxtoj igxis ses klara sxipoj. Multaj pura
bieroj kuris, kaj nau cxambroj mangxas tri alrapida sxipoj. Kvin
vere malalta libroj skribas la tre malbela cxambro, sed ses katoj
igxis nau malklara birdoj, kaj tri eta radioj mangxas nau auxtoj.
Kvar arboj mangxas tri vere flava katoj, sed ses tre bela arboj
romenos. Multaj domoj kuris, kaj nau vere malbona telefonoj
helfis multaj klara radioj, sed kvin tre malpura libroj varme trinkis
kvar tratoj, kaj kvin tre malpura vojoj acxetis du belega domoj.
malpura domoj acxetis ses flava tratoj, kaj Kwarko kuris. Tri
belega auxtoj trinkis ses malpura bildoj, sed nau vere malklara
tra
La tre malalta bieroj rapide pripensis tri tratoj. La hundoj acxetis
multaj bona libroj, kaj kvar vere flava domoj skribas multaj
hundoj, sed tri eta arboj trinkis ses malalta bildoj, kaj tri bona
katoj saltas forte. Ses hundoj romenos alrapide, sed nau katoj
kuris. Du stulta radioj igxis kvin tre pura libroj, kaj

Issue number and date
Give the issue number and the date that
the newsletter was produced. This makes it
easy for readers to know whether the
information is likely to be up-to-date.
Key dates
Give the key dates for the project, including
when any decisions will be made.
Coming events
Include information on any forthcoming
events relating to the project. Make sure
that the newsletter will be distributed before
the events take place.

How much does it cost?
Keep the newsletter short to keep printing costs low.
Using black and white or a single colour design can
also be economical. Printing cost per copy will reduce
with the number of copies produced. Distribution costs
depend on the number of copies distributed and the
method chosen. Cheaper distribution options can be
less effective and less reliable.
What skills are required?
The design of the newsletter is important, but you will
not necessarily need a professional designer. A simple
approach can be effective, particularly if the text is
well written. Depending on the nature of the project, it
may be possible to involve interested volunteers in the
preparation of the newsletter.

Coming events:
23rd-25th February 9am-7pm
Exhibition of suggested routes in the
Town Hall.
For more information call the
hotline on 0123 456789
The next issue of this newsletter will
be available in libraries and council
offices in April 2005

Contact information
Include a contact telephone number,
email, and website address for more
information.
You could also include:
Contact details for relevant community organisations
Profiles of key figures involved in the decision-making process.

Next issue information
Tell the reader when the next issue will be
available. If the date is not fixed tell them
what has to happen first (e.g. “when we
have got the results of our survey”).

For engagement...
If you wish to gain feedback from the public, add a cut-out
survey or a form for comments.



Assessing a newsletter
BEFORE

Who participates and how?
The range of people who read the newsletter will
depend on how it is distributed. Delivering to home
addresses will access residents but will not reach
people who regularly travel into the area for work or
leisure. You will only reach those who choose to read
the newsletter, so plan your design carefully.

DURING

Can the information you want to
Are stakeholders satisfied with the
communicate be delivered in a newsletter? design and the amount of information
Will there be enough interesting material presented? Is the newsletter resulting in
for future issues? Are resources available? a better public understanding and
assessment of the project?

AFTER

Was a newsletter the right tool? This depends
on whether sufficient resources were available
and whether the goals were fulfilled. Was the
newsletter produced at the right times to allow
all affected citizens to learn about the project?

How is it used with other techniques?
A newsletter can complement other elements of a
communication strategy by providing up to date
information. It is an effective way to publicise events
and can also include a response sheet to obtain
feedback from the public.
What are the drawbacks?
The newsletter is a remote technique. It can be
difficult to gauge whether the information has been
read (or, in some cases, delivered) and as with all
printed documents, it may be less effective at
reaching minority groups.
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FS 43: Technical report
What is a technical report?

A technical report is a detailed review of a scheme or strategy
designed to be read by an audience with a certain level of
knowledge of transport planning. These will usually be
transport planners, politicians, transport operators or other
official actors in the decision-making process.
The content of the report will vary depending on the stage in
the decision-making process. For example, a technical report
may identify or review a problem to be addressed, give
discussion of a number of options under consideration or
present an evaluation of a project which has been completed.
You could consider placing technical reports on a web-site. If
you do this, they may reach a wider audience and you must be
prepared to respond to questions or concerns from interested
people who may be unfamiliar with some of the terminology
used.

How to use a technical report to
INFORM?

A technical report is a summary of a detailed project report.
This can include technical information about why the project is
being undertaken, background to the project - summarising
steps that have been undertaken to date, detailed information
about specialist investigations, explanations of terms and
concepts being investigated, next steps, engagement activities
planned and results of previous engagements.
A technical report can include results of studies providing data
and analysis. It can also include detailed illustrations and
graphs which may not be easy interpreted by non-technical
people. Information is factual and the document is not intended
to be concise. A date should be included on the technical report
and references provided to other reports referred to in the
report.

When should you have a technical
report?

A technical report is commonly used to inform the public. It can
also be used to provide additional detailed information as part
of a feedback process. The name and contact details for a
person working on the report can also be included for further
information. It is often accompanied by a letter seeking
feedback or comment. A technical report may be distributed to
a stakeholder mailing list. It is not often widely distributed to all
addresses in an area. This is costly and the general public will
find a document of this size and detail difficult to comment on.
A technical report can be made available at locations such as
the library, offices of government agencies or information
centres. Keeping one or two copies at each location as
“reference only” ensures that the resource is always available.

NOTES

A technical report can be prepared at various stages of the
project depending on what studies or investigations have
been undertaken. It is therefore more common for technical
reports to be prepared at key stages of the decision-making
process when milestones have been reached or studies
completed, rather than at the commencement of the project;
A technical report may summarise a number of more
detailed study reports into a technical progress report; and
The number of technical reports prepared will depend on
how the project is structured and the amount and range of
detailed information that needs to be summarised.

A technical report prepared for distribution to
stakehodlers in Panorama, Greece.
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How do you use a technical report to
ENGAGE?
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Practical information
Writing a technical report

A technical report SHOULD:
Explain technical issues thoroughly;
Contain detailed and accurate information;
Distinguish clearly between expert opinion and objective
fact;
Identify inputs and models used in the analysis and
discuss any strengths and weaknesses;
Identify the level of confidence in any conclusions
reached and any limitations on the analysis used to reach
those conclusions; and
Present evidence to justify any recommendations made.

Graphics in a technical report
The graphics in a technical report are
very different from those produced for
engagement materials intended to
have a wider audience. Technical
reports contain maps, graphs and
photographs which present additional
technical information. The two maps
of the Gävle cycle network on the left
are detailed and drawn to scale and
would be appropriate for use in a
technical report. Meanwhile, the
cartoon-style map on the right is
better suited to a leaflet or poster.

A technical report SHOULD NOT:
Use technical terms or acronyms without a clear definition
of their meaning in the content of the project;
Distort the results shown to support a particularly opinion,
or a particular project or option;
Exaggerate or over-simplify the issues involved; or
Omit information which contradicts conclusions reached.

Labelling figures in a technical
report

to what the reader should learn from it.

How much does it cost?
A technical report can be costly to produce. Often
technical reports are desktop published which can
add costs to a project budget. A number of people
may contribute to writing the report which can be
expensive. Costs are associated with the printing and
binding also as well as distribution.
What skills are required?
The ability to comprehensively summarise technical
information is important. The author also needs to
know how to extract important information from other
documents for inclusion in a technical report. The
skills of a professional designer may also be required.
How is it used with other techniques?
A technical report may be left at an information centre
or an exhibition. It may include contact details such as
a web page, hotline number or email address for
feedback and further information.

The graph on the right describes modal share against time for
the city of Erfurt, and is typical of the type of the type of figure
which might be included in a technical report. Such figures
must be carefully labelled, including an explanation of the
meaning of each line. The caption accompanying each figure
should also explain the context of the figure and draw attention

Assessing a technical report
BEFORE

Who participates and how?
The technical report is written for people with a
technical background. It is not often targeted at nontechnical people although these people are not
excluded from participating. Obtaining comments on
the broad contents of a technical report is the main
form of feedback and participation. A letter can
accompany the report to direct people to certain
sections where comment is sought.

DURING

Are you at the right stage of the project to be
Is the information explained in enough
preparing a technical report? How are you going to detail? Are people responding to the
distribute the technical report and to whom? Is
technical report? Is information in the
there enough information available to prepare a
technical report still current?
technical report? Have you confirmed with the
authors of the different studies that their results
can be published?

AFTER

Was feedback positive or negative? How
could the technical report be improved?
What additional information could have
been included? Could the distribution
process have been improved?

What are the drawbacks?
A technical report can often include a lot of information
which may be difficult for some people to clearly
understand. It can contain a lot of facts and figures.
This can be overcome by complementing a technical
report with an information session or by including a
phone number for further information.
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FS 44: Telephone techniques
What are telephone techniques?

Telephones can provide an efficient way of public engagement
and providing information. A very high proportion of the
population, especially in Europe, have access to telephones
(home, work, mobile). Telephones can be used to provide
information, such as, hot-line numbers to describe essential
transport improvements/maintenance or telephone surveys to
gauge the public perception on certain transport related
issues/proposals.
A major benefit of telephone engagement is that people can be
accessed remotely and can gain information on a project from
anywhere and anytime they choose. Additionally, the telephone
is a good method for people to contribute their comments,
concerns and ideas on specific issues to a member of the
project team.

Using telephone techniques to
deliver information

Telephones can be a useful tool for delivering information to the
public, such as a recorded information bulletin that would be a
valuable resource for providing up-to-date travel information.
This technique should be easy to use, possibly in various
languages and could provide options from a main menu, where
the information required can be obtained by selecting the
relevant key. Another option which is beginning to be used to
provide up-to-date travel information is SMS messaging. This
can either be a subscriber-based service, where the user
supplies details of their usual journey pattern and receives a
text message alert if there are likely to be any disruptions or
delays on the route, or be provided on an individual journey
basis, with the user receiving information in response to a
specific request.

When should you use telephone
techniques?

interactive
Used to encourage
discussion, queries and
response

accessing hardto-reach
Reach out to people who
might not usually
participate in transport
processes

simple
Special training is not
required

around the clock
Messages and information
can be accessed 24
hours a day/7 days
a week

large geographic
area
Shows desire to
communicate

useful results
In sampling public opinion
and becomes useful in
future decision-making

NOTES

Telephone techniques that are intended to provide information to
stakeholder groups (e.g. a hotline) should be established from
the very start of the project, right through to post-implementation
monitoring and evaluation. Those which seek to obtain
information will be used at particular stages in the process, for
example, to seek the views of a sample of people about local
problems and issues.
Telephone and mobile phone techniques are most effective
when integrated with other techniques. They are used as part of
an engagement programme that includes a variety of printed,
electronic, and personal media. Hotlines complement other
engagement techniques, providing a means of building mailing
lists and initiating more meaningful personal contacts.

A telephone operator taking responses from stakeholders about
their ideas.
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Benefits of telephone techniques
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Practical information

Who participates and how?
Most people can be engaged through a telephone
engagement method and it can be used to reach a
statistical sample of the community. In the case of a
hotline, the project manager would identify how and to
whom the promoting of the hotline number would be
targeted.

A telephone hotline
Hotlines have the following basic features and characteristics:
An established, well-publicised telephone number that operates - at a minimum - during
business hours; many hotlines offer 24-hour toll-free communication access via a special
number;
An answering service to receive calls when staff are not available;
A staff person designated to receive and respond to calls;
A policy and an agreed information package for staff to use to respond to questions; and
It is important that staff are aware of the procedure should a caller be abusive.

Ile de France - sign providing
information on the PDU
hotline number.

Recording a message for an information hotline
Here is an example script for a recorded information hotline.
Greet your callers, thank them for
calling and explain what information the
hotline will provide. Tell them what the
call will cost. Also, remind them to have
a pen and paper ready to record
important details. Do this near the start
of the call. That way if they can leave
the phone and call back if necessary.

Give the information on the project.
Keep it simple.

ALWAYS speak clearly and slowly.
Choose someone without a strong
accent or dialect.

Hello and thank you for calling the Guidemaps City Tram Information Hotline.
This call is free. This hotline will provide the latest information on the
proposals to build a tram network for Guidemaps City, including details of
recent announcements and forthcoming events. You may wish to write down
some of the information given, so please have a pen and paper to hand.
If, after listening to this message, you have any questions about the project or
would like to register to be sent further information, please call 0123 456789
to speak to one of our advisers. This service is available between 8 am and
6pm Monday to Friday and between 9am and 1pm on Saturday.
The latest information on the tram proposals now follows. On Monday 24th
January 2005, the design team presented 3 possible route networks for the
tram system to the City Council. These options will now be presented to the
public in a series of exhibitions to take place in April and May. Details of the
exact dates and venues for the exhibitions will be available on this hotline
from Wednesday 23rd February.
Thank you for calling the information hotline. If you have any questions, please
call our advisers on 0123 456789. This service is available between 8am and
6pm Monday to Friday and between 9am and 1pm on Saturday.

Give an alternative number which
they can call to speak to someone
directly in case they have other
questions or comments. Some
people will only be calling for this
information, so put this near the
beginning of the message. Don’t
forget to tell them when someone
will be available to take their call.
At the end of the message, thank
the caller again and repeat the
contact number in case they
require further information.

ALWAYS play back your
message to check that it
has recorded correctly.

Assessing telephone techniques
BEFORE

DURING

AFTER

Is the introduction right, have you included
an explanation of the project and call
information? Have you provided all the
facts regarding the project, and been able
to answer their enquiries? Have you given
an opportunity to access further information
about the project?

Is the tone polite, clear, understanding and
informative? Is there an opportunity to get
feedback from the caller, on a specific project
or issue? Have you obtained all the
information from the caller and have you been
able to help them?

Were you able to assist the caller with
all their enquiries? Was their anything
that you couldn’t help them with? What
suggestions could you give for future
improvements to the hotline?

How much does it cost?
The cost of the telephone and mobile phone
technique would vary according to the type and
duration of the technique used.
However,
consideration should be given to staff costs to set up
and monitor the calls, answer enquiries and analyse
the results. Consideration should also be given to
resource costs of the technique, such as setting up
dedicated phone lines and preparation of the material
to be included.
What skills are required?
The project manager should be interested in good
communication and be able to set up an effective
technique to take into consideration his/her intended
outcomes. The phone operators should have a good
understanding of the project and be patient and polite
with a well-understood voice.
How is it used with other techniques?
Telephone and mobile phone techniques would work
well as part of the marketing and communication
strategy. It is always recommended to include a
contact telephone number on any material send out
for engagement, such as, exhibitions, leaflets,
websites, etc. This would promote engagement with
the project team.
What are the drawbacks?
Recorded messages don't necessarily promote
engagement. It would always be beneficial to have the
option of speaking to an operator. Early consideration
should always be given to how the information
received through telephone engagement will be
analysis or used to achieve the particular outcome.
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FS 45: Local radio and television shows
What is a radio/television show?

A local radio or television show typically involves a dialogue
between the presenter and the project promoter or expert
(often with back-up journalist reporting), sometimes with a live
audience providing reactions and asking questions, or (in a
call-in radio show) with listeners phoning in and asking specific
questions. This enables:
Information about the project to reach a wider public
audience (e.g. messages about key benefits of a project, or
the promotion of an engagement event);
Much more detail to be presented than in a newspaper
article;
Clarification to be provided about a specific issue or
concern; and
Other public concerns and misunderstandings to be aired.

Preparing for a radio/television show

It is essential to be sufficiently prepared before appearing on a
show:
Learn as much as possible about the interviewer. Do they
have previous knowledge or expertise on the subject?
What is her/his questioning style?
Gather basic information about the show. What is the type
of audience? What is the show's reputation?
Prepare an outline of the specific points or issues you wish
to make. Take care to prepare clear and effective opening
and closing statements;
Prepare some examples to illustrate your points or issues.
Use analogies, (short) stories or personal experiences
where relevant; and
Draft a list of questions which you might expect to be asked
by the interviewer or callers/ audience. Your responses
should be easy to understand and concise.

When to use a radio/television show?
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Studio or call-in radio shows provide a useful arena for
promoting or providing information about a project, issue or
event. They can enable you to clarify important details with the
public - this is particularly useful for projects facing public
opposition. Local radio/television shows provide an opportunity
for experiences and concerns to be shared between you and
the audience, and can help to stimulate additional public
debate about the issue or project. Such shows are usually live
and can be followed by a large number of listeners and
viewers. Radio call-in shows are particularly listened to by
motorists, who may be a key target audience. It is very
important that you are well acquainted with the project or issue
and that you are prepared to answer difficult questions.
Statements, questions or criticisms made by callers not only
help to identify public concerns, but may also help to identify
additional ideas and solutions.

NOTES

Local radio/television (both studio or call-in shows) could be used
throughout the project decision-making process to provide
information or to identify concerns about a project. Participation in
a show might be particularly useful if the project is experiencing
significant public opposition or negative media coverage, or at a
point where key decisions have to be made (e.g. option
assessment). To get involved in such an event, you may need to
approach the show's editor or host and explain the importance of
the issue to the show's audience. It might be useful to provide
them with additional information, such as a press packs or reports.
You may also want to suggest the involvement of additional
participants, such as a technical expert or local councillor.
Alternatively, the show's host or editor might invite you to
participate. This might be because your media strategy has been
successful in generating interest about the project or issue, or
because it is controversial among the public. In the latter situation,
it might be useful to invite someone influential to join you on the
show who supports the project.

Benefits of a radio/television show

Project team members from Brno, Czech Republic participate in
a radio show to discuss the Medal Square revitalisation project.
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Practical information
Participating in a radio/television show
Television and radio interviews (especially phone-in shows) can be very demanding activities and will often involve more than a simple
"question and answer" session. Research and preparation is needed to ensure your participation in the show is effective and successful.

What to do
Be prepared

Be yourself

Prepare in advance the two or three key ideas you wish to
communicate. Anticipate key issues or questions which might
be asked and be prepared to answer difficult questions.

Try to relax, keep your voice at an even pace and be natural.
On television, be aware that the camera might focus on you
at any point.

Be positive

Be comfortable, confident and
take charge

Answer negative questions or statements by providing a
positive responses. And end every answer on a positive,
upbeat note.

Be honest

Relax and be confident. In your answers suggest further
lines of questioning. Being well prepared will help you feel
more comfortable.

Always tell the truth. Your credibility is crucial, so do not
make up answers to questions when you don't know. Admit
that you need to check this out.

What

Be focused and brief

Focus your full attention on the interviewer and listen
carefully to the audience. Crystallise your ideas into a few
short phrases that summarise what you are trying to
communicate.

not to do

Do not use technical language or jargon - all viewers and listeners are unlikely to be experienced or highly knowledgeable about
your field. Illustrate difficult concepts with clear examples;
Don't say "No Comment". You are not hiding anything. If you think that some information is confidential, say so;
Don't get into an argument with the show host or caller, accept that people have different opinions and views. You should never
become defensive or irritated;
Don't ignore incorrect information. You should correct inaccurate or wrong information immediately;
Don't let any ambiguous statement trap you. If you disagree or are unsure, say so; and
Don't arrive at the studio late or with no time to spare. Be there at least half an hour before the show starts. You should have time
to acclimatise yourself to the studio, find out who your co-speaker might be, and to check the interviewer has your name spelt
correctly.

Who participates and how?
The project leader should decide who is the most
suitable person to participate in the local radio or
television show. It should be someone who is
knowledgeable about the project and issue, and
typically it will be someone with authority in the
organisation or an associated technical expert. Press
officers may be needed to brief the participant and to
provide the relevant information.
How much does it cost?
It is unlikely that you will need to pay to participate in
a radio or television show, particularly if you have
been invited by the show's host or editor.
What skills are required?
The individual(s) participating in the show will need to
be confident and highly knowledgeable about the
project or issue. They should be experienced at public
speaking and good at answering questions in a clear
and concise way.
How is it used with other techniques?
Radio and television shows can be used to promote
engagement activities or events, such as conferences
or exhibitions. They can be particularly useful for
gauging public opinion on an issue, enabling you
develop engagement techniques which take into
account these concerns.
What are the drawbacks?
Radio and television shows can expose the
interviewee to difficult, and sometimes inappropriate,
questions. An unguarded response might be carried
on news programmes and gain considerable adverse
publicity. The interviewee will need to be well
prepared and ensure that the radio show session
remains focussed on the issue or project.
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FS 46: Internet techniques
How to use the internet to engage?

The internet is becoming a popular tool to disseminate
information and engage with the public, as more people have
computer access, and become familiar with web-based
technology - for booking cheap air tickets, etc. It involves
assembling information on computer and disseminating it via the
World Wide Web. In this format, people can access the
information site from anywhere in the world, and they have the
opportunity to provide feedback at any time of day or night,
seven days a week. The latest technology provides the
opportunity to display any form of information on a website, such
as plans, graphs and reports, though some people may be
limited in what they can receive by their technology. The internet
can be useful for stakeholder engagement for policy, strategic
planning and local transport schemes. There are several forms
of internet engagement, ranging from a simple information page,
to a web page with feedback and an electronic discussion group.

Benefits of using internet
engagement?

When to use the internet?

The internet provides great flexibility in the manner and timing
of involvement. It can be accessed by day or night and there is
the opportunity for the website to be viewed from many
locations (home, work, school, library) from all parts of the
world.

The site should be actively used and continually up-dated
throughout the life of the project. As the project progresses, new
documents, reports and questionnaires will be added to the web
pages; it is useful to announce these additions on the front page
of the website or, if possible, to inform your website members
directly by sending them an email with the web link.

A major benefit of using the internet is that it provides a new
and interesting way to engage with stakeholders, and could
attract people who would not necessarily become involved
through the more conventional engagement techniques.

Through the internet, the project team can provide a speedy
response to concerns or issues raised during engagement
activities, and information can be updated very quickly. There
is provision for a large amount of information to be stored,
updated and downloaded from the website.

How do you use internet to INFORM?

There are two primary forms in which this information can be
displayed, either as a web page (html) or through a
downloadable file (Word/PDF). While it is possible to print web
pages, the format and layout may be lost, so if documents are
designed to be downloaded there should be the option of
requesting a printable version.
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There will be periods during the project when the main emphasis
will be on information dissemination, and others when there will
be a particular need to obtain feedback and opinions from
stakeholder groups.

NOTES

Many sources of information can be provided on the internet,
such as draft discussion papers, strategic plans, vision
statements, design drawings/plans and draft amendments. Be
aware, however, that some people who access the site may be
using low band width lines, or older versions of software.

It is recommended that details are included about how the
public can obtain more information about the project, via a
'contact us' section. It may also be useful to provide the
opportunity for the visitor to give comments in the form of a
feedback response, which can be completed on the website
and e-mailed to the project team.

It is useful to launch the project website or web pages at the start
of the project decision-making process, so that stakeholders
know from the beginning where they can find up-to-date
information about the project. It is increasingly expected that a
major project will have its own website.

A dedicated transport project website in Cologne, Germany.
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How do you use the internet to
engage?
Feedback
Information websites could
contain some of the following
popular techniques to
encourage feedback on the
information provided:
Questionnaire to be
downloaded, printed out,
then (e)mailed to the project
team;
Email address for general,
non-structured submissions;
Postal address for general,
non-structured submissions;
Contact telephone number
for member of project team
staff; and
Announcement of
forthcoming engagement
events.

Interactive engagement
Some decision-making
authorities have started to
use innovative internet
technologies as part of their
regular communication with
their citizens. These new
technologies include:
Online feedback or
comment forms;
Real-time forums or chat
rooms;
Public message boards;
Web-casting of council
meetings; and
Html questionnaire.

A quick website checklist

;
;

Decide on the aims of the internet website and the scope
and issues to be considered.
Establish a clear timetable for the development of the
website, starting with the 'go-live' date and including key
milestones for information provision.

;

Ensure that the information provided is accurate and is
kept up-to-date.

;

Ensure that the website includes everything that
stakeholders would need to know to make an informed
input into the project decision-making process.
All websites need to be maintained regularly. Decide from
the outset who will undertake this role.

;

Internet in practice

The project web-site has played a key role in the development
of the Urban Transport Plan for Ile de France. It 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.

From this homepage, users can login to get access to their
private space. Depending on their status, they gain access to
more or less detailed information regarding the implementation
of the plan and the state of affair of various committees.
All users can access pages like those below, which lists all the
different committees involved in the process and gives
information on the number of meetings and details of any
available documents.
The above page allows
committee members to access
information on their committee,
including detailed information
on the purpose and role of the
committee and arrangements
for forthcoming meetings.

Who participates and how?
Computer-oriented people are most likely to participate, and
elderly people and those without computer access are much
less likely to do so. However, as computer use continues to
increase, and on-line services become more common in
public libraries and through various organisations, these
limitations will become less pronounced.
How much does it cost?
The initial outlay can be substantial for the design and
construction of a new website. Once a website has been set
up, however, the main ongoing costs associated with
information provision and engagement activities are
technical and facilitation support, and would be common to
most engagement techniques. Offsetting some of these
costs are savings in printing and postage.
What skills are required?
Persistent technical problems can undermine internet
engagement activities. E-consultation requires expert
technical staff to be on hand at all times, and may also
require the skills of facilitation for moderated chat sessions
or discussion boards. However, the latest software enables
electronic documents to loaded onto the internet with
minimal expertise.
How is it used with other techniques?
Internet technology does not replace traditional direct
contact techniques. Rather, it needs to be well-integrated
with them as part of an overall public engagement strategy.
Many people still prefer to talk on the phone to a live voice,
or to present their views in their own handwriting or in a faceto-face meeting.
What are the drawbacks?
There are still many barriers preventing some people
accessing a website:
Lack of access to a computer;
Difficulty reading or comprehending the text;
Inability to use the software;
Limited to a text-only screen, small screen or slow
internet connection; and
Problems with software, hardware and computer
systems.
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FS 47: Web based forums
What is a web-based forum?

A web-based forum is a dedicated web-page associated with a
project, where stakeholders can view information, engage in
online discussion/debate with other stakeholders and provide
feedback. The web-page could either form part of the local
authority/organisation's existing website, or be a page on a
website dedicated to that specific transport project. Promoting
and marketing the website and project is very important from
an early stage, as this will create interest and enthusiasm in the
project. It is recommended that stakeholders be invited to join
the discussion forum or visit the website; this could be done by
personal invitation, or through a newspaper article, radio
advertisement or leaflets distributed in the local area.
Some sites may contain a restricted area, where specific
people would be invited to access information and participate
in the discussion, using their password and username.

How does it work?

The following are important aspects to consider when
preparing a web-based forum:
The information on the website should include a summary
of the transport project, details of the overall transport
decision-making process, previous findings and the next
steps;
Stakeholders register their details and provide a username;
in addition to ensuring secure access to certain parts of the
site, this provides the ability to record who says what and
provides the ability to keep stakeholders informed via
email;
Stakeholders should be easily directed to the
discussion/chat page, where they can view existing
comments posted by other stakeholders, and add their
own;
Project team members should monitor the website, and
provide advice and information to stakeholders;
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What are the benefits of a web-based
forum?

An opportunity for stakeholders to become involved in realtime and on-going discussions with other stakeholders, in
their own time;
A dissemination channel for updated information from the
project team;
A means for the project team to engage with key
stakeholders on a regular basis, and to learn of their
concerns as they arise;
Low operating costs, because there is very little overhead
and no physical venue;
The views obtained from stakeholders can be stored
digitally, and some analysis can be assisted by specialist
software; and
Most people have access to the internet at community
centres, library or workplace.

The site could operate in 'real-time', with a webcam link to
an engagement event, and offering a forum for instant
discussion after the event;
Carefully consider how the data will be used and analysed,
how the comments received will directly feed into the
transport decision-making process; and
Keep stakeholders informed of what has been said and
how this has influenced the project; a summary/report of
the web-based engagement process could be emailed to
each participant.
Tips for encouraging participation:
The website should be easy to find on the internet,
preferably in the form of a dedicated project website;
Publicity of the website is important, possibly through
newspaper articles, radio announcements, posters,
leaflets, exhibitions, direct mailing to key stakeholders and
door-to-door distribution; and
Include the website address on any printed publicity
material that is produced.

When to use a web-based forum?

This can be used throughout the decision-making process, as a
dissemination medium and as a sounding board for new ideas.
It is also suitable for engaging stakeholders concerning potential
proposals or debating contentious issues.

Website from Maribor, Slovenia.

NOTES
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Practical information

Who participates and how?
Anyone who has access to the internet and knows how
to use it (except for any restricted parts of the site).
This technique could offer an interesting way of
involving younger people.

Key components of a web-based forum
For a successful web-based forum, it is recommended to include the following components:

Introduce/
describe the
project

Be able to post
your own
comments on
the discussion
board

Be able to see
all the
comments (like
a discussion),
and who has
posted the
comments
Description of
what is
expected in
forum, and
how it works

Opportunity to
enter contact
details to be kept
informed on
progress of project

How much does it cost?
This form of engagement is relatively cost effective, for
what it provides. The major expense is the initial
construction of the website and preparation of
information, plus on-going technical and professional
maintenance - the latter can be quite time-consuming,
if an active forum has to be monitored on a daily basis.
A smaller expense is the purchase and monthly cost of
the domain name, and any marketing and publicity of
the website.
What skills are required?
The skills needed to use a web-based forum include
professional website construction tools for the
preparation of the website, and a transport
professional to be able to provide stakeholders with
advice and information.
How is it used with other techniques?
A web-based forum can work well with other
techniques, including a general purpose internet
website, media involvement, an information and image
campaign, printed public information materials and inperson public engagement.
What are the drawbacks?
A web-based forum is only likely to be actively used by
certain population groups. It requires a relatively
intensive, on-going commitment on behalf of the
project team, to provide information, answer queries
and comments, and extract and digest the content of
the discussion as an input to the transport decisionmaking process. On the other hand, if the forum is not
well publicised and user friendly, then it will not be
used and much effort will have been wasted.
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FS 48: Questionnaire surveys
What are questionnaire surveys?

A questionnaire survey typically consists of a set of questions
which a sample of the population are asked to respond to. The
type of survey will depend on what information and data is
required for the project. ‘Open surveys’ consist of questions
which do not have a set of predetermined answers, providing
more detailed, varied and often unexpected responses. This
method is useful when detailed information on people’s
opinions is required. ‘Closed surveys’ consist of multiple choice
questions, where the responses are already predetermined by
the survey designer. This method is more restrictive, however,
it is easier to conduct statistical analysis on the data from these
kinds of surveys. If information is required from a large number
of people, ‘closed’ surveys may be more appropriate because
they will be less costly and time consuming to administer.

How can questionnaire surveys be
carried out?

The following techniques can be used for administering
questionnaire surveys:

}
«

Mail (the questionnaire is sent through the post and
respondents are asked to return it, usually in prepaid envelopes);
Telephone (survey questions are asked over the
phone);

bc

Face-to-face (e.g. on a street, shopping centre or
door-to-door); and

¤

Email and websites (questionnaires can be sent
and returned over email or completed and
submitted on interactive web pages).

When should a questionnaire survey
be used?

Questionnaires are an effective method for collecting
information from a large number and a range of people,
including those who might not participate in other
engagement practices;
Completing questionnaires is typically less time consuming
for respondents compared to other techniques;
The results of ‘closed’ and structured questionnaires can
be used in the analysis of statistical relationships;
‘Before’ and ‘after’ questionnaires are useful for monitoring
and evaluating the effectiveness or success of projects or
measures;
Many people, including the community and elected
officials, might be more willing to accept/respond to survey
results compared to other techniques; and
Questionnaires can be used to identify individuals who are
willing to get involved further in the project.

NOTES

It is useful to undertake a questionnaire survey at the beginning
of a project to collect baseline data and to involve the community
in the project from the outset. Questionnaires might be one of
the key techniques used for obtaining people’s views and time
will need to be spent on designing a questionnaire which asks
appropriate and relevant questions. Questionnaires may also
need to be administered at the end of the project to obtain
information or views after a measure or change has been
implemented.
It is a good idea to test or ‘pilot’ your questionnaire before
administering it to your whole sample population. The
questionnaires should be tested on enough people to ensure
that the structure and wording of the questions can be
understood easily.
A stakeholder questionnaire used in Madrid, Spain.
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Why is a questionnaire useful?
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Practical information
Designing and carrying out a questionnaire survey

The key to preparing a successful questionnaire survey is ensuring the respondents understand what the questionnaire is for and
what is required of them. All questions should be clear, concise and easy to understand. The diagram below illustrates how a
questionnaire survey should be designed and administered:
6. Coding/editing of feedback

1. Confirm objectives/outcomes
It is always recommended to identify the objectives of the
questionnaire/survey and how the results will be used.

It might be necessary to code responses i.e. sort them
systematically, in order to analyse them statistically.

2. Develop questionnaire
It is important to prepare a questionnaire that people will
be able to understand and respond to. All questions
should be appropriate and relevant.

7. Data analysis
At this stage all responses are brought together and analysed.
This might involve statistical analysis from ‘closed surveys’ or
examining more detailed information from ‘open surveys’.

3. Determine sample size
It is important to identify an appropriate statistical sample.
Consideration should be given to the number of people
consulted and the number of people affected.

8. Report preparation
The results of the questionnaire should be summarised in a
report. This can be shown to stakeholders and will ensure
survey findings can be used easily in the future.

4. Prepare the sample
It is recommended to combine all the distribution lists/
databases / telephone numbers that will be used in the
distribution of the questionnaire.

9. Findings feedback
It is recommended to present the findings of the
questionnaire/ survey back to the project team to ensure that
they are familiar with the results of the process.

5. Distribute the questionnaire
Administer the questionnaire using the most appropriate
technique or combination of techniques.

10. Feedback to participants
It is recommended that the findings and results are fed back to
the participants to encourage a transparent engagement
process. These could be presented in a newsletter or in a
public meeting.

TIPS for undertaking your questionnaire
Carry out a test of the questionnaire to highlight any problems with its structure or wording.
Ensure the questionnaire is not too long - this will discourage people from filling it in or they will only partly complete it.
It might be necessary to provide an incentive to encourage respondents to return the questionnaire e.g. a pre-paid envelope.

Who participates and how?
Questionnaires are a useful way of obtaining information
from individuals and groups. These might be
administered to a specific group of people or a
representative sample of the population. Using
questionnaires might help to get people involved who
might not ordinarily participate in a project.
How much does it cost?
The cost of designing and carrying out a questionnaire
will depend on the sample size and how it is administered.
Sending out surveys through the mail for example, is
more costly than posting a survey on a website, but might
be more effective in terms of the number of responses
returned. Using a questionnaire can be cheaper and less
time consuming than other techniques, such as
interviews.
What skills are required?
Questionnaires should be designed and carried out by
experienced staff. Those administering street and
telephone surveys should have an understanding of how
to deal with the public. For large, structured surveys
external assistance may be required for statistical
analysis of the results.
How is it used with other techniques?
Questionnaires can be very useful in supporting other
techniques. Survey results for example, can provide
useful data and support for focus groups or workshops
and questionnaires can be used to identify individuals
who would like to get involved in more engagement
activities.
What are the drawbacks?
Some questionnaires receive poor response rates and
incentives may be required to encourage people to return
their questionnaires. Used in isolation, ‘closed’
questionnaires do not produce in depth information and
may not fully identify key issues or problems.
Questionnaires will not be appropriate for some
stakeholders e.g. those with low literacy levels.
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FS 49: Key person interviews
What is a key person interview?

A key person interview is a useful technique for identifying and
understanding the opinions and ideas of a key figure or leader
and those they represent. This should involve one-on-one
dialogue, either face-to-face or over the telephone, with
someone who is knowledgeable and informed about an issue,
problem, or specific group. A ‘key person’ might include any of
the following:
A community leader e.g. a neighbourhood watch president
or other respected individual;
An expert e.g. a professional or academic;
A political leader or someone politically influential e.g. an
elected official;
A business leader or representative e.g. the chair of a local
business network;
A media representative e.g. a well-informed journalist; or
A group representative e.g. of an ethnic minority group.

Why are key person interviews
useful?

The technique is a highly effective way of obtaining
information from individuals who are knowledgeable and
experienced;
Provides insights into the views, concerns and priorities of
the ‘key person’ and those they represent;
Useful ideas or solutions might be suggested during the
interview;
Enables a forum for more ‘sensitive’ discussions to take
place compared to other more public techniques;
Interviewees may suggest other ‘key persons’ and contacts
who should be involved in the project or who have further
information;
Sends important messages to the community that their
views are being represented; and
The engagement of key individuals may encourage them to
endorse or voice their support for the project.

When should you conduct a key
person interview?

Key person interviews can also be useful early on for
identifying the most effective ways and techniques for
engaging people, particularly hard to reach groups, who may
not be involved in other engagement activities.

All interviewees should be kept up-to-date with progress
throughout the project.
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The following issues should be given consideration when
organising and carrying out a key person interview:
Ensure the interviewee is aware of the purpose and subject
matter of the interview. Provide him/her with information
about the project;
If the interview is face-to-face, ensure the venue is
comfortable and convenient for the interviewee;
The interview should be arranged at a convenient time for
the interviewee - this may need to be out-of-office hours;
Write notes throughout the interview. A tape recorder or
dictaphone might also be useful, but the interviewee must
give permission for this to be used; and
Ensure the interview is not too long to avoid the interviewee
getting distracted. Long interviews may also discourage the
key individual from participating further.

NOTES

Key person interviews should be conducted early in the project
to ensure that key issues and concerns identified can be fed
into the project. This will also help to reassure the community
that their views are being represented from the beginning of the
process.

It may also be necessary for key person interviews to be
carried out before decision-making, when potential options and
‘solutions’ are being considered. This will ensure that the
opinions and ideas of key representatives are fed into the
process.

Important issues for key person
interviews

A project manager undertaking a key person interview - showing
information materials.
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Practical information

The objectives and focus of the interview
must be clearly established and followed.
Identify the key issues which need be to covered.

Who participates and how?
Key leaders or representatives of the community can
play an important role in communicating the views of
the community through key person interviews. ‘Key
people’ might include community leaders, experts,
political leaders, business representatives or the
media. All individuals invited to participate through
interviews should be knowledgeable about the
specific issue or problem.

‘Key people’ respected as leaders or key
figures by the community can be identified
through engaging the local community, local
groups or officials.

How much does it cost?
The costs of planning and conducting key person
interviews will vary depending on the number of
interviews to be carried out and the technique used.
Telephone interviews can be less costly as they are
likely to involve less staff time and travel costs.

The key steps to preparing and conducting a key person interview
Step 1

Identify the purpose and focus of the
interview

Step 2

Identify ‘key people’

What skills are required?
Staff who conduct the key person interviews should
be skilled communicators who are easy to talk to and
good at listening. They should be familiar with the
project and the key issues for discussion at the
interview.

Step 3

Decide whether the interview will be
conducted over the phone or face-to-face. Most
questions should be ‘open’ to enable detailed
and impromptu responses.

Step 4

‘Key people’ should be invited to
participate through a letter or telephone call. This
should highlight the importance of their
involvement in the process.

How is it used with other techniques?
Key person interviews can provide useful insight into
issues and opinions to enable more focussed and
informed public meetings and focus groups. They
can also be used to identify the most effective ways
of engaging hard to reach groups.

Step 5

An individual experienced in interviewing
should conduct the interview. Ensure sufficient
time is allocated to allow detailed discussion of the
issues.

What are the drawbacks?
It will not be possible for ‘key people’ to represent all
the different views in a community. It will often be
necessary therefore, to use additional
complementary techniques, such as questionnaires.

Step 6

A document or report will need to be
produced, summarising the key results of the
interview. This could compare the findings from
the different interviews.

Prepare interview and identify key questions

Invite ‘key people’ to participate

Conduct interview

Document interview results
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FS 50: Exhibition
What is an exhibition?

An exhibition is the display of information for a set period of
time. It is used at key stages of the project when a milestone
has been reached. Traditionally, an exhibition uses
posters/boards, reports, newsletters and graphics to display
information. Other techniques include computer displays and
models. It may stand alone, or can be staffed by people
working on the project. Advertising the purpose, location and
timing of the exhibition is an important step in planning. Details
can be included in project newsletters, newspaper
advertisements and press releases. It is important to think
carefully about where to locate an exhibition. It may be
necessary to exhibit information in more than one location,
particularly if the project covers a large geographic area.
Venues should be accessible to a range of people who may be
impacted by a project. The layout of an exhibition is also
important. People should be able to easily move around and
view information.

An exhibition to deliver information

Information at exhibitions may be displayed on large boards.
These can be supported with copies of project newsletters and
reports to provide additional information. If supported by
additional material, an exhibition can provide a 'one-stop'
facility for people wanting information about a project or
seeking to provide comment or feedback. If staffed, an
exhibition can provide an interactive form of engagement,
whereby people can discuss the project with staff. An exhibition
board should include the purpose and background to the
project and project timing. Contact details may also be
provided if people seek additional information or an
explanation. Information on exhibition boards must be simple,
clear and concise. Make sure that boards are printed in large,
distinct font and are easy to read. It is useful to support written
text with graphics and illustrations where possible.

When should you hold an exhibition?

You will need to decide:
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Supporting material at exhibitions such as comment forms can
encourage participation in the project. A box for completed
comment forms can be left at the exhibition location.
Advertising upcoming project events during an exhibition can
also promote involvement by increasing awareness and
providing event details. The location of the exhibition plays an
important role in increasing participation by making access to
information easier.

NOTES

An exhibition can be held at key stages of the transport strategy
or project.

How an exhibition will add value to your engagement
process? Will you reach more people? Do you need to
provide information in this form or will a newsletter be
sufficient?
Would it be better to commence an exhibition with a staffed
open day and then leave exhibition material for people to
view at their leisure?
Is it a legislative requirement to hold an exhibition? Some
governments require information to be made publicly
available for a certain number of weeks.
Do you have a number of design options you would like
people to view and comment on?
Do you want information boards to support the exhibition of
a detailed report?

Using an exhibition to involve people
in the decision-making process

An interactive display (similar to that of a ‘Planning for Real’
event) at an exhibition in Essex. England.
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Practical information
Planning an exhibition

Designing the display boards

Use maps and pictures of the local area and mark on local
landmarks.
Label any graphs or diagrams clearly.
Don’t use more than 150 words on each
board - it won’t be read.
If you are using the same boards at
different venues, make sure they can be
arranged appropriately.

This page advises on designing and arranging display boards.
Arranging the room

How you arrange your exhibition will depend on the space
available, the information which you want to deliver and the way
you want people to move through the exhibition.
Display boards

Table for
distributing
written
information

In this example, the main exhibition is laid
out in a circle. Visitors can enter through
either door, where they will see a welcome
board telling them what the exhibition is
about. They can then move to the centre of
the room and have the freedom to browse
the boards at their own pace. A table at the
edge of the room provides space for written
information to be made available. Be
aware that each board must stand alone,
as each visitor will select which boards to
read and in what order. Keeping a fairly
large area free in the centre of the room
allows free and easy movement and
encourages informal discussions. Leaving
a gap between the boards allows several
people to read each board comfortably.
Staff can be available in the centre of the
room to discuss the project and answer
questions.

In this example, the display boards are positioned
to guide visitors through the exhibition in a
particular direction. There is more control over
the order in which visitors receive information, but
not everyone will read every board.
This format makes it less likely that they will return
to them later. This layout has a welcome board
positioned at the entrance and a table at the exit,
which could be used to provide written information
and/or as a position for staff to answer questions.

Choosing a venue
The ideal venue is a building commonly used by the public in an easily
accessible location. The size of room you will need will depend on the
number of people you expect to attend at the busiest times. You will
need to pay to use commercial buildings. Buildings owned by your
organisation may be free to use, but only do so if they are appropriate.
A mobile exhibition can be a good choice if you need to display your
exhibition at a number of locations, or if you have difficulty finding
suitable exhibition rooms. The same set of display materials can be
taken to a range of venues (and even to major public events like fairs),
and the time to set up the exhibition at each location will be minimal.
Remember, the exhibition space will be much smaller than a
conventional exhibition and it will be less accessible. It will
accommodate less people at any one time, and people are unlikely to
spend a long time in the exhibition. Choose a vehicle with separate
entrance and exit doors and design the exhibition to flow from one end
to the other to prevent people needing to pass in narrow corridors.
Consider having a staffed stall which can be set up alongside the bus.
This will draw attention to the bus as an exhibition, and will encourage
those who want to discuss the
project to do so in a less crowded
space. If it is not possible to make
the bus fully accessible, this stall
could also provide information on
the project to people unable to
view the exhibition.

Assessing an exhibition
BEFORE

Is the target audience large enough to
benefit from an exhibition? Is the project
suited to an exhibition? Is there enough
budget to prepare exhibition boards?

DURING

AFTER

Is information available worth exhibiting for
public comment? Is there an alternative way to
exhibit the same information that may be
cheaper and/or reach more people? Who did
the exhibition benefit? Has the exhibition
increased participation?

Did the exhibition add value to the project
by increasing awareness and
engagement? Was the exhibition the right
tool for this project?

Who participates and how?
If widely advertised and undertaken for a suitable
period of time (at least 4 weeks) an exhibition can
achieve a good engagement rate. If advertising is
limited, public awareness may be low and, therefore,
visitation might be low.
How much does it cost?
Exhibition boards can be quite costly if produced in full
colour and glossy. If the location does not have a
suitable space to mount boards, display panels may
need to be hired. If the project covers a large area and
a number of exhibitions are required, this can add to
project costs. The cost of project staff at an exhibition
is also a cost to consider. Ways to keep costs down
may include using fewer colours in printed materials
and designing boards yourself.
What skills are required?
For a professional appearance, the use of a graphic
artist can be required. If the information to be
exhibited is technical, you may need it explained to
you so you can write it in a clear and easy way to
understand manner. Figures and illustrations need to
be drawn in a way that they are easy to view and
understand by most people. This includes clearly
labelling sections and including, where possible
features people can identify with.
How is it used with other techniques?
An exhibition can be used to advertise other
engagement events.
What are the drawbacks?
If the exhibition is not located in an accessible location
it can limit the number of people who visit it. If it is not
staffed or clearly written, people may misinterpret
information and decide not to participate in the project.
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FS 51: Information centre
What is an information centre?

An information centre is a project office established with
prescribed hours to distribute information and respond to
enquiries. It is staffed by someone knowledgeable about the
project and typically used in projects which span over a few
years or more.
It can be used as the first point of contact for people wanting to
become involved in a project as it has both current information
and background information to the project.
A local authority or local organisation may provide a room for
the information centre. Ideally an information centre should be
located near to the project area, however, in some cases this
will not be possible. If space is available, an information centre
can be used for displays or exhibitions and other engagement
activities if necessary.

How to use an information centre to
deliver information?

Information centres are like small libraries often containing a
large amount of information, such as, technical reports, maps,
studies, community engagement material and background
reading. For projects which have been ongoing for a long
period of time they can contain a record of the history of the
project and the people and companies that have been involved.
An information centre also operates as a distribution point for
leaflets and other printed materials.
An information centre can include internet facilities providing
links to relevant project information. This enables people to
research topics of interest and become better informed about
the project and its issues. The community can use the
information centre to provide information about relevant groups
and organisations and other issues that affect them.

When should you have an information
centre?
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An information centre can be used to seek feedback on a
project in many ways. People can be encouraged to fill out
comment forms whilst in the centre, they can discuss their
comments with staff or they can access the internet and submit
feedback about a project on line.
It may be possible to host an open day in the information centre
where people could talk in detail about a particular project and
provide feedback. Displays may be set up for people to view
and comment on.
Providing a large amount of information in a centralised
location gives people the opportunity to become informed and
involved.

NOTES

An information centre is best for projects which are likely to
have a long life span:
Are we starting to engage from project inception until
implementation and monitoring? Is the project large
enough?
Is there a large number of potentially affected people who
would benefit from an information centre?
Do we have the time and resources available to establish,
maintain and manage an information centre and provide a
good service?
Is there a suitable location and do we have support from
local authorities and organisations?
Do we have enough information to establish an information
centre?
Is there a local information centre that can be used for this
project?

How can an information centre
assist the engagement process?

An information centre open flexible hours to
accomodate stakeholders needs.
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Practical information
Planning a information centre
This page provides advice on things that you need to think about when you are planning an information centre
Choosing a location
It may be possible to include an information centre in an
existing public building such as a library or council office. This
may limit the available operating hours and could also
discourage some hard-to-reach groups.
Leasing a shop in a central location may be more expensive,
but is more likely to attract passers-by. If using a shop, make
use of the window to display key information on the project.
This information will be accessible outside of normal opening
hours.

Checklist

;
;
;
;
;
;
;
;

Rack for distributing leaflets.
Noticeboard for latest project information.
Reception desk.
Reference library.
Seating area.
Photographs and maps of the area.
Model of the planned project.
Computer simulations if available.

Appointing Staff
Information centre staff are the public face of your
organisation. They must be prepared to answer questions, so
should be well-informed about the project and able to explain
technical issues clearly and effectively. In a region with two
official or commonly used languages, staff should be bilingual.

Consider combining several
services in one centre. This
centre in a Paris suburb
provides public transport
information along with cycle
parking and rental and other
facilities.

Assessing an information centre
BEFORE

DURING

AFTER

What is the purpose of the information
centre? Do you think people will use the
centre? Will the centre be open at times
when people are available to attend?

Are the staff friendly, knowledgeable and cooperative? Are resources in the information
centre useful, easy and ready to understand,
and current? Is information easy to find in
the information centre? How many people
on average use the centre each day? Have
there been any complaints? Are these
registered and dealt with efficiently? Are
users satisfied with the level of information
and level of service provided at the centre?

Was the information centre the right tool for
this project? What effect has the information
centre had on people's exposure to the
project? What additional resources could
have been included? How could the
information centre be improved?

Who participates and how?
One of the benefits of an information centre is that it is
a place where people can obtain information as well
as give feedback during one visit. Feedback can be
given verbally to the person running the centre or via
comment forms, internet access or other means. This
increases people’s opportunity to participate.
Providing comprehensive project information allows
people to make informed comments.
How much does it cost?
The main cost may be associated with renting a
building/room and employing staff to manage the
information centre. If you have support from a local
authority, or if the centre is run in partnership with
another organisation, these costs may be reduced.
Costs may also include a computer, furniture, and
possibly a fax and a photocopying machine.
What skills are required?
The person running the information centre needs to
have good communication skills and good knowledge
about the project.
What are the drawbacks?
Access will be limited by the opening hours of the
centre. Given the time commitments and costs, this
technique is only really suitable as a stand alone
resource for major projects. It would probably need to
be run in parallel with other services or facilities for
smaller projects.
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FS 52: Information session and briefing
What is an information session and
briefing?

Information sessions and briefings provide an opportunity for the
project team to present information on a project and to respond
to any specific questions. This factsheet focuses on information
sessions and briefings which are presented ‘in person’ (rather
than in writing) to individuals and groups outside the project
team.
Information sessions are typically initiated by the project team
and used to inform the community or media about the project or
a key aspect of it. Information sessions or briefings may also be
requested by members of the public who might wish get more
information about the project or want to ask specific questions
about it. Several briefings could be organised and targeted at
different groups where necessary e.g. a separate session for the
general public and elected officials.

Key features of an information
session or briefing
To be effective, an information session or briefing should have
the following characteristics:
Informative: briefings must provide accurate and
relevant information about the project or specific issue;
Open: individuals and groups should be encouraged to
attend information sessions and ask questions where relevant;
Responsive: questions should be responded to
appropriately or directed to the relevant individuals or
organisation; and
Accessible: sessions should be accessible to all and
consideration must be given to the requirements of different
groups.

When should you hold an information
session or briefing?

Information sessions help to inform the public and other
groups, such as the media about the project, progress and
other key issues;
Helps to promote the project;
Provides an opportunity for the public to ask questions and
to get involved in the project;
Can help to reassure the public about the project and any
developments/changes which may occur;
Helps to establish links with the community and affected
individuals and groups;
Feedback during and after the sessions can help the team
to identify key issues, concerns and questions; and
Sessions can be organised relatively quickly, if necessary.

NOTES

Briefings should be held when the public or other individuals or
organisations need to be informed about a project or about its
progress. This could be at the beginning of the decision-making
process and/or at key stages throughout it. It might be beneficial
for example, to plan a briefing before an engagement event to
encourage participation or before a major decision is made to
ensure relevant individuals or organisations are fully informed.
Information sessions can typically be planned and promoted
ahead of schedule. At other times however, they may have to be
more spontaneous to respond to demands for information and
questions from the public at short notice. This might be
necessary for example, after negative reports from the media
about the project or after delays with project progress.
An information session held for Mendal Square revitsalisation
project in Brno, Czech Republic.
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Why are information sessions and
briefings useful?
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Practical information
Whom are briefings held with?

Information sessions and briefings can be attended by a range
of individuals, groups and organisations. These might include:
The general public

Individuals interested in
the project or affected by it
Elected officials

Media

Representatives of the
local media
Community groups

Elected officials who need
to be familiar with the
project

Representatives of
community groups

Experts

Business
organisations

Individuals with
experience/knowledge
about specific issues

Businesses interested or
affected by the project

Tips for organising a briefing

;
;
;
;
;
;
;

Promote the information session using appropriate
techniques e.g. local newspapers and posters to ensure
people attend.
Hold the session at a venue and at a time which is
appropriate, convenient and accessible for all.
Focus the discussion on the key issues and concerns of
the participants.
If the project is technically complex, use supporting
materials to explain detailed issues with the participants.
Be prepared to answer and respond to questions and
issues raised by participants.
Ensure presenters are well briefed on their role and their
maximum speaking time.
If appropriate, have an attendance sheet available at the
entrance(s) to the venue, documenting who attended the
event.

How are they organised?
Initiated by either party
The information session might be initiated by the
project team or other individuals, such as a member of
the public or a media representative.
Customised
The briefing should seek to effectively inform the
participants and address their specific issues or
concerns.
Briefing preparation
Plan how the briefing will be structured and the most
effective way of engaging with the participants. Book an
appropriate venue and catering.
Monitor the media
Monitor coverage in the local media to keep informed
of local concerns and issues relating to the project.

An effective representative
The organisation should be represented by someone
with good communication skills who is knowledgeable
about the project and the relevant issues.

Who participates and how?
Briefings may be specifically focussed e.g. aimed at
the elected officials or open to the general public.
Several briefings could be organised and targeted at
the different groups where necessary.
How much does it cost?
A briefing is a relatively inexpensive technique. Some
costs are likely to be incurred from producing
promotional material and the venue and catering for
the event.
What skills are required?
Well-informed, articulate staff who are good at
communicating will be required to lead the briefing.
Staff will need to highly knowledgeable to be able to
answer specific questions from the participants.
Experts may be required for technical questions.
How is it used with other techniques?
Briefings can be used as part of a larger and wider
public engagement strategy. They can help to
encourage involvement in other engagement
techniques, such as focus groups and workshops and
can be used to publicise the results of other
engagement practices, such as questionnaire
surveys.
What are the drawbacks?
Briefings need to be promoted well to ensure people
turn up to the event. Organising many different
briefings to cater for different targeted audiences can
be time consuming.

Continuous communication
The project team should continually inform the public
and others about the project and progress. Techniques
might include newsletters and website updates.
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FS 53: Public meeting
What is a public meeting?

A public meeting is one of the most common forms of public
engagement. There is an opportunity at a meeting to both
inform participants and to receive input from the community.
Often used to discuss local proposals, a scheme or a
comprehensive transport strategy, they are useful in providing
a basic level of community issues regarding a project.
Public meetings have the following basic features:
Often coordinated by a local organisation;
Are rarely held without a specific agenda and key project to
discuss;
A diverse cross-section of the community may attend, as
either an individual or a representative of stakeholder
group; and
Meetings can be held at all stages of the decision-making
process to inform and receive feedback.

How do you use it to INFORM?

At a public meeting presentations are often provided by key
project staff providing background information, an outline of
initial ideas and key issues to be discussed. Visual materials,
such as public exhibition style boards help participants in
understanding key information, plans, maps or proposals. To
aid participants it can be useful to provide printed materials in
the form of a fact sheet, newsletter or the like, for them to take
from the meeting.

How do you use it to ENGAGE?
At a public meeting an organisation can receive comments
from participants in the form of formal discussions within the
meeting or in a questionnaire distributed at the beginning of the
meeting and collected prior to participants departing the venue.
They are widely used to achieve a basic level of community
input and to exchange information with a wide representation of
local community residents.

When should you use a public
meeting?

Public meetings may also be appropriate when trying to
generate interest in the project and specific issues within a
community. The pertinent factor here will be in effectively
publicising the project and public meeting, particularly
highlighting why the project is important and why they should
attend.
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Facilitator

A public meeting held to discuss the possible options for a local
transport problem.

Presenter

Recorder

- Shares
- Documents
- Guides
facts
and
decisions,
discussion
information and actions;
and covers
relevant to
may
the agenda;
the group;
summarise
may or may
not be the may not be a key points
regular
for meeting
organiser of
member
of
minutes to
the meeting.
the group.
distribute
afterwards.

Timekeeper

- Enforces
time limits to
keep the
agenda on
track; may or
may not be
performed by
facilitator.

PARTICIPANTS

NOTES

Public meetings are likely to be most useful and appropriate
when the public need to be informed and consulted during the
decision-making process. Meetings such as these can enable
group discussion on transport proposals and will help to
reassure the public that their voices are being heard.

During periods of considerable public opposition and
controversy, it might also be highly beneficial to hold a public
meeting to try to dissipate concerns and encourage support for
the project.

The key roles at a public meeting
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Practical information
Who should attend a public meeting?

There are two main reasons to attend a public meeting; one as
a local stakeholder to understand a proposal and to provide
initial contributions to the ideas presented; or as an
organisational stakeholder, such as a politician or a member
from another government organisation, that is interested in
hearing local views.

To receive information and to
participate
residents, businesses, health and educational
institutes, local community groups.

To receive feedback and to
understand local concerns
politicians, stakeholder groups, media.

Tips for organising a public meeting

;
;
;

;
;
;
;
;

Describe the decision-making process and how the input
provided can influence the outcome of the process.
Be clear in the publicity about the purpose of the meeting,
location, how to get there, and who the presenters are.
Your media and marking plans should assist with
preparing for the meeting. This can include; advertising in
local papers, local distribution of invitation letters, letters
to particular groups and individuals and notification on an
organisations websites.
Give at least three weeks notice of meeting whatever
notification techniques are being used.
Consider a day and a time that will best suit the invitees.
Avoid holidays, days of religious significance, normal
working hours.
Book a venue that is large enough, has good acoustics
and is suitable suitable for people with disabilities.
Ensure presenters are well briefed on their role and their
maximum speaking time.
Have an attendance sheet available at the entrance(s) to
the venue, documenting the participants that attend the
meeting.

Brief outline of a public meeting
Stage 1 - Introductions
The chair or facilitator will outline the proceedings or
agenda and introduce the relevant speakers. This will
include specific reference to the purpose of the meeting,
including details of how the input will be used.
Stage 2 - Meeting Rules
A set of rules about how views will be heard is outlined
and agreement sought from participants at the outside.
These could include when people have the opportunity to
talk and how these will be done through the chair.
Stage 3 - Technical
presentations
Generally a set of presentations is made concerning the
issue to be discussed, with a question time at the end of
the meeting. These would usually be done on a technical
scale to give the audience a better understanding of
the issues at hand.
Stage 4 - Questions & Answers
It is essential to allocate a structured period of time for
the participants to question issues relating to the
presentations and other issues relating to the
project/proposal. The could lead into a broader
discussion.
General Consideration
There are more innovative ways to conduct community
meetings (for example holding a walking community
meeting) or choosing a venue appropriate to the issue
being discussed (eg: a park, community venue or
restaurant).

Who participates and how?
All community people can participate in meetings. In
some instances, participation is structured, either by
sub-dividing within larger meetings or by holding
events in different geographic areas.
How much does it cost?
Resource and staff needs can be substantial
depending on the type of meeting and the information
provided. Typically the meeting will take two to three
hours.
A large hall or meeting space is required and catering
for large numbers may be resource-intensive, but will
invite more informal discussions and acknowledge
people's input.
What skills are required?
Well-developed facilitation skills are very important in
this context. Public meetings or forums can often
attract large numbers of people who may feel very
passionately about the issue being discussed and may
focus the meeting on one particular aspect of whatever
proposal is on offer.
How is it used with other techniques?
A media strategy is usefully for a public meeting to
attract the widest possible audience. For example,
advertising for public events generally includes more
than a single newspaper advertisement. During a
public meeting, a brainstorming, or visioning technique
may be used.
What are the drawbacks?
Does not foster dialogue.
Can create a community versus organisation
environment.
Can be an intimidating space for individuals to
speak.
Can become dominated by a vocal minority.
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FS 54: Topical events
What is a topical event?

A topical event can be a fun and interesting way of engaging
with stakeholders, especially residents and community groups.
It involves a stall or stand in a prominent location close to the
project area or could take the form of a project stall or stand at
a major community event, such as a fete, band day, market day
and road show.
The focus of a topical event will be the provision of information,
encouraging discussion, interactive activities with stakeholders
and obtaining feedback. For a topical event to be successful, it
is important to design an interactive and interesting activity for
engaging with participants.

How does it work?

Topical events could possibly be divided into two groups, an 'individual event' such as a single caravan on a study area or a 'combined
event' such a stall at a community fete.

Individual event

The main considerations for preparing an individual topical
event are:
Located close to project area;
Stand alone information centre;
Visually prominent to attract by-passers;
Provide information;
Discuss issues;
Request feedback; and
Explain next steps and the decision process.

When should you use a topical event?

NOTES

A topical event can be useful at any stage in the transport
decision-making process. However, the three main stages to
consider using this technique are problem definition, option
generation and implementation.
Once you have decided which stage to use this technique, it is
important to plan and design the event. Possible issues to
consider could include: identifying the objectives of the event,
identifying the project team's desirable outcomes, setting the
format, inviting the stakeholders and designing the activities
accordingly.

What are the benefits of a topical event?

A major benefit of this event is the ability to engage with a diverse
audience of stakeholders at any stage of the process. An
interesting and fun event will also encourage informal one-onone interaction and would be a real benefit to the decisionmaking process. An additional benefit is the ability to encourage
individual views, and discuss issues with individuals who would
not normally become engaged.
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Combined event

The main considerations for combining a project associated
topical event and a community event are:
Located at a community event, and may not be in close
proximity to the study area;
One of many stalls at the event;
Advertise event by newspaper article, radio and leaflets;
Should cater for all ages;
Provide information in the form of exhibition; and
For a more innovative approach games may be designed
for stakeholders to participate in.

Stakeholders participating in a small group discussion using
models and coloured plans.
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Practical information
Designing fun and interesting topical events

There are many activities that you can use. Below is a selection of activities that can be used:

STAGE 5:
IMPLEMENTATION

STAGE 2:
OPTION
GENERATION

STAGE 1:
PROBLEM
DEFINITION

Information provided to
participants?
Context and familiarisation of project area.
Purpose of the project.
Requirements from participants.
Facility to record problems.
Information on how their responses will be used
and the route forward.

Information provided to
participants?
Context and familiarisation of project area.
Project and preceding stage information.
Requirements from participants.
Possible ideas and thoughts to guide options.
Method to test possible options.
Facility to record problems.

Information provided to
participants?
Information on the project.
Information on the proposals.
Information of the findings of engagement.
Branding tool.

Interactive detail

The following activities can be used to make the
event interesting, the simple ones usually cost less:

€
€€
€€€
€€€€

Maps/aerial photographs.
Professional exhibition.
3D model of existing situation.
Video/movie of the subject area.

Interactive detail

The following activities can be used to make the
event interesting, the simple ones usually cost less:

€
€€
€€€
€€€€

Vote by colour dots on a preferred option.
Transparency overlays for options.
Interactive 3D model for options.
Computer game / internet where options
can be drawn on a map and printed.

Interactive detail

The following activities can be used to make the
event interesting, the simple ones usually cost less:

€
€
€€€
€€€€

Who participates and how?
Facilitators from the project team, who arrange the
event, and stakeholders, who would be a wide nontargeted audience. Participants would be attracted to
the event by publicity and marketing of the event, such
as the newspaper, radio, word of mouth and bright and
colourful stalls.
How much does it cost?
Costs depend on the interactive details of the event.
Consideration should be given to expenses such as
the venue, structure (permanent or temporary), the
activity materials and staff costs.
What skills are required?
The facilitator(s) should have general skills such as an
understanding of how to set up the event, they should
be friendly, approachable, knowledgeable,
understanding and the ability to express technical
language in a simple and way.
How is it used with other techniques?
This technique is made up of various others forms of
engagement, and consideration should be given to
making the even fun and interacting. Consider using
other techniques such as, an exhibition, design
games, information centre. Event can be part of a
marketing strategy or awareness campaign.
What are the drawbacks?
If insufficient consideration is given to designing
exciting activities then stakeholders could be bored
and discouraged from interacting. There is an
opportunity that the outcomes of the event will not be
achieved, especially if it has not been well prepared.

Information printouts.
Balloons.
Key rings/tea towels.
Barbecue / party.
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FS 55: Community visits and study tours
What is a community visit and a
study tour?

A community visit provides an opportunity for people to travel
around the study area with a knowledgeable guide, who
defines the area, points out local features and, if relevant,
identifies where changes are planned, or certain issues or
problems occur. The visit also provides an opportunity for
participants to identify local issues and give their opinions. A
community visit can involve local people, key stakeholders,
elected officials, advisory group members and the media.
A study tour involves a visit to one or more other location(s),
perhaps in another country, to view an implemented scheme
similar in nature to the one proposed for the study area. This
enables professionals, stakeholders, local politicians and
others to see what a completed scheme looks like and to
question local people about its benefits and any disbenefits.

How to use community visits and
study tours to INFORM?

How to use community visits and
study tours to ENGAGE?

A community visit allows the guide (usually a member of the
project team) to provide information to participants about the
study area and the proposed project. By walking around a
study area, participants can gain a greater appreciation of the
issues and problems of the area, and can also see how the
planned changes may impact on the local environment. They
will then be better equipped to make decisions.

A community visit also allows people to interact with the guide,
and to engage with one another. It enables them to identify
their own issues and concerns and feed this information back
to the project team. It is a way of involving local people in the
project from the beginning and, as long as contact and
involvement is maintained, can lead to a greater ownership of
the project by the community.

A study tour can assist in informing participants by showing
them schemes of similar type to the one proposed.

Once options for change have been developed for the area, the
guide can take participants through the options on site, pointing
out where changes are planned and the advantages and
disadvantages of each. People can also raise concerns and
provide their opinions.

It may be useful to distribute an information pack to participants
prior to the visit or tour. This should include, where possible, a
map or plan of the study area, background information to the
project and details of arrangements for the day.

When should you carry out such
visits?

NOTES

A community visit can usefully be held during the initial scheme
definition stage of the project, as part of the process of
determining the detailed scheme specification. Such a visit may
also be useful at the option assessment stage, so that the guide
can explain to local people and other stakeholders what each
scheme option would entail, on the ground. Finally, for a major
scheme likely to involve significant disruption during the
construction stage, it may be useful to arrange a community visit
just prior to the start of works, to inform local people about what
will be involved.
A study tour is likely to be most useful during the option
generation stage, to help in selecting a sub-set of options for
detailed design and assessment. Should significant opposition
remain following scheme selection, however, a study tour may
be useful at that stage, to help alleviate concerns and
demonstrate the value of the proposal.
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A study tour provides opportunities to debate the issues and
discuss possible options with members of the project team.

Stakeholders participating in a community visit.
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Practical information
Planning a community visit or study tour
This page provides advice on things that you need to think about when you are planning a community visit or study tour. Key
issues include when you should hold your event, who to invite and what you need to tell them in advance.
Who to invite
A community visit or study tour should have a cross-section
of people with different backgrounds, interests and expertise.
This could include local politicians and transport industry
professionals and members of local interest groups such as
residents associations. You will usually invite a selection of
individuals, rather than publicising the event more widely.
Check how many people you can guide around the site. If
necessary split into smaller groups.

Choosing a time and date
Think about what you want to show the visitors. For example,
if you want to demonstrate severe congestion which your
project aims to address, arrange the visit to coincide with
busier times of day. Don’t arrange a community visit if the
weather is likely to be too hot or too cold to comfortably spend
time outdoors.
Arranging a place to meet
Think carefully about where you start your visit/tour. Choose a
location which is easily accessible by public transport and give
a precise meeting point (not ‘outside the station’ or ‘in the main
square’). Also bear in mind that some people will arrive early
or late, so try to choose a meeting place with a comfortable
waiting area, with toilets and refreshment facilities. It may be
appropriate to start with an indoor briefing session, before
travelling by bus or on foot to the site. If you choose this option,
tell people beforehand how the journey will be made, and what
the arrangements are for the return trip.

Tell visitors in advance:

Why you are arranging a visit.
Where the visit will take place.
Why you have chosen to invite them.
Which other groups or individuals have been invited.
What the timetable for the visit is (including travel and
any contingency plans for bad weather, etc).
What refreshments (and accommodation) will be
provided.
What they need to bring (and what you will provide).
What opportunities they will have to ask questions or
make comments.
How discussions on the day will influence the decisionmaking process.
Make sure that everyone is fully aware of any specific
safety issues.

Assessing a community visit or study tour
Is the purpose of the visit/tour clearly
defined? Do you know what you want to
achieve? Do participants clearly know the
purpose of the visit? Do they know why they
are attending? How will the outcomes of the
visit/tour contribute to the project?

DURING

Do people understand what changes are
planned, and what they will be seeing
during the visit/tour? Do people
understand their role in the visit/tour?

How much does it cost?
The cost of the community visit may depend on where
people live and work in relation to the study area.
Some costs may be incurred if transport is required to
take people to the study area. Other costs could
include the information pack, the provision of lunch
and possible payment for attendance. Costs will be
substantially higher for a study tour to another area,
as the project would normally be expected to cover
travel and accommodation costs, particularly for local
residents and other voluntary groups.
What skills are required?
The guide should be knowledgeable about the study
area and be able to mediate and facilitate discussion
if necessary. If a study tour involves an overseas visit,
he/she should be fluent in the local language.
How is it used with other techniques?
A community visit can be used at the start of a
workshop (if near the study area) to give people an
overview of the area and the local problems, prior to
working through the issues in detail. In the case of a
study tour, it is often useful to hold a follow-up meeting
of participants a few days after the trip, once they
have had time to reflect on what they have seen and
heard, to discuss its relevance to the local situation.

On the day:

BEFORE

Who participates and how?
Community visits and study tours are suitable for a
wide range of people. It may be better, however, to
hold different visits/tours for different types of interest
groups; for example, residents/resident associations,
local politicians and media, government organisations
and other stakeholders.

AFTER

Were people given enough information
about the study area prior to and during the
visit? Are they better informed to make
decisions and provide feedback? Do they
know the advantages and disadvantages of
changes and what the impacts will be?

What are the drawbacks?
Day long community visits or longer study tours may
be inconvenient for some people, especially if
arranged during the week, when people are working.
Costs may make the activity expensive to run.
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FS 56: Focus group
What is a focus group?

Focus groups comprise a small group of people who discuss
specific topics or issues relevant to a particular project, as
directed by the project team. Typically there will be six to eight
participants in each group and many projects will use multiple
focus group sessions. The group will be led by a trained
moderator or experienced practitioner who will introduce the
specific topics and issues for discussion where appropriate.
Focus groups can be a highly effective way of exploring in
depth, the views, attitudes, aspirations and concerns of
participants.
Selecting appropriate stakeholders is key to the success of a
focus group. The selection should maximise the potential for
insightful discussions and those involved should be interested
in talking about the topic or issue. Focus group samples should
not attempt to be representative of the population.

Key focus group characteristics

To be successful, a focus group should comprise all of the
following characteristics:
It should be composed of stakeholders who are interested
in discussing the issues or topics;
The composition of the group, the venue and moderator
should all facilitate free discussion and interaction between
group members;
The discussions should be focussed - the group can be
directed by a list of appropriate and well thought-out
questions or topics. These must be flexible enough to allow
free flowing conversation where appropriate;
Discussions should be recorded e.g. take notes, use a tape
recorder or video camera; and
The results of the focus group should be analysed and
reported in a coherent and systematic way.

When to use a focus group
Focus groups can be a useful technique to employ at many
different stages of the transport decision-making process.
When and how focus groups are used will depend on what the
project team wants to get out of the process.

Focus groups can also be useful at the decision-taking stage.
Participants can play an important role in highlighting specific
issues or details which might be overlooked by the project
team.
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The main objective of a focus group is to obtain insights into the
lives and concerns of participants. If planned and run
effectively, the key strengths of using this technique include:
Gathering rich information on people’s experiences,
aspirations and opinions;
Providing insight into people’s views and an understanding
of their reasoning;
Providing a forum for the group to debate and understand
the opinions of others;
Identifying key problems not observed by the project team
or other stakeholders;
Proposing new ideas; and
Facilitating discussion on sensitive topics and issues.

NOTES

Focus groups can be used early on in a project for identifying
and exploring problems, concerns and priorities of the group
participants. Insightful information could be gathered on
participant’s underlying reasoning for their views.
At the option generation stage of a project, focus groups can
be a valuable technique for creating and debating new ideas
and possible solutions. Group participants may also be able to
identify potential problems with proposed suggestions from the
project team.

The benefits of using focus groups

A focus group being held for the preparation of a local transport
plan.
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Practical information

Key steps for planning a focus group
Step 1 - Identify the objectives of the
focus group
It is important to identify from the outset why focus groups are the
most appropriate technique, what you want to get out of the
process and what information you need.

How to recruit focus group
participants

Once you have decided on who you would like to get
involved in a focus group, several important issues are
likely to arise:

Finding prospective
participants

Participants can be found through existing mailing
and contact lists, other networks and
organisations, advertisements (e.g. posters or local
paper) or at specific locations relevant to the
project (e.g. bus stops).

Step 2 - Identify resources required
Experienced staff will be required for planning, moderating and
analysing focus group results. A budget will be needed for staff costs,
venue and catering costs, travel expenses, materials, equipment
and incentives.

Contacting potential
participants

Step 3 - Identify approach and focus
The approach adopted will depend on what information is required.
A list of topics/issues or more focussed questions will be required
depending on how structured you want the focus groups to be.

Prospective participants can initially be contacted
over the phone or via a letter. Highlight why their
involvement is important and what is required of
them. It may be necessary to offer incentives to
encourage involvement e.g. reimbursement of
travel costs, a meal or gift.

Step 4 - Decide on group
characteristics
Identify how many people should be in each group, how many
groups there should be and who needs to be in each group.

Following up

Send a confirmation letter to the participant,
including details of the venue, date and time.
Remind them about the importance of their
involvement and any incentives there are on offer.
It is also recommended that participants are
telephoned one or two days before the focus
group to remind them of the event.

Step 5 - Organise the venue
Find a venue which is suitably sized, convenient and comfortable.
Ensure enough catering and refreshments will be provided. Choose
a meeting date which is suitable for the participants.
Step 6 - Invite the participants
Use either a telephone call or a letter to invite potential
participants to join the focus groups. Ensure phone calls are made at
appropriate times of the day for the prospective participant.

Assessing a focus group

;
;

A simple evaluation sheet provided to all
participants is an effective way of finding out
how the process was viewed
Did you obtain the required information?

Who participates and how?
It is important for a focus group to comprise a variety of
participants from a diverse cross section of the local
community, including residents associations, local
authorities, businesses and voluntary groups. The project
managers usually chose the participants from within the
geographic area of the project/issue.
How much does it cost?
Typically, a focus group will take two to three hours and
consideration should be given to staff cost and resources.
The staff consideration should include a trained facilitator,
technical support assistant and a minute recorder. The
resource consideration should include the venue, catering,
information material, plans, tracing and pens and possible
incentives for attending.
What skills are required?
The facilitator would need the following skills: public
speaking, good chair of meetings, talk honestly, open,
vibrant, enthusiastic, good listener and good technical
knowledge of the project. The role of the facilitator is making
sure the meeting flows, everyone gets a fair opportunity to
speak and the meeting ends on time.
How is it used with other techniques?
A focus group works well on its own, however consideration
could be given to incorporating a focus group with a larger
engagement event. The participants of the larger event
could break into smaller focus groups, of usually around ten
members in each group. A focus group could also be used
for taking forward other engagement techniques, such as
discussing possible website ideas or planning for a larger
engagement event.
What are the drawbacks?
The main drawbacks of a focus group are the small sample
sizes and the qualitative nature of the findings.
Consideration must always be given to including the 'hardto-reach' groups, such as the disabled, elderly, ethnic
minorities, who are often neglected.
Source: Morgan, D.L and Krueger, R.A. (1998) The Focus Group
Kit, Sage Publications

119

FS 57: Workshop
What is a Workshop?

A workshop is an engagement event used to address a
particular topic or activity and usually involves brainstorming or
discussion to achieve a certain task or outcome. The workshop
would usually involve 20-60 participants attending a one to four
hour event.
Workshops could form part of a larger meeting, such as
conference, and would be used to discuss a certain issue/task
within the context of the main events topic.
A workshop has several common characteristics. They:
Address and define specific aspects or issues;
Set the context at the beginning of a project;
Can be used in planning or project development;
Provide direction to the project team and participants; and
Participants usually invited due to their specific input
representation of an interested organisation.

Why are workshops useful?

Workshops could be useful in gauging public perception, on
issues and concerns, early in planning process or project
development. It is easy for a facilitator to encourage participation
by asking questions and discussing their vision and concerns
about the project.
Workshops can encourage participants to focus intense
discussion on resolving a specific issue or concern. Authorities
can also use a workshop to discuss relevant issues relating to a
certain organisation or group. They provide an opportunity for
detailed discussion on a wide variety of elements of a plan,
project or delivery.
Workshops afford participants a clearer understanding and
encourage involvement within a particular project, and give
participants an understanding of various different viewpoints that
need to be addressed.

When should you use a workshop?
Workshops are useful at any stage of the transport decisionmaking process.

A major benefit of a workshop is that it encourages informal
discussion and creates a positive team-working and teambuilding atmosphere. Participants would recognise that certain
issues will occasionally have to be comprised in order to achieve
a solution best suited to the majority of participants. As
workshops focus on specific issues, they allow for viewpoints
and greater involvement from all the participants.
Workshops are useful to encourage intense participation within
an informal atmosphere. There is usually an opportunity for
participants to ask questions that would increase their
understanding of the specific issue or project details.

NOTES

As special meetings, they are used early to set the stage for
formulating plans or projects. They are used mid-process to
showcase and refine specific aspects of plans or projects,
resolve conflicts, and work toward consensus. Near the end of
a process, they demonstrate findings and conclusions of the
work effort.

An interactive workshop for a new transportation
infrastructure project in Germany.
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What are the benefits of a workshop
to the engagement process?



Æ#
T17

Practical information
Steps to prepare for a workshop
Step 1 - Make an Agenda
Bring together key players to start planning a
workshop. Brainstorm topics, formats, and schedule. Also
discuss learning objects, desired outcomes, and followup. Then define the purpose and create an agenda.
Step 2 - Determine the Budget
Running a workshop may incur costs such as
facilitation fees and travel, transcription materials and
services, meeting space rentals, refreshments for
participants, presentation materials, and background
documentation and analysis of the results.
Step 3 - Identify participants
Identify key individuals and organisations to invite and
decide how to invite them (e.g., phone, mailed invitation,
advertisement in local paper etc.). Then make invitations
with as much notice as possible supplying details of
when, length of meeting, where it will be held (including
directions) and a brief statement of the purpose.
Step 4 - Handle Logistics
Find a meeting place that is suitably sized. Do you
need smaller rooms for group activities? Pick a meeting
date to meet needs of participants. Arrange catering for
light refreshments.
Step 5 - Staff involved
Identify and ask facilitators. Contact and confirm
attendance of special speakers such as technical experts,
elected officials, and government agencies. Discuss
the planned proceedings with all staff involved.
Step 6 - Preparation
Organise any background materials required for the
meeting. and prepare presentations. Organise group work
materials; flipcharts, pens, coloured dots, sticky pads, etc.
Determine how the discussions will be recorded,
transcribed, and analysed.

Preparing an agenda
Workshops should always have written agendas with expected
results. The agenda should be circulated to members in
advance of the workshop. A typical agenda covers the following
items, as described below:
Make sure the project
team/organisation logo
is included
Need to include the
purpose of the event,
time, date and venue
Introduction and discuss
the events agenda
Presentation on
background to the
project
Opportunity for
information sharing,
identifying issues,
opportunities and
concerns
Generate and agree on
tangible next steps
through community
action
Opportunity to discuss
any other information
and include issues
raised that were not
included previously

Tips for workshop

;
;
;
;

Must have a clear aim for the event, and a clear agenda
to achieve those aims.
Participants should receive as much background topic
knowledge prior to event.
Breakout groups should have approximately 10
participants and a facilitator.
Participants must respect other's opinions and view
points.

Who participates and how?
Workshops considering specific transport proposals or
concerns would attract specific stakeholders from a
geographic area, usually identified by the project manager.
A workshop looking at more general transport issues, such
as congestion, might attract participants from an advert in a
transport publication and could require participants to
reserve a place.
How much does it cost?
Staff costs would include the time preparation for the event,
staff time for a trained event co-ordinator, presenter of the
background information, trained facilitators for each break
out group and event recorders for each group. It is usually
helpful to have one/two people to assist, such as taking
photographs, etc.
The resource consideration should include the venue,
catering, information material, plans, tracing and pens and
possible incentive for attending.
What skills are required?
The co-ordinator and facilitator would need the following
skills: public speaking, good chair of meetings, talks
honestly, open, vibrant, enthusiastic, good listener and
good technical knowledge of the project. The role of the
facilitator is making sure the meeting flows and everyone
gets a fair opportunity to speak and the meeting ends on
time.
How is it used with other techniques?
Larger conferences (60+ people) could 'break out' into
smaller workshops (20-60 people) and workshops could
further 'break out' into smaller focus groups (5-10), these
'break out' sessions encourage personal informal
discussions and debate.
What are the drawbacks?
A workshop requires much planning, preparation and
publicity. Workshops can also prove to be costly and a
careful budget should be identified prior to preparing for the
event. Consideration should be given to participants feeling
intimidated by the larger amount of people at a workshop
event.
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FS 58: Citizen juries
What is a citizen jury?

A small number of inhabitants of a city or neighbourhood are
randomly selected and invited to participate in a series of hearings
in connection with a local planning or policy issue, such the
development of a local transport plan or a pubic transport strategy.
A series of presentations are given by local authority staff, other
experts and interested organisations, setting out the problems and
issues in the area and outlining some possible solutions. Members
of the citizens' jury can question each speaker, and the jury then
forms its own judgement about the nature of the problem and the
ways in which it might be addressed.
In German speaking countries there is a similar technique known
as "Planungszelle" (planning cell), which was developed in the
seventies by the sociologist Peter C. Dienel.

In practice - Hannover

One of the best known and most successful examples in
Germany of the application of the citizens' jury approach (also
known as a 'citizens survey') in connection with a transport
project is the "Bürgergutachten ÜSTRA", which took place in
Hannover. The objective of this exercise was to assess the
strengths, weaknesses and possibilities to improve the local
public transport system. It was commissioned by the local
transport operator ÜSTRA, and about 300 citizens, aged
between 18 and 81, participated in twelve different citizen
surveys around the city. The groups were broadly based, and
included frequent users of the public transport system as well as
people regarded as notorious car drivers; they were all invited to
critically judge the current public transport system and to
develop ides for improvements in Hannover.
Each participant was on paid work leave, or received a small
sum of money, as appropriate; child care assistance was also
offered. Between them, the groups addressed sixteen working
themes; these included issues relating to constricted mobility
122

What are the benefits?

It is often very difficult to engage local people in debates about
higher-level projects, such as transport plans or strategies, that
do not seem as immediately relevant to them as a local
neighbourhood scheme. The citizens' jury provides a means of
obtaining public inputs to the development of more strategic
policy documents.
There is often a strong local media interest in the operation of
the citizens' jury, with reports on the evidence and views
presented to the jury, and detailed reporting on the judgements
expressed by the jury. This both greatly increases awareness of
the issues, and encourages others to become interested in these
more strategic issues. In most cases the findings of the jury have
provided a very influential input to the transport decision-making
process. The technique can help to resolve conflicts, introduce
new ideas, and encourage a more holistic approach to the
problem than is often provided by the experts.

(disabled people, older people, parents with pushchairs and
buggies), travel behaviour, personal security, travel times and
the future pay scales of public transport employees.
The outcome was a 200 page citizens' report, containing more
than 100 suggestions for improvements to the local public
transport system. The procedure turned out to be very
successful, and the local transport operator ÜSTRA received a
large number of suitable ideas for possible improvements. The
citizens particularly liked the approach, involving discussions
with experts and debating options, because they were able to
talk to people that they would not otherwise have talked to, and
would not have met elsewhere. At the same time, the experts
were impressed by the citizens' commitment to the exercise.
About two years after the citizen survey, an evaluation was
carried out to see which suggestions of the citizens had been
implemented and which had not, also identifying the reasons
why certain recommendations have not been implemented and
whether this has been explained to the public.

When should you use a jury?

A citizens' jury can be particularly useful at two stages in the
transport decision-making process: at the initial, scoping stage
of developing a plan/strategy, when problems and issues are
being identified, and at the option assessment stage, when
judgements have to be made about which - if any of the
generated options - sufficiently addresses the needs and
concerns of different stakeholder groups.
Juries have been used to assist in the development of a local
transport plan, in the development of a future public transport
strategy for a city, and in developing walking and cycling
strategies. They have been used to resolve problems associated
with controversial inner-city planning projects (e.g. the design of
places, or inner-city traffic policies), as well as other subject
areas such as the role of new information technologies, future
energy needs and demands for improved consumer protection.

NOTES
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Practical information
How it works: Steps in running a successful citizen jury
Step 1: Random selection process
The participants of the citizen jury are generally selected at random, though there may be quotas to ensure a wide representation
of interests (e.g. inclusion of disabled person, single mother, ethnic minority groups). This should ensure a social composition of
participants that is reflective of the local population.
Step 2: Financial compensation
The invited citizens are exempt from work and their other daily obligations for the duration of the exercise. Where paid leave from
work is not possible, they are given a daily allowance or can claim expenses.

Step 3: Problem/issue identification
The citizen jury is designed to address a given problem or set of problems/issues. The exercise must be set up in such a way
that it is solvable within a given time period. Much of the time is spent assimilating information, which must be presented in a way
which is understandable to the layperson. This can involve the use of audio-visual aids, information materials setting out 'pros'
and 'cons', and presentations from groups explaining the attitudes and concerns of affected people, plus the local administration,
transport organisations, environmental groups, etc.

Step 4: Group assessment
The statements generated by the citizen jury are the result of a group process. Having heard the evidence, the jury may divide
into smaller groups, to address particular issues in greater depth. The composition of these sub-groups changes, to avoid
dominance by certain individuals, and to enable most people to contribute their ideas to each topic. The selected citizens are
supported by professionals who moderate the whole process; they may help to explain issues, or give further background
information, but they should not influence the discussions or conclusions of the sub-groups.
Step 5: Documentation of the findings
The findings are summarised in a citizens' report, which is presented to the initiator of the exercise. Each participant - laymen as
well as experts - is given a copy of the report, which is often widely publicised in the local media.

Step 6: Evaluation of the implementation of the findings
In order to demonstrate the validity and credibility of the citizen jury process, the initiator of the exercise should carry out a formal
evaluation of how the findings were incorporated into the project decision-making process, and as a consequence what has been
implemented on the ground.

Who participates and how?
Depending on the subject, the citizen jury should
consist of around fifteen to twenty five persons, in a
small and medium sized city. In a large city, it may be
appropriate to set up a series of neighbourhood or
district juries, that may involve 200 or 300 persons in
total. People should be encouraged to participate
voluntarily in a citizen jury; they usually need to be
exempt from work for three to four days, occasionally
longer.
How much does it cost?
At first glance, a citizen jury can appear to be quite
expensive. The costs will include professional
personnel and time resources, one or more trained
facilitators, and the costs for room hire, working
materials, refreshments. etc. It might also be
necessary to reimburse costs for participants or their
employers. However, this needs to be set in the
context of the total costs of strategic projects and their
implementation, recognising that the citizen jury can
be a very effective way of identifying problems and
possible solutions, and of achieving consensus.
What skills are required?
The individual participants do not need particular
skills, but they should be willing to discuss the topics
with people who might hold different opinions. The
facilitator(s) need to be skilled in moderation, group
work, chairing meetings, etc.
What are the drawbacks?
Citizen juries are less suited to dealing local schemes
than with more strategic issues. They require careful
preparation and are, therefore, very time consuming;
there is a great deal of work for the initiating organisation
to carry out after the jury has met, in terms of writing up
the findings, integrating these into the transport decisionmaking process, etc. The exercise is also likely to receive
high levels of media coverage, which will highlight any
weaknesses in the process.
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FS 59: Technical working party
What is a technical working party?

A technical working party is a meeting of technical
professionals, organised to discuss technical issues or provide
direction for a particular project (steering committee) or provide
on-going technical advice on specific issues (advisory
committee). A working party is typically composed of staff from
a local authority, elected officials and community
representatives and is particularly useful for guiding projects in
their development, identifying issues/concerns or directing
long-term targeted strategies.
The technical working group encourages group-work between
participants and is usually structured on a democratic basis
with all representatives having equal status.

Key features of a technical working
party

Structure of a technical working
Party meeting

A technical working party has the following basic features:

Interested and affected parties and groups from within a
geographical area and/or sector are represented;
The technical meetings are held weekly, monthly or yearly;
Minutes and a record of the discussions, debates or
findings are kept throughout a technical working meeting;
Agreement on specific issues is usually sought, but not
essential; and
A technical working party is often assigned an important
role in the decision-making process.

Co-ordinator

Support and direction for
Technical Working Party
instructs
the chair

Chair

Facilitates the Technical Working
Party meeting

Findings fed
back to the
co-ordinator

Participants

Encouraged to discuss issues and
concerns

When to use a technical working
party?

NOTES

A technical working party may be required for any project which
requires specific inputs or advice from individuals who are
experienced or knowledgeable about specific issues, problems
or techniques.
Technical working parties should be set up early in a transport
related project and all members must be clearly briefed on their
responsibilities. Meetings may be required throughout the
decision-making process, however, their input is likely to be
most critical at the option generation stages. Their experience
and knowledge will be crucial in identifying appropriate and
viable ideas and ‘solutions’ for the project, as well as identifying
potential pitfalls with suggested options. Technical working
parties can play an important role in ensuring decision makers
are fully informed of technical issues relevant to the project and
decision-making.
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A group of experts meeting to discuss complex transport issues.
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Practical information
The technical working party process
Step 1: Set up a series of meetings
Meeting times and frequencies will vary and will depend on
when input from the technical working party is needed.
Regular contact may be required during decision-making.
Step 2: Define terms of reference
These are circulated in draft form for agreement at the first
meeting of the committee and contain the scope, role and
responsibilities of the committee.
Step 3: Determine other protocols
These may be determined at the outset of the meeting and
could relate to respecting the views of others and other
housekeeping matters.
Step 4: Work towards the main task
The committee will work towards its main responsibilities with
consultants or staff members, who may present information to
inform committee discussions.
Step 5: Willingness to compromise/negotiate.
Willingness to compromise/negotiate is a key feature of a
successful committee. Members representing broader
stakeholder groups will communicate developments to them.
Step 6: Attend technical working party meetings
Committee members will receive agendas and minutes prior
to any arranged meetings. Accurate reporting of proceedings
is important.

Preparing an agenda
Committee meetings should always be directed by a written
agenda. This should be circulated to members in advance of the
meeting. Consideration should be given to the following aspects
when preparing an agenda:
Ensure the project
team/organisation logo
is included.

How much does it cost?
Consideration should be given to staff costs, which
might include a facilitator and meeting assistants.
Costs may also be incurred by the use of a venue,
catering and hiring equipment e.g. projectors.

Include the purpose of
the event, time, date
and venue.

What skills are required?
The facilitator/chair will need to have some
experience in leading meetings. He/she will need to
be a good communicator, give everyone an equal
opportunity to contribute and have leadership qualities
to ensure the group remains focussed.

Introduce the event and
welcome attendees (if
attendees vary each
week).
Discuss whether any
changes need to be
made to the agenda.

How is it used with other techniques?
Technical working parties would work well as a 'break
out' group from a larger event, or could be used to
'champion' a particular issue or proposal. They could
also work alongside other smaller group techniques,
such as visioning and brainstorming.

Include the main topics
for discussion.
Present key
findings/project progress
where relevant.
Provide the opportunity
to discuss any other
business. This will
include issues not raised
during the meeting.

Assessing a technical working party
BEFORE

Have the meeting papers/background
information been sent to participants in
sufficient time? Have the participants been
given a clear explanation of their role? Has
visual/audio information been given out
prior to the meeting and does this include
contact details?

DURING

Are the items on the agenda being
addressed and are the concerns/issues
raised useful? Is there any additional
information that is needed from the
participants? Has the facilitator presented
the findings of the discussion and set a
date for the next meeting?

Who participates and how?
Technical professionals and/or representatives from a
relevant organisation with an interest in the project
would typically attend a technical working party
meeting. The technical working party should
encourage group debate and is usually facilitated by a
chair or meeting facilitator.

AFTER

What are the drawbacks?
Technical working parties are only able to include a
small group of people and as such, they are not
intended to reflect the views of all those in the wider
community. There is also the risk that meetings will be
dominated by a particular organisation or individual
and it is the facilitator /chair's responsibility to restrict
this.

Has a summary of results or action notes
been prepared and submitted to
participants? Have any questions/concerns
raised by the committee been addressed
and circulated? Has any feedback been
received and incorporated to improve future
meetings?
125

FS 60: Stakeholder conference
What is a stakeholder conference?

A stakeholder conference is a large-scale, formal, engagement
event focused on providing stakeholders with information on
solving transport related issues that affect them. This is
achieved by input from a transport professional who provides
an understanding of the complex issues, techniques on how
this can be solved and case studies where positive solutions
have been implemented in the past.
The second part of this event is to break into smaller workshop
groups to apply the information in practice to prepare solutions
for real and relevant transport projects.
The exchange of information in this technique is very important,
information is provided to the stakeholders who assess the
issues and information and provide detailed feedback,
comment and possible solutions to a complex transport issue
that affects them.

Who attends a stakeholder
conference?

The most important aspect required from a participant is the
interest in complex transport related projects and the ambition
to make a difference in their local area. Consideration should
be given to the following stakeholders:
Residents: Excellent local knowledge and ambition to
learn and make a difference;
Businesses: Ambition to reduce transport problems;
and
Community groups: Better understanding of the
issues facing a wider group of people.
A few participants can be asked to research the transport
problem and to present a case study.

When should you use a stakeholder
conference?

The main benefit of a stakeholder conference is the informed
exchange of information and solutions, some other benefits
include:
The event is structured and provides the opportunity to
direct discussion to achieving a given aim;
Results in an informed response, solutions and feedback
for a transport project or issue;
Empowers communities to contribute to decisions, based
on professional advice;
Provide encouragement for communities from other places
that are facing similar problems; and
Provide a range of solutions to encourage further ideas.

NOTES

It is recommended to use this type of event once the issues and
wider stakeholder solutions have been identified. This enables
the trained professional to have a sense of what the issues and
solutions are. Given this, they would then be able to direct the
presentation and case study discussions to a particular
issue/problem or solution and encourage debate on more
detailed solutions.
The most suitable stage to conduct such an event is during the
identification and generation of feasible options. This can draw
on findings from previous stakeholder engagement activities and
encourage the identification of stakeholder generated options,
with an indication of the preferred solution.

A Transportation Conference in France.
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What are the benefits of a
stakeholder conference?
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Practical information
How does a stakeholder conference work?

The following diagram shows the flow of information during a stakeholder conference and who is responsible for passing that
information on:

Item 1: Introduction and
issues presentation
The project team introduces the event and
provides some background information on the
project and the associated problem.

Who participates and how?
Participants could include community representatives,
such as residents, businesses, community groups and
'hard to reach' groups. Another important group is the
transport professional, who would share their
knowledge and case studies of good practice of
particular transport issues.
How much does it cost?
The budget for an event like this is the venue, catering
and production of materials. Another expense that
should be considered is the time and experience of the
transport professional and if they are not local,
consideration should be given to their accommodation
and travel.
Consideration should also be given to staff cost of the
event facilitators that includes a chair for the event,
assistants and a facilitator for each break out group.

Item 3: Problem solving
exercise
Stakeholders will be given an opportunity to

Item 2: Learn the
techniques
The trained professionals would

use these professional techniques to solve the
complex transport problems identified. This could be
done by forming break-out groups and completing a
practical exercise, where stakeholders prepare a
solution based on the information provided by the
trained professional.

present information on how the transport problem
has been solved in the past and how to apply the
technical transport planning techniques that were
used. The stakeholders would be taught and
empowered to prepare informed decisions and
solutions. Stakeholders could present some
examples of how a particular transport issue faced
by them has been solved in the past.

What skills are required?
The transport professional will have to contribute
considerable technical knowledge of the issue, provide
case studies of how these where solved in the past,
and show high levels of public speaking. The event
facilitators should have good skills and experience in
engagement events, they should be friendly, polite,
honest and provide everyone with an opportunity to
offer their views.
How is it used with other techniques?
This event is used well with exhibitions, workshops,
fact sheets, technical reports, community visits, focus
groups and information sessions.

A transport conference checklist

;
;
;
;

Clearly decide what you want to achieve at the event.

;

Consider the budget; this will influence the venue, facilities
and target audience and the form of the conference.
Make sure the timing doesn't clash with other major events.

;

Make sure the conference programme is stimulating.

;

Prepare an outlined agenda detailing the planned
activities for the day. This should be circulated in advance
to participants.
Get the stakeholders involved by using interactive
engagement techniques, e.g. small working groups.
Consider external advice
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FS 61: Transport visioning event
What is a transport visioning event?

The basic concept of a transport visioning event is to combine
various engagement techniques so that stakeholders can
prepare a vision or aspiration to solve particular transport
issues, problems or develop a project.
The main feature of this event is to familiarise stakeholders with
the study area and identify problems/issues, a vision and
possible solutions. This could be achieved by combining
various techniques such as a workshop, information centre,
focus groups, community visit, community meetings and
exhibitions.
A vision is important as it directs the project to achieve the
required outcomes, and can give the project team an
understanding of what the stakeholder's expectations are. It
would also be a valuable tool in the marketing and promotion of
the transport project.

How does it work?

The chair would conduct the introductions and the audience
would be broken into groups of approximately 8-10 people to
conduct an analysis of the project area, identifying the
strengths and weaknesses of a particular transport issue.
These are presented back to the full stakeholder audience and
participants assemble in their original groups to discuss a
vision and possible solutions to achieve this vision. This usually
involves mapping solutions and presenting these to the event
participants.

Who attends?

Invite a range of stakeholders to promote interaction. Each
breakout group should have at least one representative from
each stakeholder organisation. Possible organisations could
include: Authority Officials, education groups, resident
associations, community groups, retailers/businesses, hard to
reach groups and transport professionals.

When to use a transport visioning
event?

It is recommended to set a time and date that would be
convenient for all stakeholders. Saturday mornings and weekday
evenings are the most recommended times.
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Early identification of the issues from stakeholders with
local knowledge and stakeholder groups with different
interests;
Receive direct stakeholder feedback on how transport
problems could be solved;
Create relationships between stakeholders and the project
team, where stakeholders feel that their interests are being
considered;
The event concept is versatile and can be changed
according to budget, local consideration and stakeholder
groups;
Create enthusiasm and ownership of a project from the
early stages, and encourage stakeholders to be proactive
about solving the issues; and
The project team and stakeholders are always assessing
the feasibility of their own aspirations.

NOTES

An ideal time for a transport visioning event is the initial stages in
the decision-making process, and together with exhibitions and
press releases, could be a valuable tool in the 'launch' of a
transport project by creating enthusiasm and project awareness.
It is an excellent way to build a base of information, gauge public
perception, gain stakeholder support and input early on.

If a study area visit is a major aspect of the event, then
consideration should be given to making sure that the weather
conditions are favourable.

What are the benefits of a transport
visioning event?

Participants providing their ideas at a transport visioning
event in Brno, Czech Republic.
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Practical information

AGENDA ITEM
Item 1:
Introductions

The chair or main facilitator of the
event will welcome participants,
introduce the event and transport
project, discuss the agenda and outline
the expected outcomes.

Item 2: Analysis

Groups of participants will identify
strengths, weaknesses, opportunities
and aspirations for the transport project
or study area.

Item 3: Solutions

Participants will then use the
strengths, weaknesses, opportunities
and aspirations to prepare a suitable
'Vision' for the project. This will include
the preparation of possible
improvement solutions.

Item 4:
Conclusions

It is important to continue transparency
and this stage involves an elected
member of each group presenting the
findings of that particular group back to
the entire audience.

ENGAGEMENT AID
Outcomes for Item 1 could be
achieved using the following aids:
Key speaker presentations;
'Blue sky' thinking;
Factsheets;
Exhibition; and
Newspaper article.
Outcomes for Item 2 could be
achieved using the following aids:
Walking site visit;
3D Models;
Video footage;
A4 Plans and post it notes;
Disposable cameras.
Outcomes for Item 3 could be
achieved using the following aids:
A1 / A0 Area Maps;
Aerial photographs;
Interactive 3D models;
Tracing paper; and
Thick marker pens.

Outcomes for Item 4 could be
achieved using the following aids:
Presentations;
Outputs from stages before;
Photographs;
Sketches/drawings; and
Possible 3D models.

EXAMPLE

Who participates and how?
Important participants at the event are the key
stakeholders, as they contribute to the issues,
strengths, weaknesses, aspirations and possible
solutions. The project team play a big role at the event,
as they have the project information and are able to
facilitate/direct discussion and comments from the
stakeholders.
How much does it cost?
Preparation and running costs of the event can vary
and can be adapted to suit the needs of most budgets.
Consideration should be given to venue, staff costs,
catering, printing and production of information
materials. The more interesting and exciting the event,
the higher the costs will be, however this will help the
project team to achieve the outcomes.
What skills are required?
The facilitators need to demonstrate a good
understanding of the project and issues and have good
experience in chairing large events. They need to be
clear in presenting and directing the event towards
achieving the identified outcomes. For more
contentious issues, it is recommended to have an
external facilitator.
How is it used with other techniques?
The transport visioning event is very adaptable with
the ability to incorporate many aspects of other
techniques. Such techniques could include exhibitions,
newspaper feature articles, information and image
campaigns, fact sheets, community visits, focus
groups and workshops.
What are the drawbacks?
The drawbacks for this event include the attendance
being targeted and therefore could seem to excluding
some stakeholders. Additionally, the agenda for the
event is particularly full and time constraints and
expected outcomes should be considered.
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FS 62: Weekend event
What is a weekend event?

A weekend engagement event is between 1 and 2 days in
duration and recommended for very large projects that could
be considered detailed or controversial. The event would
consist of approximately 60 stakeholders, who at intervals
throughout the event would break into smaller groups of around
6 to 10 people, concentrating on different topics and facilitated
by a member of the project team.
This design of the event combines intensity with fun and an
interesting form of engagement, the focus being exchanging
large amounts of information over the 2 days. This type of
event covers a broader range of issues than a Transport
Visioning Event, and generally in a form designed to produce
more structured outputs. The purpose of the event is the ability
to engage with stakeholders and exchange detailed information
on every stage in the project.

What to consider prior to the event?

This event is intensive and output driven and it is important to
identify the expected outcomes to gauge public perception and
of the project and to plan the event accordingly.
Consideration should be given to identifying suitable
stakeholders and sending the invitation and pre-event
information at least 1 month before the event.
Prepare an agenda that focuses on the outcomes and make
the event fun, interesting and encouraging, while still achieving
the aims of engagement.
Once the venue and accommodation arrangements have been
confirmed, it is important to test and finalise all the technical
(Audio/Visual) aspects of the event that will be used. Make sure
the facilitators know how these work and have prepared
suitable presentation materials.

When should you use a weekend
event?

Participants
reviewing
information
provided at a
weekend event.

A weekend event is likely to be particularly useful at an early
stage in the transport decision-making process. In the case of a
very large project, it might even be run in advance of the main
project, to help identify key issues and assist in formulating the
engagement and other strategies.
Weekend events can be used during the problem identification
stage, both to identify issues and to start to look at possible
options and criteria for assessment. They could also be used
once the formal decision has been taken to go ahead with a
particular scheme, to assist in planning some of the detailed
aspects of implementation. This might be particularly useful
where a large infrastructure scheme is liable to cause
considerable disruption for an extended period of time.
Finally, a weekend event could be used after implementation, to
provide stakeholder report back on the scheme and to identify
possible solutions to any problems that have arisen post
implementation.
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Participants
providing their
views and ideas for
the transport project
directly onto maps.

What are the benefits of a weekend
event?
The benefits associated with this technique include:

Opportunity for a one off event that considers the entire
decision-making process;
Opportunity to bring together all major stakeholders for an
extended period;
Could result in a faster project time scale or be used to deal
with an urgent, relatively contentious issue;
Opportunity to gain solutions from many people, not just
the project team; and
Stakeholder involvement used early in the decision-making
process, avoids wasting valuable resources, if little support
is shown for the project.

NOTES
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Practical information
Designing a weekend event

Consider the following information when designing a successful weekend event:

Interaction with other
engagement techniques

The following diagram shows how various other techniques
discussed in this handbook can be used in a weekend event.

Workshop
Transport
Visioning Event
Brainstorming

Information
Sessions

WEEKEND EVENT

Printed Public
Materials

Marketing
&
Promotion
Exhibition

Consulting
Individuals

What should be included in the
information pack?

The information pack will be the first material a stakeholder
will see regarding the event. It is important for this to be
informative, interesting, colourful and should consist of the
following items:
Formal invitation stating the date, time and venue of the
event;
Covering letter explaining the purpose of the project and
the event;
Draft agenda of the event;
Response sheet to book a place, containing contact
details;
Venue directions;
Accommodation details for overnight stay; and
Any other materials for pre-event information.

How is the event structured?
Introductions and welcome
Saturday
Presentation of Issues
Morning
Identification of strengths,
weaknesses and opportunities

Saturday
Afternoon
Sunday
Morning
Sunday
Afternoon

Generation of Vision
Generation of Options
Testing of Options
Voting on preferred scheme
Preparation of improvement
proposals
Discussion on route forward
Discussion on further engagement
Discussion on project champion
Preparation of materials for follow up

Recommended follow up activity:

Arrange a community workshop with a different audience,
discussing the outcomes of the weekend and next steps,
such as a follow up event. This should be done relatively
soon after the weekend event and used to encourage
support for the project.

A weekend event checklist

;
;
;
;
;
;

Are the stakeholders identified and informed long
enough in advance?
Are the information packs accurate and appealing, and
do they contain a reply slip?
Is the venue/accommodation/catering organised and
confirmed?
Is the agenda clear on objectives and responsibilities
and does it encourage achieving the aims of the event?
Is the agenda fun and interesting?
Is the material correct printed?

Who participates and how?
The most important people at the event are the
stakeholders and detailed research should be undertaken
to find the right stakeholders to participate in the event.
These stakeholders would be positive, forward thinking
and be able to think of new and interesting solutions.
Consideration could be given to inviting stakeholders from
groups, such as: authority officials, community interest
groups (residents associations), transport professionals
and other 'experts' and 'hard to reach groups'.
How much does it cost?
Due to the intensity and duration of the event, the event is
not considered to be cheap. Things to consider would be
the venue, hotel accommodation, materials, staff costs,
catering per day, trained facilitator and other facilitators
(assistants) for the full event duration.
What skills are required?
It is very important that the facilitator is a good organiser,
good chair of public events, has the ability to speak clearly
and create enthusiasm for long periods of time. It is also
important that the project team or participants have
specific skills in most aspects relating to the project, not
necessarily transport, but skills such as planning,
economics or urban design.
How is it used with other techniques?
This technique is very versatile and most, if not all, of the
techniques discussed in this handbook will be appropriate
to this type of event, such as marketing strategy, engaging
individuals, workshops, brainstorming events, leaflets,
exhibitions, letters, etc.
What are the drawbacks?
The major drawback for this type of event is the cost,
however this could be considered worthwhile in
considering the outcomes achieved from the intensive 1 or
2 day event. Effort and commitment required of potential
participants is another drawback; however this could be
reduced by an exciting and interesting agenda and by
providing feedback on the outcomes.
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FS 63: Planning for Real



What is ‘Planning for Real’?

Planning for Real  was developed in Britain in the late 1970s and
is an effective technique for involving citizens in decisions about
local schemes, using models as a focus for people to suggest and
prioritise ideas on how their area could be improved. It catches
people's interest and can attract all sections of the community.
The core feature of Planning for Real is the construction of a large,
usually three-dimensional, model of the relevant area, and the use
of suggestion cards on which citizens can indicate what they want
to see happen and where (e.g. location of playground, bicycle
lanes, trees). In this way, people can see others' ideas and
comments, and build on these. The use of a model avoids
language and articulation difficulties, and compromise and
consensus become easier; there is less scope for face-to-face
confrontation and people can concentrate on identifying specific
projects.

What are the benefits?

‘Planning for Real’  can be a very effective means of involving
a wide range of people in a local transport project, from school
children to pensioners, and from residents to employees. It is
visual, fun to engage in, and allows a variety of forms of
response. It does not rely heavily on written material, and gives
everyone a 'voice'. As well as providing people with the
opportunity to make individual comments, it can also be used as
stimulus material in other engagement events, such as a focus
group or a technical workshop. Planning for Real’:
Engages people from all types of background (including
minority groups);
Is primarily visual in approach, and so enables participants to
demonstrate what they would like to see happen and where;
Gives those who normally feel intimidated at public events
the opportunity to express their views using the cards;
Helps the event to focus on the issues rather than on the

When should you use Planning for Real?

NOTES

Planning for Real has been widely used throughout the world. It
has been successfully applied to derelict sites and town centres,
as well as to areas of open space, such as squares. It has been
used to look at options for community development schemes in
Berlin, and in a small village in Eastern Germany. Within
GUIDEMAPS, aspects of the approach have been used as part
of the engagement for traffic management schemes, linked to
the promotion of sustainable transport modes, on newly bypassed roads in Essex.
Planning for Real helps to produce more diverse and creative
ideas, by involving larger numbers of people of all age ranges
and backgrounds. However, it is not appropriate for engaging on
a specific scheme proposal. It is more appropriate at the
problem identification and option generation stages, where it
can uncover important detail information for the transport
project, in particular, citizens' concerns and users needs.
Planning for Real is mostly used by NGOs, but can also be
applied by a local authority.
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personalities of those involved;
Assists in the generation of new ideas - what could be done,
where and how? - and relates these directly to the problems
and aspirations that have been identified; and
Enables strong, productive and on-going partnerships to be
formed between local people, the project team and other
interested parties.
In particular, the use of the physical model and the cards
overcomes the difficulties many people experience in
communicating verbally, and helps them to visualise possible
changes and to communicate their ideas to others. It also
enables people to become actively rather than just passively
involved in engagement. As Planning for Real is a registered
trademark of The Neighbourhood Initiatives Foundation,
organisations wishing to run activities described as Planning for
Real events, should first contact the Foundation to discuss how
best to use the technique in their particular situation, and to
obtain permission to use the trademark.

An example of a ‘Planning for Real’ event held in Essex,
England.
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Practical information
How it works – in brief

The Planning for Real exercise starts with the construction of a threedimensional model of the local neighbourhood. Local people are
encouraged to carry out this activity, sometimes with external
assistance, using their specific local knowledge to ensure the model
represents the place, as they see it. Often, children in a local school
might undertake this task as an educational exercise, to maximise
ownership and awareness in the community.
In the second stage, people are invited to attend a Planning for Real
event(s) - often assisted through publicity about the model in the local
press - where the model is exhibited. People are encouraged to place
comment and suggestion cards on the model, noting specific
problems and possible solutions. Cutouts - such as trees, zebra
crossings or bicycle stands - may also be provided, so that people
can place them where they would like to see such facilities provided.
Participants then review comments, agree on priorities and form
working parties.
In stage three the working parties, made up of local people aided by
professionals, review the ideas put forward at the meetings, and
discuss any conflicting interests. This usually leads to a number of
concrete project proposals, which can then be turned by the project
team into action plans.

Resources required

You can either use the Planning for Real 'kit' promoted by the
British Neighbourhood Initiatives Foundation
(www.infonline.org.uk), or prepare your own. Local language
versions of the 'kit' have been developed in Holland, Germany
and Poland. For your own material 'pack' you will need:
; Map of the area or community.
; Material for model making (coloured card, balsa wood,
photographs of facades, polystyrene, glue, scissors, etc.).

;
;
;

Wooden sheets or desks for exhibiting the model.
Material for cut-out features, and suggestions and priority
cards (coloured card).
Material for the ad hoc 'working parties' (paper, pens, flip
charts etc.).

Steps in a Planning for Real event
Step 1: Initiation phase (2-3 months)

Define the study area and set up a steering group involving local
residents and the local authority. Prepare your Planning for Real
'kit' or purchase one.
Step 2: Model making (2-3 days)

The model is often built by local residents, assisted by school
children or students. It is usually at 1:200 or 1:300 scales; it
should be easily transportable.
Step 3: Publicise activity (2 weeks)

Exhibit the model in your area (e.g. cafes, libraries), and seek
media support.
Step 4: Distribute talent sheets (2 weeks)

In parallel with the publicity, gather information on the talents of
local residents. This will form a resource for the working parties
and later implementation.
Step 5: Public sessions (one or more times
in different locations, 3-4 hours)

The session should be introduced by the facilitator, explaining the
objectives and the process:
People view the model (10 mins).
Participants place suggestion cards on the model (30 mins).
Participants discuss the results and rearrange cards, until
they are happy with the outcome (30 mins).
Participants record suggestions and their locations (30 mins).
Participants prioritise suggestions, by placing cards on 'now,
soon, later' boards (30 mins).
Participants discuss next steps and establish working parties
on key issues (20 mins).
Step 6: Working parties (1-2 months)

Working parties cover topics such as environmental protection,
traffic, play areas; actions plans are worked out in more detail.
Step 7: Implementation and feedback
The working parties start to implement the projects and actions
plans or contact relevant authorities. The public should be
informed about the results through newsletters or press releases.

Who participates and how?
Participants are generally drawn from a particular
target community or neighbourhood. Local politicians
and staff from the local authorities should also be
invited to the public sessions, but try to avoid an 'us
against them' atmosphere: the emphasis is on
community inputs, so professionals and officials
should not contribute until asked to do so.
How much does it cost?
Professional staff costs and time will be involved in the
preparation, participation and facilitation of the events.
Resource costs include the meeting space, catering,
information material and appropriate model-making
facilities.
What skills are required?
The Planning for Real facilitator should have good
skills in moderation, group work, conflict solving, and
chairing meetings. People are also needed to assist in
running the event, for example volunteers from the
community or neighbourhood. Train-the-trainers
workshops - offered, for example, in the UK or
Germany - can be found on the internet and promoted
by the British Neighbourhood Initiatives Foundation
(see 'resources required').
How is it used with other techniques?
A Planning for Real event can be free-standing, or
form part of a broader engagement strategy. It should
be linked into the project's media strategy, in order to
publicise the event and the outcomes in local
newspapers and radio stations.
What are the drawbacks?
A Planning for Real exercise is suitable for broad urban or
community development projects; not, on the one hand,
for general strategy development, nor, on the other, for
informing people about a detailed scheme proposal. The
exercise and the implementation of the action plan needs
considerable time and resources.
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FS 64: Open space event
What is the ‘open space event’?

The rationale behind an Open Space event is based on the
observation that many people regard the coffee break as being one
of the most informative and productive parts of conferences and
meetings. This led to the development of a form of event in the mid
eighties, by Harrison Owen, that adopted the format of the
unstructured coffee break.
The method works like a 'market place', in which many different
people meet, talk to each other, exchange ideas and problems,
and develop projects and working strategies. The following preconditions contribute to a successful Open Space event:
An urgent and common topic of concern;
A high degree of complexity surrounding the issue;
A wide diversity of interested groups; and
A clear time pressure to find solutions

What are the benefits of running an
‘open space event’?

An Open Space event offers an environment that encourages
the intensive exchange of ideas and an open brainstorming
session. It is deliberately very loosely structured, as is evident
from the fact that only a location, a simple agenda and a broad
timetable is determined in advance of the event. The main actors
are the participants themselves, who are - individually and
collectively - responsible for the content and the outcomes, and
the general workshop atmosphere.
Any attempt to control proceedings at an Open Space event
should be avoided, where at all possible. On the contrary,
professional leadership and an overly structured facilitation
process have been identified as the main restraint on innovation.
Instead of listening to expert views, citizens devise the detailed
agenda and communicate with each other informally,
contributing their own insights and expertise. The participants
themselves become the motor driving the event.

When to use an open space event?

An Open Space workshop can be arranged by a city council, or
by various non-governmental organisations. Depending on the
situation, participants are likely to include the residents of a
district, as well as staff members of a city council.
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Many participants are often surprised by the success of this
approach, which at first might have appeared to be rather
chaotic. They conclude that they had been very motivated to
exchange, discuss and further develop ideas, and that they have
enjoyed determining the course of the event. However, the
biggest 'winner' in an Open Space event is always the pleasant
working atmosphere.
The Open Space method is unfamiliar to many people. In order
to successfully run such an event, it is important to involve some
of the participants in the preparations and to foster media
relations.

NOTES

The Open Space approach is not a suitable method if you have
already decided on a particular transport project. Rather, the
method is suited to identifying and scoping out general
problems/issues in an area and generating a range of possible
solutions: it is effective as a forum for exchanging information
and knowledge, stimulating and collecting new ideas, and as a
general community empowerment tool.

Open Space has proved to be an effective meeting format, in
which very heterogeneous groups work together, and where
complex and potentially conflicting issues can be addressed
when previously it has not proved possible to find an acceptable
solution. The Open Space approach is often run as a freestanding exercise, but it can also be adapted as an afternoon
session in a conference.

During the course of the event, the topics and discussions
become more and more independent of any official agendas. Not
only do participants work intensively during the formal sessions,
but the topic will also be discussed by groups of people on the
staircase and in the cafeteria..

Participants at an open space event.
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How it works: Steps for ‘Open space’
Step 1: Preparation phase (2-4 weeks)

This involves the usual steps in preparing for a workshop-type
event (e.g. venue booking, refreshments, inviting participants).
Step 2: Introduction (10-15 mins)

The participants sit around in a circle or arc, so that everyone
can see each other. The facilitator explains the general
objectives and format of the event.
Step 3: Opening plenary circle (15-20 mins)

The purpose of the opening session is to identify the most
important subjects that participants want to address. They write
their suggestions on cards, read them out and place them on a
'notice board'.
Step 4: Signing up (15 mins)

The file cards are arranged according to subject areas and
participants register for different workshop (sub)topics.
Step 5: Workshop sessions (1-2-3 hours)

The workshop sessions are self-managed by the participants,
within a framework of simple principles and 'rules'. Results are
recorded and placed on the central notice board.
Step 6: Open sessions (30-60-120 mins)

After a refreshment break, general debate starts and people are
encouraged to move between the different working groups, to
add their ideas to what has already been contributed.
Step 7: Final plenary circle (15 mins)

As people can 'drown' in the many ideas and suggestions that
have been generated, the purpose of the final plenary session
is to collect final and considered suggestions and statements
from participants about their priorities and the projects they
would like to be implemented.
Step 8: Workshop report (15 mins)

In order to capture all the good ideas, and to summarise action
points and various follow-up responsibilities, a report is
prepared either at the end of the workshop or the next day.

The four principles:
Whoever turn up are the right people
Whenever a new topic is started, it's the right time to do so
When a discussion is over, it's over
Whatever happens is the only thing that could happen
In other words, participation at an Open Space event is
voluntary. Neither the organisers nor the participants should
worry too much about formal timetabling or structure; all
participants should move on when there is nothing more to say.
It is important to turn up for the event with an open mind and
without high expectations.
The ‘law of two feet’:
Simply expressed, the 'law' states that, if at any time a
participant feels that they are neither learning nor contributing to
a session, then they should move elsewhere (to another
workshop, or to have a coffee break).
In other words, the "law of two feet" sets out a principle of selfdirected freedom and self-responsibility. The basic premise is
that each participant should always be in the 'right' place, in the
working group in which he can contribute and learn something.
This is how each participant can best influence content and
form. People who try to control the discussion will be rejected by
the group, usually in a polite way. Each participant has a
responsibility for the efficiency and effectiveness of the event, for
hi/her contribution and for the proceedings as a whole.

Who participates and how?
The most important requirement is participation on a
voluntary basis, by citizens, transport users or
business people, who have an interest in improving
their community. The number of participants is not
fixed; there have been open space events with as few
as 20 participants and as many as 500 people.
Experts or members of the city council, as well as
politicians, should be encouraged to participate, but
with no more influence than the other participants.
How much does it cost?
Costs include the rooms in which the event is held
(several rooms are needed for the parallel workshops),
refreshments, working materials (display boards,
cards, papers, pencils etc). As well as professional
staff time, there will be a need to engage an Open
Space facilitator, generate publicity and provide
administrative support to make the necessary
preparations (starting two to four weeks in advance).
What skills are required?
The participants do not need particular skills, but they
should be able to deal with an open working forum.
The facilitator should have the usual skills
(moderation, group work, chairing meetings, etc.), but
(s)he only actively leads the beginning and the end
sessions.
How is it used with other techniques?
An Open Space event works well on its own, though it
can provide a useful structuring event for planning
later engagement activities. It should thus be built into
a more general engagement strategy.
What are the drawbacks?
Open Space is not suitable for dealing with very specific
topics, where the solutions or actions are already known.
It is more suited to very open topics, and provides a
technique for motivating people and facilitating citizen
empowerment. Once a constructive and energetic spirit
has been generated from an open space event, it should
be capitalised upon in follow-up workshops and meetings.
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FS 65: Ethnic minorities
Who are ethnic minorities and why
engage with them?

Ethnic minorities are groups of people who share the same
cultural traditions and characteristics which differ from the
native population. These groups and communities often have
little political representation in decision-making processes.
It is recommended to consider all stakeholder issues and
requirements in a transport related project. The engagement
process should be inclusive and transparent, and must provide
equal opportunities for all stakeholders to get involved.
Some ethnic minority groups may have particular issues and
requirements specific to their culture, beliefs or language,
which will need to be given serious consideration in planning
and carrying out a engagement strategy.

Identifying ethnic diversity

The ethnic diversity of a specific area can be identified through
the use of nationally collected statistics or local surveys. Ethnic
minority voluntary and interest groups may also be a useful
source of information on the ethnic diversity of an area.
Engagement strategies should involve the full range of groups
and communities identified, to ensure their different views are
fully represented.
It is recommended that key ethnic minority organisations and
representatives are engaged to identify the specific needs and
priorities of ethnic minority communities. Further, they may also
help to identify how specific groups might wish to be engaged
and the most potentially effective techniques for involving them.

When to engage with ethnic
minorities?

Early identification and initial contact with ethnic minority groups
will help to encourage their participation and can contribute to
making them feel part of the wider community and the decisionmaking process.
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It is important to engage with ethnic minorities to ensure:

All stakeholder interests and concerns are represented and
identified. Different ethnic communities will identify specific
problems and priorities that wouldn't necessarily be
highlighted by other groups or the project team;
Different ethnic groups can discuss and debate issues,
concerns or requirements particular to their group;
Engagement will help to build important links with ethnic
minority communities; and
Ethnic minorities will be properly represented in the
decision-making process.

NOTES

Early consideration of ethnic diversity in the preparation of an
engagement strategy is very important. Allow enough time to
engage with ethnic minority groups and representatives to
enable the most effective engagement techniques to be
identified and prepared.

A range of different engagement techniques may need to be
developed to encourage the involvement of all ethnic minorities.
Consideration should be given at an early stage to their specific
beliefs, cultural customs and languages.

Why engage with ethnic minorities?

Using images, graphs, maps and photo’s to engage ethnic
minority groups.
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Practical Information
Key issues to consider when engaging with ethnic minorities
Engaging with ethnic minority groups and organisations
Engagement with organisations and groups
who represent ethnic minority communities
is recommended early in the preparation of
an engagement strategy. The following
questions could be useful when engaging
with community representatives:

What are the key issues, concerns and priorities of the community/group?
What engagement techniques do they prefer?
What specific language or cultural customs to they have?
Is the organisation/group willing to disseminate information about the project
to its members?
What other networks, organisations and forums could be used to promote the
project and engagement?

Language
To encourage the involvement and
engagement of different ethnic minority
groups, project information, promotional
materials, questionnaires, invitations,
presentations and other materials may need
to be translated into minority languages.
An interpreter may also be required for
engagement events.

What are the different dialects in the study area?
Have the materials been translated fully and correctly?
Have we hired interpreters with suitable technical knowledge?

Cultural traditions and customs
Consideration should always be given
to the specific traditions and customs of
different ethnic minority groups. It is
recommended that ethnic minority
representatives or organisations are
engaged on the following issues.

What religious days, festivals and events should participation events avoid?
What times of day should engagement events avoid?
What kinds of venue are unsuitable for specific minority groups?
What types of food and drink are culturally inappropriate for different ethnic
groups?

Who participates and how?
It is important to engage with ethnic minority groups to
ensure their views are represented in the decisionmaking process. The project team should identify the
most effective ways of engaging with ethnic minorities
through engagement with ethnic minority
representatives and/or relevant voluntary and interest
organisations.
How much does it cost?
The preparation of materials in various languages for
different ethnic minority groups could increase the
overall cost of the engagement strategy. Translating
responses and providing an interpreter at events is
also likely to impact on project budgets.
What skills are required?
Project staff and facilitators will need to be sensitive to
the requirements and concerns of different ethnic
minority groups. Experience of working and engaging
with ethnic minority communities would be an
advantage. Where necessary, facilitators or
interpreters should be available at events to enable the
involvement of those who speak different ethnic
minority languages.
How is it used with other techniques?
Ethnic minority requirements and concerns should be
considered in the preparation and use of all tools and
techniques. This factsheet could be used with those on
'identifying stakeholders' and 'preparing an
engagement strategy'. Highly relevant techniques
might include community visits, key person interviews,
focus groups and workshops.
What are the drawbacks?
It may be challenging to identify and involve all ethnic
minority groups, particularly in areas with many
different ethnic minority communities. However, it is
important to ensure all groups are represented in the
decision-making process and every effort should be
made to involve all ethnic minority groups - not
favouring one group over another.
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FS 66: Impaired people
Who are impaired people?

Impaired people are those members of a community who suffer
a disability or impairment which limits their activities or
opportunities. Special consideration will need to be given to the
requirements of impaired individuals to encourage and enable
their engagement in a project. Their involvement in
engagement activities is vital, as the focus of many transport
related projects is to improve travelling environments for
impaired people.
There are many types of impairments to consider when
arranging stakeholder engagement strategies. This fact sheet
focuses on three, which should always be considered when
planning and carrying out an engagement event or strategy:
Visual: those who are blind or partially sighted;
Access: those who suffer mobility impairments which
restrict movement and access; and
Hearing: those who are deaf or hard of hearing.

Key issues

The following should be considered when engaging with
impaired stakeholders
ls information and promotional material about the project
and engagement events and activities accessible to all
impaired individuals?
Is the event planned on an appropriate day and time (e.g.
avoid late afternoon and evenings to encourage the
involvement of impaired women with child care
responsibilities)?
Is the venue fully accessible to all impaired individuals
(includes getting to, getting into and moving around the
building)?
Are written materials, graphics and maps accessible to all
(induction loops and material in braille or large print may be
required)?
Is additional assistance required at the event (may include
sign language interpreters and assistance for those who are
less mobile)?

When to involve impaired people?

The requirements of impaired people must be identified early on,
particularly for example, if project materials need to be
translated into braille. Venue locations and event dates are likely
to be affected by the needs of impaired individuals and should
therefore be given early consideration.
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There are significant benefits to involving impaired individuals
in transport related projects. These include:
Impaired people will be able to identify specific problems,
concerns and priorities based on their their own
experiences;
They might make useful suggestions for improvements that
will benefit other groups aswell;
More appropriate strategies, measures or improvements
will be developed and implemented for impaired people;
Any improvements aimed at impaired people are likely to
also improve the environment for everyone else; and
The process will help to demarginalise impaired people and
involve them in the decision-making process.

NOTES

It is important to involve impaired people from the outset of
planning a engagement strategy, as they will be able to offer
valuable advice on what to consider and what provisions should
be made for impaired people, and add credibility to the process.

The experiences and views of impaired people are important in
the identification of issues, in particular those concerning access
and mobility within the transport sector. Further, impaired people
should be encouraged to propose solutions to transport related
issues that affect them and should be able to influence the
generation and selection of preferred options.

Benefits of engaging with impaired
people

Use techniques and materials that will allow all stakeholders to
participate in the transport project.
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Practical Information

Hearing

Physical

Visual

Solving engagement issues for impaired people
ISSUE

SOLUTION

The project and engagement activities
need to be targeted appropriately.

Use personal interaction techniques
such as telephoning stakeholders or
visiting local communities and groups.

Stakeholders need to understand the
layout of the study area or proposed
changes.

A 3D model could be developed for
stakeholders to feel and touch.

Written reports, handouts and
newsletters need to be accessible to
the visually impaired.

Produce written materials in braille or
large print where necessary. Consider
providing audio CDs/tapes.

ISSUE

SOLUTION

The venue needs to be accessible for
those with mobility impairments.

Ensure venue has ramped or level
access and that toilets are accessible.

Exhibition boards are too high for
wheel chair users to view them.

Use exhibition stands that can move
vertically or produce legible printouts.

Identification of issues or problems
may involve site visits.

Provide accessible transport around
site or show a video of the site at an
event.

ISSUE

SOLUTION

Participation information needs to be
accessible.

Use written materials such as leaflets,
posters and websites to promote
participation.

Key issues and problems and
potential solutions need to be
communicated.

Use diagrams, graphics, models and
written materials where appropriate.

Stakeholders need to be involved in
discussions at engagement events.

Ensure an induction loop is installed
and a sign language interpreter is
available where necessary.

Who participates and how?
Impaired individuals play a vital role in an engagement
activities and their needs must be given serious
consideration in any engagement strategy. Ensuring you
meet their requirements will not only encourage them to
get involved but will make them more at ease when
participating.
How much does it cost?
Providing project and participation materials in different
formats e.g. braille, audio/CDs may incur some additional
costs. Additional staff may also be required to meet the
needs of impaired individuals, such as sign language
interpreters and assistants to help those who are visual
impaired. Accessible transport, e.g. wheel chair friendly
minibuses or taxis may also be required to enable access
to the venue and this will add to budget costs.
What skills are required?
Specialised skills are likely to be required when engaging
with impaired individuals. Language interpreters and staff
experienced with working with those with impairments,
such as a carer, may be required. These skills are likely to
brought in from external organisations, as will translators
for converting written material into braille. All staff involved
will need to be highly sensitive to the needs of impaired
individuals and the importance of their participation.
How is it used with other techniques?
Different techniques will need to be used when engaging with
people with different impairments. For those with mobility
problems, community visits and websites might be
appropriate. Focus groups and telephone techniques could
be used to engage with those with visual impairments and
exhibitions, web based forums and questionnaires could be
useful techniques when engaging with those who are hard of
hearing.
What are the drawbacks?
Additional time will need to be built into the engagement
strategy to ensure all the needs of impaired individuals are
identified and met. Not all venues will cater for the needs of
impaired individuals and prior site visits may be required to
ensure they are suitable.
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FS 67: Young people and the elderly
What is engagement with the young
and elderly?

The involvement of young people and the elderly is an
essential part of any engagement strategy. For the purposes of
this fact sheet, ‘young people’ are defined as those who are
under 18 and the ‘elderly’ are those who have reached
retirement age. Both groups are likely to have different
experiences from other age groups, and consequently will
identify different issues, problems and priorities. Incorporating
these into transport projects will be crucial if transport
developments are to be targeted and effective.
Different engagement techniques will need to be developed to
encourage and facilitate the involvement of different age
groups. Consideration will also need to be given to their
specific requirements, for example, older people may need
additional practical assistance at events.

Why and how to engage with young
people?

Involving young people in transport related projects will help to
identify specific issues and problems which may not be
recognised by other age groups or the project team. They may
also bring new ideas to the project. The process can be equally
beneficial to young people and may help their understanding of
how issues affect them and make them feel that their voice is
making a difference to decision-making. When engaging
younger people the following issues need to be considered:
Develop fun and interesting techniques - use games,
pictures and competitions;
Select suitable venues for events where young people will
feel comfortable; and
Emphasise why their participation is important and the
benefits of getting involved.

When should you involve young
people and the elderly?

Early consideration will need to be given to the types of
techniques developed to ensure that people get involved and
continue to participate. This will be particularly important for
young people who are unlikely to remain interested if they are
bored by the activities on offer.
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Elderly people will have specific needs and problems not
experienced by other stakeholders, which can be identified
through engagement activities. For many older people,
transport issues (particularly those concerning public transport)
are important, as many are dependent on it for accessing key
services. Many older people will have a good understanding of
their local area and will be able to make important contributions
to decision-making. The following issues should be considered
when engaging with the elderly:
Use techniques that elderly people will be more
comfortable with e.g avoid web based methods;
Consider the requirements of elderly people (e.g. is
material needed in large print?); and
Choose an appropriate venue where elderly people will feel
at ease.

NOTES

It is useful to engage with young people and the elderly on how
they would like to be engaged and on what techniques would
be most effective. This should be done at an early stage in the
transport decision-making process.

Stakeholders should be kept up-to-date on project progress
and informed of how their inputs have been fed into the
decision-making process. To sustain the interests of young
people in the project, innovative ideas such as, fun games in
newsletters or cartoon posters could be used.

Why and how to engage with elderly
people?

A workshop being held with young people to discuss their views
in the local transport problem.
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Practical Information
Engaging young people

Engaging the elderly

The following techniques could be helpful in encouraging and
facilitating the involvement of young people.

The following techniques could be used for engaging with
elderly people.

School projects and
competitions

Bus about

School projects and competitions are a good way of
getting young people more deeply involved in specific
issues. This might include drawing competitions, onsite/community surveys or designing and building models
of potential solutions.

Older people could be encouraged to think about specific
problems and solutions by taking part in a bus tour
around the study area. Key issues and potential solutions
could be discussed in focus groups after the tour.

Who participates and how?
It is important to encourage the engagement of both
elderly and young people in transport related projects
to ensure they are given the opportunity to impact on
decisions which are likely to affect them.
How much does it cost?

The costs of involving young people and the elderly will
depend on the techniques developed and the special
requirements of the stakeholders. Developing
interactive websites, models and games for young
people is likely to impact on costs, as will providing
different formats of materials (e.g. large print for elderly
people). Additional staff may be needed to supervise
the young and assist the elderly. Incentives may also
be required to encourage the involvement of
stakeholders.
What skills are required?

Drawing/sketching exercises
Young people could trace or draw over maps, plans or
photographs showing the project area to illustrate what
changes they would like to see made.

Games and interactive websites
Games and interactive websites could be designed to
encourage young people to think about the key issues
that affect them and potential solutions. These will have
to be of high quality to ensure young people do not lose
interest easily.

Promotion at leisure venues and
events
Engagement events could be promoted at leisure venues
such as bingo halls or elderly leisure clubs. This could
involve colourful posters, leaflets or presentations. These
should highlight the importance of the project and could
offer incentives to encourage involvement.

Round tables over a meal
This could provide an opportunity for elderly people to get
together to discuss ideas for the project. A notetaker will
be required and larger social events could be organised
with guest speakers.

Skills in communicating with young and older people
will be required to ensure engagement events run
smoothly. An understanding of the requirements of the
young and old will also be necessary. Additional
assistance may be required for supervising the young
and supporting older people.
How is it used with other techniques?

Different techniques will be appropriate for different
age groups. Interactive websites or focus groups
centred on developing designs and models might be
appropriate for young people, whereas for the elderly,
public meetings and interviews might prove effective
techniques. This fact sheet should also be used in
conjunction with 'identifying stakeholders' (FS13),
'preparing an engagement strategy' (FS12) and
‘engaging impaired people’ (FS 66).
What are the drawbacks?

Additional time may need to be built into the project for
developing different sets of materials and techniques
for different age groups.
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FS 68: People with low literacy levels
What is illiteracy?

Individuals with low literacy levels have difficulty reading and
writing. Their ability levels will vary significantly, some will be
unable to read and write at all, while others will have some
basic knowledge. Engagement strategies will need to take
these considerations into account.
It is important to develop promotional and engagement
materials which can be understood and used by those who
have difficulties with reading and writing. This means that
strategies should not be solely based on written
communications and techniques, such as questionnaires and
reports.

Techniques for engaging people with
low literacy levels

The following techniques could be used to promote the
participation of those who experience difficulties with reading
and writing:
Use word of mouth, voluntary groups, community events
and radio to promote and invite people to events;
Explain clearly why their participation is so important;
Use photographs, pictures, graphics and models where
possible;
Consider using focus groups, interviews, radio, and
telephone techniques;
If reading/writing techniques are used, have a facilitator
available to talk through questions and write down the
stakeholders answers; and
Be sensitive, patient and willing to help.

When involve people with low literacy
levels?

It is important to try to engage with individuals who struggle
with reading and writing because:
All stakeholders’ interests, concerns and priorities should
be fed into the decision-making process;
They have direct experience of problems faced by people
with varying levels of literacy, including for example issues
relating to signs and public information;
Individuals with low literacy levels tend to be left out of
other decision-making processes;
The process will help to empower those who have
difficulties with reading and writing; and
Engagement may help individuals to develop their own
reading and writing skills and increase their confidence.
.

NOTES

It is important to involve those who have difficulty with reading
and writing early in the transport decision-making process.
Engaging them at the early stages to find out how they would
like to be engaged, will help the development of a more effective
engagement strategy.
Stakeholders who have difficulty reading and writing may be
most interested in identifying issues and problems that are
specific to them and to take part in the option generation stages.
This is likely to involve the use of graphics, drawings and models
which stakeholders will be able to comment on.

Use images, graphs, maps and photo’s to engage with
individuals with low literacy levels.
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Why engage those with reading and
writing difficulties?
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Getting stakeholders with low literacy levels involved

The diagram below identifies a number of ways to encourage the involvement of stakeholders who have difficulties with reading and
writing, at various stages of the transport decision-making process:

Encouraging stakeholder
involvement

Encourage involvement by promoting the project and
participation using telephone and radio techniques and
community visits.

Problem definition

Provide stakeholders with models, graphics and pictures
to identify key problems and issues. Findings could be
presented verbally to other stakeholders.

Option generation

Give participants the opportunity to sketch how they
visualise transport improvements. Tracing paper laid out
over large plans of the study area is an effective method.

Option assessment

Participants can assess the potential impacts of
proposals using 3D photographs and models.

Formal decision taking

Involve groups with low literacy levels in the final
decision-making process through focus groups, meetings
and events. Always feedback to the community what has
been decided.

Implementation

Keep communities informed on how policy is to be
implemented. Provide a forum for those with reading and
writing difficulties to feed back e.g. via telephone or
community visits.

Monitoring and evaluation

Use interactive techniques that do not require written
materials, such as, focus groups and meetings to discuss
the effectiveness of implemented plans, the project as a
whole and the engagement process.

Who participates and how?
Individuals with low literacy levels should be
encouraged to get involved in the decision-making
process. The project team should carefully consider
the most effective techniques to encourage and
facilitate their participation.
How much does it cost?
High quality images, photographs and models may be
required and time consuming techniques such as
focus groups and one-on one-interviews may be
necessary, which is likely to increase costs.
What skills are required?
Staff working with individuals with low literacy skills will
need to be sensitive to their needs, patient and willing
to help and answer questions. Good verbal
communication skills will be necessary.
How is it used with other techniques?
Some techniques will be more appropriate for involving
people with low literacy levels. Techniques should not
be overly focussed on written communications.
Appropriate techniques might include: using the
telephone to engage people, radio shows, community
visits, key person interviews, focus groups and public
meetings.
What are the drawbacks?
There are few drawbacks associated with engaging
people with low literacy levels. Alternative ways of
communicating written information will, however, need
to be developed and implemented.
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FS 69: Apathetic people
What is engagement with apathetic
people?

One of the most important aspects of any engagement strategy
is ensuring that as many different groups and as many different
stakeholders as possible are involved in the process.
Not all stakeholders, however, will want to participate and there
are likely to be some individuals or groups who do not wish to
get involved. This might be because:
They don’t have time to participate;
They aren’t interested in the project or issue;
They don’t fully understand the project or issue, how it
affects them or its potential benefits; or
They don’t think that their involvement will make a
difference.

Why involve stakeholders who are
apathetic?

It is important to try to involve stakeholders who are not
interested in participating because:
The views of all stakeholders are important and should be
fed into the decision-making process;
Those who are less engaged in the project or issue may
have different opinions or responses to those who are
more willing to participate;
Less engaged groups and individuals might be left out of
other engagement activities;
It sends positive messages to the community that you are
trying to get everyone involved;
It might encourage people to be become more involved in
future stakeholder activities; and
They may start opposing a scheme once it reaches the
implementtaion stage.
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How to involve apathetic people?

The following ideas could be useful in encouraging the
participation of those who are less willing to get involved:
1. Fun and interesting materials: make the
engagement material easy to understand and visually
interesting. The use of pictures, diagrams and different colours
will help.

3. Incentives: a good way to increase stakeholder
involvement is to offer an incentive, such as a free meal, gift,
cash or travel reimbursement.
4. Emphasise how stakeholders will
make a ‘difference’: ensure stakeholders recognise
that their participation can affect the decision-making process
and that their involvement is not a waste of their time.

2. Promote one-on-one informal
discussion: provide opportunities for one-on-one informal
discussions to raise enthusiasm and promote the importance of
the project.

When should you involve
stakeholders who are apathetic?

It is important to identify those stakeholders who are less
willing to participate and to try to involve them in the process
as early as possible. This will ensure that there is sufficient
time to overcome barriers to their participation and that their
considerations and concerns can be taken into account from
an early stage.
Once stakeholders are involved, it will be important to sustain
their interest throughout the project to ensure their comments
and views continue to be fed in. This will also be important for
maintaining stakeholder support for the project.

NOTES
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Practical information
Encouraging apathetic stakeholders to get involved the key principles
What to do

Get their
attention!

How to do it

Use techniques that make the project stand out. This
could involve anything from developing eye catching
posters to organising a fun event.

Explain
why the issue or
project is
important

Stakeholders will not get involved if they think the
issue is not important or is irrelevant to their lives. Clearly
communicate how the project affects them and the key
benefits of the scheme or strategy.

Explain
how their
involvement will
make an impact

Stakeholders need to be assured that their
participation will make a difference. Clearly explain why
their involvement is critical and how their views will affect
the decision-making process.

Keep them
interested!

It is important to keep stakeholders up-to-date with
project progress, clearly showing how their views have
impacted on the decision-making process. Newsletters are a
useful way of keeping stakeholders informed and interested.

Who participates and how?
It is important to try to encourage individuals and
groups disinterested in the project to get involved and
participate. All stakeholders views are important and
should be fed into the decision-making process. The
techniques used should be fun and interesting and
include bright informative materials.
How much does it cost?
Consideration should be given to staff costs for oneon-one engagement and discussions of project
proposals. Developing high quality engagement
materials, using colours and graphics, may also
impact on project cost, as will offering incentives, such
as travel reimbursements or gifts.
What skills are required?
Good communication and marketing skills, and the
ability to promote and explain project material clearly
and enthusiastically will be important in engaging with
disinterested stakeholders.
How is it used with other techniques?
Many of the techniques within the handbook could be
used to engage with individuals and groups who are
less willing to get involved. Printed materials including
posters and and leaflets should be ‘eye catching’ and
clearly inform the reader why it is important for them
to get involved.
What are the drawbacks?
It will not always be possible to get everyone
interested in an issue or project. As much as you can
try, there are likely to be individuals or groups who do
not want to participate in the transport decisionmaking process. It is important however, that effort is
made to engage with disinterested stakeholders and
that this is recorded as part of the engagement
process.
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For clarification of terms and a list of all references used in Volume 2, see:
Volume 1: Concepts and Tools
Section 4: Glossary and bibliography, page 83 to 97
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