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| INTRODUCTION |

‘Und so wird der Steuerzahler entlastet’
This phrase – ‘And so the taxpayer
is relieved’ – was the headline
of a newspaper article in the
Recklinghäuser Zeitung after
the final conference of manage+.
With this one-liner, the reporter
captured the purpose of the project
perfectly: to reduce public funding
for investment in, and the operation
of regenerated heritage sites by
involving other stakeholders. Due
to the economic crisis, this purpose
is even more relevant today than it
was when the project application
was written in 2008.

What was the aim of
manage+?
The project’s aim was to develop
viable management models for the
long-term use of former industrial
and military heritage sites converted
into business parks, greenbelt
recreation areas and tourist destinations. Traditionally, such sites have
been subsidised and managed by
the public authorities. Manage+ endeavours to run them sustainably and
- ideally - without public funding.

What did manage+ want to
achieve?
The project aimed to reduce conflicts

of interest through cooperation and
by encouraging team work to turn
divergent interests into common
goals. From the very beginning,
public and private stakeholders and
the local community were involved in
project development, which helped
to ensure the operation of the sites
was sustainable and profitable.
Five sites in four European countries
(Great Britain, Belgium, the Netherlands and Germany) served as pilots
for implementing manage+. The
European partners’ specialist and
innovative expertise was used and
shared by exchanging information
and transferring knowledge.

What did manage+ want to
deliver?
The aim of the project was to deliver
methods for public and private stakeholders to be actively involved in the
operation of the sites. Therefore,
physical and economic models for
management centres and organisational structures were collected
during the project and solutions for
cooperative management were
applied such as shared information
tools, coordinated arrangement of
on-site visitor activities and
cooperative marketing.

Who benefitted from
manage+?
The project results were shared
with experts and interested public
and private partners through training
materials and events. The project
helped the public authorities involved
to reduce their finance, management,
maintenance and marketing workload. Examples are the integration
of local businesses and community
initiatives in activities and events
on-site, and in the management of
regenerated projects.

What was the main lesson of
manage+?
Heritage sites have a story. One of
the main lessons of manage+ was
to use that story to create goodwill
and involvement with a multitude of
stakeholders in creating a single site
and management centre.
The original history of the Hoheward
landscaped park is one of the coal,
sweat and steel of the mining period
and its recent history relates to the
stars: the horizon observatory in the
landscaped park and the ‘new
horizons’ exhibition in the management centre.
The history of the Lion Salt Works
is one of salt: the hot, dry and

(thirsty) work of an industry that has
vanished but that has shaped the
landscape. The history of the Sugar
Factory in Veurne is one of sugar:
the site is an epigraph of the agri
cultural framework and history of
the surroundings, town and site. The
history of the town of Germersheim
is based on its soldiers.
The Weißenburger Tor is now a focal
point for the long-standing military
history of the town.
The history of soldiers in the New
Dutch Waterline is the history of
long-since forbidden places that are
now open to the public and is the
story of a small nation that turned
its foe - water – into its ally – a water
defence line.
These stories appeal to one’s
national, regional or local identity.
The story of the heritage site is a
very useful tool for involving all
kinds of potential stakeholders. It is
more an appeal to the emotions than
to rationality, but experience shows
that this appeal can be a powerful
force in creating enthusiasm for
one’s history and a feeling of responsibility towards the heritage site.
So when revitalising heritage, seek
out the site’s history and use it to
involve the stakeholders.
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Positive effects

Lessons learned

• The restoration and repair of a
derelict Scheduled Monument on
the national UK heritage buildings at risk register to create a
brand new community facility and
management centre at the Lion
Salt Works.
• Multi stakeholder management:
using the business cluster concept
to engage with a range of stakeholders who will help to manage
the site and management centre,
for example the Salt Barge pub will
provide catering for events, conferences etc., and the Lion Salt Works
Trust who will fundraise and assist
in volunteer management.
• The support and engagement to
the project from the local community living around the Lion Salt
Works and their delight at seeing
it finally restored from its derelict
state.
• Providing new customers and
business for the Salt Barge pub in
the village which helped the owners to engage with the business
clustering concept and become a
key stakeholder.
• The steady growth of visitors to
onsite events and open days during
the project lifetime in response to
publicity.

• Seeing first hand and learning
from how other partners managed
their own project showed that all
partners faced the same challenges which could be discussed
and solved through a sharing of
knowledge and expertise.
• With any development of a heritage
site, especially old industrial buildings, there are a range of skills
required to deliver a successful
project. These skills will include
specialist building restoration and
repair, heritage architecture, marketing and promotion and community engagement. It is rare for
one organisation to have all these
resources and so working with
partners and sharing skills is a key
part of the development process.
• A range of best practice management models are key components
in delivering major regeneration
projects:
• public/private partnerships to fund
and deliver the regeneration;
• stakeholder engagement with the
local community to ensure ownership of the project and encourage
engagement with activities;
• involvement of local businesses
working together in a cluster to
increase the visitor economy of the
area.
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Stakeholder involvement, transnational workshops,
public information and events

Planning process
Key elements in the site development were the stakeholder
mapping and the market consultation. These two methods
were innovative for WVI. WVI
made its stakeholder map not
for the management centre but
for the whole site development.
This stakeholder map was an
essential document for the
consultant who made the communications strategy.

Building permit for management centre

2013

Feb - July
Process of stakeholder mapping

2013

2015

2010

Winter
Start of internal process at WVI
for market consultation

2014
17th March
Publication of the market
consultation document.
Half May
Ending of response time for
private parties interested in the
site development
June
Publication of analysis report of
market consultation

Realization of the
management centre
2011
16th February
Workshop transnational design
panel for the MC

2012
10th October
Date of combined assignment
to architect and constructor.
A (long) period of price negotiations started.
19th November
16

28th November
Joint design panel in Chester
The outcome of the transnational
workshops with the joint design
panel was that in February 2013
the decision was made to abandon
the idea to use an old building for
the management centre but build
a new one. This new management
centre became ‘het Suikerklontje’,
the iconic new building centre for
the sugar factory development
project.

2014
31st March
Start of building
31st December
Completion of building

24th June
Opening of het ‘Suikerklontje’
management centre for the
sugar factory development
project

2012 Stakeholder
information and
involvement activities
2011 Transnational
workshop

Realization of the ecological allotment gardens

16th February
Joint design panel in Veurne.

2014
4 September
Finished design for the allotment gardens
28th October
Building permit for allotment
gardens
December
Project approval for the allotment gardens by the Flemish
Government
th

2015
February
Start implementation allotment
gardens
May
Completion allotment gardens
and landscape work around the
management centre.

14th May
1st Workshop learning network sustainable
housing quarters. 19 participants from 6
stakeholders (province of West Flanders,
experts from the learning network, city
of Veurne, Natuurpunt, architect Jan
Maenhout)
Quotes of the workshop
Pascal Sticker, alderman - city of Veurne
“The city of Veurne is pleased that WVI plans
to realize in cooperation with private stakeholders a sustainable housing quarter at the
sugar factory site.”
Norbert Roothaert, Natuurpunt
“We are willing to start negotiations with
WVI about the rent, lease or purchase of the
nature conservation park on the sugar factory site.”
23rd October
2nd Workshop learning network sustainable
housing quarters. 16 participants from 7
organisations (=city of Veurne, province of
West Flanders, City of Ieper, experts from
the learning network, TuinHier, Christian
Union ACV)
12th December
Study day with site visit for the members
of the EGTC Flandre – Dunkerque – Côte
d’Opale (20 participants)

2012 Transnational
workshop

February
Decision to build an new building for the management centre.
April
Start of planning/design
June
End of planning/design

18 - 04 - 2008

Overall site development

2013 Stakeholder information
and involvement activities

2008

2009

2010

27th April
Excursion to Gent for the city of
Veurne, the province of West Flanders and the project team of WVI
(20 participants)

2011

2012

2013

2013 Public information
and events
22 January
Information moment on-site
inhabitants
nd

2013 Temporary use
16th January
permit for temporary use for
television series
January – August
‘In Flanders Fields’ Set for WWI
Belgium television series

Positive effects

Lessons learned

Most proud of…

The manage+ project made WVI
think of topics we are not used to
think of. The project induced “out of
the box thinking” like the management centre, the allotment gardening, the PPP-process, the project
website, etc. Community thinking
became part of the working process for the sugar factory site and
WVI hopes to continue this in other
projects.

• The PPP-structure process was
though and hard to do, but the most
fulfilling too. The management
structure study of Deloitte did not
really bring what WVI wanted in the
end but it made WVI think of PPP in
a different way and made WVI work
towards a well-designed PPPstructure.
• The manage+ project had a difficult start in WVI because the aims
and objectives lied too far away from
the daily work. On the other hand,
once involved, colleagues started
thinking ‘out-of-the-box’ which lead
to beautiful ‘wow’ moments like the
allotment gardens and the market
consultation for the PPP-structure.
• For WVI ‘grabbing chances’ was
used as ‘method’ to get events on
the site. Examples are the making of the World War I series. The
site was used to make a trench and
battlefield scene. (Björn Denecker,
the sugar factory coordinator, was
a supporting actor in the battlefield
scenes.)
For the allotment gardens WVI
grabbed the opportunity of subsidies of the Flemish government. For
the green roof on the MC municipal
subsidies were applied for.

WVI is most proud of the experience gained with stakeholder mapping. It was very time consuming but proved
very worthwhile for all the different processes that
had to start on the site: the housing development, the
management centre, the allotment gardens, the nature
conservation area etc. Stakeholder mapping will certainly
be incorporated in the methods WVI uses for project
development.
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Eveline Huyhge European funding officer at WVI

of local entrepreneurs. This is much
more a bottom-up approach that
increases motivation, participation
and cooperation. Stakeholders work
together to reach a common aim
that they themselves could identify.
Having organised the network of entrepreneurs, the NDW, in cooperation with the entrepreneurs, has set
up a foundation in which the entrepreneurs work together on marketing, communication and organising
common events. The national project
organisation does not play any role
in this foundation, with the exception
of some start-up funding. A combination of both seems to be the best
option. In the NDW, this is definitely
the case. Marketing for the NDW
is a top-down approach. The forts
that have a theme that interlinks
the different entrepreneurs are the
bottom-up approach.
All in all, most manage+ local projects strive for a combined process.

Method

Involve stakeholders in a structured
way, manage expectations and be
realistic and honest.
The organisation in search of stakeholders must be very clear about
what topics can be discussed and
what is not open for discussion. The
role of the stakeholder must also be
clear. And do not be afraid to negotiate budgets. Define the limits of
the project. Inform the stakeholder
of the boundaries and restrictions,
those aspects of the project that
cannot be changed. This puts limits
on management and operations
and needs to be communicated at
an early stage in contacts with the
stakeholders. Stakeholder involvement needs to be done step by step.
The manage+ partners agreed on a

working process that comprises the
following steps.
1. Make a stakeholder map of your
own project
2. Complete a stakeholder inventory
form for all the stakeholders
3. Draw up a strategy for involving
stakeholders.

Process

The process starts by prioritising potential stakeholders: is the impact of
the stakeholder on the project considered high, medium or low? The
stakeholders with a high impact are
those that are by their very nature
important for the management and
operation of the regenerated site.
Another important step is to identify
the current attitude, interest and
activities of the stakeholder.
As with a job interview, it is very important to know the organisation you
contact in order to make them a proposal for cooperation that fits their
business model and culture. It is
equally important that the organisation that searches for stakeholders
is able to identify what they expect
from the potential stakeholder. This
is what is referred to as the attitude
and activities required. Once this
knowledge has been obtained, a plan
can be drawn up for contacting the
stakeholder. This is comparable to
a communications plan: the message is outlined for the stakeholder
and communication measures are
proposed to convince the potential
stakeholder. The communication
measures are ideally customised
because they need to be adapted to
the stakeholder’s business model
and culture. The message must be
well thought through because this
is really the aspect that needs to
convince the potential stakeholder to

get involved. It should answer to the
question “Why should I be interested
in getting involved?” Having taken all
these steps, the stakeholder can be
contacted to negotiate its potential
role in the management and operation of the regenerated site.

History or topic

It helps to find a common topic to
work on or choose a viable theme.
Use the history of your site or region
to capture the stakeholder’s interest.
This can be a management topic
such as, for example, a common
marketing strategy being worked out
by the city of Germersheim in cooperation with Verband Region Rhein
– Neckar and local players. This
common topic can also be a theme
based on which stakeholders can
organise different activities. Here,
we have examples from the NDW.

Messages

Structure the message to the stakeholder according to the time schedule and phases of the project (beginning, middle and end). It is important
that stakeholders are approached
and involved at the correct phases of
the project. Therefore, stakeholder
consultations and outcomes have
to be built into the project timetable
to ensure the right messages are
delivered at the right time.
In every project phase, different and
customised messages are needed
to reach and involve the stakeholders. These messages evolve with the
project phases. In the early phase
of a project, one may “just” want to
involve the stakeholders through
information meetings. As the project
progresses, the stakeholders may
change their role and level of involvement by becoming more deeply

and even financially committed.
This phase needs another message
to keep these stakeholders in the
project.

Know what you want

Define what you want to achieve
before you go to the stakeholder,
approach the stakeholder with a
proposal and show respect for their
views. The aims of cooperation must
be known, the goals that have to be
achieved when presenting a proposal to the potential stakeholder.
Be prepared when going to the
potential stakeholder. Work out a
flexible proposal to start negotiations. It is important that you know
the stakeholder you have in front of
you, to know his/her aims, objectives
and targets. Respect does not mean
that you always have to accept the
stakeholders view, but that you do
try and find a common solution.
Only with respect and mutual trust
is it possible to find a consensus.

As soon as possible

Involve stakeholders as soon as
possible in the process. By involving
stakeholders at the beginning of the
process, their ideas and proposals
will be more relevant and easier
to integrate in comparison with
involving them in something that is
finished and needs to be adapted to
implement their ideas. The participation process should take place at
the beginning of the project to help
define the project.

to communicate and by having a
clear project definition that is
accepted by all stakeholders from
the beginning of the project.
Another problem from many points
of view is cooperation with private
commercial companies.
Private companies want have fast
solutions to problems. The majority
of them do not want to be involved
financially, their reason being that
they pay taxes that can be used for
management and operation. Unless
it can be proved that they it is to
their advantage to be involved.
As these players are a rather critical
audience, the benefits to them can
be difficult to find. This can be solved
by making a good business case that
can be presented to them. This is
also described in the messages and
recommendations.
Engaging different levels and
different groups of people is also
a problem where the partners
are confronted with this. It really
requires a customised, personal
approach for each stakeholder
(or type of stakeholder), which is
a very time-consuming process.
Compromises need to be found, but
the player that takes the initiative to
involve stakeholders is not the only
one that must be indulged.

To keep in mind

A major problem that all partners
encounter is misunderstandings
among stakeholders, unspoken issues and ambitions. These problems
can be solved through an extra effort
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Example of a CODE OF PRACTICE from the
BRECON BEACONS NATIONAL PARK
This was one result of the Interreg IV project Collabor8 and was both
used by CWaC and SLO.

• Rural destinations (country/landscaped parks, hiking routes and
walks, cycling, horse riding, other)
Within the manage+ project, four
transnational workshops on business clusters were held to discuss
each other’s opportunities with
respect to this possibility of stakeholder involvement. The partners
had useful outcomes from these
workshops. These outcomes were
used in new tourism and marketing
plans which had been under development with several partners.

Example from CWaC:
Lion Salt Works business cluster
Members of the business cluster

A mapping exercise was carried out to identify the core businesses
around the Lion Salt Works, which highlighted a number of key tourism
businesses (places to eat and drink, rural destinations and industrial
destinations, for instance) that create a visitor journey through the area’s
history and heritage. The core businesses are:
• Lion Salt Works
• Salt Barge public house
• Anderton Boat Lift
• Weaver Hall Museum
• Northwich Woodlands/Marbury Country Park
• River Weaver Navigation Society
• Wincham Hall Hotel

SUSTAINABLE TOURISM PARTNERSHIP DESTINATION
Sense of Place

In the Brecon Beacons, we will work together to create an authentic
experience based on the unique identity of the National Park, which
offers compelling reasons to visit.

Sustainability

In the Brecon Beacons, we will work together to ensure that tourism
takes positive steps to minimise the impact on, and maximise benefits
to, the environment, society and the local economy.

Quality

In the Brecon Beacons, we will work together to meet and exceed
customers’ expectations through every contact with the destination.

New technology

In the Brecon Beacons, we will work together to enable all our people
to access and use new technology as a natural and profitable aspect of
their business lives.

Roles and Responses of the businesses

Stakeholder meetings were held with the businesses. All the businesses
responded positively to becoming members of the business cluster.
It was agreed at the stakeholder meetings that:
• The cluster would be centered on the Lion Salt Works
• The cluster would have a circular geographical boundary of
5 kilometers.
The stakeholders agreed their roles within the business cluster as
follows, based on their skills and expertise:
• Anderton Boat Lift: a key industrial heritage attraction sited on the
canal along from the LSW.
• Lion Salt Works: opportunities for joint marketing and joint ticketing
and event management.
• Weaver Hall Museum: an established part of Cheshire West and
Chester Museums. Joint events, promotion, ticketing and sharing
human resources.
• Northwich Woodlands/Marbury Country Park: Cheshire West and
Chester Ranger service. Natural heritage events and joint marketing.
• Salt Barge Pub (opposite Lion Salt Works): a key partner for catering
and accommodation. A provider of supplies for the Lion Salt Works
café and events catering. Recommended site for visitors wanting main
meals.
• Weaver Valley Navigation Society: interested in running boat trips
along canal between the Anderton Boat Lift and the Lion Salt Works.
• Wincham hall Hotel: accommodation for visitors to the area.
Marketing and promotion would be handled through Marketing Cheshire,
which would be responsible for promoting the business cluster through
all tourism channels. It was agreed that the cluster would initially be
chaired by Cheshire West and Chester during the initial set-up phase.
Once established, a new chairperson would be appointed from within the
group.

Example from NDW: business cluster
Stichting Linie Breed Ondernemen
In the manage+ project, the Stichting Linie Breed Ondernemen may
be regarded as a very large formalised business cluster. SLO has
more than 135 public and private members and a variety of (volunteer)
associations. In the near future, SLO hopes to sustain itself by collecting
membership fees. SLO organises different stakeholder involvement and
familiarisation activities throughout the year. All members have signed
a Code of Practice. This code was based on the code developed in the
Collabor8 project – Interreg IVB. Another means of further enhancing
the quality of business performance in the NDW is the institution of the
‘Linie Award’: a prize for the SLO member who delivers an outstanding
performance in the NDW. The award ceremony is always held at SLO’s
New Year event and generates a lot of free publicity for the NDW, SLO
and its members.
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The Wine Days were a big success
for the entrepreneurs, the bank
and the town of Germersheim,
which was illustrated through the
words of Tanja Treiling, the regional
marketing director of VR-Bank.
“Everything fit together perfectly:
the idea, the concept, the partners,
the location, the guests and the date
– and, of course, the weather. So
everything turned out perfectly.”
The entrepreneurs had more
turnover and new orders. The bank
had a lot of free publicity. There
were clear benefits to the town
of Germersheim as well. These
benefits were:
• The private partner took over
the marketing and part of the
organisation;
• No cash contribution from the
public partner - contribution only
in terms of staff and services;
• A large number of new visitors
from outside the region visited
Germersheim and the WBT;
• Visitor information was gathered,
and this was used to adapt tourism
policy and marketing;
• A substantial rise in town visits
and bookings for guide tours in the
weeks following the Wine Days.
The Wine Days are now a permanent
and successful event in the
Germersheim calendar. 2014 saw
more than 50 wine entrepreneurs in
attendance in addition to the arrival
of more than 1,600 visitors. Tickets
(at € 5.00 each) had to be booked
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either at the Weißenburger Tor or at
the bank. The wine entrepreneurs
had to pay for a stand at the event.
The event turned out to be cost
neutral to the private partner and
gave a lot of free publicity and
goodwill to the bank. The public
partner provided staff and services,
and there was an increase in the
number of visitors to and bookings
for Germersheim as a result of this
event.

Lessons learned

Germersheim learned that this
success had to do with establishing
clear stakeholder benefits, people
management (taking time to
involve ones stakeholders), good
communication, and conscious
and constant management of
expectations. For Germersheim, it
turned out that the following simple
rules were important when involving
private partners in the organisation
of a joint regional marketing event:
• One good idea is enough;
• A wisely chosen date is crucial;
• Pick your partners carefully/
conscientiously;
• Have skilled people do the work;
• Use your partners to do the
promotion;
• A suitable ‘décor’ (a heritage
space or location) enhances the
experience;
• A bit of luck - good weather makes the difference between
success and failure.
Naturally enough, the private

partner was seeking benefits as
well. The town of Germersheim
has listed the following benefits of
communicating with private partners
when soliciting for the involvement
of a new partner in the organisation
of joint events or marketing:
• Increase public presence and free
publicity;
• Improving one’s public image;
• Promote services or products and
solicit business;
• Collaborate with partners of
potential interest;
• Win new customers (special target
groups);
• Present oneself as a worthy
competitor;
• Advertise a region / regional
market.
Strategic planning can start once
commonalities between the public
and private partners are clearly
understood and once each partner’s
goals and required benefits are
clearly defined. At that point,
one can then also begin on all
organisational work and everything
else, such as partners’ roles, duties,
responsibilities, etc. Detailed
organisation and strategic planning
also require focusing on a beautiful
location – a heritage site - and a
perfect date in order to achieve
success, given that both these
factors can be crucial.

Employment benefits for the partners

The table gives an overview of the number of people working on the manage+ sites
whose employment is directly related to project investments. For the sites that have not
yet been opened, the (lowest) estimates from the business and management plans have
been used.

centre in Recklinghausen is only
open in summer) and focuses more
on general management issues (for
example involvement in regional
events and promotion activities) in
winter. In summer, the site provides jobs in catering companies
(beer gardens), tours (by a guide or
by Segway rentals) and organises
events. Generally, some visitor- related services have settled around
the anchor attraction “RevuePalast
Ruhr” (theatre) in recent years.
Furthermore, the business park
in Hoheward (approximately 1300
employees) benefits from the MC, as
general promotion of the site could
also cause new businesses to settle
in the business park.

Lion Salt Works

Here, the new jobs are the result of
the tourist and museum function of
the redeveloped site: visitor services,
administration and maintenance. A
conscious choice was made to leave
catering for visitors at the Salt Barge
Pub opposite the Lion Salt Works.
This prevented competition and the
pub would profit from the new tourist destination. Thus, employment
with neighbouring private companies
has been retained. The ‘Saltscape’
business cluster has been established and will create more turnover
for the associated stakeholders and
strengthen their financial sustainability.

Veurne Sugar Factory

Site name

Here, jobs will be created from the
goal of using the SFV management
centre as an information and meeting point for citizens, local organisations and the PPP stakeholders
during the regeneration process.
WVI staff members will provide
information on the development of
the site. The building will be run and
maintained by volunteers.

Lion Salt Works
Veurne Sugar Factory
Hoheward
Germersheim
NDW/SLO

Stichting Liniebreed
Ondernemen

The manage+ project paid for the
operational SLO costs in 2012 and
2013. During those years, SLO committed public stakeholders to the
organisation and developed a membership network. The on-line publicity tool developed within manage+
was a strong incentive for becoming a member of SLO. Since 2014,
SLO has become less dependent on

Further investment•
related employment
10 jobs
3 jobs
13 jobs
12 jobs
17 jobs
55 jobs

Total
16 jobs
6 jobs
17 jobs
18 jobs
19 jobs
75 jobs

The following explanatory notes on these numbers have to be given:
• Trainees, volunteers, guides and other e.g. seasonal workers are excluded from this
calculation.
• Two part-time employees are counted as one full-time employee.
• For tourism-related services, the newly created jobs as well as retained jobs are
counted.
• Jobs on the business parks (Hoheward, Sugar Factory site after development) are not
counted.

Weißenburger Tor

Two of the jobs here were created by
relocating employees of the tourist
office and the culture department at
the city hall to the Weißenburger Tor.
This relocation also boosted guided
tours in Germersheim. At the new
visitor centre, three more jobs were
established due to a more extensive
service and information function
being provided for the citizens and
visitors to Germersheim, the growth
in guided tours, the organisation of
exhibitions and the availability of the
new conference facility.

Direct investmentrelated employment
6 jobs
3 jobs
4 jobs
6 jobs
2 jobs
20 jobs

public funding because membership
fees cover a bigger proportion of the
operational costs. The jobs at SLO
have become more sustainable each
year. With the establishment of SLO
and the publicity tool, turnover with
the entrepreneurs in the NDW has
increased and new jobs have been
created.

the common parts of the ecological
garden and the city park area at the
Veurne Sugar Factory.
England is the forerunner in institutionalising voluntary work. Cheshire
– like many other public bodies - has
a community-learning officer. The
task of this official is to involve the
local community in voluntary work.

Voluntary work

Use of reintegration projects

Volunteers are active on all sites.
They are essential for carrying out
all kind of services and tasks.
All sites, for instance, use volunteer
guides. In some situations, on-site
projects are maintained by volunteers. Examples are the butterfly
garden on the Lion Salt Works and

Extensive research has been carried
out on employment projects in the
Netherlands and in Germany.
These projects have been of great
value to the sites on which they were
implemented.
• Stichting Werk aan de Linie (NDW)
In the NDW, the Stichting Werk

aan de Linie (WadL) started at the
Fortress of Vechten in 1999 with employment projects supported by the
ESF program. These projects were
very useful for cleaning up and repairing all kinds of things on the site
and making it safe for visitors. This
model can be applied when there is
no clear function as yet for the site
and/or there is little or no money for
upgrading and restoring its heritage.
Over a period of years, WadL created
about 20 jobs on the site.
• Stichting Herstelling
In the Defence Line of Amsterdam,
the Stichting Herstelling trains unemployed young men with ESF funding to become construction workers.
The approach has a positive two-fold
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produced a long list of ideas about
new activities, and a step-by-step
approach on how to apply them.
The groups of ideas and the
approach taken is described in
the previous paragraph: 5.2 Job
promotion.

Lessons learned through
the training given by
Germersheim

The Weißenburger Tor was the first
management centre to open in the
manage+ project. Germersheim
presented the experiences with
volunteer management and various
models of volunteer application.
Participants felt reassured that
every organisation faces the same
challenges when volunteers are
involved. A workshop was held on
methods of managing volunteers
and ideas and methods on this issue
were exchanged. The participants
have taken specific information,
hints and tricks about managing
volunteers back home with them to
their own management centre.

Preparation and
implementation

Each partner developed the training
module for his own topic. This
development was coordinated
and supported by a professional
trainer. Before the development
of the different partner modules
started, a professional trainer
held a presentation about training
methods, organisation of groups,
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workshops, training structures,
participation and collaboration
with those attending. Formats for
a manual and tips and tricks were
issued during the development
period of the five training modules.
The training for the English stake
holders was held in Chester on
26 November 2014. The other three
were held in 2015. For the German
stakeholders from RVR this was
held on 20 January, for the Dutch
and Flemish stakeholders on 21
January and for the stakeholders
in Germersheim on 5 February.
The training was planned to be
completed in one day. The time
assigned for each workshop or
training session was approximately
one hour. The training materials
were translated into English,
Dutch and German. In Essen and
Germersheim, interpreters were
hired to translate the training into
German.

| CHAPTER 5 |

conclusions and recommendations

‘The future is manage+’
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The future is manage+
Conclusion
This report opened with the phrase ‘Und so wird der Steuerzahler entlastet’ (‘The
taxpayer’s burden is duly diminished’). This reporter’s one-liner perfectly captures the
project’s goal: to reduce public funding regarding investment in and the operation of
regenerated heritage sites through the involvement of other stakeholders. Owing to
the economic crisis, this goal is as relevant today as it was when the project started.
The development of heritage sites is a universal topic. Heritage is considered valuable
wherever one goes, and it is seen as a part of the national, regional or local identity.
The importance of preserving heritage sites was not at issue up until the economic
crisis. However, in its aftermath, we now hear questions raised from time to time
concerning whether a particular site or building should be preserved. Public bodies are
more critical about the ‘uniqueness’ of heritage, and debate whether and how it should
be preserved for future generations. Nevertheless, the answer continues to be ‘yes’ in a
great many cases. This leads to a further two questions:
• What are we going to do with our heritage (site)?
• Who is going to pay for it?
In most cases, public bodies (at the national, regional and local level) have taken the
lead with regard to the preservation, development and operation of heritage sites. In
many of these cases they have provided the chief funding for these projects. This funding
has been not only for restoration and investing in new functions, but has also been for
the operation of sites. Public money has become scarce. Owing to this, public bodies
are increasingly seeking to fund heritage site investment and operation with the help
of private partners, NGOs and community initiatives. As a result, stakeholder analysis
and involvement – including stakeholder-driven marketing and on-site activities - are
becoming increasingly important in respect of financing conservation and the operation
of heritage projects
Text based on the contribution of:
Frank Bothmann | RVR
Team manager
Gunnar Platz | Planco Consulting
GMBH
Managing partner
Martin Vastenhout | NDW
Author

Stakeholder mapping is
the key

Experience has taught the partners
in the Manage+ project that the
crucial first step and key activity in
achieving stakeholder involvement
is a stakeholder mapping exercise.
All partners went through this stage,
and it delivered the overview and
information needed to initiate the
process.
Thorough stakeholder mapping is
time-consuming and a ‘hard task’,
but it is worth the effort. The process
of stakeholder involvement requires
a structured approach:
1. Make a stakeholder map of your
own project;
2. Complete a stakeholder inventory
form for all the stakeholders;
3. Draw up a stakeholder
involvement strategy.
Outcomes from this process include
market analysis concerning the
Veurne Sugar Factory site, the
‘tourist talks’ in Germersheim and
the business clusters around the
Lion Salt Works. The effort put into
stakeholder mapping will benefit
stakeholder involvement for years to
come, and it is keyto policy making
with regard to the revitalisation of a
heritage site.

Use the story

Heritage sites have a story. The
Hoheward Park has its story of stars,
the Lion Salt Works has its story of
salt, the Sugar Factory in Veurne
has its stories about sugar, and the
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Weissenburger Tor and the NDW
have their stories of soldiers. These
stories appeal to one’s national,
regional or local identity. The story
of a heritage site is very useful in
involving potential stakeholders.
It is more an appeal to emotions
than it is to reason, but experience
shows that this emotional appeal
is a powerful drive when creating
a feeling of responsibility towards
a heritage site. Therefore, when
revitalising heritage, seek out the
story of the site and use it to involve
the stakeholders.

Top down AND bottom up

The approach to creating
stakeholder involvement can be
either top-down (regional coherence)
or bottom-up (common aim), or else
a combination of both. The scope
of the project is important when
defining the approach. The Emscher
Park project and the NDW – because
of its vast scope - had a very
structured top-down involvement
strategy that concentrated firstly on
the public partners. In the NDW, it
proved necessary to use the bottomup approach at site level – the
individual fortresses. One outcome
of this combined approach has been
the large number of fortresses that
are in public ownership but privately
operated. A common goal and
shared enthusiasm for (the story of)
the site are powerful drives when
engaging all manner of partners,
especially with regard to private and
46

societal stakeholders. They rent
business or office space, organise
activities, do marketing, become
guides, perform maintenance and
many other tasks that relieve the
burden on public budgets. The
Germersheim Wine Days are an
example of how a common goal can
lead to a wholly private stakeholderdriven regional marketing event.
Based on their experience, manage+
partners advise a combination of
both.

Stakeholder involvement is
an ongoing process

Establishing stakeholder
involvement is the lead-up to
mobilising a variety of players
to organise on-site activities.
Experience in the Manage+ project
has taught that stakeholder
engagement is essential when
you want a wide range of different
activities on the premises. Although
the process of stakeholder
engagement is time-consuming,
it does yield benefits in return.
Activities are arranged and
organised by the stakeholders and
not by the staff of the management
centre. This can save time and
(public) money and can be even
more beneficial when the site is
rented out for (commercial) activities
organised by external parties.
There is also a strong interrelation
between stakeholder involvement
and overall marketing of the site,
the activities and the management

centre. It is worth bearing in mind
that stakeholder involvement is
highly useful in terms of managing
goodwill directed to the site and
management centre. Managing
stakeholder involvement and the
development of activities with
various stakeholders can be seen
as the first step to take in the site’s
marketing strategy.

From big fixer to big enabler

Government and public bodies on
the one hand, and companies and
citizens on the other, are on more of
an equal footing owing to the appeal
on the part of government ‘to take
responsibility’, the evolution of a
‘network society’ and the scarcity of
public funds.
Public bodies had habitually
determined and led developments.
The usual management style was
typically one of ‘dictating’ and
‘directing’. The various public bodies
‘fixed things’. This is no longer
possible with regard to certain
societal demands. Public bodies now
need stakeholder involvement to fix
those things. The role of the public
partner(s) in the development of
heritage sites is moving away from
that of the ‘big fixer’ towards that of
the ‘big enabler’. This changed role
requires a different management
style to achieve the requisite
stakeholder involvement and
organisation of on-site activities. Key
words in this style of management
are ‘selling’ (your objectives and

policy), ‘supporting’ (initiatives),
‘coaching’ (all stakeholders, big
and small) and ‘participating’
(in investments, activities and
events). These terms refer to the
management skills as described in
the theory of ‘situational leadership’.

It is all about people
management

A public professional, or team
thereof, responsible for the
development and operation of a site
and its events and activities, has to
have a large set of skills and tools.
One such required skill is project
management. The partners found
that in their experience both process
and people management skills
were equally important. The great
importance of keeping an open mind
became clear during the process of
involving stakeholders.
Every contact is an opportunity for
a new stakeholder and/or a new
activity. It is a public professional’s
open, cooperative and flexible
attitude to a stakeholder (big or
small) that is most important in
making the first step towards
stakeholder involvement a success.
In the end, of course, arrangements
must be recorded in written and
signed permits and agreements,
but the first step must not be to
send a long compendium of rules,
regulations, permits, prescriptions
and prohibitions. Smaller-scale
stakeholders in particular can
be scared off by such a list, and

it can kill off enthusiasm and the
possibility of hitherto unimagined
new activities. The requisite
paperwork can be brought into the
picture (e.g. procedures, permits
and agreements) once the initial
(personal) contacts have been made
and it is clear that the stakeholder
can be an asset to the site.
For a public professional responsible
for the development of stakeholder
involvement at a heritage (or
any) site, two of the acquired
characteristics and skills need to be:
the basic attitude of an open mind
combined with skills relating to
situational leadership.

Heritage?
Everybody is responsible!

The process of involving
stakeholders – ranging from
private companies to community
initiatives - is a method applicable
to the development and operation
of heritage sites and their public
facilities (such as a management
centre) and private and public
activities. The reasons for this are
not solely because of insufficient
public funds. Another reason is an
increasing desire on the part of
companies and communities to play
a part in the preservation of their
(local) heritage. Companies see their
participation in the development
and operation of heritage as part of
their ‘social entrepreneurship’ and
as a means of enhancing goodwill to
their enterprise.

In many (local) communities, there
is a long-standing relationship
between heritage and the
community surrounding it – a
relationship that sometimes extends
across multiple generations. The
site is part of the community’s
identity. It is a story about the history
of the site and the surrounding
community. Owing to this, heritage
sites (or parts thereof) are promising
locations in which to establish
Community-Led Local Development
(CLLD).

Go from PPPS to PPCPS

When revitalising and operating
heritage sites, cooperation between
public and private partners is
seen as one powerful means of
involving private capital in a site’s
preservation and development.
The power of ‘human capital’ has
become increasingly evident in the
Manage+ project. This is underlined
in other European projects: e.g.
At Fort (www.atfort.eu) and Share
(www.theshareproject.eu).
The community in the vicinity of
a heritage site can bring about
amazing developments. It stands to
reason that the ‘C’ of Community
should be added to public private
partnership. When the preservation
and development of heritage sites
is at issue, the bottom-up approach
to stakeholder involvement, the
concept of PPCPS and the story of
the site are very useful in getting
the relevant private and community

stakeholders to take responsibility
for the site. They participate
enthusiastically and contribute
either their money or time. Terms
and themes such as CommunityLed Local Development and Social
Innovation (as described in the
new European Programmes) are
methods and tools for experimenting
with PPCPS as a means of
revitalising heritage. We think the
future is manage+.

by the structured exchange of
knowledge within this European
partnership. The cooperation has led
to a lasting capacity building at each
partner organisation.
And last but not least we made
friends and will continue to
cooperate with them. We will miss
manage+: the people, the inspiring
discussions and the good examples
seen all over Europe. Thank you!

Closing remarks

Six years ago, when we began
working together on manage+,
we all voiced the same question:
‘How can we operate and maintain
heritage sites without, or with
reduced, public money and thereby
ensure that these sites will not be
closed owing to a lack of funding’.
We had some broad ideas, but
no clear picture of how we could
achieve this.
We have now taken a major step
forwards. Having developed the
management models, we can
provide public bodies with tools
to help reduce public financial
involvement. By involving multiple
stakeholders, the quality of the sites
can be improved and thus economic
benefits will increase.
We have learned a lot from our
international partners. We have
learned to think outside of the box
and to see things from a different
perspective. Manage+ has created
many innovations on project level
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Annex The set-up of the manage+ project: packages to work on and actions to be taken
Work package 1 (WP1)
Conceive and install sustainable management structures based on multiple stakeholder cooperation
Main objective This work package was designed to start the management of the regenerated sites during the lifetime of the
project and to secure its long lasting continuation. This included agreed responsibilities of contributing stakeholders, agreed
organisational structures, modes of working and decision taking (statutes). It included the availability of an ICT management
system to stimulate and to coordinate multiple stakeholder activities, of required physical space (management centres),
agreements on the arrangement of new onsite activities on stakeholders’ account and agreements with stakeholders to
delegate permanent or temporary management staff. An extra objective was mutual learning and exchange of experience
during and after the project. This objective was carried out in Work package 4.

Work package 2 (WP2)
Mobilise citizens, businesses, public and semi-public organisations to arrange onsite activities
Main objective This work package created content for the management structures developed in WP1. The creation of
attractive sites (regeneration) and of a suitable management organisation alone will not maximise their benefit for local
residents or for visitors. To mobilise these benefits, different stakeholders – citizen groups, businesses, specialised public
bodies – should be activated under WP 2 to arrange a wide range of activities and developments at the regenerated areas.
This may comprise events as well as regular activities – concerts, exhibitions, competitions, discussion groups and education measures. This will mobilise different social and economic benefits: it makes the regenerated sites more attractive for
users, enhances the ownership feeling among citizens and other stakeholders, and generates new opportunities for private
businesses and employment.

Work package 3 (WP3)
Secure a high and sustained economic impact
Main objective Secure the economic sustainability of the regenerated areas. This work package must make these structures and the activities developed under WP2 economically viable. There is no sustainable management without continuous
improvement of the quality of site and services, without their proper communication and marketing. This communication,
marketing and quality improvement (with activities developed under WP2) generates opportunities for new employment
which again supports a sustainable site management. The workpackage serves to conceive, to install and to maintain actions
which ensure a high level of attention paid by people and businesses in the regions of regenerated areas.

Work package 4 (WP)
Arrange a sustained transfer of knowledge and exchange of experience
Main objective Ensure the best use of concepts developed and experience gained in the course of the project – for project
partners, for experts and organisations in the partner regions and for those in other NWE regions. This requires a documentation of approaches used and results achieved and their translation into training materials and courses. Cross NEW communications can serve the dissemination of these materials and attract professionals to attend the training courses.
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Actions within work package 1
A1: Conceive options for sustainable management structures
A2: Develop local partnerships for cooperative management
A3: Develop an IT system (virtual management centre) to support
effective management, operation and coordination
A4: Develop prototypes for on-site management centres led by
a transnational design panel
A5: Implement management structures and centres, start operation

Actions within work package 2
A6: Develop options and procedures for involving citizens and
businesses in the arrangement of on-site activities
A7: Initiate & coordinate the cooperative development of visitor
activities

Actions within work package 3
A8: Provide visitor information by innovative media based
on business clustering
A9: Install a sustained public-private regional marketing
A10: Promote the employment impact from regenerated areas

Actions within work package 4
A11: Produce training modules and case studies for sustainable
management of regenerated sites
A12: Arrange training courses for sustainable management for
professionals from partner regions and from other NWE regions.

