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InnoCité Guidelines Volume 2 *®

S I Iand medium-sized cities are at the heart of political and economic actors’ concerns. These cities are
m a losing their identity and their economic competitiveness, by facing an accelerated metropolisation,
which forces them to find their place around and within large agglomerations such as Lyon, Milan, Munich and
Vienna. The Alpine Space area, due to its territorial characteristics like a fragile seasonal economy, scarcity of land,
unequal accessibility, aging population, etc., is particularly concerned by these imbalances. The improvement of cities’
performances and capacity to innovate is linked with a necessary reinterpretation of their governance. Cities need to
concert each other, involve public, private and citizen stakeholders in a multidisciplinary vision in order to develop
strategies, which integrate into the large urban inter communal policies so that to create a coherent competitive
territory.

InnoCité project proposes an empowering tool-kit for decision and policy makers of small and medium-sized cities,
which allows them finding complementary positioning towards big agglomerations. The project considers territories like
an ecosystem, since indeed all actors do interact with every other element in their local environment. InnoCité identifies
cities' key functionalities, measures how these impact attractiveness and quality of life, gathers main competences for
crossing ideas and data, and establishes new engines of growth. The InnoCité project elaborated decision-making aid
tools and experimented the latter methodology on pilot projects. In this publication composed of three volumes and
a CD-Rom, the reader will find: the guidelines and the decision-making aid tools elaborated by the project partners.

This volume 2 “InnoCité approach” is addressed to those who desire starting a new governance process for the
valorization of their city by associating public, private and citizen stakeholders. Reader can learn on how to set up step
by step a participative method and create a strategic programme in a short, medium and long-term vision.

Typical shop of an InnoCité city - Source: SIR




Introduction

The common element which has emerged during the
phases of work of the InnoCité projectis that the common
solution to the problems encountered in the SMESTO
(small-medium sized cities in the area of influence of the
big metropolis of the Alpine Region) is based on the use
of a public-private partnership (PPP), whether formal or
otherwise, thanks to which one can define a vision for
the development of such cities. This development would
render them more competitive and would change such
vision in actions in the short, medium and long term.

Thanks to the use of a public-private partnership, in
fact such cities can be provided with a management
body which can elaborate a common development
vision and guarantee the feasibility thereof. However,
it is also possible to realize single actions which require
the involvement of public and private partners, even in
the absence of a stable management structure (cell of
Town Centre Management, BID Business Improvement
District, Diffuse or Urban Commercial District).

Therefore, there are two levels in which the use of
the public-private partnership becomes necessary
and desirable: the general level of management and
the specific level of realization of a single action. The
latter will be dealt with in these guidelines through
a description of practical cases which constitute the
fulcrum of the third volume. On the other hand, in this
volume, we shall concentrate on the process of creation
of the general vision of development and on what is
necessary to render it realizable, through the innovative
element which the InnoCité project has produced, that
is the InnoCité Approach.

Definition of InnoC(ité
patnership :

The InnoCité partnership is a formal or informal
public-private partnership that focuses on
vision, strategic development and promotes the
active involvement of different stakeholders in
the management, marketing, resourcing and
development of the InnoCité city.

Transational meeting - Neuville s/Saone-Voghera - october 2009 - Source: Elena Franco

These guidelines are addressed to those who desire to
start a process for the valorisation of the InnoCité city:
local authorities, entrepreneurs (traders, professionals
and so on), associations of citizens or of economic
operators, residents. The indicated route and the
described method are intended to help the creation of
a strategic programme that -on the basis of a shared
view of development- can lead to detect concrete
actions contributing, in the short and medium term, to
a general improve in the residents’ quality of life and to
a longer economic vivacity and attractiveness towards
entrepreneurs and investors.

Local stakeolder presentation - Koper - March 2009 - Source: Elena Franco

If one were to give a suggestion to those who
are approaching the InnoCité project and these
publications, one could say that the third volume
can be used even in isolation for the purposes of
commencing with a demonstrative action and
aiding the context to “mature” in the case where
the conditions to think about the creation of a
management structure in the reader’s SMESTO do not
subsist. The third volume can also be used in synergy
with the present volume, which constitutes a Step-
by-Step guide for those who want to activate the
development process in their SMESTO.

L How to improve competitiveness of small-medium cities under the influence of alpine great urban centres W




The «InnoCité
Approach»:

objectives and
necessity

e

tep 1: Choice of the area
Step 2: Identification of the key players

{[f

the SMESTO cities

Step 4: Diagnosis and tool box
Step 5: Preparation of group work
Step 6: InnoCité Working Group

Step 7: SWOT analysis
| >tep y

Step 8: Creation of a Short Report and
Presentation

Step 9: Development of InnoCité

I\

L— 3. Vision

, concept and a vision )
Step 10: Implementation of any action

in the short term
Step 11: Development of the strategic

\.r eplication

The principal objective of the InnoCité project is to make
small and medium-sized towns influenced by alpine
metropolises more competitive.

The objective of the present Guidelines is that of aiding
these cities to find their position, in coherence with their
specifications and their identity, which is to be reinforced
through a strategic plan of actions on the short, medium
and long term, realizable thanks to the support of a
public-private partnership.

Therefore, the “InnoCité Approach” is a participative
process which renders possible the involvement of
the players who are decisive for the development of

Technical workmg phase

1. Start-up

Step 3: Evaluation of the challengesof \_ >, Diagnosis
= structural analysis

= SWOT / evaluation of
challenges -> main
fields of action

— 4. Strategic program

\ plan and the management plan )
Step 12: Evaluation of the results and 5. Evaluation

Process I key actor

InnoCité Champion
+
project team

Awareness ralsmg event

InnoCité Working Group

InnoCité Manager
+
Project Team / external expert

Z

Short explanation of the chart:

Every local InnoCité-project has started with the decision for a pilot site,
which was taken by the project team. After the pilot site was defined
the diagnosis started.

The first diagnosis step was a structural analysis (WP 4 - fact sheet) to
get a complete overview of the pilot sites and the first hints about the
needs for action. Derives from the structural analysis key players could
be defined (all institutions and persons who should involved in the
process, because of their interests).

After the definition of key player an “awareness raising event” (kick-off)
should taken place.

These events are a good possibility to attract public interests, promote
the project and reach and motivate the key players.

The next working step is a SWOT analysis. There are different methods
to carry out a SWOT analysis. It can be done from an external point of
view (without involvement of key players).

This method can give some more hints to the key player that should be
involved during the next working steps and avoid prejudice. Another
way is the SWOT from an internal point of view that means with
involvement of the key player. This variant fosters a transparent process
for the public and main fields of local interests can be detected.

After the diagnosis part working groups can be established. ThD
division of the working groups depends on the fields of work and
interests. A common vision should be developed. This is especially
necessary by interdisciplinary work or various interests. The vision
functions as an orientation point. All single objectives and measures,
which are developed in the next working steps, should be
subordinated to the vision. The vision is like a roof that connects the
single stones (measures) of a house (project) and gives stability as well
as protection from rainy and stormy weather (e.g. attacks by opponent).
The single objectives and measures are developed by the working
groups. Every working group elaborates measures concerning their
interests and set up priorities. If there are more working groups with
different interests, the measures and priorities should be discussed in a
meeting with all working group leaders and classified by priorities
according to the vision. At the end of this working step a strategic plan
that includes measures with responsibilities and priorities as well as a
time management is developed.

To measure the progress, success and find the reasons for difficulties it
is important to develop an evaluation system with indicators and
criteria. This should be done before starting the implementation phase
because of the transparency and as a self control system, just to name a
few aspects. )




Lombardy Region Educational Tour for Commercial Districts in Lyon - July 2009 - Source: Elena Franco

a city centre, district, municipality or an ensemble of
municipalities and of a territory through key passages.

In fact, it is maintained that the success of a city rather
than another is decreed primarily through the difference
in terms of governance and management, and this
creates the optimal conditions for the development of
actions which are incisive and which bring forth value
added.

Therefore, the strong point of the InnoCité project is
that of focusing on this process and codifying it — thus
rendering it replicable. It renders possible and amplifies
the specific actions realized during the project and
described in the third volume of these Guidelines.

As an operative and strategic instrument - of planning
and management — the InnoCité Approach considers
all the principal functions of the SMESTO - economical,
social, urban, cultural, etc. — joining them in a process
of 12 passages aimed at the improvement of the
competitiveness of such cities, characteristic of the
Alpine Region, for the description of which, reference
should be made to the first volume of the Guidelines.

This method is based on 5 phases of work and uses 12
steps that are described below:

# Step 1: Choice of the area

o Step 2: Identification of the key players

# Step 3: Evaluation of the challenges of the SMESTO

w Step 4: Diagnosis and tool box

 Step 5: Preparation of group work

& Step 6: InnoCité Working Group

& Step 7: SWOT analysis

o Step 8: Creation of a Short Report and Presentation

# Step 9: Development of InnoCité concept and a vision

# Step 10: Implementation of any action in the short
term

& Step 11: Development of the strategic plan and the
management plan

# Step 12: Evaluation of the results and replication

Impact and
benefits of

the «InnoCité
Approach»

Thanks to the experience acquired during the InnoCité
project, the project partners, who have experimented
in nine new case studies, the InnoCité Approach,
have been able to verify the benefits and the positive
impacts thereof on their Communities. The use of this
participative method within their Communities has
rendered feasible complex programmes which up to
that moment were unthought-of and has permitted the
amplification of the results of the single actions:

o Economical development: the InnoCité Approach has
provided the opportunity to attract new investors and
entrepreneurial activities, thanks also to the availability
of data such as the pedestrian flows, number and
characteristics of the empty commercial cells, product
mix, rental levels, etc. It has provided the possibility to
programme and in some cases realise, concrete actions
on the short term, which impact on the economical
system on the local level. It has also permitted the
programming in a harmonised manner, of the strategy
in relation to the economical development on the
local level. It has improved the efficacy of pre-existent
programmes (such as for example, the Commercial
Districts in the Lombardy Region).

o Identity: the InnoCité Approach has permitted the
identification and the reinforcement of the identity of
case study cities and the use thereof as fulcrum of the
development programme. In fact, the positioning of
the SMESTO which intend using this method starts off
from the identification of the local characteristics and
indicates those which have the greatest possibility of
contributing to the turnout of a successful development
programme.

Retailer in Kostendorf - Source: SIR
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# Involvement of youths: the InnoCité Approach
has provided the possibility of testing different
participation methods geared to specific social
groups. In particular the involvement of youths
has been used on a local level in programmes to
get to know their specific needs and wishes and be
subsequent able to adjust local developments to
the requirements of the youth (for example in the
Region of Lower Austria).

Workshop on public spaces - Bad Véslau - July 2009 - Source: Helga Zod|

as those of Shared Spaces, which, for the application
thereof, require the consensus of all the benefiting
categories and their active participation in the
construction of the project, have been easily applied
in the case studies of the InnoCité project, thanks
also to the fact that such approach is based on the
use of a public-private partnership.

# Involvement of the real estate owners: the InnoCité
Approach comprises the analysis, the diagnosis and
the monitoring of all the aspects related to the area
object of the project. Thus, even the immovable
capital is analysed in detail and the availability of the
data, becomes for the private-public partnership, a
formidable instrument both to work with as well as
to involve the owners through specific programmes
and innovative actions. The owners are convinced
to participate, even thanks to the demonstration,
through objective data, of the increase in value of

# Involvement of the economic operators: the InnoCité their property as a consequence of the realisation of
Approach has provided the possibility of associating the InnoCité project.
to the projects on a local level both the businessmen
as well as the small-medium sized artisan, tourist
and service companies. Thanks to such an approach,
both the single companies as well as the Associations
of the reference categories have been involved in all
the passages of the creation of the project and often
the relationships with the other players on a local
level, above all, public ones, have notably improved.
Furthermore, the proposed approach consents the
reinforcement of the role and the improvement of
the internal cohesion within the SME associations.

wCreation of /innovative public spaces (Urban
Design): the/ InnoCité Approach has introduced
new modalities” of working in partnership which
have provided the possibility of facing new
methodologies for the solution of problems related
to the public spaces, the mobility and ‘accessibility.
Methods such as the Placemaking or solutions such




Step-by-step

guide

m PHASE 1: Start-up m——

== Step 1: Choice of the area

The identification and clear definition of the territorial
ambit (area) of the projectis afundamental precondition
for an effective programme for the development of
the SMESTO. In accordance with the characteristic of
the city and of the reference territory, we have seen
the delineation of at least two situations. However,
independently from the situation, the definition of the
boundaries of the intervention and the area on which to
activate the strategic plan is fundamental and must be
done PRIOR to the commencement of the process.

There are two contexts which can be defined in relation
to an InnoCité project:

w The city centre, identifiable in a urban district, as in the
case of Neuville-sur-Saéne (Fr), Lure (Fr), Voghera (Ita),
Koper (Sl), Hollabrunn and Bad Voslau (Au). In this case,
the city centre, on its own, represents the identifying
element of the whole city and contains, in strength,
the elements which consent the entire municipality
to position itself in the competition on a territorial
level both in relation to other municipalities of the
metropolitan area of the big cities of the alpine region,
as well as in relation to the metropolis. Normally, such
cities conserve, in any case, a capacity of attraction,
even though they are under the strong influence of the
reference metropolis. It is always recommended that
one starts from the city centre and after to eventually
extend the programme because the positioning of a
centre is easier by starting off from its territorial and
distinctive heart. Furthermore, it is easier that, once this
is done, all the city identifies itself in the programme
and can be recognised in a strong manner even by the
reference territory. Starting off from a vaster territory
which maybe is less homogenous and constructing a
successful programme is more difficult.

r the ensemble of more centres, identifiable in a diffuse
integrated district, such as in the case of Plusregion
(Kostendorf, Neumarkt, StraBwalchen - Au) or Darfo
Boario Terme (It) with the three centres of Darfo,
Corna and Boario, where, either on the territory of one
municipality or on the territory of more municipalities
or a whole county with a main influencing city like
the example of the County and City of Garmisch-
Partenkirchen, the ensemble of centres constitutes

the project area. In this case, the dimensions of
the individual centres, their interdependence with
regards to administrative or territorial matters,
suggest the creation of a single programme for the
system development and competitiveness. In fact,
the individual centre - in isolation — would not be
able to place itself in an effective manner or it would
render its management of the programme economic.
Furthermore, it will need to compare itself with the
reference territory.

In detail

Regione Lombardia, together with the InnoCité
project, also developed a specific project on the
Commercial Districts. Concerning the smaller
towns, it introduced the concept of Diffused
Commercial Districts, a concept that links the
municipality of an area to the development view
and an action programme to be shared.

InnoCité Cities can get inspiration from various
different good practices:
www.regione.lombardia.it/commercio
www.irer.it/laboratorio-distretti-commercio

Commercial District in Lombardy Region - 2010 - Source: Lombardy Region

The boundaries of the area of reference are the first
fundamental passage to face and they must be made
known immediately to all the stakeholders who will be
involved in the project. It might be necessary to widen
or modify this area in the course of the programme but it
isimportant that the area of intervention is clear in every
passage and that the modifications are agreed upon and
rendered public to all the parties involved.

L How to improve competitiveness of small-medium cities under the influence of alpine great urban centres Wﬂ




== Step 2: Identifying the key players

Once the project area is identified, the persons who live
there, work there, invest there, those who administer
the area, are the potential key players of an InnoCité
programme.

It is therefore necessary as a first thing to identify those
who, among those listed, can constitute the key players
for the success of the programme. One is not saying that
all the parties must be involved at the same time - on
the contrary, some might be involved in a voluntary
manner in a second phase - and, above all, it is necessary
to distinguish between the partnership which must be
the reference of the entire InnoCité programme and
the partnership which refers to a single action of the
programme. In this latter case, in fact | can also involve
some partners which are not part of the partnership
which manages the whole project.

The basic principle of the InnoCité Approach is the
constitution “of a public-private partnership which
follows the project in all its phases and ensures the

The InnoCité programme has developed
the first InnoCité Tool that is the
InnoServices programme which is
available in the annexed CD-ROM and
which can be useful for the construction
of the public-private partnership.

governance, implementation and efficacy thereof.

But it is not necessary that this partnership be already
established prior to the commencement of the
programme or that it is formally constituted during this
step of the programme. On the contrary, the cycle of the
InnoCité Approach is conceived exactly to make use of
all the steps in such a way as to favour the creation of
the partnership, its formalization or its re-launch and
expansion, in the case where it is already in existence.

Among the main parties identified one can find:

# The Municipality: it is the fundamental public partner
which cannot be absent. The political level, with the
support of the municipal technical level, is the public
reference for the project on a local level. It is important
that not only the majority but also the minority is
informed and possibly involved in the programme for
the success of the InnoCité programme on a local level.

o« Other supra-local public bodies such as the Provinces,
the Regions, the Urban or Alpine Communities: even
other entities which have competences on a local level
can be associated with the project both to obtain co-
financing and because the choice at a supra-municipal
level has repercussion on a local level and vice-versa.
Even in this case, both the political level as well as
the technical one should be associated. It is one of
the partners which can be typically associated on an
individual action and not on the whole programme
to avoid stiffening and slowing down excessively the
processes on a local level. However very often such
partners can have an essential accompanying role for
the launching of the project and the reinforcement
thereof.

o Chambers of Commerce (whether public or private).
The involvement in or association with the process
is important since Chambers of Commerce act as
catalysts of the private entrepreneurial system but
also because they possess the databases which are
fundamental for the successful outcome of the project.

o Economic operators and their associations are
the indispensable private partners to increase the
competitiveness of the SMESTO. Businessmen, artisans,
tourist and services enterprises must make up a system
and be the true bearers of innovation at a local level.
They are normally already united in an association.
They do not participate directly in the governance of
the project but through their representatives. They are
among the first private partners to be involved.

o Real estate owners are not easily involved and
therefore it is not always possible to involve them from
the beginning. The diagnostic phase can be useful
to inform them about the project under way and to
associate then to the phase of construction of the



programme, showing them the economic benefits
(even in terms of fiscal benefits or incentives) which
can be activated.

# Investors are very useful for the project and, sadly
enough they are not present when the course of
evaluation of a centre commences. Therefore, the
activation of specific actions might be necessary to
find them and involve them in the project. These
specific actions must be immediately inserted in the
strategic plan. The participation in specialised Road
Shows (Mapic, Eire, etc.) can be a good action of the
much valued type of research of private partner.

# Managements of car parks are very important since
the problems connected with traffic and mobility are
among the most frequent problems in the SMESTO.

# Local media are useful to make public the phases of
the project and to inform all the citizens of the work
carried out but also to render even more effective the
actions of the strategic plan. The inclusion of a local
means of media among the project partners can be
useful both in terms of visibility and also in terms of
internal communication within the partnership and
can avoid that simple errors of communication render
useless the work done in months.

# Non-profit making Organisation group together
citizens, students, tourists, etc. and have different aims.
Depending on the context, having them as project
partners can be useful. However, sometimes rather
than involving them in the management partnership,
simply associating them to a specific action of which
they can become an additional asset and the true
element of success is enough. Their contribution very
often is not to be considered in terms of money but in
terms of availability of time and human resources. It
is worthwhile remembering that the voluntary service
should be appreciated, even in economic terms within
the project’s budget.

# Banks: It is important to involve banks and very often
they find in such a project an occasion to reach out to
a vast number of interlocutors. They can be involved
in the management partnership or, sometimes, simply
in an individual action. This last situation is useful at
first to create the right climate of trust to initiate the
insertion of such subjects in a stable manner in the
management partnership.

# Chainsof Retailersand GDOs are difficulttoinvolve since
they have a manager at local level but they depend on
the head office for which reason it is difficult to involve
them in local projects. In any case it is important to
enquire about the opportunity of involvement for the
purpose of improving and rendering more attractive
the commercial mix.

o Cultural institutions, Foundations can be the added
value of projects based on the re-launch of the identity
on alocal level or in projects oriented towards tourism.
Very often they find in the partnership an opportunity
to interact in the individual activities.

Transnational meeting Darfo Boario Terme- Garmisch-Partenkirchen - 2009 - Source: Elena Franco

== Step 3: Evaluation of the challenges of
the SMESTO

Normally there is a subject - or at least one — which starts
a project of evaluation of the SMESTO. This “sample” at
local level which goes in the trouble to activating the
InnoCité process and the necessary synergies, which
determines the steps 1 and 2, is, most of the time, the
Public Administration at citizen’s level (maybe following
requests by associations of entrepreneurs and thanks to
the support of the supra-municipal local entities such as
for example the Regions).

InnoCité Champion

The InnoCité Champion is the person — or group
of people — coming from the public or private
sector that gives the starting impulse for an
InnoCité programme in their own city. This
is needed to ensure the added value (under
the terms of commitment) that proves to be
fundamental in the start-up phases.

L How to improve competitiveness of small-medium cities under the influence of alpine great urban centres l




To this and to other policy-makers at local level, the
InnoCité Approach provides the second instrument -
or InnoCité Tool, compiled during the common work:
it is the Quick check for decision maker which is found
in the CD-ROM annexed to the present Guidelines.

This instrument, of easy utilisation, enables the
realisation of a first analysis useful to get to know the
starting position of the SMESTO, so as to be able to
assess the criticality thereof and to outline the strong
points.

Quick check for decision maker is in
the CD-ROM annexed to the present
Guidelines. Compares influential
agglomerationdata to influenced small
and medium-sized city data

== Step 4: Diagnosis and toolbox

Endowing our SMESTO project with a diagnosis and
monitoring instrument is a fundamental and delicate
passage.

In fact, building such an instrument does not only
enable the increase of the level of awareness
acquired during the preceding phase with attention
to the criticalities and the potentialities encountered,
but it becomes an important moment for the
building up of the partnership. The reason being
that it enables us to contact the various potential
partners and get to know them better (businessmen,
entrepreneurs, citizens, etc.), to communicate on
the project (superficially, if a questionnaire must be
circulated to consumers or economical operators

In detail

Furthermore, apart from this work, a further
InnoCité Tool has been developed during the
InnoCité project. It has been called InnoServices
and is available in the annexed CD-ROM. It
addresses in a particular way to detailed
diagnosis and assessment relating to the mix
of commodities and to the possibilities of
establishment of new entrepreneurial

one must explain its aims), to provide data which
can interest particular partners (managers of parking
lots, chains of retailers, investors, real estate owners)
who therefore can be interested further on by the
InnoCité project.

Lastly, this step has important backups with regards
to the monitoring, through the identification of
specificindicators, of the performance of the SMESTO
at the moment of commencement of the process, to
be updated periodically to check the goodness of
the actions and the efficacy of the choices made.
Every case study city has therefore equipped
itself with an ensemble of indicators, chosen in
accordance with the available economic resources
to dedicate to this step and of the context. However,
during this phase, there resulted the need to outline
a first ensemble of minimum performance indicators
which can be recorded, if not for the ensemble of
case studies, for the largest part thereof and we
maintain that the indication thereof is useful so that
they can be taken as reference for the completion of
the present step.

This first ensemble of indicators, if suitably collected,
in a similar manner, and therefore comparable, will
constitute an important baggage of knowledge
for all the players involved in the ambitious Alpine
Region programme. Through the debate on similar
aspects, this can constitute a community of practices
on the theme of exploitation of urban commerce
and on the competitiveness of the small-medium
sized cities of the Alpine Region, thus consolidating
common practices as a reply to the similar problems,
being able to count on a comparable important
heritage of micro-economic data.

These indicators belong to 4 macro-categories,
depending on the type of survey necessary:

1. Performance indicators derived from Customer
Satisfaction surveys (consumers, residents and
economic operators)

2. Performance indicators derived from surveys on
the commercial mix and the real estate heritage
3. Performance indicators derived from surveys on
parking lots

4. Performance indicators derived from surveys on
the pedestrian flow

The case studies of Neuville-sur-Saone, Voghera and
Darfo Boario Terme can constitute a valid example on
this instrument. The reason is that these have been
object of a co-ordinated detailed work in this sense.



[Best practices \

Voghera and Darfo Boario Terme monitoring and evaluate toolkit

In 2009, Lombardy Region has tested in its pilot cases — Darfo Boario Terme and Voghera — a toolkit to monitor
and evaluate the performance of the Commercial District.

This toolkit — inspired to Belgian “Outil de Gestion” created by AMCV — Association de Gestion de Centre Ville
- and also used by the Neuville s/Saone case study - is grounded on marketing surveys carried out in the city
centres (customer surveys, retailer surveys, control groups...), and on the creation of performance indicators and
technical documents. Thanks to the interpretation and analysis of the results, the toolkit enables the evaluation
of the city centre’s potential, both in a qualitative and a quantitative way (pedestrian flows, vacancy rate, ... ).

It estimates the surroundings, the environment and the context in which the city centre evolves, and compares
the stakeholders’ perception to the reality on the field.

This multi-functional tool can be used to set up a Commercial District, recruit its manager, elaborate an action
plan, look for investors, canvass and attract brands in the city centre, assess achievements...

The experience was the basis of the regional programme for monitoring of Lombard Commercial Districts: in
2010, 72 Districts have made an initial monitoring work following the regional guidelines inspired by InnoCité
test and in 2011 this work became the basis for the new district development.

www.irer.it/laboratorio-distretti-commercio/materiali-rilevazioni/rilevazioni-e-statistiche

A . / e “
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Building Quality Level in Darfo - 2009 - Source: TCM Italia/AMCV

== Step 5: Preparation of the group work

The preceding phases are necessary and preparatory
for the group work which is the heart of the InnoCité
process.

Step 5 temporally can follow the other 4 or be
understood transversally as part of each one of them.
In fact, preparatory work is necessary at the real and
true phase of construction of the strategic plan which is
carried out with each potential partner prior to arriving
to the constitution of the partnership (formal or just as

a simple Working Group).

Such work made of meetings and interviews to
witnesses and key players, for the creation of a
consensus around the project and for the acquisition of
qualitative information useful to read the results of step
4, can be carried out by a person within the partnership.
However, it can surely yield better results if carried out
by someone who is outside the local dynamics. In fact,
the expert to be involved during this phase must have a
neutral role and can be a professional of the Town Centre
Management. Otherwise, this expert can be directly the
person who must later assume the role of manager.
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Provision must necessarily be made for the time required

for this step (even months). Moreover, the organization Awareness raising event
of the work is based on the definition of an agenda of
appointments with the other parties identified in step 2. Participation processes aims at informing, getting

Very often during this phase new parties will be identified

for an important involvement thereof or some parties actorsmvolved,galnlngbroadacceptanceandsupport.

identified in step 2 can appear to be less important and They can be Sp"t in several phases: preparation and
therefore the decision is taken to involvement at a later attracting public attention, realisation of participation
stage. events, closure of the participation process (or transfer
The moment can be useful even to start off the necessary into permanent organisational structures) and
fund raising activity indispensable in the construction of evaluation.

the strategic plan since very often most of the parties who An awareness raising event answers the purpose to

are interviewed in this phase are those who can later on
co-finance the project or some actions of the project.

inform and gets the public interested in the planning
process and topic. Thereby “the public” can vary a
lot and comprise for example all citizens, specific
groups of citizens or stakeholders, residents only,
businessmen only, directly affected persons, interest
groups etc.

Considering the target audience as well as the desired
objectives of the participation process the event
format varies substantial and can be organised as
an information event, a festival, a quided walk, a
Workshop young people in Hollabrunn - Source: Helga Zod| moderated discussion or Workshop.

[ Best practices \

Strategic Concept for Positioning the County and City of Garmisch-Partenkirchen
as a Location for Advanced Training and Further Education

In the framework of the Bavarian local InnoCité project “Strategic Concept for Positioning the County and City of
Garmisch-Partenkirchen as a Location for Advanced Training and Further Education” an awareness raising event
was realised as an information workshop. Aim of the event was to inform in short about the InnoCité project
on transnational and local level, to sensitise for the topic advanced training and further education and last but
not least to identify together with key stakeholder current and future needs for advanced training and further
education. Politicians (District administrator, mayors of the municipalities) and representatives of the important
economical branches of the pilot site (tourism, sport, health care and medical sector) and the press were invited
to the awareness raising event of the local project.

First an introducing presentation about the InnoCité project and crucial fields of action for a future oriented
positioning of small and medium sized towns as attractive locations for living and working was conducted which
focused the topic “importance of human capital”. Following a moderated discussion took place in which the
participants were invited to describe and discuss the situation and needs of further education and advanced
training in the pilot site, especially taking account of the current and expected lack of qualified personnel in their
economic sectors. Concluding future economic fields and related educational needs were discussed. The recap of
the discussion comprised also the agreement of the participants about the branch-focus for the strategic concept.
A short press interview (local newspapers and radio) guaranteed the information of the broader public.

J




== Step 6: InnoCité Working Group

This is the phase in which, after having identified the
key players and collected some data, one can start
making the partnership members work together at one
table or through thematic working groups.

Itis important to identify the «facilitator» who normally
isthesame person orthe sameteamwhich hasalsodealt
with the previous phase. It is necessary to programme
the work meetings (once every two weeks or monthly)
with the help of one of the partners (normally the

InnoCité Working Group

The InnoCité Working Group is the private or
public partnership that will create the view and
strategy for the development and will activate
the plan of actions, transforming the voluntary
service into a stable and organized situation.

[ Best practices \

Municipality) which is also entrusted with the task of
administrative organisation.

The work is twofold: it is necessary to produce results
but the partnership must also be consolidated. This
phase is also delicate from the point of view of both
internal and external and one must not rush times with
regards to the latter by searching a visibility which can
be counterproductive during this phase.

This phase is mainly of an organizational type since the
partnership, in the case where it is not yet formalised,
can raise some questions even about its eventual
formalization. At any rate, the roles and the operative
organization must be defined even if it can necessitate
analysis on the theme of governance at the moment of
drafting the strategic plan.

The facilitator must not, in spite of everything,
anticipate the results of step 3 and 4; during this phase;
on the contrary, this is exactly the task of successive
step 8.

Koper - Establishment of a partnership and governance structure

View of city centre of Koper - Source: Elena Franco

starting phase) also by the Municipality.

The town centre of Koper shares the destiny of many similar towns
in the Alpine space; in the last twenty years, the town centre has
lost its dominant commercial, business and administrative role
due to new shopping and business centres arising in the outskirts
in the context of growing urban agglomeration of Koper. Recently,
the Municipality of Koper has invested substantial funds in the
renovation of the town centre with special regard to its public
spaces. The investments have opened new development
perspectives, particularly in tourism, that require an integrated
approach and broad partnership of the Municipality, business
actors,inhabitantsand others within the town centre management
process (TCM). The Innocite project has promoted permanent
cooperation of business actors and stimulated the establishment
of an association within the existing chambers of commerce.

The role of the association is to formulate common interests of its

members, prepare a common vision and programme of priority actions and to implement the selected projects related
to the organisation of events, marketing of town centres, training, etc. Within the TCM process, the association will
formulate and promote the positions of its members on broader town development issues. The association’s governance
structure, together with its permanent secretariat, will be financially supported by the members themselves and (in the
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== Step 7: SWOT analysis

It is the first work that the InnoCité Working Group must
face.

The SWOT analysis is the strategic planning instrument
used for the assessment of the Strengths, Weaknesses,
Opportunities and Threats of the project area.

Such step will have as its objective the production of
a SWOT analysis of the intervention area, an analysis
which must not be provided by an external professional
but which must be the result of the work of the InnoCité
Workshop.

The SWOT analysis is a joint document of the working
group which takes the results of step 4 in close
consideration.

Besides identifying points of strength and weakness,
opportunities and threats, this analysis provides the
opportunity to unite persons with different interests
and points of view and can determine the basis for the
constitution of the partnership.

This analysis will be useful to, identify the main work
areas on which to concentrate the strategic plan (for
example animation and promotion, accessibility,
tourism, commercial mix, etc.)

» oy

SWOT Analisys in Voghera - Source: Valentina Guglia

The SWOT analysis produced for all the
case studies can be consulted in the
annexed CD-ROM and can be used as
examples.

== Step 8: Creation of a Short Report and
Presentation

Forthe purpose of defining the vision for the development
of the SMESTO, it is useful at this stage, starting from the
SWOT analysis produced by the partnership or working
group and refining it with the results of the diagnostic

Local representatives
University of Kaiserslautern - Department of Regional Development and Spatial Planning

analysis as referred to in step 4, to establish a short
structured report as a presentation. This report has the
dual purpose of fixing the main elements of the analysis,
both qualitative and quantitative, and to present these
results to the ensemble of the partnership’s players but
also to a larger audience, constituted for example of
citizens or businessmen.

This report, compiled in a non-technical language
evidently, must set the elements useful to process
the vision of development and, for example, it should
contain these elements:

« Overview derived from the work referred to in step 3

o Main criticalities recorded during the diagnostic analysis

o« Main points of strength of the area recorded during
the diagnostic analysis

o SWOT analysis

o Positioning (with respect to the reference agglomeration
and regarding the local sphere)

o Strong starting points on which to base the concept of
the strategic plan

o Work areas

m PHASE 3: Vision e

== Step 9: Development of a InnoCité
concept and a vision

The InnoCité concept represents a new idea, the new
identity that you want for the SMESTO. Its positioning.
Its brand. And the InnoCité concept is strictly linked with
the development vision for the SMESTO. It is based on
the potential of the SMESTO and defines its identity. It is
easy to communicate.

The vision defines what the project area aims at in the
long term. It characterises this area, it defines the identity
thereof and determines the positioning to pursue
through the strategic plan and the individual actions. It
finds its clear clarification in the logo of the area, in the
slogan which characterises it in the communication and
in the promotion.

It will be developed through the preceding steps and it
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InnoCite Manager

The InnoCité Manager is the person operating,
in a professional way, in order to make the view
and the development programme of the InnoCité
City be realized. The InnoCité Manager should
be proactive and competent. He / She does not
substitute the local actors but he / she executes
their own orders. He / She is supported by experts
and consultants and grants the performance of

daily actions in the respect of the common view. /

will be more realizable in as much as the involvement of
the key players will have been real and effective.

The vision will be transversal and holistic, and it will
reflect not only ambitions of an economical type for the
project area, but even cultural, social, environmental
and physical. Usually it will concern a period which runs
from 10 to 20 years, describing the type of city which the
community wants to create.

In the development of the vision, it is important to
take into consideration the visions and already existing
strategies. There could be programmatic and strategic
policies at national regional or local level which can
involve some elements of the project area in relation to
its economic, cultural or physical development and to
its transport policies. The vision for the SMESTO must
be articulated, but it should not be slightly realistic;
it must not be too difficult to attain and not much in
contrast with the area policies relating to the project
area (unless one cannot identify a distinctive and special
characteristic to develop).

[ Best practices \

TC Manager of Plusregion: Source: Robert Krasser

To realize the vision, a strategy must necessarily be
identified, usually considered for a period which runs
from 2 to 5 years, sometimes even more years. This will
take into consideration every aspect of the project area
(its various roles, its accessibility, the context, and the
organizational policies) and will identify objectives for
each one of them, describing the various steps to be
carried out for the attainment thereof.

The strategy will be followed by a detailed plan
containing the actions to be activated during a period
which runs from 1 to 3 years.

Strategic actions aim at opening up new visions for the
SMESTOs. Often SMESTOs remain in their traditional
structures not only regarding their built structures
but also their economical structures. But to position
themselve future oriented and as places with a high
quality of life there is also a need to have economical
visions for the towns next to commercial use of the
city centers. It is obvious that these new approaches to
remain new economical fields for the SMESTO must be
based on exisiting potentials.

County and City of Garmisch-Partenkirchen:

The Bavarian Ministry of Economic Affairs, Infrastructure, Transport and Technology together with the County and City
of Garmisch-Partenkirchen (Germany) implement a pilot study to position the region future oriented as location for
advanced training and further education. At first sight, the pilot site County and City of Garmisch-Partenkirchen seems
to be — compared to other Alpine Space Regions - advantaged by natural attractiveness, level of awareness by tourists
and economic strength especially due to located institutions of the health sector. In spite of that, a SWOT analysis that
was executing in the context of InnoCité, carried out that the pilot site is facing challenges. Especially trends, like a
decrease in population or a lack of skilled employees in the health sector, require measures which foster a sustainable
and future-oriented regional development. The SWOT analysis results were intensively discussed with local actors and
decision makers. As a consequence a pilot site project aiming at enhancing the attractiveness of the County and City of
Garmisch-Partenkirchen for companies and residential population was defined.

J
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Nowadays education and advanced training is of growing importance and becomes a significant location factor for
companies as well as for residents. Therefore the Bavarian Ministry of Economic Affairs, Infrastructure, Transport and
Technology, Department for Regional Planning and Development together with local actors in County and City of
Garmisch-Partenkirchen jointly decided to develop a strategic concept to position the County and City of Garmisch-
Partenkirchen as a location for advanced training and further education of the medical and health sector. After an
analysis of the already existing institutions and possibilities for advanced training and further education in the pilot
site, location factors of institutions, which offer advanced training in the medical and health sector, were explored
by a written survey. Recommendations and measures for the further development of the pilot site County and City of
Garmisch-Partenkirchen were derived from the survey results in the context of local realities. Location factors are an
important subject of Town Centre Management, because sustainable and future-oriented development of a city or a
region requires maintenance and continuous adaption of quality of life to the populations” needs and of locational
quality to the needs of companies and enterprises. The additional value for other Alpine Space cities or regions consists
in the transferability of the survey results as well as a guideline for policy decision makers that contains the steps of
procedure to elaborate a strategy to position a city/region as a location for advanced training and further education,

including the most important experiences and insights of the pilot site project.

== Step 10: Implementation of any action
in the short term

A short term action, without particular difficulties for
realization and with a contained budget is a good
test bench for the partnership: it answers to the most
immediate requirements of the parties involved;
it provides the possibility of giving visibility to the
existence of the partnership and to measure it on a
concrete action.

An action can be unique and independent, but the

majority of the effective actions should be:

o+ Comprehensive and complementary. For example: A
paper to distribute to the consumers which indicates
the positioning of the parking areas, their distance
from the centre, the stopping typology can be useful
for the businessmen to improve the commercial
activity of their centre. However it is also a good
way for a public administration to raise awareness
amongst the commercial operators and the workers
who occupy some stalls in the city centre and to invite
them to maybe use the parking areas which are a little
bit further away but equally comfortable and thus
promote the use of the more central once for the users.

o An integrating part of the strategy referring to specific
objectives

& Short term

# Measurable

There “are’ some /fundamental passages which the
partnershipmustplansothatanaction canbe successful.

An action can be activated following an analysis of the
context, of an observation or of a perception that the

users have of their own city centre. If the action arises
from an observation, one must ask whether this is only
due to a consideration of the perceptive type or whether
it reflects a situation of a real problem.

The first passage envisages the verification of the
problems perceived through appropriate measurements
- by using the performance indicators. For example, if
the situation of the problem detected concerns the
shortage of parking areas, it will be necessary to check
the effective use of the existing parking spaces.

If the negative perception is voted for by a negative
indicator, then the action to resolve the problem must
be identified.

When a perception is negative but the indicator is
positive — thus in disagreement — then the problem is
linked to the communication, which should be tended
to improve the perception.

The positive perception with a positive indicator gives a
good positive sign which must become part of the city



centre’s -promotional package.

The problems of the SMESTO are often similar:
accessibility, safety, environment, commercial mix, etc.
sometimes the solutions can be found in other city
centres or through the experience of their managers.
Keeping in touch with other managers of the city centres
through regional, national or international networks is
important.

Once the actions’ backgrounds have been identified,
a cost must be estimated for each one of them.
Subsequently the sources of funding are identified,
taking also into consideration the opportunities given
by existing or potential partners.

In the case of actions of certain relevance, a consultation
with ones’ partners and other interested parties is
fundamental. If there is no large understanding of the
actions and of who is leading them, they can encounter
opposition and criticism in the future.

Communicate with ones’ partners and other interested
parties on how an action is progressing is important.
Those who have supported it, whether economically or
otherwise, will want to be able to monitor the efficacy
thereof during the realisation phase and all the positive
backups which this is originating.

Lastly an action must always be assessed, even in the
course of time...

m PHASE 4: strategic programme

== Step 11: Development of the strategic
plan and the management plan

Step 10 can anticipate one of the contents of the
strategic plan or it can be carried out in parallel. In fact
it refers to a short term action which must launch the
programme, in coherence with the vision which must be
then developed in the strategic plan.

This plan must be developed by the working groups of
the public private partnership and it must identify the
actions to be undertaken with the aim of rendering the
vision for the SMESTO operative.

The following diagram illustrates the interrelations
between the vision, the strategy and the programme
of the actions and underlines the necessity to produce
concrete results on ground. Visions and strategies will
remain on paperifthereare noconcreteinitiativestocarry
them forward. The diagram also shows the necessity to
revise and assess regularly all the programmes, through
monitoring on the basis of a series of indicators.

It is important that the strategic plan is accompanied by
a management plan which also indicates the costs and
the parties to whom these costs are to be charged. This
management plan must be approved by the partnership
and will be revised annually while the strategic plan will
be disclaimed in the medium term.

-
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Lastly it is fundamental, that this plan also contains
the indicators identified in step 4 which will enable the
assessment of the effectiveness of the actions and will
allow the implementation of the necessary corrective
measures in case where the assessment results negative.
The strategic plan, as all the other steps of the InnoCité
process, must be adequately communicated both within
and outside the partnership since the efficacy thereof
derives even from this aspect.

During the InnoCité programme various
actions have been realized and these
can be used as examples.

These actions are collected and
described in volume 3 of the present
Guidelines while a collection of good
international practices is available in
the annexed CD-ROM.

Amusement Park of Plusregion - Source: Robert Krasser

== Step 12: Assessment of the results and
replication

Proving that an action is effective or checking in rapid
times that there are criticalities with regards to a working
centre line is the only way to maintain the partnership
solidly, widen it, find funds, and widen the field of action.
This step is therefore fundamental for the perpetuity
and the efficacy of the results and it is intimately linked
with step 4. In fact, providing the project area with an
effective management and monitoring instrument
enables the identification, prior to the definition of the
strategic plan, of the performance indicators which
will be the scientific element on which to construct the
programme of the interventions.

Therefore the monitoring enables the assessment of
actions even during their execution with evident savings
in terms of time and money in the case where the
activation of corrective measures is necessary, without
nullifying the success of the initiative.

The InnoCité Approach finally can be seen as cyclical and
therefore it can be repeated to follow the development
of the SMESTO, accompanying it during its phase of
growth, consolidation and development, in a process
which is self-regulated and self-implemented.




m Contacts: o=

-\.E.-

CCl de Lyon - Chef de file
Direction Commerce,

Services a la Personne et Tourisme
Laurence JACQUINOT
+334724057 82
innocite@lyon.cci.fr

Région Franche-Comté
Direction Aménagement du Territoire
innocite@franche-comte.fr

Regione Lombardia
Direzione Generale
Commercio, Turismo e Servizi
innocite@regione.lombardia.it

Bayerisches Staatsministerium
fiir Wirtschaft, Infrastruktur,
Verkehr und Technologie
Abteilung Landesentwicklung
innocite@stmwivt.bayern.de

SIR (Salzburger Institut fiir
Raumordnung und Wohnen)
Fachbereich Gemeindeentwicklung
innocite@salzburg.gv.at

Amt der NO Landesregierung
Abteilung Raumordnung und
Regionalpolitik
hubert.trauner@noel.gv.at

Regionalni razvojni center
Koper Centro regionale

di sviluppo Capodistria
innocite@rrc-kp.si

Ville de Lure
innocite@lure.fr

DIRECCTE Rhéne-Alpes i
Direction Régionale des Entreprises,
de la Concurrence, Consommation,
Travail et Emploi
philippe.neymarc@direccte.gouv.fr
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