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ALLIANCE DE VILLES
EUROPEENNES DE CULTURE

Alliance of European Cultural Cities





START UP MEETING OF THE PROJECT « QUALICITIES »

INTERREG IIIC 

11th May 2005, ARLES

I
 Welcome speech by Christian Mourisard, vice mayor of Arles delegated to tourism and heritage.

M. Mourisard sums up the aims of the project and underlines its interregional character (exchange between regions and necessary commitment of the local co-ordinators and political representatives.)

II 
Benoît Stiévenart explains that the project is not going to be easy to administrate. The initial project implies 8 towns and 7 town will test the method of the project at the end. When the label will be recognised by the European Institutions, any interested town will be able to apply for it. The whole project will last 31 month and should end for the 1st March 2008 with one goal: the setting up of a sustainable town development strategy. M. Stiévenart insists on the necessity of setting up of a stable work base which will enable towns to manage and promote dynamic and coherent politics for the improving of management and services offered by local workers. 

The work tools that will be created trough the project must be shared.

III
Raphaël Souchier presents the different stages which will lead to a European label of sustainable development politics for historical town and regions whose final purpose was born from the questions of the European network AVEC, i.e.: « How can we define an heritage city?  »

Series of good practices have already been set up but we need a real method to answer to this question.
The results of studies realised by French Chamber of Commerce will help us to identify necessary skills that every town will need to respect the AVEC charter.

One point that makes our project so original is that it insists not only on town policies but also on personal skills of the town’s employees.

During the 31 months of the project, 3 stages will be very important:

· The development of the project

· Its setting up

· Its control by private consultants 

The purpose of making local work easier should trigger better tourism and culture development for an international label recognised by the European Commission. 

When it was presented at a meeting of European Culture Deputies in Paris, this project has been approved because it was original. 

Anderlecht is actually the leader partner of the project and every other participant is considered as co-leaders.

The charter on which the project is based on 4 themes: 

- A Living Heritage
The signatory cities of the present charter do not wish to become museums. They endeavour to preserve and develop diversified activities, within their historic centres as well as beyond them. They also endeavour to pursue the work of yesterday’s builders through the harmonious integration of quality new contributions.

- A Heritage for Everyone Built by Everyone.
One of the priorities of a City or Area of Culture is the re-appropriation by the population of its heritage. Therefore, everyone should be able to decipher, interpret, occupy and reinvent the common property of a city’s public places and facilities. Inhabitants should be, more than users, responsible and active citizens.

- Meeting Points and Places for the Sharing of Culture.

The common point between our cities is our desire to be thriving cultural centres, and a meeting point between different cultures. We endeavour to make receiving visitors more than a simple economic activity, by turning it into a special opportunity for exchanges between fellow humans.

- Guarantors of Long Term Development.
The common purpose of the Cities and Areas of Culture and Heritage is to turn local Heritage into the driving force behind economic, cultural and social development. Heritage is to often considered as a source for short term income.

During the three years of the project, the partners will work on the question of improving quality work based on the four points of the charter. They will have to establish a minimum level of acquisition and a method to control it.

In other words the partners will have to set up tools allowing public services to improve the skills of their employees. This side of the project is the original point that led the European commission to accept it.

This quality approach within the political administration of every town concerned is the origin of a future global and integrated urban development according to which Heritage and education will feed the town’s economy.

Discussed in the heart of local communities this project should trigger the enhancement of economic, social, environmental and cultural situation.

Our purpose is:
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A European quality label

of policies

for a sustainable development

of historical cities

The project aims at improving three types of skill for public services:  

· knowledge

· know-how

· behaviours

We are thinking here to detected weaknesses and lack that we could compensate whether they are political, technical, collective or individual…

Every employee would become an ambassador of the methods that would increase skills. Method that would be communicated as widely as possible. 

IV 

Benoît Stiévenart evokes the project planning:

12 meetings are planned among which 4 will gather steering committees. 


- He insists on the importance of information and involvement of political representatives in the decision making process. The goal is to give a quality label to 11 cities out of the 15 participating to the project. 


- The 5 technical meetings should help to establish the main lines of report that have to be transmitted to Anderlecht. A precise deadline is to be respected for the European commission if we want to carry on with the project.


- 2 interregional forums are planned to share the results between partners and possible changes. 


- The final conference will be held in Hungary, secretary head quarters of the A.V.E.C network, to underline the integration of new European countries. 

Technical meeting will be organised during the same periods as steering committees to simplify every thing. 

Benoît Stiévenart insists on the division of budget and work per semester. 

He also asked for the forecasted dates for elections in each partner country.

Next meeting is planned for the 12th to the 14th of October 2005 in Toledo. The Steering committee will be held on the 14th and administration meeting on the 15th and 16th of October. 

The planning for other meeting will be established as work progresses.

V 

Raphaël Souchier describes the 5 components of the project.  

· Anderlecht will do Co-ordination. Every local co-ordinator set up his own teams.

· Arles and Toledo will be in charge of activating the quality system and analysing good practices.  

· Evora and Cosenza will be in charge of the setting up of the project..

· A quality label must be developed. It has to be transmitted and communicated.


· Amandine Leopold is the quality officer of the project.


- Every partner is responsible for the work of his town and the evolution of the project. 

The 5 components:
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COMPONENT 1 : Anderlecht

Month 1 to 30: experimentation work – adaptation – setting up in the 15 cities.

· management and co-ordination (main cities > all partners)

· definition and activation

· tests –progressive system

· quality label – method test – validation 

· communication – spreading of information

· Funding implies the justification of spending by semester. Every partner will have to be careful to keep bills and justificatories. 

· Political representatives are bound to validate minimum level of skill required

· Involvement of political representatives and respect of deadlines are imperative.
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COMPONENT 2 : Arles and Toledo

Months 1 to 12: Definition and activation of the system

· Strategic goals

· Definition of minimum quality

· Launching of the system – tools creation

· Real commitment from the 8 main partners.

· Common vocabulary – translation that can be used by other European countries

COMPONENT 3 : Evora and Cosenza

Months 13 to 18: Professionalization process and progress tests.

· test of setting up in towns

· test of self-assessment tools 

· suggestions for enhancement of weak points

· personalised progress plan for every town

· exchanges between partners 

· necessity of a directing plan for the project

· ability of answer from every town

· at the end of the process, method should be enriched by practice in the 8 towns


COMPONENT 4 : C.A. Hérault Méditerranée and Baranya

Months 19 to 26: Definition of a quality brand + Audit

· a method document that can be checked by professional must be written 

· It is important to settle a realistic level of purposes.

· The auditor will check the process logic as well as its development at every stage. 

· Jean-Pierre Bœuf insists on finding solutions for detected problems. 

· Its important to be able to make quick decisions adapted to dynamic progress. 


COMPONENT 5 : Arles and Ubeda

Months 5 to 30: communication and spreading

· Communication and spreading of leading strategies are important.

· Perpetuate the system

· Each partner is responsible for local communication of the project.

· Final conference will be held in Ubeda

Suggested tools for quality brand promotion:

 - Office calendars (desk blotter)

 - Lasers pointer

 - Internet web site (we can buy key words to Google)

 - Mouse pad

 - Screen savers

 - Bics pens 

 - USB keys with auto launching integrated files 

 - Calendars size A4

 - CD ROM’s 

 - Post cards (free)

 - T-shirt

12th May 2005 ARLES

I
Introduction by Christian Mourisard, Danielle DE NEVE  

Mr. Mourisard is deceived by partners who did not make the effort to participate to the meeting.

He compares our project Qualicities for UE to ICOMOS project for UNESCO.

Mrs. DE NEVE excuses M. BOELPAEPE’s absence (1er Echevin of Anderlecht) and confirms the commitment of d’Anderlecht in the project.

II
Introduction by every partner.
III
Intervention of Benoît Stiévenart
The project is going to be hard to administrate so he insists on the dead lines that must absolutely be respected. A report must be given every semester to the European Commission. If this report is not sent, partners, European funding may be cancelled. In other word in case one of the partners does not work on times, every partners are penalised. 

IV
Intervention of Raphaël Souchier
M. Souchier reminds us that QUALICITIES brand is dealing with 3 topics:  

- Political orientation,

- Sustainable development

- Heritage

It is based on the AVEC charter that is the basic instrument of collaboration between partners. The policy of each city must be based on this charter created in 1998.

The aim was to become pioneers of a brand of quality in the UE. 

Every town’s personnel have to feel concerned since the Quality approach is based on personal skills. The label will be the award for every one’s works. 

The AVEC Charter = 4 themes:

· A Living Heritage
· A Heritage for Everyone Built by Everyone.
· Meeting Points and Places for the Sharing of Culture.
· Guarantors of Long Term Development.
Interreg III C and the EU are financing the project based on sustainable development.

Gathering policies, staff and heritage is something really innovating and that is what convinced the EU. 

V
Speech of Laurence Redortier (BLC)

The network should encourage exchanges between partners to improve professionalism of every town services.  

How to guarantee the setting up of the AVEC charter?

We have here to put political decisions in action. That is why we are going to deal with staff skills. 


The first step is : identify good practices : every partner is charged of looking for at least 3 examples of good practices based on the charter so as to share them with the whole group. Thanks to experience exchanges, partners are going to get a better level of professionalism for local workers and political representatives.

The result is as important as the method engaged to finally get the label.
The forum planned for October in Toledo will be a special moment of exchange of experiences between partners.

Description of the diffrent component of the project :


COMPONENT 1: Anderlecht

Months 1 to 30 (Jan. 2005 to Dec. 2007): Management and co-ordination 

Benoît Stiévenart describes this component. Qualicities is the only European project that commit political representative so deeply. 

This component is necessary to develop the project. 

COMPONENT 2: Arles and Toledo


Months 1 to 12 (Jan. 2005 to June 2006): Definition and animation of the project

1° Capitalise experiences:

· Identify main themes (among the 4 charter themes): topic on which most of partners would like to work on. 

· adapt work methods

· Collect good practices by theme and describe their success key. (Work stages, people, services and companies involved, necessary skills…)  

· Exchange information to  enrich good practices (forum in Toledo)

· Organise databases (web site – Amandine Leopold will be in charge of spreading the information on the web site in October to make the exchanges easier. 

· Benchmarking on other existing labels.

2°  Define commune minimal skills  
· Enquiry in every partner town. 

· Realisation of analyse tables for good practices (Amandine Leopold + BLC)

3°  Tools

· Creation of a self-assessment kit : base of our work for the following stages. 

EXPECTED RESULTS:

· A data base

· Work animation

· A skill directory and a quality reference book 

· a  self-assessment kit


COMPONENT 3: Evora and Cosenza

Months 13 to 18 (Jan. 2006 to Dec. 2006): Setting up of QUALICITIES methods

· Professionalization and progress methods. After self-assessment, the political representative of every town must decide a following plan or a improvement plan for their community to reach their purposes.

· Set up a Local Plan for Personalised Progress (LPPP) adapted to the cities needs and goals. 

· Inform the rest of the network of these LPPP. 

EXPECTED RESULTS:

· professionalization

· commitment of every member in a LPPP process 

· Integration of a commune language as well as a set of common tools.


COMPONENT 4 : C.A. Hérault Méditerranée and Baranya

Month 19 to 26 (July. 2006 to June 2007) : Setting up of the label 

· animate the Audit process 

Intervention of Christian Mourisard about differences between towns involved. 

Those differences have to be taken into account but the political will must be strong anyway for every partner. 

Laurence Redortier explains that quantity is not more important than quality. We will have to evaluate the level of each community at the beginning to check if every thing is done at the end to reach the initial goals.

The label would finally be given to those who would have managed to reach their goals 

(Adapted to their needs and means). The network will never impose means or goals to reach. Each town is in charge of their definition. However a planning as well as a means list must be done and respected to obtain the label. 


COMPONENT 5 : Arles and Ubeda

Months  5 to 30 (Jan. 2005 to Dec. 2007) : communication and perpetuation 

Really important stage for the EU. If the project stopped in 2007 the aim won’t be reached. It must last and other cities should be able to ask for the label.  

Means:

· Intranet

· Internet web site

· Telephone meeting

· forum in Evora

· Setting up of a permanent secretary 

· Advertissment and communication tools in the targeted language, easy to read and 

· technical documents = self-assesment kit + progress audit.

Attendance to the meetings: 

Every partner must attend meetings in Toledo (October 2005) and Baranya.

Only leading partners should attend other meetings.

VI
Intervention of Diego Garcia

M. Garcia explains us that Ubeda is actually participating to 3 European projects all different but with a common point. 

These projects are INHERIT – CULTURED and QUALICITIES. He hopes Ubeda will win in experiences thanks to these 3 projects.

VII
Every member describes the composition of its working team, its needs and good practices:


Pézenas

The composition of the team is not defined still.

Needs: 

· shop signs (define specifications)

· Improve accessibility.

· organise tourist tours

· organise public space

· help to the integration of different cultures


Cosenza

One person at the city hall is in charged of European affairs, culture and heritage. This person will be the local co-ordinator.


Vienne

The project team will be composed of the Heritage centre, the restoration workshops and the Heritage animator.

Needs:

· Setting up of tours for tourists 

· Heritage web site

· administration


Anderlecht

The staff composition is not defined yet.

Good practices: 

· integration of immigrate people 

· adoption of monuments by children of the town.


Baranya

Gabor Pola is in charge of the project.

Needs: 

· network of heritage towns of the region

· impulse to set up the charter 

· university : synergy with Magister project

· Advertisement on web site and forums  


Tolède

The team composition is not defined yet since several services of the town, the region (consorcio De Toledo) and Ministry of culture, administrate Heritage. 

QUALICITIES project might be the key to improve the situation. 

Tours

The team composition is not defined yet because municipal services will be re organised in September 

Referent people are “European Mission”.

Mrs Françoise Dubert is the political representative. 

A direction meeting is planned to motivate teams and public services staffs.

Needs:

· Accessibility for disabled people 

· reconstitution of a “marine de Loire”

· street signs


Evora

The team will be composed of the staff of the cultural affairs department.

Projects and needs are not defined yet.


Olomouc

Djamila Kralikova is in charge of the project. MARCELA HANAKOVA (political representative) helps her.

Needs:

· work on fortresses

· no education department

· Accessibility for disabled people

· university : synergy with Magister project

· tourist guide education center


Ubeda

European affairs department is in charge of the project.

Needs:

· creation of a Heritage department

· tourist interpretation centre of the town


Arles

The Tourist Office and the Town of Arles are in charge of the project. Now the work has to be dispatched between these two organisations.

Good practices:

· Structured mission around heritage involving every departments of the local public service.

· Improvement policy negotiated with department, region and national government. 

· Knowledge of the quality approach thanks to the Tourist office

Needs: 

· reorganisation of the Heritage department: staff skills are to be checked 

· need of stronger commitment from other departments

· to manage to meet perfectly tourists and heritage needs. 

13th May 2005 ARLES

I
Introduction by Mr Hervé Schiavetti et Mr Christian Mourisard.
They insist on the active involvement of Arles in the project.

II
Intervention of BLC

Work on the project methods

Criteria of choice concerning good practices:
· necessary link with the charter (with as much correspondence as possible with the 4 themes of the charter 

· Accessibility notions by every members of the network. (Good practices are meant to inspire any other city).

· Common motivation 

· Local development policy influenced

Work plan: 

1- Sending of a list of good practices to every partners 

2- Every partner has to correct and enrich this list (according to the charter)

3- Preliminary choice of good practices according to criteria

4- Vote of every partner

III
Signature of the formal partner agreement and press conference.
Local policies quality





Attractivity of the network





Increase the value of public services





Profesionalise public services





    Share experiences





Capitalise good practices





AVEC Charter 





Label for each member city





Tomorrow





Today in each community.





Knowledge and know-how





Political experiences
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