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Introduction

The role of the public sector, public leadership in European city development was changing in the last decades. In the western part of Europe a cyclical development can be observed, changing from direct leadership of the public sector in the 1950s and 1960s to the gradual withdrawal of public interventions (in the 1970s and 1980s), followed since the 1990s again by the growing role of the public sector. In the eastern part of Europe similar cyclical development can be observed, but with substantial delay. The position of the public sector, having been of key importance during the socialist period, changed in the 1990s to the opposite, to a residual role, while the first signs of some recovery can only be observed at the end of the decade. 

The topic of this paper is the last phase of this cyclical development, analysing one of the forms of the recovering public leadership in the cities: strategic planning. On the example of some western and central European cities (Munich, Vienna, Utrecht, Budapest, Prague, Warsaw, representing the two parts of Europe which had very different history in the last half century), the analysis is focusing on the content and methods of strategic planning. The paper aims to find answers on the following questions:

· What are strategic plans useful for (illusions and realities)?

· Under what circumstances can and should cities decide to prepare strategic plan?

· How can the strategic planning process be described, what are the major steps?

· What are the main techniques used in the different steps of plan-preparation?

· What is the link between the major types of plans (financial, spatial, strategic) for city development?

· What are the key factors to ensure the successful implementation of strategic plans?

· How can the implementation of strategic plans be monitored and evaluated?

At the end of the paper, in the short concluding remarks some hypotheses are raised about the specific situation of Russian cities regarding strategic planning. 

The threats, challenges and opportunities of urban development in Europe

The challenges for the development of strategic planning can be analyzed from different perspectives. Besides analyzing the changing circumstances of urban development, it is possible to take the angle of the role the public sector is playing in city development. Another perspective starts from changes in planning phylosophies. 

I.1. Changing circumstances of urban development

Globalization has very substantial effects on city development. With trade liberalization measures and rapid technological changes (altering the relations of production, distribution and consumption) the national governments have less and less tools to intervene into their economies. As a consequence, the role of the sub-national level, especially that of the cities is growing in shaping their own future. (Kresl, 1997:39)

“… globalization has much the same effect on the city as did the dramatic changes in transportation, the railway and the change in shipping from sail to coal to oil, during the nineteenth century. … the space within which economic decision making and activities took place expands spectacularly … which … exposes urban economies to a mix of threats, challenges and opportunities”. (ibid, 40) 

The 1990s brought about also other challenges, which are not directly connected to the economic processes. “… the outmoding of traditional skills, long-term suburbanization, the ageing of the population, changing household structures, intense stresses on the physical and social environment caused by growth … the uncertain but large numbers of legal and illegal migrants…” (Parkinson, 1997:128)  

With globalisation, and the far-reaching changes in technology, migration, population development, etc, the competition between cities sharpened considearably. In their reactions on this situation cities might differ very much how much role they devote to the economic and the other factors of city development. The following excerpts show the predominant role of economic considerations, although leaving room also for other factors. 

· In such situation cities have to consider their comparative advantages, their place in the urban hierarchy and their function within their relevant economic space. The first step is to adapt competitiveness techniques from national economies and firms to the case of urban economies. Strategic planning helps the cities to include also other factors, than economic, to determine the goals for future development. (Kresl, 1997:39)

· A new phrase referring to successful adaption of some cities to the changing circumstances is the “entrepreneurial city”: “… a preactive city which is able to mobilise local social, political and economic resources in a coherent institutional framework to develop … a clear economic development strategy.” (Parkinson, 1997:125) Or in another phrasing: “… key interest groups in the public, private and voluntary sectors develop a commitment to achieve a consensual vision of urban development, devise structures for implementing it and mobilize local and non-local resources to pursue it.” (ibid,130) From the second phrasing it is clear that the author uses the word ‘entrepreneurial’ more in a sense of being effective, than referring explicitly only to the economic sector. 

Within the emerging competition the position and interests of the cities has changed substantially. New resources for city development, i.e. economic investments, international institutions, highly trained workforce can come from the whole unified market area. Therefore the city is not any more in competition with its surrounding area or the other cities of the same country, but much more with similar-sized cities from the other countries, who are competing for the same international resources. 

In the new situation cities have to apply new methods, approaches to improve their positions. The suburban area, the wider region was for a long time the closest „competitor” to the city, with the suburbanisation process soaking out some part of the development potential from the city itself. In the new situation a total change in the city-suburb-region relations is necessary, the competition must be replaced by close cooperation, as in the competition with the other cities of Europe only those cities can be successful who offer a whole variety of opportunities for the investors, institutions, mobile workforce. In the new situation the competition is not so much between cities any more, but between regions, in which those regions win, where smooth relationships between the core city, its agglomeration, the wider satellite cities and the agricultural areas ensure optimal opportunities for all types of demand. 

There is also another big change necessary, namely in the content of local development. Earlier it was clear that the „hard”, infrastructural factors determine the position of a city in the competition: the better accessible a place was, the higher level of infrastructure it offered, the more chances it had to attract international investors. Due to the quick development in many of these hard factors, however, there is a gradual equalisation in these conditions observable: with the exception of the proximity to large airports and hubs of fast speed train lines, other infrastructure factors tend to become equally (well) developed in most fast developing western European cities. For this reason it is more and more important, what can the city offer regarding the „soft” factors, i.e. housing situation, educational facilities, social and health care services, cultural and leisure time activities, etc. 

It is without doubt that the new situation means a more complex challenge for the cities. It is not enough any more to improve the access roads, public transport, and offer prepared sites with good infrastructure provisions for developers. On the top of these, the city has to improve its relations to the closer and wider neighborhood, and find out jointly with these areas how to improve the softer services and facilities. 

I.2. The role of the public sector in city development

The role of the public sector, public leadership in European city development was changing in the last decades and was very different also according to the geo-political situation of the cities. 

In the western part of Europe a cyclical development can be observed. In the first decades after WWII the direct leadership of the public sector led to the recovery of the nations and cities and to the establishment of the welfare state. In the 1970s and 1980s, with the gradual withdrawal of public interventions, market processes gained ground, leading in many countries to a very restricted „enabling” role of the public sector, with the aim to ensure the best conditions for the optimal functioning of the private sector. Since the 1990s, under the circumstances of increasing globalisation and the development of the single European market, the role of the public sector is increasing again, to orient and unite the actors of a city and its region in order to achieve good results in the competition of cities. 

In the eastern part of Europe during the socialist period the public sector was in key, decision-making position, leaving only very subordinate role for the private actors. With the collapse of socialism this situation turned upside-down: in the 1990s the market forces gained ground, while the public sector drew back into residual positions. The first signs of some recovery of the public actors can only be observed at the end of the decade. 

I.3. Changes in the planning phylosophies

In the last decade or so, important changes in the planning phylosophies are observable. Earlier, the assumption was that „… a ’good’ plan will necessarily be followed by action in line with the plan. … the underlying belief was that social problems would be resolved by technical progress. … the plan’s role was as a set of possible decisions, to guide the institutional processes of public policy actions.” (Healey et al, 1997:240). However, due to the new challenges, the ever more complex problems, the emerging environmental and social considerations and the increasingly active population groups defending these values and/or their own local interests, to simple implementation of the „good plans” became increasingly problematic. Therefore a new mode of planning had to be developed, in which the starting point of planning is a broader conceptualization of the problems and implementation has to be incorporated into planning. 

In the new situation, many of the innovative European cities recognized the need for changing their planning practices. The traditional physical plans were not suitable any more to address the more complex challenges. The new product, successfully used in increasing number of places, was the strategic plan, aiming to develop long-term, comprehensive vision for the city and its region, not only concentrating on economic efficiency but including the aspects of quality of life, environmental and social protection. 

The novelty of strategic planning is not only the fact that it means long-term and comprehensive planning, but also the method of the preparation of the plan. Successful strategic plans are not prepared only by planners, but include into the planning process the actors themselves. For the acceptance of a strategic plan not only its content counts but also the whole process how it was prepared and discussed with the different stakeholders in the area.

Paralel to these changes also the priorities of spatial planning changed (Healey et al, 1997:241). Originally the European practice was ’allocative planning’, in which planning organized the way, how the public sector should compensate for the inequalities created by the functioning of the market. However, the conflicts between social groups for the same, scarce resources and the increasing structural unemployment led to the crisis of the traditional physical planning approach. Allocative planning had to be replaced by planning based on economic and social prorities. 
I.4. The case of the Central and East European metropoles

Due to the quite different circumstances, the cities and regions of the post-socialist countries of Central and Eastern Europe are in a different phase regarding their development and planning systems. The big cities of Central-East European countries have just finished the most difficult part of their transition process towards market-based economy. At the beginning of the 1990s the previous medium and long term planning practices have been replaced in these cities by short term plans, totally subordinated to the preparation of the yearly budgets. In the course of this decade in many countries the most important institutional and procedural factors of a market-conform public sector have been established. In connection with the EU accession process, the candidate countries have also started to develop a new regional structure, a new sub-national level between the national and the local level. 

In many of the Central-East European countries the transition towards a democratic political system and institutional structure and towards market economy has been completed by now. The most innovative cities of the region already recognize the new challenge: with their freshly established systems they have to enter a new phase of development, in which these systems have to adjust their activities to the new circumstances. This is, however, not at all easy, and needs obviously some time. Local governments, for example, which have re-gained their independence only some years ago, do not want to accept the new idea of close cooperation with any other actors (for which they should give up a part of their very fresh independence). 

For these reasons the new aspects of strategic planning, the long-term, wide-reaching and cross-sectoral characteristics, based on cooperative approach, are not well developed yet in the central-east European countries. Experiments in some cities show the strong limits, posed by 

· the strength of the local level as opposed to the weakness of the emerging territorial level, the regions, 

· the unwillingness for cooperation, even between different departments within the same local adminsitration, 

· the huge influence of party-politics over institutions and policies, etc. 

Even so, for the big cities of the region there is no other choice than to continue their efforts for the more cooperative, comprehensive and long-term planning and development.

Strategic planning and local economic development (LED) planning

Although there is no universally accepted terminology existing of the different types of local planning, and therefore there is a substantial confusion in the literature, as well as in the practice, it is clear that there are significant differences between some types of commonly used planning approaches.

I.5. The development of strategic planning

The history of strategic planning can be traced back first to military, than to business-sector applications. Early models of strategic planning “… reflected the hierarchical values and linear systems of traditional organizations … its structure was highly vertical and time-bound. A certain period would be set aside to analyze the situation and decide on a course of action. This would result in a formal document. Once this was done, the actual work of implementation – which was considered a separate, discrete process – could begin.” (Lerner, 1999). 

Mintzberg gives in his book (1994) a detailed account on the history of strategic planning for the case of economic enterprises. The development of strategic planning for the business sector and higher education was the quickest in the USA, in the course of the 1950s. Until the mid 1970s there was a general belief that strategic planning was the answer for all problems. After heavy problems and fallacies strategic planning has become totally abandoned from the mid 1970s, until its revival, although in a different form, in the early 1990s. In his conclusion Mintzberg emphasyses that strategic planning should not be used to develop strategies (Mintzberg, 1994:321,333,415-416), however, after the strategies are established strategic programming can be used as a useful planning tool. 
The history of strategic planning is somewhat different for the case of urban development. As Salet and Faludi describe, spatial policies have big role in the development of strategic planning, as large physical projects require long process of preparing and realizing, not to forget about the fact, that spatial policy has in itself multidisciplinary character, as influencing all aspects of economic, environmental and social life (Salet-Faludy, 2000:1). On the city level complex master plans were already developed since the end of the 19th century. It is, however, much later, around the 1960s, that comprehensive planning begins on the metropolitan level. The changes in the leading principles of spatial planning can nicely be illustrated on the case of the Netherlands, where strategic planning has been applied on all levels of governance. 
The history of the application of the strategic approach in urban planning is in connection with the growing need for integrated planning (Reiss-Schmidt, 2002). Other authors also emphasize the importance of the change from provider state towards negotiating state, partly replacing regulation with collaboration (Healey et al, 1997:27). “… European local governance has become more proactive and entrepreneurial than in the past, when it was more concerned with welfare considerations and improving quality of life.” (ibid, 292). 

There is no universally accepted definition of strategic planning existing. Most authors define strategic planning through its characteristics. One of the well-known experts of strategic planning uses the following elements, based on an analysis of ten cases of strategic planning practice (Healey et al, 1997:286):

· “… an interactive social process, which involved shaping attention and building ‘storylines’ that could help mobilize and coordinate many players in the shared power world … of managing urban region governance.” 

· Economic aspects are usually important “… and resulted in attempts to reorientate traditional planning practices away from forms more suitable for allocation and regulation, towards more proactive styles of governance.” In some cases, however, environmental or social constrains on economic possibilities were strong.

· Strategic planning is more than simply preparing plans: it leads to active shaping of market opportunities. “The demand for such market-shaping came, in part, from environmental concerns. But in several cases it was also being vigorously promoted by local business interests. Making strategies was thus also about making potential markets.” 

Finally, she arrives to the following definition: strategic planning is “…a social process through which local communities respond to internal and external challenges with respect to the management of local environments. … local communities build new strategic ideas and policy discourses, build institutional relations, and mobilize political support. Through these processes, active stakeholders in urban regions combine in an attempt to exercise power over the forces and pressures in which they are embedded, in an attempt to confront and shift structural power arising from economic and political forces.” Healey et al, 1997:293
Other authors also emphasize, that many cities choose under different names integrated planning as an answer to the complex challenges. There are many joint elements in these plans: 

· Strategic orientation

· Integration and project-orientation

· Dialog-orientation

· Democratic legitimation and transparency

· Local identification and globalization

· Elasticity and commitments

· Public-public and public-private partnerships

Thus comparing the development plans of Munich, Vienna, Berlin, London, Lyon, Torino, Barcelona, etc. and crystallize the joint elements the content of strategic planning becomes clear (FIU, 2000).

It depends on the individual countries and cities, whether and in which form they apply strategic planning in urban and regional development. In Europe, however, there is also an international challenge towards the strategic approach: in parallel to the increasing awareness of the complexity of urban governance, there is also an increasing requirement from the side of the European Union for a strategic approach, e.g. in the planning for the Structural Funds or in applications for the funds available through the Community Initiatives (such as the URBAN programme, which definitively requires a strategic approach from the local governments when preparing integrated urban development  programmes). 

I.6. Local economic development planning

Local economic development (LED) „is about local people working together to achieve sustainable economic growth that brings economic benefits and quality of life improvements for all int he community.” (WB, 2002) 

LED can stand in its own, and, in fact, this is a normal practice of many of the international donors, as it is economic development which can easiest be “sold” on the local level, not to speak about the fact that economy is the sector which is 

· the easiest to make “bankable” towards the private sector  

· the easiest to get acceptable by the local government for investments, as offering the fastest returns (and preparing in this way the financial possibilities to have investments into other sectors).

In fact, also the EU Structural Funds can be considered, to a given extent, as LED-type support, as all measures developed towards the use of the Structural Funds must have direct or indirect connection to the economy. 

The LED approach acknowledges the autonomy of the local governments and is in this regard one of the major strands of the new phenomenon of WB financing to the local level. 

I.7. Comparison of LED and strategic planning

The main difference to strategic planning is in the fact that LED is mainly economy-oriented. All LED-oriented interventions must have a direct economic impact, if not through the business climate, attracting new investments or supporting SMEs, than through hard and soft infrastructure investments, spatial targeting of investments for regeneration of given city-parts, social targeting of help to disadvantaged groups in order to enhance their chances on the job market. 

LED is obviously part of strategic planning, as all cities have in their strategic plans at least one strategic goal dealing with the economy. In this regard LED is narrower, than strategic planning. 

Of course, LED emphasizes the links between economic, environmental and social development, but the links to the other two areas are not so strong than in the case of strategic planning. 

Economic aspects are usually strong also in strategic planning. The main difference to LED is the role of other aspects. There are examples that environmental (Lisbon, Stockholm, see OECD, 1997:38) or social (Vienna and Budapest, see Giffinger et al, 2002, or Lyon) aspects are strong, really meaning constrains on economic possibilities. 

Thus the tendency is that strategic planning is becoming more wide-spread than LED. One of the main reasons for that might be that the proactive promotion of almost exclusively economic development projects became unacceptable for some stakeholders on the local level. There is a growing need to achieve a stable balance between economic, environmental (and in many cases social) сonsiderations. “Economic interests wanted a stable framework within which to operate. Environmentalists wanted a transparent governance process, capable of considering the long-term impact of resource usage.” (Healey et al, 1997:290)

The main methods and dilemmas of strategic planning

Although time to time there are efforts to develop a unified empirical planning theory, there is no one universally accepted normative method for strategic planning existing. Each planning agency makes the choice for the method of planning with the aim to act effectively and efficiently (and democratically) under the given circumstances. Salet-Faludi, 2000:89
I.8. Steps in a strategic planning process
8.1. The structure of strategic plans in business applications

The clearest descriptions of the strategic planning process can be found in the business applications. The following two examples refer to materials prepared for two American universities, and clearly show the logic of the process, referreing, besides, also to some differences (even if applied to very similar situations).

The Strategic Planning Handbook prepared for the Florida International University summarizes the main phases and steps of strategic planning in the following way (FIU, 2000:25):  

1. Getting organized (initial agreement and plan for planning)

2. Identification of mission, vision and institutional values

3. Assessing the external environment – external scan

4. Assessing the internal environment – internal scan

5. Identification of strategic issues

6. Development of strategies to achieve mission, vision, goals

7. Development of action plans

8. Implementation of action plans

9. Monitoring and evaluating the strategic plan
Figure 1, prepared about the strategic planning phases (FIU, 2000:28) clearly indicates that during the process the original mission/vision/values might be revised.  

Figure 1. Strategic planning phases

(source: FIU, 2000:28)

In FIU, 2000 there are detailed examples to be found on 
· Mission statements (40) 

· Values statements (43)

· Environmental scans and assessments: factors have to be analysed in terms of their probability to occur, magnitude and direction of their impact.

· external strategic issue identification (potential Opportunities and Threats in the external environment that may impact the success to fulfil the mission): conditions/trends and their potential impacts

· internal strategic issue identification (Strengths and Weaknesses in the internal environment): conditions/trends and their potential impacts

· Identification of strategic (critical) issues, having their locus in either the external or internal environments, or in the interconnection of these. Issues can be identified as critical, if the gap between current and desired performance is big, if the issue is urgent to be solved in itself, or it has big impact on other issues. (49)

· Development of strategies to be able to handle the critical issues. This process starts with the review of the mission and vision, with regard on the critical issues defined. This is followed by the identification of goals, which are the means to resolve critical issues and achieve desired futures. A further step is defining objectives, i.e. more specific measures, from which indicators can be determined to survey the progress towards goal achievement. (50, 44) Then it comes to identification of possible strategies to achieve the goals and objectives. As there are usually more strategies (ways) possible to achieve a goal, the selection between different strategies is an important part of the planning process. (50-51)

· Development of action plans to implement the selected strategies. The action plan consists from action steps, within which each step has to address the following questions: what has to be done, who is responsible, how will the work be completed, when will it be completed, what resources are needed, how will the success be measured. (52-54)

The other description of the strategic planning process (Lerner, 1999) is very similar, including, however, two additional elements:

· Benchmarking, this is an important addition to the gap analysis: the comparison of the performance to other similar cases gives a reference point for setting goals and objectives.

· Emergent strategies, as extension to the deliberate, intended strategies: these are originally unintended strategies, which are the results of actions converging in time to some sort of consistency, or pattern (Mintzberg, 1994:25). The emergent strategies express more the learning than the control aspect of the strategic planning process. 

Accordingly, Figure 2, about the strategic planning phases in Lerner, 1999 is somewhat different from the figure quoted above.  

Figure 2. Strategic planning phases

(source: Lerner, 1999)

8.2. The structure of strategic plans for urban development

The case of urban development strategies is somewhat different from the previously discussed models, expressing the fact, that the determination of the development strategy of a settlement is more complex procedure as the same for a business enterprise. The process might also start with mission and value statements, however, in most urban development strategies the vision is not determined at the beginning of the process, but later, following the assessment of data, of the external and internal environment and of the SWOT analysis. In many cases not only the sequencing, but also the wording of the different phases of the strategic development process is different from that used in the business sector: 

· concept (very general vision about the desired long-term development of the settlement), 

· strategy (how to achieve the vision), 

· strategic goals (long-term, general, not quantified goals: what should be maintained vs. changed to achieve the goal), 

· programs (sectoral and functional phrasing of the way to achieve the strategic goal, determining more concretely the magnitude and timing of work but still not containing cost calculations), 

· program elements (medium and short term statements quantified: what, when, for how much) 

· projects (concrete elements to fulfil the goals). 

In most cases only the last two elements of this list are concrete enough (in costs, space, timing) to provide sufficient basis for monitoring and evaluation.

8.3. European cities’ examples on the structure of the strategic plans 

The structure of strategic development plans can be illustrated with some concrete examples taken from different European cities.

Munich Urban Development Strategy (Munich Perspective, 1998)

In Munich 7 guidelines were developed, each consisting of more (2-8) goals/strategies. For the implementation of the Urban Development Strategy model projects have been defined “… to lend these proposals and strategies concrete form as the basis for review and improvement.” (Munich, 1999:53)   

Strategy Plan for Vienna (2000)

In the Strategy Plan 5 main strategic fields are defined, each consisting of 2-5 strategic aims. For the implementation of the Strategy Plan for each main strategic field 3-11 strategic projects have been identified, which are not subordinated to the strategic aims, and refer to concrete actions through which the strategic aims should be fulfilled. (Vienna, 2001, Vienna, 2000a)

Warsaw Development Strategy until the year 2010 (Warsaw, 1999) 

The Development Strategy contains 5 main strategic goals. These are not further devided, instead 16 “operational goals” are defined, which “… describe in details Warsaw’s main strategic development goals and … have to be implemented to achieve one or more strategic goal.” Each of these operational goals are split in “tasks (implementation efforts)”, adding up into 75 tasks. 

The Strategic Plan of Prague (2000)

The Strategic Plan is devoted for the period up to 2015-2020, and has similar structure to the other strategic documents. Together with the Strategic Plan, also a document of Strategic Priorities was published, printed on yellow pages to emphasize the different time span. These priorities, adopted at the same time as the Strategic Plan, cover the period until 2006, including largely two election terms and are in harmony with the EU planning period. The monitoring focuses on the medium term priorities developed on the bases of the long term plan rather than the long term plan itself.

The Budapest Strategic Development Concept (2003)

The Budapest Concept consists of 8 strategic aims, each of which containing 3-7 “broad aims” (altogether 39). These broad aims are further devided into “specific aims”. (It was a deliberate intention to avoid to call any of these elements as “programme”, as none of them has definite timing and financial background determined). There are no priorities or leading (key) projects defined yet, the execution of this phase of strategic planning has just started recently. 

I.9. Exploring the conditions for city development 
The preparation of a strategic plan is based – after defining the main goals (mission statement) and the basic values – on the analysis of the given situation in the city and the assessment of the likely changes in the conditions of future development. The basic methods used in this phase are data collection and evaluation, SWOT analysis and some procedure of elaborating future trends (forecasting, vision building, scenario development). 
9.1. Data collection and evaluation

Good planning needs first good data, to be able to prepare an overview on the state of affairs, for the preparation of strategic planning.

Utrecht, a city of 270 thousand inhabitants is one of the good examples on data collection for detailed analysis. Utrecht Monitor (Utrecht, 2003a) provides detailed data on the present situation trends and in 14 main topics (from population development, safety, … , till culture, and milieu), followed by detailed analysis of the 28 districts of the city, comparing their present situation and also the development trend of the last several years. As similar statistical overview has been prepared for the other big cities of the Netherlands, it is possible to determine from different perspectives the relative position of Utrecht amongst the Dutch cities (benchmarking).

The city of Utrecht also prepared a population survey to discover the opinion of the population. In summer 2002 a fairly large number of residents, 6500 persons were interviewed and asked to express their views on the problems of the city (Utrecht, 2003b:44). It is interesting to note, that both the population survey and the benchmarking exercise led to the same result, pointing out safety, as the biggest problem of the city.

Such a wealth of statistical and empirical information is not the usual case in European cities, and is partly due to the Big City Policy of the Netherlands. The 25 biggest cities are treated by the government separately from the other settlements, and in order to get the special government support these cities have to provide data, analysis and also stategy for their development. 

Another example for using population survey as a sound basis for strategic planning comes from Munich. In 2000-2001 a survey of 3500 households was completed (Munich, 2002:4). The most important results of the survey were summarized in 11 statements, partly referring to the existing situation, partly to the expectations of the households on the future. According to the decision of the planning bureau of Munich, the most important departments of the city hall have to evaluate and use the empirical results in their work (Munich, 2002). Furthermore, a decision has been taken that such empirical surveys have to be repeated every 3-5 years to be able to identify the changes in the situation and in the expectations of the population.

9.2. SWOT analysis

There is no reason and room here to give an overview on the well-known and widely used method of SWOT analysis, only some special applications of this method are mentioned.

For a special application of a SWOT-type analysis again Utrecht can be taken as example. In the preparation of the new strategy (Utrecht, 2003b:45-47) there is an analysis of development trends, opportunities and threats, mainly in comparison with the Dutch cities. This is followed by an evaluation of strenghts and weaknesses of the city in regard to 12 policy fields, ranging from international relations to administrative organization of the local government. The performance of the city in these policy fields has been assessed, and the categorization into three categories (good, medium, bad) was based on 20 background studies and detailed statistical background, including the measures of changes between 2000-2002.  
The Warsaw Development Strategy also contains a broad preparatory part, including detailed analysis of the socio-economic transformation of the city and evaluation of external and internal factors of future development. In the SWOT (Warsaw, 1999:94-102) the main opportunities and threats regarding the external factors were analysed separately for the macro-environment and for the regional environment (Warsaw and its region). The internal factors affecting Warsaw’s development were analysed according to five sub-topics (demographics, economy, technical infrastructure, environmental protection, physical environment), listing in each case the strong vs. the weak points. On the basis of the SWOT results 9 strategic (critical) issues have been identified, which were considered to be the main obstacles and limitations to Warsaw’s growth. 

9.3. Methods for elaborating the trends in future development

There are two basic methods for elaborating future trends influencing cita development: forecasting and vision-building. The first is based on projections, extrapolations, while the second on prospective, long-term perspective building. The first method, forecasting can lead to good results in periods, when external and internal development is relatively stable, as it was the case in the 1960s (Healey et al, 1997:71). Such forecasts can, however, be totally misleading in turbulent times, such as e.g. the 1970s, due to the oil-price shock. In these periods the prospective approach, to “imagine” the future (e.g. with the assistance of think-tanks and private consultants) can be more reliable. 

Another basic difference between the two approaches is the belief in the chances to change the future. The Lyon urban planning exercise became well-known about the use of the prospective approach, believing in the ability to “… acknowledge that the future is the product of chance, necessity (i.e. the main trends of the urban area) and will.”. The notion of will means that “… public and private actors adjust through their actions the future of the city and prepare it as well as possible to respond to tomorrow’s uncertainties and challenges.” (ibid) To base the plan on forecasts, predictions or projections, instead of prospectives or scenarios, means also to “… emphasize a possible future as a way of mobilizing others behind the plan.” (Healey et al, 1997: 276)

“The visionary approach is a more flexible way to deal with an uncertain world. Visions set the broad outlines of a strategy, while leaving the specific details to be worked out.” (Mintzberg, 1994:209) Of course in periods of growing uncertainty in economic, political and social domains also the visions have to be prepared more carefully, e.g. making distinction between quantitative vs. qualitative uncertainties (possible futures are known but their probabilities not, vs. not even the shape of the possible future is known). Healey et al, 1997: 258.

There is also a third method existing, scenario building, which can be placed somewhere in between the two extremes, forecasting and vision-building. This is based on the statement that “… if you cannot predict the future, then by speculating upon a variety of them, you might just hit upon the right one.” (Mintzberg, 1994:248). The basic difference compared to forecasting is, that in the process of scenario-building there is a need to understand the forces that might determine the future. The difference to vision-building is in the fact, that the scenarios are usually connected to the present situation, from the facts of today more than one of potential future variations are created. 

Even so, also scenario-building has its own problems, the most important of which is: what to do with the scenarios? There are many possibilities: to select the most probable one, to select the best for the city, to make the selection in a “safe way” (no matter which scenario occurs), to develop plans for each or more than one scenario. (Mintzberg, 1994:249) The lastly mentioned option is the case of contingency planning. Sooner or later, however, a decision has to be taken amongst the scenarios, as to keep many options open slows down actions. “Contingency planning risks causing ‘paralysis by analysis’…”. (ibid) 
In the following some concrete examples are given from different cities on elaborating the trends in future development.

The Warsaw Development Strategy contains a long chapter on elaborating future trends, in three areas: forecasting development in demography, economic development and municipal financial revenues/expenditures. (Warsaw, 1999:103) The demographic forecast is partly based on projections, partly on scenarios. The latter refer to migration, which depends on many factors. Finally five scenarios have been prepared and as “best solution” the average of the five has been accepted as population prediction for 2010. 

The forecast of economic development was based on a deconstructive approach, preparing separate scenario analyses for the individual economic sectors. Finally three scenarios were put together, ranging from the optimistic through the moderate-growth till the pessimistic scenario. The difference between the two extremes in employment by the year 2010 was 14 percent. 

In a quite unusual way, compared to other strategic plans, Warsaw also prepared forecast on the municipal financial revenues/expenditures. The difficulties of such a task are well shown in the fact that the detailed version of this forecast was prepared only for five years (1997-2002), not for 10-15 years, as the other forecasts. Two scenarios were elaborated, connected to the optimistic vs. the moderate-growth scenario of economic development. Separate analysis has been prepared for the level of expenditures, taking into account the option to be able to increase the share of investments within the expenditures. Finally, the results on forecasting the funds available for investments were extrapolated for the whole period beyond 2002, thus two estimates were prepared on the magnitude of investment possibilities during the time of the strategic planning period (i.e. up till 2010).  

In Vienna, similarly to Warsaw, the estimations on future population number for the city and the agglomeration are based on the forecasting approach (Vienna, 2002). The overview on the trends of changes in the population of Vienna between 1950 and 2000 (p.11) shows clearly relative stability in natural demographic processes while huge waves in migration. More detailed analysis of migration shows the differences in the trends comparing the agglomeration, other parts of Austria and foreign countries (p.34). The forecast of the population changes between 2000-2030 in Vienna is based on the one hand on exact projections of demographic trends, and, on the other hand, on assumptions on the three main aspects of mobility: decreasing suburbanization, stable inter-regional mobility with the other parts of Austria, slightly increasing positive migration balance with other countries. The selected method was to hypothesize the most probable variant, avoiding creating concurrent alternatives (scenarios). Finally, the projections were broken down according to the districts of Vienna and the settlements of the agglomeration, and in these projections also the effects of the foreseeable planned new housing developments have been taken into account (Vienna, 2002:41). 
Another example on elaborating future trends is the case of Stockholm, where 4 scenarios have been developed on the possible interaction between the development of the economy and environment in the future (OECD 1997:38). This case clearly belong to the “creating scenarios” technique, as the scenarios were developed as different combinations of specific quantifiable factors (whether emissions and employment are decreasing or not, how is the impact of traffic changing, whether a green tax is introduced or not). 

The Helsinki Metropolitan Area in the Future study (OECD 1997:54) serves as example on the vision-building approach, as the 4 scenarios for the future were developed by 15 experts from various fields, and the scenarios were very abstract (might of the markets, scintillating city, economic malaise, urban shantytown). The scenarios were developed with the aim of public discussion: the council organized futurology workshops, internet discussions in order to collect opinions. 

Another very clear example on the vision-building approach is the case of Munich. Within the framework of the German project “City 2030” ideas were collected about the probable development of cities. The “Zukunft München 2030” paper (Munich, 2001) raises two scenarios as the basis for the creation of visions for the future. These scenarios differ in the assumption on the basic value of the development of the society: in the first the individual interests are clearly dominating the common interests of the society, while in the second there is a change in the values hypothesized, with the increase of the weight of public values (p.8). Based on these two scenarios, two visions the most important strategic aims of the strategic plan (Perspektive Munchen) should be further elaborated, including the re-thinking of the leading projects. As a working method for the preparation of scenarios first experts from different institutions and sectors will work together to prepare the first ideas, which then will be discussed in two ways: forums (open discussions of the city) and workshops (seminars of invited people). Munich, 2001:16.

I.10. Time horizonts and priority setting in strategic planning

10.1. Time-horizonts and the concreteness of strategic planning

One of the major differences between traditional planning and strategic planning is to be found in the different time horizonts: opposed to the short- and medium term time-scale of traditional planning, strategic plans refer to longer time-span, usually for periods between 10-15 years (Healey et al, 1997:264). In the practice of strategic planning there are different solutions found for managing a plan for such a long time period: in some cases stability is the main aim not allowing changes in the plan within its duration, while a more common idea is to keep a compromise between flexibility and keeping the long-term commitments. One way of such a compromise is “rolling planning”, another is the distinction between different planning levels, allowing for more flexibility in the more concrete, shorter term plans. 

The longer term a strategic plan is taking, the bigger is the problem how to handle uncertainty. There are several options here, ranging from avoiding in the plan controversial issues (e.g. leaving sensible environmental issues to be handled by other plans), through “keeping the door open” (i.e. not abandoning totally the unwanted options), till raising different scenarios and partly doing contingency planning. 

The question of time horizonts is closely connected to the level of concreteness of planning. Long-term visions and strategies are usually not taking financial aspects into account: the strategic plan usually describes an ‘optimal’ case of city development with no regards on the potential financial possibilities for the given period. 

A notable exception is the case of Warsaw, where the strategic plan includes a forecast of the municipal financial revenues and expenditures for the whole period of the strategic plan. However, having a broad picture about the financial possibilities for new developments of strategic importance is only one side of the coin. The other would be to have cost estimates about the suggested projects. This is only partly prepared in the Warsaw document, as only the costs of the key infrastructure projects have been assessed. The result is that taken only this group of projects, the costs are above the possibilities of the municipality. This clearly shows, that not only the total costs of the projects have to be assessed, but also the share the municipality has to bear from these costs (in other words: the share of the central state, the regional government, the districts, the private actors, bank-loans, etc. in financing must also be assessed). 

For all these reasons, one of the key steps in strategic planning is to arrive from the long-term strategic plan to a medium-term plan (city development programme), which takes the estimated financial circumstances into account. In order to turn the long-term strategic plan into a medium-term city development programme there is a need for forecasting the municipal financial revenues and expenditures for the medium-term period and prepare estimates on costs and cost-sharing for the major development ideas. All these are, however, not enough. One more thing is needed: priority-setting.

10.2. Priority-setting in strategic planning

Priority-setting is a two-step process, where the final decision is always taken – in the second step – by politicians. Here we can only discuss some options for the first step, i.e. how the preparation of a priority list can be done from the side of the experts working on the strategic plan. 

There are basically two methods to establish priorities. The first is closely connected to the strategic plan itself and aims to create a priority order amongst the strategic aims, strategic programmes or projects, which are listed in the strategic plan. The second takes a different way, suggesting key (leading) projects, which would enhance the fulfillment of those strategic aims which are thought to be the most important (without, however, to create a priority list of the strategic aims themselves).

a) Priority setting with the method of decision-making matrix
For the creation of a priority order amongst the strategic aims, strategic programmes or projects, listed in the strategic plan, the method of decision-making matrix seems to be very important. This ensures that in the process of selecting priorities the most important aspects are taken into account in a normative way. The hearth of this method is a matrix to be filled out by specified persons.

The evaluation criteria of the decision-making matrix must cover the most important decision-making aspects. At the same time overlap between the criteria should be minimized and aspects of secondary importance should be excluded. 

Based on these principles the following criteria are used to be included into decision-making matrixes:

· Economic effects (the effects of the project on the labour market, real-estate prices, incomes of population and ventures, on the tax and fee revenues of the municipality, etc.)

· Urban development effects (the effects of the project on the spatial development of the city, in accordance with the spatial development priorities)

· Environmental effect (in a complex sense, including the natural and the built environment, and also the effects on health, urban design, etc.)

· Effects on sectoral policy (the priority of the given project within the sectoral development concepts, with special regard to the concept of its own sector to which it belongs to)

· Financial effects (besides investment costs also long-term running and maintenance/renewal costs have to be taken into account)

· Risk factors (such as the dependence of the projects on outside actors, the probability of default due to any reason even if the municipality takes positive decision, etc.)

· Allocational effects (especially on the situation of different social groups and of different areas of the city)

· Urgency of the programme/project (in other words: the costs of postponing the programme/project, especially if it is sensible on the timing of implementation)

· Relation to other planned programmes/projects (especially if the programme/project has strong interdependencies with programmes/projects belonging to other sectors).

The evaluation of the listed criteria can be done through a pointing system, where each evaluator adds a point between 0 (worst) and 5 (best) to the criteria which fall into his/her competence. The following table contains suggestions, how to select the evaluators for the different criteria. 

Table 1. A potential version of a decision making matrix: criteria and evaluators

	Criteria
	Evaluator

	Economic effects
	Economic development department

	Urban development effects
	Chief architect

	Environmental effect
	Environmental department

	Effects on sectoral policy 
	Own sector

	Financial effects 
	Own sector; city development and/or budgeting department

	Risk factors 
	Own sector; city development and/or budgeting department

	Allocational effects
	Social department, chief architect

	Urgency of the programme/project 
	Own sector; chief architect

	Relation to other planned programmes or projects
	Own sector; chief architect


In the process of evaluation there can be more “evaluators” for a given criteria (e.g. the city department, the related committee of the local assembly, outside experts in the given field), but the balance between the criteria regarding the number of evaluations should be kept (or averages should be calculated). 

In such a formalized system of evaluation at the end, before the results are submitted to final political decision, also a “consistency check” has to be done. This means that all the highly evaluated, prioritized programs have to be considered together, in their effects on each other and on the assessed financial capabilities of the city. 

b) Priority setting with the selection of key (leading) projects
The second method to establish priorities is based on the selection of key (leading) projects, which would enhance the fulfillment of those strategic aims which are thought to be the most important (without, however, to create a priority list of the strategic aims themselves). As an example on the application of this method Munich can be mentioned. 

The strategic plan of Munich contains 7 main strategic aims. As a first step of implementation 5 leading projects have been selected, and inter-sectoral working groups have been established. Although in principle to each of the guidelines some leading projects should be connected (which can be real projects or more conceptual), only 3 of the leading projects are more or less connected to some of the strategic aims, 2 are not really connected, while there are two strategic aims which do not have leading project. 

The number of guidelines might change, and in fact this number is increasing each year, as the departments bring up new ideas, which, after the evaluation of the city council and public discussion might be adopted as new guidelines. The details of the leading projects are discussed in separate documents, assigning to most of the projects concrete deadlines, responsible persons.  

An essential element of this „prioritization through projects” approach is the fact, that the implementation and also the monitoring of the strategic plan shifts from the plan itself to the leading projects. This might easily become problematic, especially if some of the departments do not like the selected project and want to change it ... 

Although this second prioritization method is probably closer to the everyday functioning of the city, it is not at all sure, that the „normal” investment programme (re-freshed yearly by budget decisions) is in accordance with the system of assigned leading projects. 

In reality the two discussed methods of prioritization can not that sharply be distinguished from each other. 

Utrecht, for example, applies both methods. In the process of implementation of the strategic plan, adopted in 1999, in order to establish priorities interviews were conducted with the leaders of the council (mayor and 7 deputies), and with the public services, about priorities for development. According to the figure about the structure of the strategic plan (Utrecht, 2003:8), each of the 8 strategic aim has several strategic programs. The determination of priorities, concrete action programmes and projects, however, was carried out according to the strategic aims (thus the priorities are belonging to the strategic aims and not to the subordinated strategic programs, and are probably selected in such a way that they serve the fulfilment of most possible strategic programs within the strategic aim). Even if having priorities, the whole structure is told to be much „looser” than the financial plan, and the links of the two documents are told to be not clear at all.
In the process of strategic planning in Budapest prioritization is currently the most important task and dilemma. The Strategic Development Concept prepared for public discussion and approval at the municipal assembly avoided to assign concrete priorities. Thus the document in its present form contains suggestions for programmes and projects to be carried out within a time frame of 15 years, without calculating costs and assigning priorities for a shorter time period. Among other topics, also this method has been discussed in the course of the city forum debates. According to some critical remarks, within this broad, 15 years strategy plan nothing ensures the real fulfillment of the soft aims against the ‘usual winner’ hard infrastructure development projects, and that it would be very urgent to bring ideas and financial possibilities together in the form of priority setting for a medium term city development programme.

In the case of Nyíregyháza, a city of 120 thousand inhabitants in the north-east of Hungary, not only a strategic plan has been developed, but also efforts were given for prioritization. In this intensive phase local stakeholders and important individuals were asked to give their opinion on the draft strategic aims and programmes, and voted about the priorities. At this phase the costs (and the cost-sharing between different actors) of the programmes were not known, therefore voting was organized in two phases: A) what are the most important programmes for the city, and B) what should the city spend its own money on. The assignment of final priorities has been left to the politicians, in a phase following the acceptance of the strategic plan in general.
I.11. Coordination of long-term financial, spatial development and strategic development planning

11.1. Three different types of plans

The differences between long-term financial, spatial development and strategic development planning are more or less clear, because these have different starting points: 

· Long-term financial and development planning starts from the present financial situation and prepares extrapolation of that for medium term (5-7 years maximum). Only clearly elaborated and financially calculated development proposals are taken into account, and the programming task is to adjust the potential developments (including not only the investment but also the running and maintenance costs) to the calculated financial possibilities. The spatial, environmental, social aspects of the development proposals are rarely taken seriously into account.

· Spatial development planning is based on the detailed analysis and evaluation of spatial development and on a long-term vision of spatial development. Territorial approach (maps) and urban design considerations determine this type of planning. The financial aspects of the development proposals are almost never calculated in the spatial plans.
· Strategic development planning determines a long-term vision as first step (without taking financial considerations into account), and approaches the middle-term and short-term periods from this vision, bringing in financial considerations only step by step, as the planning period becomes shorter.

From this overview it might become clear that all the three types of planning have shortcomings. The long-term financial and development plans are based on current realities, without having a vision on the future. The spatial development plans do not include those sectors of city development, which have little or no spatial aspects (e.g. education, health care, social policy). Finally, strategic development planning is in most cases not enough concrete in spatial and in financial terms. 

11.2. The relation between budgeting and strategic planning
According to most analyzers budgeting is at the hearth of public policy. “… budgets are expressions of public policy, … the outcomes of the strategy formation process.” (Mintzberg, 1994:74) The link between budgeting and planning can be analyzed according to the following aspects: 

· Content (whether the budgets and the strategic plan are using common starting points, the same data)

· Organizational (the link between the organizations responsible for budgeting vs planning)

· Timing (sequencing of the two activities: loose linking if planning is first, while tight linking if budgeting is first).

The optimal situation would be a close link in all the three aspects, i.e. starting from the same analysis, working in close cooperation between the organizations, and having mutual respect (budgeting taking strategic aims as starting point, while strategic planning taking budget limits into account when formulating the medium- and short-term programmes and projects). The reality rarely works out in this way: in most cases budgeting has absolutely stronger position, being closer to the decision-making centrum and preceeding planning (therefore limiting and determinig the conditions for planning).  

The case of Budapest clearly represent the uneven position of budgeting and planning. The city has introduced almost a decade ago a system of long-term financial and development planning, based on 7 years’ forecast of revenues and expenditures, to which a development model is connected (using those financial means which are predicted as remaining for development purposes). This well-developed system dominates the decision-making on future developments in Budapest, i.e. it is the financial deputy mayor who has the final word about selecting the development projects. Compared to that, the long-term strategic development plan has only been adopted recently, and has at the moment much weaker status (both in political and in financial sense). The big dilemma of today is the future relation between these two planning documents: how could strategic planning acquire its necessary position, having real influence on and some political control over the budgeting procedure. In this regard prioritization and the development of a medium-term development programme has to be the first step, with the aim to gradually adjust the 7 years’ financial forecast and development planning to the strategic priorities.

Utrecht represents another case for the better position of financial planning as opposed to strategic planning. For financial planning a new method has been worked out and introduced by the central government for the 25 biggest cities of the Netherlands. In 14 fields of governance (economic development, education and libraries, culture, safety, sport and recreation, health care, transport, urban development, etc.) the city has to complement the following planning task: aim, indicator, goal for 1 year; how to achieve this goal, what has to be done; how much will this cost. For each of the 14 fields a programcoordinator institution (city department) and a contact person has to be assigned. The city has to prepare the report by September, and then this will be built into the next years budget. Indicators have to selected carefully, on such things which can be influenced by the city. The method is partly connected to the Big City Policy. 
On the other hand, Utrecht has also a strategic plan, adopted in 1999, which is under modification now. This is much „looser” than the above mentioned financial plan, and the links of the two documents are not clear.
11.3. The relation between spatial planning and strategic planning

From the three planning instruments discussed in this chapter, it is spatial planning which has far the longest history. The practice to prepare master plans for bigger cities was introduced as early as the turn of the previous century, in order „… to maintain a sense of perspective in the early industrial period of rapid urban growth.” (Salet-Faludi, 2000:1) These early city plans were concentrating on urban architectural design and on physical patterns of urban development. Later, in the second half of the decade, spatial planning became used also on regional and on national level, and in some countries the national level attempted to control lower level planning with planning instruments which compulsorily had to be taken into account in regional and city planning. As an example of nationally-led spatial planning system the case of the Netherlands can be mentioned, where since the 1960 five phases of planning phylosophies can be identified (priority on lagging regions, suburban growth, compact development), each marked by a Report on Spatial Planning (Salet-Faludi, 2000:2). Even in this country, with high level of planning culture, however, it is clear, that spatial planning in itself has little power to influence development. Zoning, as the only one legal instrument is not enough, and planners have to find new ways to influence investments and the thinking of developers. 

Spatial planning must play an important role in strategic planning as space can be an integrative element between the different development sectors (see the example of integrated neighborhood level programmes). However, it is not easy to find the balance between overall territorial, integrated neighborhood level, and non-spatial programmes. There is a danger that the eventual domination of spatial planning leads to problems regarding the ‘soft’ factors of city development (such as education, culture, social integration). 
The link between spatial planning and strategic planning can be illustrated with the case of Vienna. A recent publication of the Urban Development and Planning Department of the Municipality, MA18 (Vienna, 2000b) summarizes the last decades of urban planning in the city. This is marked, on the one hand, with such important overall plans as the Urban Development Plans of 1984 and of 1994 (STEP84 and STEP94), and, on the other hand, with important sectoral concepts, such as the Traffic Concept of 1994, the Green Belt Plan of 1995, the Waste Management Concept of 1995 and the Climate Protection Programme of 1996.  The STEP Report 2000 also discusses the relations of spatial planning to the new planning instrument, the then approved Strategic Plan. „The ’Strategic Plan for Vienna’ constitutes an innovative tool for the comprehensive urban development of Vienna … provides a conceptual ’umbrella’ for the different programmes, concepts and measures handled by the individual Executive Policy Groups of the City of Vienna and defines the future main focuses of urban development. In addition to presenting groups of objectives and measures, the Strategic Plan … is characterised by its focus on practical implementation … the strategic projects … are an integral part of the Strategic Plan for Vienna.” (Vienna, 2000b:3)

In the phrasing of the spatial planners „… the Strategic Plan does not substitute the Urban Development Plan of 1994 or any other spatial or technical concept for Vienna … {which} are still key guidelines for the development of Vienna and provide an orientation framework for the handling of individual policy areas. However, the Strategic Plan links all these tools in a novel fashion to discharge key future tasks of the City of Vienna.” (Vienna, 2000b:64)

Besides obvious links in content and organizational aspects, the most concrete link between spatial and strategic planning lies in the strategic (leading) projects. More, than 30 strategic projects have been defined, which concern as many strategic fields as possible (supporting the integrative character of the Strategic Plan), promote cooperation between departments and with the private sector.  

11.4. The relationship between the different types of planning: power struggle

As already noted earlier, all the three discussed types of planning have their shortcomings. From this it follows that the optimal case would be somewhere in the combination of the three types of planning, with the lead of the strategic development plan, which must be based on long-term vision, but must also take into account spatial considerations and financial realities. 

In practice, the link between the different types of planning depends very much on the internal power structure of the city administration. In most cities financial planning and spatial planning belong to different departments, moreover, to different deputy mayors. From this it follows that their relation depends very much on the relative power of these departments, deputy mayors. Likewise, the real effect of the new tool, strategic planning depends to a great extent on the fact, to which part of administration and to which political leader of the city it belongs. These relationships are not easy to understand for outside observers, they, however, become more visible when changes happen in the leadership of the city. It is quite usual, that after local elections the relative power structure between the different types of plans changes considerably.

As an illustration again the case of Vienna can be mentioned. The approval of the Strategic Plan was at the end of 2000. Very soon local elections were held early 2001, and the main political proponent of strategic planning fall out of power. The new leadership of the city (in fact, one of the two parties, which were in coalition in the previous period) seems to give lower prepference to strategic planning, criticizing it for the lack of adequate spatial and financial analysis. It is very likely that urban spatial planning will take over the leading role in the following years in Vienna, with the aspiration to become a more concrete version of strategic planning.

Another illustration is the case of Budapest, where the city leadership (the leading coalition) is practically the same for the third consecutive election period. Regarding political power, the financial branch of the local government is far the strongest. The need for a strategic plan was brought up in 1997 by the urban planning branch, as a potential tool to strengthen their relatively weak position. The conflicts between the two branches became clear in the process of the preparation of the strategic plan and it took significant amount of time to work out compromises which finally made possible the adoption of the strategic plan in early 2003. It remains to be seen what kind of further compromises will be needed in the present phase, in which the medium-term the priorities and the institutional and procedural conditions have to be worked out for the implementation of the strategic plan.

Implementation and evaluation of strategic plans: innovative institutional structures and procedures on the municipal level

One of the distinctive characteristics of strategic planning is the close link between the way how the plans are prepared, and their implementation and evaluation. In this regard it is clear that not only the output, the plan is important, but also the way, how it was developed. Strategic plans prepared in real partnership of the stakeholders have greater chance to be integrative and being implemented, i.e. becoming reality.  

I.12. The preparation of a strategic plan, as a process

Besides the general notions of partnership and participation, there are no universal rules, how strategic plans should be developed. Thus the best way to study this question is to take a look on examples of different cities. 

 The process of the preparation of the Vienna Strategy Plan consisted of three phases (Vienna, 2000c). 

· The first ideas were developed by the city administration: a large group of officials from all departments worked together with a small group of experts. 

· The ideas raised in this way were discussed in a series of meetings by the city politicians, suggesting modifications, extensions and also arriving to the necessary political decisions for future work. 

· The third phase was the city dialog, in the course of which the ideas of the city administration and politicians were confronted with different segments of the public.

The Vienna city dialog took place between June-December 1999. The following methods and tools were used: Infoscreen in Metro stations, Cityforum Vienna, Vienna City Discussions, Citynews in the daily newspaper, information on the homepage of the city.

The Cityforum Vienna consisted of ten meetings for 3 hours in different locations, each with 30-40 invited experts. Five consultants were made responsible to prepare, steer and summarize the discussions. 

The Vienna City Discussions involved five meetings with 150 participants in average, in topics loosely connected to the text of the Strategy Plan.

The Citynews related to the daily newspaper Standard, containing detailed information about all public meetings (through inclusion of the chief editor into these meetings).

As the main results of the discussions, the five consultants suggested in their summary paper the inclusion of three new topics into the Strategy Plan: Gender mainstreaming, Integration, Innovative budget-politics.

In Munich the decision to prepare a strategic plan came in January 1992. The resolution of the assembly fixed the basic values on which the strategy had to be based. 

The strategic plan has been completed within three years. It was March 1995 when the discussions about the document started. After a two-years’ discussion period the final approval of the strategic plan came about in 1997. It was an important methodological innovation that all the parties present in the assembly could assign a responsible person who participated in the discussion process of the plan and could articulate the standpoint of the given political party.

The municipality established an office on the groundfloor of an official building with the name ’Plan Treff’, where all the materials of the strategic plan were available, the planning team could be approached and time-to-time exhibitions were organized. 

The main aim of the discussion period was to involve all the important stakeholders: besides the residents the economic actors, trade unions, chambers, religious organizations, NGOs, the representatives of the regions, etc. 

The discussions were organized around four different segments: experts and actors, city parts (districts), sectoral topics, European city network. 

The discussions in the first segment, experts and actors, was subdivided into four topics: perspectives of the economic development, the social development, the spatial development, the Munich region. In each topic there was an evening discussion organized with invited experts, opponents, in the presence of broad audience. The meeting place was carefully selected in a building relevant for the discussed topic (e.g. the discussion on economic development was organized in the research center of BMW). For each of these discussions a background document was prepared and distributed well in advance, containing the relevant statements of the draft plan. At the beginning of the discussions the floor was given to the experts (5 outside experts from university, research institute, large enterprise, ministry and 5 experts from the municipality) who could tell their opinion about the draft plan, suggest alternative options and analyze the links between the subtopics.  

The moderator of all these meetings was a university professor, whose task was also to prepare after the meetings summaries of the debates. 

In the case of Budapest, around 1993-94 the first medium-term 7 years’ financial and investment plans have been created, to be able to forecast the effects of new investments on the city budget. This tool soon became decisive in determinig the future development of the city. In the second half of the 1990s, the chief architect initiated the preparation of a long-term Strategic Development Concept for the city. 

The Municipality of Budapest, admitting the lack of within-the-house capacity and expertise for this complex task, raised an open bidding process in 1997. A consortium of 8 private companies won this bid, and is working since then on the concept, with the leadership of Metropolitan Research Institute. The work started in October 1997 and has been financed by yearly contracts issued by the Municipality of Budapest. 

As a start of the work a half-day seminar was organized in October 1997, where four invited consultants (all famous in their professions as architect, political analyst, geographer, historian) gave their opinion on the long-term problems of the capital, followed by an open debate of the experts and leading city politicians about the main hypotheses. In the first phase of the work a series of debates were organized with invited experts of given sectors of city development. The final output of this phase of the work was a booklet (first draft) completed in August 1998, which was widely distributed, to most organizations having an interest in city development and was also put on the homepage of the Municipal Government. Valuable written opinions were submitted, and also useful debates were arranged by different NGOs. In September 1998 a second half-day seminar was organized with the same four invited consultants, evaluating the work done and discussing the future tasks.

In the second phase of preparing the concept, starting early 1999, the work focused on the most important key issues of city development (called as the “pillars” of a the concept: economic policy, knowledge base, industrial restructuring, retail, real-estate development, logistics, transport, spatial structure, urban renewal, housing policy, public spaces, environment, social policy, culture and tourism, tools and institutions), as well as on revealing their intertwining relations. The summary of the results of the second phase of the work has been prepared in November 1999, in the form of a second draft booklet, consisting of one comprehensive and fifteen thematic chapters. 

As a start of the third phase, the new results were discussed at the Budapest City Development Conference, which has been organized at the end of November 1999. This two and half days’ conference was another important step in the series of debates surrounding the preparation of the Concept, attracting all together 400 people in the five half-day thematic sessions. Some months later, in March 2000 there were six half-day discussions organized with different groups of the districts of Budapest, on which political leaders (mayor or deputy mayor, head of planning committee) and chief architects participated. Based on the outcomes of all these discussions a “Third Draft” of the Strategic Development Concept has been prepared by August 2000, using the previous two booklets and utilizing all the contributions and remarks received that far. 

At this point long negotiations started between the experts and the representative of the Cabinet of the Mayor. The discussions touched key points of the Concept, regarding which the opinion of the financial leaders of the city was fundamentally different from that of the planners. It took almost a year until compromises were reached, acceptable for both sides. The Cabinet accepted the new guidelines of the Concept in June 2001, and gave „green light” for the continuation of the work. In December 2001 the fourth draft version of the Concept was discussed by the Cabinet, accepting it and agreeing with the idea of further public debates.

The spring of 2002 was again the period of the wide dissemination and debates of the Concept. In each of the four half-day meetings of the „City Forum of Budapest” at least 100-110 persons participated, the biggest audience was over 150. In the meantime also the official opinions of the districts and other stakeholders were collected and evaluated. It was a very important fact, that in the increasingly nervous political climate of the election year (April 2002: national elections, November 2002: local elections) it was possible to keep the debates of the Concept on correct professional basis, avoiding the over-politicization of the issues on stake. The debates resulted in the increase of the importance of the environmental goal, becoming one of the main strategic aims.

On the basis of the debates and opinions the fifths version of the Concept was prepared by July 2002, and sent to the central government for opinion. The opinion of the government was basically positive (August 2002), suggesting for the Municipal Assembly of Budapest to approve the concept. In November 2002 there were local elections in Budapest, and the new assembly finally approved the Concept (after a four hour long debate) on March 27, 2003. 

On the basis of this overview some points can be raised as key elements in the preparation of the strategic plan to ensure the approval and implementation of the plan. It is advisable that

· the political leadership of the city participates to a given extent in the whole process of plan preparation (not only at the beginning and the end), having one of the political leaders as coordinator between the politicians and the planners

· local politicians of the assembly are time to time informed about the planning process and always involved into the discussions of draft ideas

· in the course of the planning process broad discussions be organized, sometimes with experts, sometimes with key stakeholders and interest groups, sometimes also with the residents, giving the possibility to those to express their opinions. 

To prepare the strategic plan in that way increases the chances of the approval and implementation of the plan, as those who decide about approval (and later should help implementation) were informed and have got the feeling that they could influence the process of planning. 

I.13. The implementation of strategic plans

The implementation of the strategic plan involves at least two distinct tasks: on the one hand the implementation of adopted strategic goals (and priorities identified based on these goals) has to be facilitated while on the other hand it is to be ensured that all urban development decisions of the municipality are accorded to the strategic plan. (Beyond these, it is necessary to regularly review and update the strategic plan.)

The phase of implementation should not start only after the approval of the plan, it must be taken into account in the whole strategic planning process. The strategic goals must be described as processes, i.e. from the beginning on it has to be clarified for each goal, how and with which partners it can be implemented. The potential circle of partners must be selected according to the content of the given strategic goal, and from this the concrete partners must be selected. 
Example: if the strategic goal is to promote starter SMEs, a concrete action for that might be to convince the banks to lend easier to such SMEs. The potential circle of partners are the commercial banks, from which probably the 3-4 strongest should be selected as concrete partners.
In practice many cities have a well developed circle of partners (e.g. chamber of commerce, some interest organization of SMEs) with whom the ties are the strongest. In such case it is less likely that the circle of partners can be changed according to the specificities of the strategic goals. However, as the goals are becoming more and more concrete, this also applies to the circle of partners. As a general rule, those entities, which might contribute to the implementation of the strategic goal might be accepted easier as partners. 

The implementation depends also on the way, how the strategic plan is prepared. Those plans are easier to implement, which 
· contain also an assessment of costs (the lack of any cost assessments was one of the reasons why the Vienna Strategic Plan was not taken serious after the local elections by the new leaders of the city, who aim to work out a more concrete, 10 year urban development plan with cost statements)
· have clear reason behind the preparation of the plan (e.g. Utrecht prepares strategic plan as this is the condition to get support from the central government in the framework of the Big City Policy; Grand Lyon has the aim with the plan to coordinate the bottom-up ideas from the smaller settlements).
Different cities apply different methods to implement the strategic plan. Such methods might range from the traditional method (the use of political power) till very different solutions, such as joint planning with other actors, contracts (even with private actors), contracting out concrete tasks (e.g. the implementation of social goals to non-profit organizations), the creation of win-win situations, giving honour to good practices. 

To ensure the integrated implementation of an integrated strategic plan is not at all easy. In Munich, for example, there is a local government resolution that all important decisions of the departments must be counter-signed by the planning department (to ensure that development ideas are in accordance with the strategic plan). However, this resolution is not applied in practice, as the other departments do not like the idea of being controlled by the planning department (formally they refer to the lack of definition of “important decisions” as a reason for rejecting this idea). 
The integrated implementation of an integrated strategic plan is usually hindered by conflicts between departments of the local government (rooting in differences in interests or even political backing), conflicts with other potential partners, lacking financial background, etc. For all these reasons not only partnership is needed in implementation but also strong leadership, and clear ideas. An important force for the implementation can be the possibility to acquire outside financing sources (e.g. the URBAN pogramme of the EU). 

One of the key questions of implementation is that of organizational, institutional responsibility. In this an important step is to specifically identify the concrete tasks under each strategic goal (programme) by setting deadlines and identifying who is in charge. The person specified as being in charge (generally the deputy mayor, chair of the committee, and less frequently head of a department or of an institution) must be given to some degree a free hand in deciding on the method of implementing a given goal.  This freedom, of course, largely depends on the capacities and finances available and on what additional tools are ensured for the given task. 

Apart from identifying who is responsible for each task, it is important to specify the institutional unit responsible for coordinating implementation, which is usually a unit within the municipality (for instance Greater Lyon Strategic Development Department); or an institution outside the municipality set up with partner organizations (Barcelona Strategic Plan Association).

To ensure the ongoing implementation of the strategic plan, it is also necessary to include the review of accordance with the strategic plan into the procedure of making individual municipal development decisions. This could be partly the task of those units – such as departments, offices, deputy mayors and committees – which make the preparations for decision making to ensure that this step of self-check is included in the preparatory process.  To achieve this, an internal regulation is needed to regulate the role of the coordinating organizational unit, the points of consideration in coordinating as well as steps to be made in case of agreement or difference of opinions. 

It, however, seems appropriate for this kind of “preliminary norm control” that it is carried out by a separate organization set up specifically for this purpose, as a separate organization is able to ensure the coherent evaluation of proposals as well as the consideration of other – political, professional and financial – aspects at a higher level.

The success of implementation depends largely on purposefull and rational actions of a responsible planning agency. Of course, the maker of the plan is also dependent on others for the realization. There are many ways how the planning agency can involve the co-producers into the realization of the plan. (Healey et al, 1997: 272)

The “… form of planning that involves social partners, who will be involved in following strategic ideas through into actions, may be more effective in linking policy to action than the technical plans produced in the past.” (Healey et al, 1997:287) As a result of the cooperative planning process a store of institutional capital is being created, which can be used later and also for other type of activities. In some cases “… the process and the strategy itself helped to build up coordinative capacity.” (Lyon). In other cases, “… collaboration with a range of social partners facilitated both horizontal and vertical coordination.” (Lisbon) 

And finally: the successful implementation of a strategic plan can have broader positive consequences on the city as the concrete projects prepared: “… plan-making provided a key arena for the articulation of new alliances and the evolution of new governance approaches. Plan making was thus at the heart of local institutional capacity building. … in certain circumstances, the institutional arenas and political dynamics of strategic spatial plan-making can come to play a central role in local governance.” (Healey et al, 1997:291) Lyon, Lisbon, Madrid, Zürich are the best examples for that. 

I.14. Evaluation of the implementation of strategic plans

Once the strategic development concept is adopted, the organization of its implementation as well as the monitoring of the fulfilment of goals will become a crucial issue. In developing the relevant institutional system and procedures the following considerations need be taken into account.

14.1. What type of plan (regarding especially the time-horizon of the plan) is the scope of the organization of implementation and monitoring of fulfilment of goals? 

If a strategic plan is relatively short term and is specific, the scope of the organization of implementation and the monitoring of fulfilment of goals may be the strategic plan itself. In this case, the implementation of the original strategic goals need be organized and monitored. The task of monitoring is much more difficult if the strategic plan is a long term program (as in the case of the Strategic Development Concept of Budapest, which refers for 15 years). The long time span, above 7-8 years at maximum, makes it altogether impossible to match goals with realistically foreseeable financing possibilities, therefore strategic goals (the fulfilment of which is to be monitored) cannot be specific enough. 

Thus in order to implement and monitor strategic goals it is indispensable to break down long term strategic goals into medium or short term goals and identify more specific priorities. Accordingly, monitoring, even if initially focusing on the strategic plan, must gradually be shifted on the implementation of medium term priorities. 

14.2. In what ways the fulfilment of goals and objectives can be monitored?

There are several ways to carry out the follow-up monitoring of the goals of a long term concept or of the objectives of a system of medium term priorities. 

· Based on “self reporting”, i.e. summarizing the evaluations by units responsible for the implementation of the strategic plan. 

· By setting up supervisory bodies and using their evaluation reports. (Prague has predominantly adopted this method. Its advantage, depending on the organizational form, is that it integrates several aspects – professional, political and financial – as well as the possibility of fast feed back to urban development policy making. Its disadvantage is that in the lack of objective information, it gives large room to subjective and/or politically biased judgments.) 

· Using an indicator system and collecting and evaluating indicator values. (Partly this solution was chosen in Utrecht and Munich. Using indicators is appealing for they are unambiguous and comparable and help objectively measure how much objectives have been met. Nevertheless, this method involves several problems, as well. Usability is often limited if indicators picked do not fully match real processes. One of the dangers of using indicators is that the logic underlying development activities becomes the indicator system rather than the spirit of the strategic plan, which may lead to a development in areas appropriately covered by the indicator while to a great decline in areas not observed through the indicators.)

· Using household surveys. (Besides indicators, Utrecht and Munich make use of surveys, as well. An advantage of household surveys is that it best reacts to the policies of the municipal leadership therefore it is the best interpretable for politicians. Yet, these are exactly also the disadvantages for long term urban development: long terms possibilities are eclipsed by short term interests and people cannot formulate a competent opinion on professional issues as they do not have the necessary information and knowledge. Household survey results are “soft” and easy to manipulate.)

By comparing advantages and disadvantages one is lead to the conclusion that real processes can be best monitored by using the most of the possible methods. A combined monitoring method is recommended in which tools are chosen in line of the nature of the given objective (strategy, program or priority; internal organizational restructuring or establishing external contacts, lobby activities; processes of concept making or planning or physical implementation etc.)

From the point of view of monitoring, the right choice of tools is an important issue. It is, however, equally important to create the adequate system of institutions for monitoring and that units and persons independent from those with a stake in the implementation play the central role in monitoring. In gauging progress in the area of the various objectives by whichever method, the leading role should be assumed by independent professionals while a team of carefully selected politicians should be in charge of the language of the final report (and proposals for changes) to be submitted to the assembly. 

14.3. Two specific versions of monitoring systems 

First a simpler model is outlined that can be created without organizational changes in the case of most cities, and at first can directly applied for the adopted strategic plan (i.e. does not require to have a system of medium term priorities). Then, assuming that the preconditions of having medium term priorities identified and an appropriate organizational form created are in place, the logic of a more complex method is presented illustrated by the monitoring system of the strategic development concept of the city of Prague. 

The second solution is better than the first one not only because it integrates various aspects and separates monitoring from implementation but also because it may ensure a more profound professional work and greater flexibility in the process encompassing the entire year, provided, of course, that necessary financing and staff are available. The decision making process based on integrated knowledge and information, accountability both on the political and professional levels, and feed-back which is continuous and easy to follow make the second version expedient while the first, simplified model is acceptable only as a temporary solution. 

a) The simplified monitoring system

The simplified monitoring system, which is based on the long-term strategic plan, must have two basic elements: the coherence check on new developments before making the specific decision; and the annual report on the progress of the implementation of the plan. 

Concerning new developments, before making specific decisions, a unit within the municipality must have the responsibility to check whether the proposal is coherent with the strategic plan. 

With regard to the annual report on the progress of the implementation of the strategic plan, this should also be the assigned responsibility of a given unit (e.g. the Office of the Chief Architect). Based on self-reporting of the different departments, this unit has to compile the report, followed by the Mayor submitting the report to the assembly.

It is important to most effectively integrate the evaluation of the implementation of the strategic plan into the preparation process of the next years budget. For this reason it is worth making early summer as the deadline for these reports. (As a three month period is sufficient to thoroughly and regularly review the implementation of priorities, preparing the reports should begin in the spring.) If a decision is made in early summer on how the implementation of the strategic plan has progressed and what activities are to be pursued, the findings of the analysis can influence just in time the preparation of the budget for the following year. 

b) The foundations of a more complex monitoring system: the Prague model

In creating a more sophisticated monitoring model, the system developed, introduced and operating in Prague for several years can serve as an important basis.

The Capital City of Prague prepares a monitoring report every year on the progress of its Strategic Plan (available in Czech language on the homepage of the city). The monitoring focuses on the medium term priorities developed on the bases of the long term plan rather than the plan itself for the period 2015 to 2020. These priorities were adopted in 2000 at the same time as the Strategic Plan. The Strategic Priorities, however, cover the period until 2006, including largely two election terms and are in harmony with the EU planning period. The document of Strategic Priorities was published as an appendix to the Strategic Plan in 2000, printed on yellow pages to emphasize the different time span.

Together with the approval of the Strategic Plan, also a unit has been established, responsible for implementation. Most of the employees of the Strategic Concept Office are those planners, who had the main responsibility to elaborate the plan. (The Office has 8 to 10 staff with various professional backgrounds.)
The document of Strategic Priorities includes seven priorities and several other programs. Each priority involves one or two appointed persons “politically in charge” (a deputy mayor and/or municipal councilor) identified by name and position. (After the elections in 2002 names changed as the positions were filled with different persons.) Individual priorities are made up of 2 to 6 actions with the following specifications:

· Person in charge (name and position)

· Cooperating institutions (within and outside the city hall)

· Organizational requirements (for instance, setting up a new unit)

· Financial conditions (relation to the municipal budget, list of potential outside resources)

· Timetable (results to be achieved in each year)

What is regularly monitored is the system of Strategic Priorities rather than the Strategic Plan. Under the leadership of persons appointed as politically in charge in the document of Strategic Priorities, a consultative committee was set up for each priority, the members of which are: one additional member of the body of representatives, the chief professional in charge of the given program, the professional in charge of the priority from the Strategic Concept Office.

The consultative committees collect information on the basis of which they report on the progress of the given priority or program. These monitoring reports are collected by the Prague Strategic Concept Office which drafts the annual monitoring report on the Strategic Plan. The draft is submitted to the “Steering Team” which is the highest level monitoring group headed by the Mayor and its members are the competent deputy mayors, the councilor in charge of the Strategic Plan, the chairman of the strategic development committee. The Steering Team discusses and finalizes the report on the progress of the Strategic Plan and on next year’s tasks. The report first is submitted to the Capital City Council, then to the Assembly.

Several elements of the monitoring system in Prague can be considered as of importance to set up a sophisticated monitoring system:

· Breaking down monitoring to several stages that rest on each other.

· Consultative monitoring teams set up as for each strategic goal, composed of politicians, executive officials and independent experts, with the politician delegated from the coalition parties being the single person in charge. 

· They have not set up a new permanent municipal organizational unit only for the annual evaluation, as the Steering Team is set up in an ‘ad hoc’ way to do it (it can also be regarded as some sort of Strategic Development Cabinet working only in a certain period of the year on one task).

· By establishing and operating the Strategic Concept Office in order to ensure and monitor the uniform and coherent implementation of the strategic development concept independently of any sectoral interests, necessary staffing and financial conditions are put in place.

Furthermore, timing is important: the monitoring report should be approved before summer so that proposals included in the report can influence next year’s planning and budgeting process. The stages of preparing the monitoring report are as follows: collecting information, evaluation and drafting partial analyses in March and April; writing the monitoring report in May, discussion in the Assembly and decision making in June.

The monitoring of the year 2001 was required by a March 2002 resolution of the Council of the Capital City which put the Chief Director of the Strategic Concept Office in charge of drafting the report to be submitted to the Council by the competent councillor.

The report primarily focuses on the evaluation of the seven strategic goals and main programs in the period 2000 to 2006 and consists of three sections:

· Evaluation in general

· Evaluation of the implementation of each of the strategic priorities

· Conclusions and recommendations

The Steering Team compiling the monitoring report is responsible for the content of the document. 

The monitoring report of 2002 must report on the implementation of the long term plan in 2001 in an objective way (in relation with major activities also on tasks running over to 2002). The monitoring report concentrates on the coordinated implementation of strategic priorities and other major activities. 

Furthermore, the report warns about non-performance of items, where and why they happened, and points out areas in which there is significant underperformance.  It includes figures until end of 2001.

The monitoring report includes certain conclusions and recommendations. First it discusses the previous year’s recommendations implemented in the current year, and then evaluates the performance of the planning period 2001 to 2002. It also includes proposals on steps to be taken (in 2002 two programs were merged and the person in charge of one of the programs was dismissed) or even on changing the strategic goals of the capital city.

To sum up: the unambiguousness, applicability and efficiency of monitoring can be better realized if the fulfilment of medium term priorities is monitored, instead of the long-term strategic plan itself. Therefore the development of the system of medium term priorities is of crucial importance also for the success of implementation and monitoring.

Conclusions and recommendations

I.15. General conclusions on strategic planning in cities

This paper aimed to give an overview on the development of strategic planning, and, concentrating on the case of cities, regarding the most usually applied methods. The problems and prospects of strategic planning has been analyzed on the case of western and central European cities, in the cases of which not only the strategic plans were known but also experiences about the process of implementation. On the basis of the analysis some illusions about strategic planning had to be given up, however, also the real merits of this method of planning could be detected.

Strategic planning is not a panacea for solving every problems, however, it is an useful tool to set up integrated plan for development, as an answer to complex challenges. There are very many situations when cities may decide to prepare strategic plan: in the case of economic decline, or when major changes happen in the external conditions of city development, or in case of internal conflicts between alternative views on future development. The methods, usually applied in strategic planning, ensure the inclusion of broad range of views, opinions, which is needed to arrive finally to an integrated plan, to be implemented in a cooperative way.

Strategic planning works well only if both planners and politicians take their roles seriously and cooperate with each other. As there is no one unified, everywhere accepted method for strategic plan making existing, and in fact, each city is different from the others, it is the responsibility of the planners to suggest methods suitable for the given city in the given time period. The other major actors in the planning process are the politicians, who have to listen to the planners and have to take time to follow the process. Informing decision-makers and assembly members of all parties about the state of affairs in plan-preparation and the use of their ideas is not only important for the political approval of the strategic plan, but also for the survival of the plan in the case of eventual change in political leadership of the city. 

Both the planners and the politicians have to aim the inclusion of the other stakeholders of local development into the process of planning. In strategic planning the process is at least as important as the outcome, the plan itself. To create broad partnership in the process of preparation of the plan is the key for the success of implementation. Besides, after the approval of the plan well-designed monitoring and evaluation systems are necessary to ensure the fulfilment of the strategic goals. The chances for success in this process are higher if there are more concrete medium-term priorities developed on the basis of the strategic plan. 

I.16. The specific situation of Russian cities regarding strategic planning

The conditions for strategic planning in Russian cities are in many regards different from the case of the western and central European cities, discussed in this paper. The topic of this paper is not to analyze the differences in the general conditions of urban development, rather focus on differences in the position of local governments, which is of huge importance regarding the ability to prepare strategic plans. 

From the perspective of the position of local governments to address the problems of urban development by the help of locally developed integrated strategies, the most important statement might be that the decision-making freedom of Russian cities is more constrained as that of the cities of the rest of Europe, at least in the following aspects:

· The financial freedom of cities is limited, as the local tax base is weak, and even the sale of the assets of the city leads to limited revenues (as half of the revenues goes to the regional level)

· The rights of cities to establish their own legal regulations are kept relatively narrow and under the control of the regional and central government (even functional zoning schemes are missing in most of the cities)

· Within the administrative system political power is more on the regional (state) level than by the cities, and regulations change very frequently.

Under such circumstances it is difficult for the cities to prepare reliable forecasting on financial and other aspects of their development, as the basic regulations (taxation, etc) will most probably change many times in unpredictable ways. 

To sum up: the present conditions for strategic planning are in many regards worse in the Russian cities than in their European counterparts. This does not mean, however, that strategic planning would not be possible or would not be needed in Russian cities. Just the opposite: there seems to be a growing need for this type of integrative and collaborative planning, mainly from the side of the most innovative medium-sized and smaller cities. 

With all the constrains discussed in this paper, strategic planning can be a very useful tool for Russian cities to start a new type of foreward-looking planning, based on real cooperation with all the main actors of city development. There is also a chance that progress in strategic planning can also lead to some positive changes in the conditions for this planning activity, as regional governments and other actors might become more cooperative in the course of the collaborative planning process. 

The task of consultants, planners in the present situation is very important, as they have to develop locally relevant methods for strategic planning, taken the international practice into account, but also being with regard on the Russian specialities, where the development of the institutional environment must go on paralel with the development of stategic plans. 
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Appendixes: excerpts from strategic plans of European cities

The appendix contains excerpts, concentrating on the structure (list of strategic aims and programmes) from strategic plans of some European cities, in the following order: 
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