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7.1 Comprehensive design of cultural projects
by David Roselló Cerezuela
The project design is a work tool of cultural management. The project mainly comprises three sections: the
detailed analysis of the context in which the intervention is developed, finishing with a diagnosis of the starting
point; the definition of the major axes of the project giving it form and meaning; and the production of the
management elements which will enable to carry out the project. Finally, the evaluation is addressed within the
project general scheme. This chapter presents and explains the various steps followed by a cultural manager to
write a project. A general scheme is presented in the first section, and then each chapter structuring the future
document is described: contextual bases, definition, production, and evaluation of the project.
The aim is to facilitate methodologically the work of people with little experience, as well as of people aiming at
perfecting their proposals. This chapter therefore aims at considering the project design as a work instrument for
cultural professionals. This text is mainly based on the book written by the same author (Roselló, David. 2004. 4th
edition updated in 2007 - 6th edition 2011). Diseño y evaluación de proyectos culturales. Barcelona. Editorial
Ariel).

Introduction
By thinking about the growth and adaptation to new realities faced by the cultural sector, it is necessary to ensure
more and more that good ideas do not remain just as such: they should turn into good projects. The will, good
intentions, and the professional impetus are not enough to change society with culture.
There are effective work instruments for cultural management: planning at all levels (plans, programmes, and
projects) is available for cultural policies and for artistic proposals to materialise ideas and set therefore changes.
Strategic planning in culture, considered as the starting point of all interventions in a territory, institution or sector,
is an example of what management teams should do. The design of programmes and projects is the organic
continuation which professional cultural management teams should develope.
The ideas are therefore turned into projects, and projects into action. All of them are necessary to achieve the
desirable results.
Developing projects not only in a methodical and rigorous way, but also in a flexible, personalised and effective way
ensures that policies and projects achieve the intended improvements of the context. Designing a project is not
based on applying a standard pattern, but deeply knowing a reality, defining a performance proposal, and planning
its production in detail.
Factors such as innovation, professional and civic involvement, sustainability in time, and professional ethics, among
others, should be accepted by the project management team, beyond the methodology.
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All these aspects are discussed in this chapter which combines the conceptual and academic rigour with the
professional and training practice.

1. The project in cultural management and policies
What is a project and what is it for?
A project is a set of decisions made on some tasks and resources to achieve some goals in a certain context and
conditions.
A project, whether cultural or not, is presented in a document in which the organisation provides its intention to
intervene in the environment. Also, it contains all the information required to define, to understand, and to manage
the intended intervention.
The project is mainly a useful work instrument for the team, but it also facilitates the communication with a possible
spokesperson accepting the project, with a co-worker or with a future sponsor. As a work instrument, it is like that of
any other profession also working with projects and contributing its knowledge, proposals, and actions to society.
From another point of view, the project can be used as a relation channel among organisations. However, some
people design a project only when a text is required for an external spokesperson or when the management, a
customer or a financial backer asks for it, as the project was “only” for other people. It is important to consider the
project mainly as a work tool of and for the team.
After knowing and controlling the methodology to design a project, such methodology can be used to develop all
type of proposals, whether public or private, big or small, urban or rural, unique or continuing, proposals on music or
on heritage, on dissemination or on the promotion of creation, for a public or another, of an agent or many agents,
of an internal or cooperation agent, etc.
When designing a project, there may be difficulties beyond technical problems (which are easily solved). In some
cases, the effort made by teams to give shape to proposals are not highly valued by spokespeople (mostly bosses, a
customer or a sponsor). In other cases, actions are fully defined without thinking first in which context actions are
made, or even important factors are “forgotten”, such as to whom is the project addressed (target audience), how it
could be communicated, how the achievement of goals will be assessed, etc.

The project in the culture sector
In general terms, the cultural sector has been focused on creative, artistic, heritage and social ideas and contents of
its intervention and not on the effort to give them a methodological structure which ensures greater solidity,
credibility, and guarantee of their implementation.
In many public, private, and especially associative institutions, the project was considered “only” as an instrument to
be presented to other entities, and even more frequently, to ask third parties (the public administration, firms, and
sponsors) for an economic aid.
Until very recently, the project was not considered an internal work instrument of the team, aside from its external
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usefulness mentioned above. This document aims at going more deeply into this idea so that cultural team
managers are aware of the need and of the opportunity to work through the project design and assessment, to
understand the possible benefits in their daily work, and to accept it as a methodology itself which is not only useful
to present other people’s ideas.
There is no doubt that, given the need to apply to any type of call, a good methodology and a well-developed project
are quite useful to be accepted, but it is also evident that this structuring needs solid contents which justify and
explain the sense of the proposal presented.
The culture sector and creators of cultural policies should internalise this aspect and work and demand their
professional teams to work with projects. Obviously, all aspects here mention are useful for cultural volunteer
managers in foundations, associations, and in other organisations of civil society.
We can show all the aspects mentioned above if we think about other professions working with projects: urban
planning, architecture, educational sector, and industries, among others. In all of them, professional teams use the
project as a normal and daily work tool. In cultural management, we have “borrowed” the rigour, the professional
habit, the methodology, and even the terminology of other jobs, thus enabling us to introduce in our profession a
higher level of (self-) demand, guarantee, security, and confidence in the correct development of procedures, and
consequently, in the achievement of results.
To conclude, the project should be understood as an instrument at the service of cultural policies, thus making
possible to go from the determination of values, priorities and big lines of work to tangible results. A policy without
projects is just hot air, but projects without policy are actions without an own sense. Cultural policy and action
projects therefore need each other.

The project in time and space
We often must work with policies, programmes, services, equipment and/or activities which should be turned into
projects to be carried out. Certainly, it is possible to work with minimum elements: several activities and a budget
could replace the rigour of a whole project. And that is sometimes all required: action and cost. But a professional
aware of his/her professionalism will not “sign” that and will want to work by fully developing his/her instrumental
potential: the project turns this effort into concepts, contents, and a methodology. In other words: Would we accept
an architect, a teacher or a businesswoman a “project” of their work carried out with minimum elements? We
should therefore apply this demand level to our profession, to our work, and to our teams and institutions.
In such way, the project is an “alive” instrument where our initial proposal develops and increases in breadth, in
definition, in precision, and therefore, in professionalism. We should be aware of when we are facing a simple idea
or proposal, and when we are facing a first sketch, when a draft is presented or, finally, it is the most complete
document of the project to be developed, in which all chapters are structured in detail.
On the other hand, it is useful to consider that there could be various models of the same project depending on its
usefulness: work team, management of our organisation, mass media, co-workers, sponsorships, etc. We should
know that our work model is the origin of the others.
In some cases, models slightly adapted to the ideology, interests, terminology or motivations of each spokesperson
should be presented.
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2. A scheme proposal to design a cultural project
It is important to note that, in the culture sector, there is not a unique or standardised method to design a project,
unlike other sectors in which methodology is much more standardised and formalised. Each sector, agent,
institution, team or person has their own way, style, and even their own terminology. However, this does not imply
that there are not some shared aspects which each person should know how to apply them according to the
conditions in which their job is developed. In such way, the appearance, the given importance, the order of the
chapters of a project, its extension, and even the terminology used could vary. But at the end, a project should be
understood not only by the team implementing it, but also by any other collaborator or recipient agent.
As mentioned above, there could be different models of the same project, with texts adapted and appropriate for
the capacities, needs, possibilities, and usages of each agent with whom we interact. All these will be the models of
the same project, and the team working document will be used as the text base of the others.
To start specifying all the aspects mentioned so far, considering that it is a proposal, we present the possible
structure of a cultural project, which is mainly divided into 3 large blocks:
•
•
•

Context or environment: It helps to understand the reality in which the intervention will take place.
Definition or conceptualisation: It shows the intervention proposal in detail.
Production and/or management: It defines the planning required to apply the project.

An important chapter will remain to be developed, that based on the foresight of the project assessment which can
be included in the others or considered as a unique chapter at the end of the document.
We would like to recall that the scheme here presented is not intended to be understood as a method or
questionnaire to be followed step by step but aims to be a guideline of issues that cultural managers should know
how to deal with and present in their work document.
This proposal of work scheme (we insist that it is not the only one) aims to gather a set of aspects that should be
explained in the project design. The scheme is as follows:

Introduction
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This scheme and each part of it are based on at least 5 professional sectors which are very different, but they have in
common the effort, the rigour, and the need to plan:
•

•
•

•
•

From strategic planning, we include both the idea of starting from the best objective (the last goal of our
project) and the double side of reality (external and internal) which such goal should pass through before
materialising in a feasible proposal in all senses.
From the social work, we recognise the effort to study the social, institutional and political reality, among
others, which allows the project to be placed in specific proposals.
From (cultural) marketing, we mainly take the need to fully know our public when defining the proposal by
using careful studies going beyond the subjective appraisals with which have been often worked in culture.
Expressions such as “everyone” or “public in general” are rejected.
From pedagogy, we include the accurate classification of goals, contents, methodology, actions, and,
although it will be different from cultural management, the effort to consider the assessment of our work.
From industry, we borrow the rigour, instruments, and the nomenclature to produce and to manage
resources.

Based on this set of values and professional practices, we aim at providing our proposed scheme with conceptual
and methodological solidity and reliability, also checked with the development in the professional practice.
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Each section or chapter of the scheme is described below in detail. It is not intended to be a unique methodology or
a questionnaire to be answered, but a guideline based on issues to be considered, a set of aspects to help
professionals to design a cultural project. Everyone should decide to highlight a chapter, to exchange it with another,
to join them, to create new chapters or only to remove it.

I. Contextual bases of the project
This block is essential, to know the reality in which the project is part of so that the appropriate proposals could be
proposed. It is about study and analysis texts, not decision-making texts.

1. The ultimate purpose of the project
Other terms used: aim, (main, central, strategic, final, last, important, etc.) goal, mission, objective, intention, desire,
justification, philosophy, etc.
Purposes are long-term goals: they are the reason d’être or the ultimate objective of the action, the ideological,
conceptual and philosophical guideline which guides and conditions the whole project from their values and goals to
the last detail. The purpose gives conceptual, ideological and of argument consistency to the project and makes it to
be internally consistent and with its environment. Generally, purposes correspond with the reason d’être of the
driver institution, as well as with its mission, its foundational goals or those arising from a higher plan or programme.
A project can have one or more purposes, but it is advisable that there are not many purposes to not divide the
effort into many directions. As a goal itself, the purpose is positively and clearly expressed, although it is here a
declaration of intentions rather than a definition of results.
A project’s purpose remains in time and could be shared with other projects which, by reinforcing each other, help
to make progress to achieve it. The general objective could be that the purpose is never achieved, but helps the
team, the project, and spokespeople to work. It is very useful as a team's motivational instrument and to present the
project to society.
The following aspects could be included in the writing of this part in the project:

2. Analysis of the territorial dynamics
Other terms used: analysis of reality, social or human environment, context, etc.
A project needs to fully know the territorial reality in which it is going to be developed, that is, its social context with
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its sociodemographic determinants, its historical and identity elements, its values, its resources, its future
perspective, etc. To know the community, which is called territory and now goes beyond the group of the specific
target audience of our proposal. This territory is generally a neighbourhood, a city, a region, a country or a
combination of all of them. Even virtual projects have a virtual “territory”: the Internet community or the cyberspace
that we should know as a virtual territory.
Public administration’s projects are generally delimited to administrative territories. Associations and private
companies’ projects have more open territorial limits. The information to understand this chapter is usually found in
statistical centres and in the public administration itself, as well as in the research studies conducted by the
university, by foundations, and by study centres, in books and other documents already published, etc.
The following aspects could be included in the writing of this part in the project:

It is not difficult to imagine that this chapter (and others) could be very long, but the merit is to know how to provide
only the relevant and essential information to understand the reality in which the project is enrolled, as well as to
define it adequately. All the information not contributing directly to such purpose should not be included in a
project. Also, this chapter is not aimed at simply describing the situation but dealing with data analysis.

3. Analysis of the sectoral dynamics
Other related terms: conceptual or thematic analysis.
Just as all projects are included in a certain territory, they are also developed in a certain cultural sector. Sometimes,
the cultural sector is clear: performing arts, music, visual arts, heritage, traditional and popular culture, etc.
However, the specific sector is sometimes not related to arts or heritage, so it is more difficult to define it as they are
emergent, collateral or very new sectors: creative industries, international cooperation, gastronomy or education,
among others.
Therefore, the project should deeply analyse the current state of the specific cultural sector so that future proposals
are as most appropriate as possible for their sectoral reality. To fully know the cultural sector will ensure solvency
and feasibility for both the team and our spokespeople. In general, institutions and people already operate in sectors
they dominate, but when we focus on other sectors, this chapter becomes more important.
If we cannot define the sector, then let’s ask ourselves the following questions: If we should look for a person to
manage the project, which knowledge will be required? From which sector or thematic area?
The following aspects could be included in the writing of this part in the project:
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4. Frame in the context of cultural and other existing policies
Other terms used: (political) context; institutional, competition or reference framework.
Agents, policies, plans, programmes, equipment, and other projects and proposals already exist in the environment
in which the project is carried out. They should be considered and, if necessary, interact with some of them.
The goal is to take advantage of the resources already existing (a strategic plan, a commemoration, programmes
already applied, spaces available for us, etc.) to “fit” our project with the aim of joining forces and multiplying
results. A project appropriately framed in an existing policy will be more likely to be approved, accepted, supported
and financed.
To develop the project is also essential to detect threats, the difficulties expected, the foreseeable lack of
understanding, and any other factor interfering in our proposal. If the project is presented in the opposite direction
of the general tendency, which is a very legitimate option, all kinds of difficulties and obstacles will be caused.
Tackling with them will be easier if they are well known.
Finally, this chapter includes and analyses the projects with which we compete, either for later collaborate or
confronting with them.
The following aspects could be included in the writing of this part in the project:

5. The origin of the project and its background
Other terms used: starting point, birth, emergence, genesis, etc. for origin; precedents, previous experiences,
reference projects, etc. for background; and trajectory for the current state of the project.
The writing team of the project should ask themselves whether its origin is an important element, why, and which
consequences could have on their proposals. The origin could determine the target audience, goals, contents, the
typology of activities, the location, the time, and the management model, among others. This is the reason why it is
important to identify it adequately.
However, if the project’s birth is not an important information for the document, then we should forget this chapter.
Similarly, the project needs to look for references in other projects to find inspiration in their successes and failures.
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So, before defining our proposal, we should look for same or similar projects of that project to be carried out, either
existing or already old, in our environment or outside it.
Finally, the project should also analyse its own trajectory, if possible. We refer, for example, to previous editions of
the same project (in the case of festivals, series, annual programmes, etc.) or of projects which led to ours. If it is a
more continuous project (e.g., a cultural house), we will be interested in knowing the current state of the centre’s
project.
This information could be presented to our spokespeople to show that we dominate the sector or issue and that we
find inspiration in successful proposals, thus providing the team and recipients of the project with guarantees and
security.
The following aspects could be included in the writing of this part in the project:

6. Internal analysis of our own organisation
Other terms used: organisational or institutional analysis, presentation of the managing organisation, available
resources, analysis of actors or agents, who are we? And so on.
Aside from analysing the external elements which could positively or negatively affect the project, it is also
important to internally analyse the managing organisation because it could be useful for the external versions of the
project as a presentation of the organisation, almost always from a positive vision. Nevertheless, the team should
also know their internal weaknesses. For this purpose, SWOT considers the identification of strong points or
strengths and weak points or weaknesses which will enable them to make relevant decisions to take advantage of
and optimise the former, and to solve or at least to coexist with the latter.
It is also possible that the organisation is not defined yet. Then, it is possible to analyse people who promote the
project, their trajectory, and their professional situation. All parts and counterparts involved in cooperation projects
should be analysed.
It is sometimes difficult to carry out a good internal analysis of the managing organisation from inside the structure
itself, especially in small teams with a high relational intensity. It is therefore useful to assign the analysis to an
external agent, to make it collectively to improve it, and not personalising it, but considering functions, no people,
which are developed in the organisation.
This internal analysis also considers the resources available (and not necessarily the resources to be used) to develop
the action proposal.
The following aspects could be included in the writing of this part in the project:
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Diagnosis
Other terms used: conclusion, synthesis or summary of the context.
After analysing the context in which the project is going to be developed, it is worth summing up and concluding this
first part of the project with a diagnosis.
The diagnosis has at least 4 functions:
•
•

•
•

To relate all the information by matching data of various chapters and making the starting point’s situation
more understandable.
To stress the most important aspects which will be useful to understand the project’s reality and context.
The diagnosis could therefore play the role of conclusions for readers looking for the synthesis of the whole
first “conceptualisation” block.
It is useful for our readers to understand why certain proposals, and no others, are then carried out.
To show our positioning in a certain reality. With the same data, the reality interpretation could vary
between an agent or another according to their values, their goals, their situation in that moment, etc.

The diagnosis is also useful to close the context block and to open the definition block. It connects them.
The following aspects could be included in the writing of this part in the project:

•
•

To focus only on the essential information to understand and explain the reality.
To analyse it deeply by matching data and getting to the heart of the issues.

•

To present this chapter in a synthetic, pleasant and precise way by using maps, photographs, graphics,
schemes, pictures, etc.

To sum up, it is a journalist’s work: to give as much information as possible, to analyse the available data
appropriately (not just to describe the reality), and to write a text as short as possible.

II. Definition of the project
The main phase of the project, where its major issues are defined, starts.
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7. The target audience of the project
Other related terms: public, recipients, users, visitors, audience, customers, consumers, etc.
This chapter is crucial to consider the proposal and to achieve the goals. It is important to deeply know the
characteristics of the public to which the project is aimed to be addressed. This aspect is essential in the cultural
sector as, due to its educational and social transformation nature, the definition of the proposal should be clearly
adapted to the way of being of the people we address to.
As mentioned above, we study the profile of the public from marketing. Within culture, the heritage sector is the
best studying its publics by assessing not only their profiles, but also visitors and users’ behaviours in museums,
archaeological sites, monuments, routes, etc. To study the target audience of the project in detail and not be based
on clichés or generalisations, some techniques from social research are used: observation, surveys, interviews, team
works, etc., together with documentary enquiries.
It is important to know that it is easier to know the existing public than those groups of population who are not
current users of our proposal. The first thing to do is identifying those group of people intended to be reached,
detailing the common characteristics which identify them as a group, and clearly favouring them. Obviously, there
could be more than one group for the project.
The following aspects could be included in the writing of this part in the project:

8. The project’s objectives
Other terms used: goals, purposes, as well as desirable, anticipated or expected results.
This is undoubtedly the most determinant chapter we will working with. The project should clearly identify the
specific results aimed to be obtained with its intervention. Objectives are a desire that the team aims to achieve:
they can be described, but their achievement is not guaranteed if the whole project is not well defined and planned.
There could be a more general level of objectives and another more specific or detailed level (although it is not
mandatory). Anyway, all of them derive from the purposes: that is why purposes are very important at the beginning
of the project. Objectives specify and detail them according to the context in which the project is developed (this is
the reason why it is important to fully know the context).
Specific objectives should aim to change the context, as well as should be observable or limited in time, clear and
specific in their writing, motivational and acceptable for the team, compatible and hierarchical among them, and
especially evaluable through prefixed indicators. It is accepted that the writing of the objectives always starts with
an infinitive verb + a variable to modify + a criterion of modification.
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An example: To increase + the number of visitors in the exhibition + 10% in relation to the last year (The results of the
last year are known from the context analysis).
When specific objectives are being written, it is also important to write their assessment planning: methodology,
indicators, agents, schedule, etc.
The following aspects could be included in the writing of this part in the project:

9. The project’s contents
Other related terms: subject, conceptual or work scope or area, etc.
We now define the area of the project’s contents: what is appropriate or not at a conceptual level, always aiming to
facilitate the achievement of results. It could be the novelty distinguishing the project of what has been previously
done. It is obviously adjusted to the purpose, to the context, to the target audience, to objectives, etc.
In fact, this positioning could be part of the strategy, in this case, of contents. It is here emphasised by stressing it in
the definition of the project.
In some projects, it could certainly be a chapter with not much information: it could be then eliminated. In others, it
will be a main chapter.
The following aspects could be included in the writing of this part in the project:

10. Work strategies or methodology
Other related terms: method, action criteria, way of working, etc.
Some projects are not based on their objectives because they are obvious and easily acceptable, and here is when
this chapter on strategies can be important. The proposal provides a new way of acting which leads to think that it
would be more feasible to achieve the desirable objectives or results. To choose or to change the appropriate
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strategy of a project could result in being its successful factor. A source of inspiration could be the projects studied in
the chapter on background, especially others’ background, both those stating a successful strategy and those being
mistaken. We act or react consequently.
The strategy is always at the service of objectives and is reflected in activities (the kind of activities, the way of
developing them, etc.). The most general strategy or the most specific methodology is applied to all aspects of the
project: the agents involved, the type of action, communication, contents, location or the management model. It is
usually the most difficult chapter to be defined due to its situation between objectives and actions.
A strategy is not an inflexible criterion, but it should be written by starting with a gerund verb, indicative of a way to
do things.
The following aspects could be included in the writing of this part in the project:

11. The action plan or the activity programme
Other related terms: actions, programme or planning, services, products, etc.
The activities are the most visible part of a project (usually the only one) and they should always be considered as a
tool for the achievement of objectives. The project is therefore specified as a proposal or an activity programme.
There could be different types of activities: not just artistic performances, historical or arts exhibitions, and different
types of routes, but also permanent services, book publishing, musical recordings or the creation of a digital portal
to connect cultural agents.
The writing of actions does not generally raise questions to cultural team managers as it is the most tangible part of
the definition of the project.
This chapter should fully detail each action: the type of activity, the person or group developing it, the place, the day
and time, etc. And then, to facilitate the production, we internally define administrative, technical, logistic, legal,
communicative and economic requirements, among others. If it is a draft and we do not know exactly what activities
are going to be developed, although the typology of planned actions could be included.
The following aspects could be included in the writing of this part in the project:
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12. The management model
Other related terms: participation of agents, management assignment, etc.
A same project could be managed in very different ways, although 3 ways are the most used:
•
•
•

The direct management, using our own equipment and resources.
The delegated management, hiring an external agent to manage the project in the most appropriate way.
The mixed management, which combines own and external means.

This chapter has only sense if the project adopts a management model different from the direct management, if
different people, groups and institutions are involved, and if each of them has different responsibilities.
Also, the chapter tries to defend the participation of the different agents in a common project. Doing things oneself,
without considering others, is probably “easier”, but in cultural policy, and in turn in action projects, results are
much better if the participation of several public, private and associative agents is considered, and all of them having
the same goal, sharing objectives, taking responsibilities, acting together, accepting results, evaluating together, etc.
This exchange of forces and resources promote strategic alliances with other organisations to optimise information
and resources.
There are several joint agreement models, from the simple cooperation agreement to more complex formulas:
agreement, consortia, foundations, public firms, etc.
The following aspects could be included in the writing of this part in the project:

III. Project production
We are now in the final phase of the project. It is understood that the project is already defined in detail in its
cultural part to be carried out. The production planning and the resource management allows that the project goes
from an intention to a reality.
The chapters of the scheme are now like those of other sectors as the production, the communication, and the
resource management follow more universal guidelines.

13. Production task planning
Other related terms: management, organisation, preparation, work plan, task plan, etc.
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Planning the production of a project is defining all the tasks that the work team should do in a certain time to carry
out the activities that were planned in the previous chapter. For this purpose, there are various work instruments.
The Gantt chart, schedule or bar chart is maybe the most used. It classified tasks and its performance times in a
chart. It organises the work before, during and after the activity, as well as monitors its application to evaluate it
then.
Production tasks (they are not called actions or activities to not confuse them with cultural events) are
administrative, technical and other functions, such as hiring an artist or a technician, booking a space, hiring a
device, booking a flight or a hotel, sending a communication, planning a budget, etc.
The following aspects could be included in the writing of this part in the project:

14. The work team
Other related terms: human resources, allocation of responsibilities, organisation chart, etc.
At this point, the resources required to develop the project should be allocated, and the first one is people: the most
appropriate professionals and volunteers, functions, organisation and operation for this project. This chapter
becomes important when a new team, or at least part of it, is created. If we work with the same people with the
same functions, then there is not anything new to say, so this section could be left out.
In the cultural sector, the constitution of work teams is essential as they are a very sensitive and diverse element:
culture as a phenomenon, creators and experts as promoters, institutions as co-worker agents, the public as art and
heritage lovers, people’s free time, the fixes or ephemeral spaces, tight budgets, etc.
Furthermore, the organisation of the work team requires the skill of a directorate to select, to organise, to manage,
to train, to motivate, and to evaluate its team.
The following aspects could be included in the writing of this part in the project:
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15. The communication plan
Other related terms: dissemination, promotion, publicity, marketing, relations with the public, etc.
After defining our proposal, it is time to disseminate it. This chapter is essential in all projects: it is about addressing
to the target audience chosen to be interested in our proposal. It is also important to have relational links,
sometimes permanent relational links, with the institutions of the environment, media, territory, artists,
professionals, co-workers, sponsors, etc. It is crucial to maintain the internal communication, the communication
developed in the heart of the institution, which is usually unseen but is useful to unite the team and to facilitate
their work.
In general, it is advisable, if possible (it is basically a costs issue), that experts and professionals are included in the
team or to hire their services to deal with this aspect. And that is what some organisations do. In some cases, this
chapter includes a marketing plan or a part of it.
To define communication, the proposal’s content is required to be well known (even better to participate in it), as
well as the target public and the message and channels to reach it. In such way, the image to be given should be
clearly defined, as well as messages, media, spaces, time, etc. For this purpose, and for other reasons, the target
groups’ profile was previously analysed in detail. Standardised communication mechanisms should therefore be
avoided: each type of public receives the information in their own way.
The following aspects could be included in the writing of this part in the project:

16. Administrative, logistic and technical requirements
Other related terms: resources, infrastructure, media, material, logistics, etc.
This is another chapter that could be very variable. In some cases, it is a simple relation of materials, and in others, a
whole department is working with many equipment.
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The aim is to fully define all the aspects required to develop the project:
•
•
•
•
•

Administrative aspects: notices, licences, documents, contracts, insurances, etc.
Spatial aspects: use and availability of the space, etc.
Logistic aspects: transports, hotels, restaurants, etc.
Infrastructural aspects: spaces, vehicles, etc.
Technical aspects: devices, material, etc.

This chapter is easy to write. It only requires remembering everything. It is about explaining in detail whether the
project is accepted and ready to be developed. Generally, most of its information is internally used, although the
basic information and that most affecting is presented to an external spokesperson.
The following aspects could be included in the writing of this part in the project:

17. Legal factors
Other related terms: legal aspects, etc.
It is a new chapter which either many projects may not include or a whole department could be involved.
It defines all legal aspects which affects the project: creation of associations, firms or other structures, and
consequences of the fulfilment of laws, among others. For this purpose, the information already presented as a
context in the chapters on the sectoral analysis, on background or on the internal analysis of the management
organisation could be considered.
In some cases, this chapter influences the administrative chapter. In other many cases, it is not included as there is
nothing important to stress.
The following aspects could be included in the writing of this part in the project:
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18. Economic and financial management
Other related terms: budget, cost ratio, revenue and expenditure forecast or economic forecast, investment,
balance, income account, etc., according to the type of driver (public, private, associative).
Although it is included at the end of the project document, this chapter is crucial for any proposal, at least, in the
advanced phase. It could be not included in a draft. It includes the following aspects in a complete stage:
o
o
o
o
o

The budget: It is the economic synthesis of the project and includes all the revenue and
expenditure forecasts defined in the previous chapters.
The liquidity plan: It is the temporary revenue and expenditure forecast.
The financing: It is the response expected when there is expenditure before the volume of
revenue.
Control and management of revenue and expenditure: it is the definition of the mechanisms
established to guarantee the good administration of revenue and expenditure.
A sponsorship plan: it is the inclusion of agents providing economic funds, personal collaborations
or cessions of infrastructural means or services. It is carried out from or in collaboration with the
communication or external resources department.

The following aspects could be included in the writing of this part in the project:

19. Other factors
The aim is to identify another factor which is important for the project.
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IV. Forecast of the assessment of the project
Other related terms: valuation, monitoring, supervision, control, report, etc.

20. Assessment
After defining all the aspects of the production, the project could be carried out, although it is still a chapter which
has been specified in each step of the proposal’s design, but it should be considered in a specific chapter.
Assessing a project is verifying to what extent the goals and its operation have been fulfilled, and especially, what
should be done to improve it. For this purpose, there are analytical methods and appropriate indicators, which
should be established before the intervention. They should be appropriate, neutral, easily detectable, reliable,
sensible to little variations, lasting in time, comparable with those of other projects, verifiable by others and
accessible with the resources available. The assessment should be carried out as an instrument which leads, in the
future, to the improvement of the project, current or future editions, and not only as a review of what happened.
The assessment is a tool for the team, not against it. By way of a recapitulation, the following aspects should be
assessed:
o
o

o
o

Results linked to the achievement of objectives (to measure the effectiveness: ere the results
achieved?).
The other aspects of the definition: the choice of the target audience, the definition of contents,
the choice of strategy, the determination of actions, etc. (to measure its suitability:
could it be done differently?).
Process: Production fulfilment, operation of human, infrastructural and economic resources,
among others (to measure the efficiency: could resources be optimised?).
Ultimate impact linked to the approach to the project’s final purposes (Was it useful to improve
something in the long term?).

The following aspects could be included in the writing of this part in the project:

3. Conclusions and final advice
About the context
It is advisable to give only the information which is useful for the editor to understand the context and to explain
later the content proposal, as well as for the reader to understand it. Unnecessary information should not be
included in the document, no matter how difficult it was to obtain it.
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The territorial analysis should not be confused with an encyclopaedic and detailed story of all the existing things.
Information is usually more useful for readers if it is summarised, globalised, analysed, and interrelated. The detail
and the excess of information not very relevant disturb and break the reading process.
We should include as much information as possible in a text as short as possible. It is a synthesis work. Schemes,
tables, graphics, maps, pictures, links, and other resources could be useful.
The diagnosis, as an analytical synthesis of the context, is useful to sum up the important issues and to mix them. It
is usually the beginning of the project as the bulk of the detailed information on which it is based is included in the
annexes at most.
The context will be deeper analysed as more distant the reader is of it. And vice versa!
All the information required is never obtained. Proposals with the available information should be provided at some
point. Then, proposals are modified if there is an information requiring it.
It is advisable to hide some information about the weak points of the managing organisation, and maybe of the
environment (although the writing team should consider it).

About contents
Identifying the own content of the project is required and very useful. It gives the project strength, originality, and
novelty.
Objectives, contents, strategies, activities, etc. should not be mixed or confused, and sometimes it is difficult!
Although internally, the project should anticipate the evaluation process.
The target audience should be well analysed to give an appropriate proposal for their needs, desires, and
possibilities.
Strategies are important to guide the action of the project. A same objective could be achieved or not according to
the strategy followed.
Planning tools are useful to carry out our work in a more secure, reliable and effective way.

About the general structure
A good project is readable. The shorter, but complete, the better.
The terminology of the project cannot stop us. Many things can be named in very different ways.
It is advisable to avoid very academic headings of each chapter (as those here presented) and to personalise the
project.
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The number of pages of the analysis of the context and that of contents or proposals should be logically
proportionated, although the context is usually longer than the definition.
The synthesis or the diagnosis of the context can be made at the beginning of the project, and all the previous
information could be included in another annex.
There could be different versions of a same project depending on to whom it is addressed (team work, boss, press,
collaborative entities, sponsors, users, etc.). Also, their deepening level and the consideration of relevant issues
could vary.
Chapters should be homogeneously developed, without deepening in technical elements when contents still
constitute a general proposal.
It is also important to consider the formal elements which identify the project and facilitate the reading: heading,
author, table of contents, page numbering, introduction/presentation, summary, bibliography (if it exists), etc.
The influence of an appropriate graphical presentation is useful for its acceptance.
What is important is that the project is useful as a work tool (internal factor) and as a presentation tool (external
factor).

4. A total of 15 infallible pieces of advice to fail in a cultural project
1.

Work always alone, do not delegate or work in team. Other people are a hindrance for someone so brilliant
as you!
2. Make a complex scheme, full of symbols, arrows, connectors, and links. Use weird terms, anglicisms
difficult to pronounce and ambiguous ideas. No one is going to understand anything, but it makes the text
modern and you give always the image of knowing a lot.
3. Why making a previous diagnosis if you already know what and how your project is going to be? First,
invent your activity and then create a context adapted to it.
4. Previous analysis: Why working so hard if nobody is going to read it? Copy the first website you find. If
someone insists, give him or her as many data as possible.
5. It is not worth innovating in a project. People is not going to understand or appreciate it. Make little
changes in the previous project and you will have a new one. Easy, right?
6. Do not research previous experiences. It is the first time in the history of mankind and in the layer of the
Earth that somebody has an idea so original as yours, for sure. You are an exception!
7. Make sure of the success of the public. Address to “everyone” and you will be succeeded, for sure.
8. Do not detail the objectives. The more ambiguous they are, the easier it will be to invent satisfactory
results.
9. Think about the assessment when the project is finished. You will see how it will be always successful.
10. Strategies? Too complicated. Forget them. No one will miss them.
11. Focus your project on activities, not on objectives. Actions are seen. Other things are blah-blah-blah. If
somebody asks you, say that your objective is carrying out the activities.
12. Do not waste time planning or making schedules. Someone with your experience does not need such
instruments. Do it as always, everything has worked out well so far, why change it?
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13. Any production scheme is good. Then, we improvise, as always.
14. Do not plan resources or time, it depends on the moment, the main priority of the strategic planning!
15. Do not plan the functions of each person in the team. It will be easier to blame somebody for what is
wrong and award the successful factors to you, of course!
Finally, remember: A project fails... because of the people not interested in culture! And if not, of politicians, it
always works!
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