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The following pages present the Il Eco-
nomic and Social Strategic Plan Barce-
lona 2000, approved by the General
Council at a meeting held in the Salén
de Cien of Barcelona City Council on
30 November 1994,

The general objective of the Il Plan is
to further the integration of the econo-
mic area of Barcelona into the interna-
tional economy in order to guarantee
its development in terms of quality
of life and economic and social pro-
gress.

The potential of the renewed city, a
consequence of action carried out
before and during the period of the |
Plan, together with the opportunities
that the globalisation of the economy
can offer, were decisive elements in
this new agreement, which represents
the objective of the Il Plan.

Cities have become essential elements
in the process of economic develop-
ment and their areas have grown into
reference points for every participant or
element in this process. Social welfare,
transport, housing, education and trai-
ning policies -and not only those ele-
ments belonging to traditional econo-
mic policy- should now respond to the
very specific needs of citizens who are
becoming, more and more, the basic
participants in the formation of a terri-
torial agreement that guarantees their
progress.

Therefore, cities should be provided
with instruments that facilitate and
strengthen this new culture of agree-
ment and consensus as an essential
element in producing a social response
to the demands of the international
economy. For this reason the Plan has
encouraged the participation of the
social and economic institutions of the
city in the design of its strategy from
the beginning. This participation is,
without doubt, an asset that substan-
tially reinforces the capacity of the city
to take up the new challenges presen-
ted by the future.

This is one of the main purposes of the
Strategic Plan Barcelona 2000. The
experience acquired since the | Plan
has contributed towards the formation
of a culture of public participation, an
example of commitment and partner-
ship, that will be essential for the

second great transformation of the city
during the period of the Il Plan.

Nevertheless, the fact is that the Plan
itself -its conception and methodology-
has consolidated its position as an acti-
ve reference point for other cities in
Europe and Latin America, and will be
analysed in university institutions all
over the world. This is irrefutable evi-
dence of the vocation of the city to
achieve the objective of being present
in the international arena.

The presentation of the Special Prize of
the European Union to the best urban
strategic plan in the European context
was also a great encouragement to
continue the work begun in mid-1985.

This is the Plan of the citizens of Barce-
lona. It is of citizens who have exami-
ned the future scenarios before the city
and agreed upon measures to achieve
them. It is of citizens who have adap-
ted to the culture of change that the
logic of the economy has brought
about, but who do not renounce their
social and cultural heritage. In this
manner, strategic planning becomes a
very satisfactory instrument for the
optimum combination of these two for-
ces.

This is also the Plan of the institutions
of the city. It is of the institutions that
support it and enrich it by providing
the means of participation in the many
facets of public life. These institutions,
among which, obviously, is the City
Council, now have a fundamental res-
ponsibility: the introduction of the
measures of the Plan. This means the
initiation of a subtle process, involving
influence and relationships, that will
allow a satisfactory final result to be
achieved.

Barcelona is consolidating a new way
to create a city. With the | Plan we star-
ted out on a route that permitted a
momentous transformation of the phy-
siognomy of Barcelona, providing the
city with the infrastructures that befit a
European metropolis. Now that we
know the route, the maximum use
should be made of all that has been
done with the purpose of advancing
towards a more open and a more dyna-
mic Barcelona in a better position
internationally. A city of quality. Of
quality in the goods and services it pro-

duces, of quality to live, work and
study in, or to visit.

Ultimately, this is what we should

expect of the |l Strategic Plan Barcelo-
na 2000.
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Pasqual Maragall
President of the General Council




The year 1992 was an remarkable year
for the city of Barcelona. With the suc-
cessful hosting of the Olympic Games,
the city completed an extraordinary
period of investment and modernisa-
tion that placed the city on the topmost
levels amongst European cities.

Given the important changes in the
city, and coinciding with profound
changes in the political and economic
situation, it was thought an opportune
moment to begin the revision of the
Strategic Plan, with the object of pla-
cing the next Plan within the perspecti-
ve of the year 2000.

It was immediately verified that 70% of
the measures proposed in the | Strategic
Plan were already at the intermediate
or advanced stage of completion and
that Barcelona, in spite of a general
economic crisis, was becoming a dyna-
mic European metropolis with a high
level of quality of life, and that the new
modernised environment conducted
the roles of the city outstandingly well.

With these results in hand, the Executi-
ve Committee of the plan chose to
begin work leading to this Il Strategic
Plan, which was approved towards the
end of 1994.

The Il Plan is structured around a new
general objective —to promote the eco-
nomy of the Barcelona area in interna-
tional markets—, considered to be attai-
nable through 68 measures grouped
into 17 sub-objectives and five strate-
gic lines. In addition there is, evidently,
the commitment of the member institu-
tions of the Executive Committee of the
Plan —a commitment that should be
considered an essential part of the
plan- and a mission: Barcelona, city of
quality,

The first of the strategic lines attempts
to facilitate the process of adaptation in
the productive sectors of Barcelona to
the new international market condi-
tions. Its measures refer, in this direc-
tion, to subjects such as training, tech-
nology and the efficiency of services in
the city.

The need to give action in Barcelona a
dimension in the geographical environ-
ment of its area constitutes the thread
running through the measures of the
second line of strategy.

In the third line —social integration— the
objectives point towards the need to
put forward positive responses to new
demands coming from the worlds of
youth, older people and immigrants.

The fourth line concerns economic
activity. It is obviously not about
making sectorial differences. Rather it
is about pointing towards large areas
that are able to facilitate the integration
of Barcelona into international markets.
Logistics —the movement of people and
goods—, information infrastructures,
—that should allow new economic acti-
vities to be generated-, tourist attrac-
tions, university activities and those
related to the health sector, all with the
potential of strengthening the vitality of
the city. Nevertheless, the proposal of
at least maintaining the prominence of
industrial activity in the area is none
the less important.

The final strategic line situates the area
of Barcelona in the world. Where
should we make greater effort in order
to have greater presence? Here the
Plan points to four directions: the
macroregion of which we form a part
with a population of 15 million people
and a radius of 300 km., made up of
the area that includes the cities of Bar-
celona, Palma de Mallorca, Zaragoza,
Toulouse and Valencia. Europe, clearly,
should be the area in which to reinfor-
ce our sectors with the most comparati-
ve advantages. Latin America, an area
coming out of underdevelopment
should also be one where Barcelona
plays an important role in relations and
connections with its emerging markets.
Finally, the same can be said of North
Africa for reasons of proximity and the
good prospects for economic and com-
mercial cooperation.

This is the outline of the Plan. This
outline, as has been said, is accompa-
nied by a mission, by a powerful
recommendation: that the response of
the city to internationalisation should
be by way of quality. Quality is under-
stood as the effective functioning of all
services in the city, both public and pri-
vate, in order that consumers improve,
on the one hand, their quality of life,
and on the other, their standard of
competitiveness.

This principle of quality was adopted
by the Executive Committee of the Plan

itself, with the public commitment to
apply its measures according to the
methodology of quality management.
This means that each measure has a
person or institution leading the imple-
mentation process, objective indicators
that allow the state of this process to be
measured and a terminology that com-
municates the exact meaning of what
the measure attemplts to solve.

It should be pointed out, finally, that
when we refer to the economic area of
the city we do so with the necessary
flexibility to be able to take into
account its various domains, from the
municipal nucleus, to Europe, and the
world, including the South European
macroregion, the metropolitan region
and the conurbation of Barcelona. For
each of these different domains, the
city should carry out different action.

Francesc Raventds
President of the Executive Committee



I. THE DOMAINS OF
BARCELONA

1. When strategies for a city are consi-
dered, in this case Barcelona, the
question of the geographical domain
for which the measures should be
defined and produced immediately
appears.

Evidently, there would be little sense
in focusing the matter on the strict
domain of the city centre. Many stra-

~ tegies should refer to wider domains
where they will acquire full effecti-
veness. An intercontinental airport or
port require domains that cannot
coincide with the city limits. There-
fore, in beginning the text of the Il
Plan, it seems appropriate to locate
the various limits of Barcelona.

2. The city of Barcelona, with a surface
of 97.6 sq.km. and a population of
1.6 million inhabitants, is part of an
agglomeration, together with other
municipalities, the structure of
which covers a total surface area of
171 sq.km. and a population of 2.5
million inhabitants. This area is the
geographical domain with the grea-
test intensity in relations of mobility.
It includes, as well as the city of Bar-
celona, areas of El Besos and El Llo-
bregat. Its continuous urban frame-
work and the structure of its
transport means that the nature and
behaviour of the urban centres glo-
bally exhibits a functioning similar
to that of a single city.

3. A second domain of reference is
located in the metropolitan city,
conceived of as the natural and logi-
cal domain of mobility to places of
work. In this case we are talking
about a population of 3.3 million
inhabitants and an area of 648.2
sg.km.

Included in this domain is a second
metropolitan ring with a much larger
geographical area and other cities
that act as autonomous centres but
which are, in turn, fully incorporated
into the metropolitan dynamic of
Barcelona. This involves the natural
size of the markets for labour, cultu-
re, training, housing, leisure... This is
a spread-out city that also includes
other vertebral elements, such as
communication networks, regional
transport, metropolitan parks, areas
of industrial expansion, service cen-

4.

tres and other facilities belonging to
the region.

At a higher level, a domain can be
identified that is influenced by the
city of Barcelona made up of the
Metropolitan Region, spread out
over 3,234.5 sq.km. and with a
population of 4.2 million inhabi-
tants. This concerns a domain that
includes other cities with more auto-
nomous growth based on industrial,
tertiary and service locations with a
strong local impact.

Barcelona is also the capital of Cata-
lonia and forms part of a process of
urban deconcentration based on a
model of restructuring and growth in
other expanding urban centres.

This process is identified, basically,
by a demographic and productive
deconcentration, especially in the
industrial and tertiary tourist sectors.

. The immediate domain of reference

is the macroregion that is structured
around the six cities: Toulouse,
Montpelier, Zaragoza, Valencia, the
City of Palma and Barcelona. This
area has a population of 15.5
million people and is the natural and
logical domain for the local market,
for commercial exchange and insti-
tutional, university and business
cooperation.

It is considered desirable to reinforce
the importance and significance of
this area of the south of Europe in
relation to other areas of heavy eco-
nomic, demographic and political
concentration. In this domain Barce-
lona is attempting to assure its trans-
formation into a European reference
point as regards culture, demo-
graphy, production and logistics.

. It is necessary to place the following

domain of reference in the context
of the European market. The presen-
ce of Barcelona in Europe is taken
for granted, as much for its historical
roots as for the obviousness of its
existence, as well as its vocation to
be one of the most important centres
of development in the south of Euro-

pe.

This domain specifically includes the
strengthening of its relations with the
Spanish national market as one of
the most important productive, cul-
tural and demographic centres in the
country.

Il. FROM THE FIRST TO THE
SECOND STRATEGIC
PLAN BARCELONA 2000

8. Four years after the start of the pro-
cess of compiling the | Plan (and
two after its approval), it seemed
opportune to begin a consideration
of the results that were being achie-
ved from its introduction and of its
own validity in accordance with
the dynamics of a fairly changeable
milieu.

9. This new phase was begun with
three types of evaluation that were
carried out between the months of
May and September 1992. These
were:

11.1. Evaluation of the Plan
11.2. Evaluation of the city
11.3. Evaluation of the milieu

11.1. EVALUATION OF THE PLAN

10. With the Evaluation of the Plan an
attempt was made to analyse the
situation of, and the prospects for,
the proposals included in the Plan,
as a consequence of the work of
the technical committees, from
three viewpoints.

a) The view of the whole that eva-
luated the development of each
of the objectives that the techni-
cal committees had proposed
within the framework of the
general objectives of the Plan.

b) A detailed view of the various
proposals. This is to say, evalua-
tion of the situation and the
prospects of each measure of the
Plan, related to the technical
committees

c) The contribution of new propo-
sals for action and objectives
that, as a consequence of the
analysis of the previous evalua-
tion, could be included in the
new perspective of the Plan.

11. The question was to arrive at a
synthesis that allowed the placing
of each of the measures into four
groups depending on their degree
of introduction: measures already
completed or being introduced;
measures not completed that had



lost their wvalidity; measures not
introduced but still valid and new
measures that were necessary to
anticipate.

12. The detailed view, the quantitative
method of evaluation was carried
out by means of record files, using
a weighted points system according
to the importance of the phase and
the level of completion of each of
the phases necessary for the final
conclusion of the measure.

The technical committees comple-
ted as many record files as measu-
res that corresponded to them,
which finally allowed the level of
completion of the 59 measures to
be known.

Each record file included six stages
grouped into two blocks. The first
of these anticipated three phases,
with a total weighting of 40% of
the points, that corresponded to a
situation that was still theoretical or
conceptual. The other three phases
of the second block had a weigh-
ting of 60% of the points and were
related to a situation where the
introduction of a measure was
advanced.

To make understanding easier, the
following describes the meaning of
the titles of each of the sections of
the record files.

Identification of responsible bodies

This was concerned with the degree to
which it had been possible to define
the measure, in the sense of finding the
institution to which it necessarily
corresponded to implement it.

Acceptation of the measure

This was concerned with the degree to
which the measure had been accepted,
in the sense that its validity was not
discussed nor refuted and no alternati-
ve option was offered.

Design of the measure

This was concerned with determining
the level of definition of the measure,
that is if its suggestion was of a general,
philosophical or abstract character or,
on the other hand, it was already for-
mulated in such a way that it could be
carried out as it was.

Is it on the agenda?

The reply to this question was suppo-
sed to make known the extent to which
the measure had been incorporated
and accepted on the project agenda of
the institution that had previously been
identified as the body responsible for it.

Does it have economic resources?

The reply to this question evaluated
whether the person or persons respon-
sible for the measure had set aside eco-
nomic resources or a section of budget
for it, and whether these were available
to carry it out.

Level of introduction

This simply concerns establishing the
level to which the measure had been
realised or implemented.

13. As a result of the evaluation of the
Plan the following conclusions
were arrived at:

A) Of the measures, 41% were at
the advanced stage of their
introduction (more than 50
points).

B) Of the measures, 31% were at
the intermediate stage of their
introduction (between 30 and

_ 50 points).

C) Only 28% of the measures
were at an earlier stage of
their introduction.

11.2. EVALUATION OF THE CITY

14. If the evaluation of each of the
measures was important, perhaps
what we called the EVALUATION
OF THE CITY was more so. This
was the analysis of whether the
city, considered globally, was
advancing towards the objectives
laid out in the | Plan.

15. This implied a more unified view
(less fragmented) in relation to the
initial diagnosis made in 1988. It
was also a more directed or beha-
viourist view. We were interested
in the city and its objective.

16. For this reason the evaluation was
made taking as its subject each of
the substantive parts of the abjecti-

ve of the Plan. The question was
whether Barcelona had consolida-
ted itself as:

e A metropolis.

e A European metropolis with
influence in the macroregion.

¢ A dynamic European metropolis.

* A dynamic European metropolis
with a modern quality of life.

s A dynamic European metropolis
with a modern quality of life and
socially balanced.

17. The task of analyzing each of these
parts of the general objective was
given to various institutions and
individuals, coordinated by the
Executive Committee of the Plan.
The following individuals carried
out the evaluations:

Consolidate Barcelona as a metropolis
Josep Maria Vallés, Rector of the
Autonomous University of Barcelo-
na

European metropolis with influence in
the macroregion
Jordi Oliveras, Managing Director of
the Chamber of Commerce, Industry
and Navigation of Barcelona

Dynamic European metropolis
Carles Tusquets, Member of the
Board of the Economy Circle

Dynamic European metropolis with a
modern quality of life
Margarita Riviere, Journalist

Dynamic European metropolis with a
modern quality of life and socially
balanced
Salvador Giner, Professor of Socio-
logy and Director of the Institute of
Advanced Social Studies

18. The following facts regarding the
integration of Barcelona in the
METROPOLITAN AREA are conspi-
cuous:

* The metropolitan region of Bar-
celona seems to be at one of the
final stages of maturity forecast in
the theoretical models of metro-
politan development. More pre-
cisely, it is at the stage where the
city centre loses population
while the immediate hinterland
and the rest of the urban region
gain.

Nevertheless, this demographic
stagnation hides another fact: the
increasing residential mobility of
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the metropolitan population. A
second metropolitan dynamic
common to the larger European
urban areas is the tendency to
relocate productive activities.
Various studies indicate that the
industrial production that tends
to leave the municipality of Bar-
celona is that of the least added
value, and in this way the city is
specialising in sectors of high
added value and in new pro-
ducts.

This form of tertiarisation is
explained by the entire economy
of the metropolitan area. Al-
though these sectors have grown
more in the centre of the munici-
pality, in some areas of the
second and third outer ring pri-
ces have increased more rapidly
than in Barcelona. This trend
towards diffusion of tertiarisation
and the relocation of productive
activities is similar to that obser-
ved in other large European
urban areas.

* In 1990 the tertiary sectors in the
metropolitan region employed
57% of the total active popula-
tion while in the rest of Catalonia
this figure was 43%.

This dynamic has, logically, positi-
ve aspects as well as bringing with
it negative elements that can be
overcome by integrating a series of
sectorial policies into areas such as
transport, road networks, land,
housing, open spaces and the envi-
ronment.

A second component of the general
objective of the Plan was the
DYNAMIC CHARACTER OF THIS
EUROPEAN METROPOLIS. This
idea implied the evaluation of:

* a dynamic city, as much for its
economic activity as the beha-
viour of its agencies,

e that generates sufficient resources
for its social and economic pro-
gress, extending its area of
influence over a large part of the
surrounding area,

e that maintains a close relation
with the Community market and

e that develops its configuration in
the direction of a centre of pro-
duction and distribution of servi-
ces.

Al
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The following were defined as the-
mes for evaluation:

e [ndustrial activity. This concer-
ned the determination of the
number of new industries, the
reasons for their location, the
degree of openness to the exte-
rior of companies and, in their
turn, the degree to which foreign
companies were established.

Training and research. This con-
cerned the determination of the
development of educational
opportunity and permanent trai-
ning. Similarly, the demand for
technology transfer, the produc-
tion of universities and their
impact on the process of techno-
logical innovation were exami-
ned.

Competitiveness in the city. This
concerns the examination of the
production of services that sup-
port industrial and entrepreneu-
rial activities as indicators of the
level of competitiveness of the
city as a centre for tertiarisation,
favouring the development of
service activities directly related
to the industrial base.

The most suitable indicators were
assembled for each of these the-
mes. These indicators correspon-
ded to physical characteristics
(physical indicators) or to the capa-
city to generate effects on other
activities (impact indicators).

. As a result of the analysis carried

out, the authors arrived at a positi-
ve evaluation: Barcelona was
achieving the objective of conver-
ting itself into a dynamic European
metropolis.

A dynamic European metropolis
with a modern quality of life. It
was not easy to evaluate correctly
the degree of the quality of life that
Barcelona had achieved. Neverthe-
less, the principal conclusion arri-
ved at was that “in comparison”
with other cities of its Spanish or
European surroundings, Barcelona
was better prepared to have access
to a correct quality of life.

A certain model of a way of doing
things became evident: the Barce-
lona model was a product charac-
terised by a series of elements
among which we can point out the
following:

25,

26.

* The human dimension of the city.

* The combination of tradition and
innovation.

® The combination of public and
private cooperation.

* Adaptation to its own physical,
environmental and cultural con-
ditions.

Balance between centralised and
decentralised decision-making.

* The understandable, instructive
nature of the projects and their
common objectives.

» The search for social consensus
as a recognition of the plural
nature of interests involved.

® The search to satisfy individual
interests through the satisfaction
of collective interests,

® Action that anticipates the long
term as a whole as well as short
term, immediate needs.

As far as other more specific indi-
cators are concerned, the results of
the evaluation were as follows:

e Traffic: Improved.
* Public transport: A good level.
* Environment: Improved.

® Victimisation: Improved in rela-
tion to previous periods.

* Housing: Continues to be a pro-
blem.

* Prices: A serious problem.

e Urban density: New infrastructu-
res have reduced the sensation of
distress.

» Education: The general paralysis
of the educational structures
make action that facilitates inte-
grated education absolutely
necessary.

A condition of SOCIAL EQUILI-
BRIUM was the final element in
the general objective of the Plan
that was analysed. This concerned
seeing whether the dynamic Euro-
pean metropolis with quality of life
had or had not moved towards an
improvement in its social structure.
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The principal conclusion of this
evaluation was that from the point
of view of social inequality and
internal disequilibrium, the conur-
bation of Barcelona had arrived at
the end of the 20th century with a
structure in which social differen-
ces, the degree of social integra-
tion, levels of internal conflict and
measures of contrast between the
rich and the poor, or between dete-
riorated districts and those in good
condition, as well as levels of
delinquency, poverty and insecu-
rity in public places did not usually
rise above levels in comparable
metropoles in the developed Euro-
pean world.

At a more specific level, and not
referring to socio-structural chan-
ges, a consequence of the global
transformation of the society, but to
those that have been produced spe-
cifically in the metropolitan area,
the following facts are conspi-
cuous:

* Mobility, basically of young peo-
ple, in the interior of the metro-
politan area as a consequence of
the increasing cost of land and
housing.

e The decline of the traditional
class structure of the city has been
replaced by the appearance of
specific fragmented areas where
specific problems are concentra-
ted, such as prostitution, delin-
quency, drugs and social aliena-
tion and isolation in general.

L]

Education will be the key to sol-
ving the problems of social dise-
quilibrium. For this reason the
need to increase attention to
vigourous action in the area of
occupational training is emphasi-
sed.

11.3. EVALUATION OF THE MILIEU

29.

In the phase of adapting the Plan to
the needs of the new perspectives
of 1992-1996, the need became
obvious to introduce the milieu of
the city as an element in analysis
and forecasting. This element
would be added to the two already
initiated, evaluation of the Plan and
evaluation of the city, in order to
have a complete basis of material
available over which to raise the
framework of the remodelled Plan.

30.

31.

32.

Nevertheless, the milieu was a lit-
tle difficult to define. It depended
on various factors such a the cogni-
tive power of the city (its capacity
for access to sources of informa-
tion), or the situation of the indivi-
dual in selecting those elements
that he or she believes could affect
him or her most.

Ricardo Petrella drew a MAP OF
THE MILIEU for us, that included
six elements 1) Known elements
(e.g. loss of population); 2) Ele-
ments of uncertainty accepted by
everybody; 3) Elements of uncer-
tainty not accepted by everybody;
4) Uncertainty understood as a
dynamic of change; 5) Uncontro-
lled elements (e.g. earthquakes); 6)
New emerging processes difficult
to predict.

Within this framework of a certain
indefinition of the milieu eight ele-
ments of analysis can be conside-
red a priori:

1. Limits to the development of the
city: The growth of the city is not
indefinite.

* Transport

e Financial resources

* |dentity

2. Technology: The basis for the
production and distribution of
wealth has changed as a conse-
quence of a technology that has
altered the concept of space-
time itself. Technology is transfe-
rred rapidly.

3. The productive system: Changes
in the productive system have
now made compatibility bet-
ween quantity and quality possi-
ble. This implies giving a strong
impetus to training activities.

4. Globalisation of production and
technology: The systems of con-
ception, development, produc-
tion, distribution, publicity and
logistics in general are organised
through systems that operate on
a global scale. (In a large num-
ber of sectors, 10 companies
control 60% of the world mar-
ket). Globalisation has increased
the importance of cities in as far
as the cities operate to a greater
degree when they have a strong
cognitive power.

5. The process of European cons-
truction: Cities exercise a certain

33.

34.

35.

36.

influence on the process of Euro-
pean construction itself, increa-
sing the competitiveness of the
European urban system.

6. The progressive importance of
Asia: In as far as the coastal
areas consolidate their producti-
ve importance, the productive
capacity of Europe will alter.

7. Tribal identity: Increasing uncer-
tainty gives an impetus to what
is called tribal individualism,
which is expressed in various
xenophobias. Precisely the city
will become the axis of the
expression of this tribal indivi-
dualism.

8. Fundamental changes in the role
of the State: To a certain extent
there is a certain crisis concer-
ning the State in representative
democracies that respond insuf-
ficiently to the demands of
society. The Government of the
city finds itself immersed in the
same process.

All these subjects were the object
of debates and reports requested
from world experts, whose reports
are gathered together in Working
Document N2 15.

Without doubt, in the reports and
recommendations as a whole, the
great key theme that, in some way
or another, conditions and confi-
gures the new milieu of the city is
the globalisation of the economy.
From this are derived social and
economic features that affect the
future of the city in a decisive man-
ner.

In the first place, the globalisation
of the economy shows itself in two
directions: the dispersion of pro-
ductive activities and the concen-
tration of the management of these
activities. This concentration is
favoured by new telecommunica-
tions and information technology.

This dispersion of production, a
consequence of social inequality
and unequal salaries, as well as
greater mobility of capital, genera-
tes the need for the advanced servi-
ces sectors to concentrate not
around the direct consumers but
near to the places where decisions
are made (insurance, auditors,
publicity, finance, training centres
for higher management).
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38.

39.

40.

41.

42,
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This phenomenon of delocation-
concentration is reflected in the
situation and prospects of the cities
themselves. Cities with traditional
manufacturing production can lose
opportunities in relation to cities
that offer advanced services of high
quality and added value.

In the current milieu, the new rules
for the location of economic activi-
ties are conditioned by the deve-
lopment of a quality economy. And
this quality economy is clearly an
economy of space (quality of work,
quality of the environment, quality
of services...).

This new milieu as a whole forms,
as a consequence, an area of tradi-
tional economy in decline together
with an area in expansion due to its
capacity for command. Even so,
the difference is fundamental. In
the first case, the cities were an
‘accessory’ to a national whole
that defined its economic develop-
ment policy. Now, cities have
become essential elements in that
policy and their interests do not
always coincide with those of their
states or nations.

Cities, converted as a consequence
into the reference points of this glo-
bal economy, also have to be a
consensus point between commer-
cial logic based on the immediate
profitability of capital and the
logic of heritage that should take
into account the symbols of social
and cultural identity of the
citizens.

As well as the need for the partici-
pation of citizens, universities and
centres of education become
essential elements in a city that is
seeking progress for its citizens in
the framework of constant change
that is part of a global economy.

From this perspective, not every-
thing concentrates around some
cities that concentrate the manage-
ment of the global productive sys-
tem and others on the way to decli-
ne as a consequence of specialisa-
tion in traditional production. The
trend towards the decentralisation
of production and towards the con-
centration of decisions has created
the conditions for the growth of
regional sub-centres that will fulfil,
on another scale, the main func-
tions of the leading cities in the
world.

43. In all this prospect of a new milieu,

that does not only mean a new dis-
tribution of activities but true social
change, the analysis carried out
presents us with a new form of
social inequality. In the advanced
cities citizens with high incomes
due to their management training
coexist together with citizens with
very low salary levels who work in
many and varied activities suppor-
ting the central activities.

I1l. THE BASIC ELEMENTS

OF THE 1l STRATEGIC
PLAN

44. The basic elements that form this Il

Strategic Plan based on the poten-
tial of the area of Barcelona were:

lll.1. The consolidation of the trend
towards a new world order.

l1.2. The new role that cities may
have in the new world scena-
rios and the opportunities for
Barcelona after the | Plan.

I11.3. The scenarios that the citizens
of Barcelona find desirable.

11l.1. THE CONSOLIDATION OF THE

TREND TOWARDS A NEW
WORLD ORDER

45. A series of new scenarios have

been formed at the geopolitical
level that may have an effect on
Barcelona. Two facts have changed
the political situation existing until
a few years ago noticeably.

46. On the on hand the reformation of

the countries of Eastern Europe,
which without doubt has altered
the distribution of forces in effect in
Europe since the Second World
War, The Mediterranean arc, as it is
appearing, could be affected by this
clearly emerging central Europe.

47. On the other hand, the democrati-

sation process in Latin America
opens up new opportunities that
will contribute towards much more
attention being given to an impor-

48.

49.

50.

51.

52.

tant part of the world that, years
ago, was in a state of latent poten-
tial. Its situation as a pivot between
the Atlantic and the Pacific, as well
as the linguistic connection, offers
opportunities for Spain and,
obviously, for Barcelona.

Apart from these positive facts, the
geopolitical scene also presents us
with some more negative features.
Ethnic, racial, and religious con-
flicts create new areas of disturban-
ce that affect areas of the world
which, in many cases, are at a little
distance from Barcelona.

Finally, the construction of the
European Union also finds itself in
difficulties, because of the events
just described, which do not contri-
bute towards clarifying the unfold-
ing of the European model, that is a
reference point for the public.

In addition, the enlargement of the
European Union towards the
North and the East will do nothing
other than accentuate the ten-
dency to reinforce the London-
Brussels-Frankfurt-Milan axis, with
a high concentration of politico-
economic decision-making centres.
The areas more remote from this
axis could become marginated.
Because of this the relaunching of
the Mediterranean axis will be
vital.

With regard to the geo-economic
situation, the most conspicuous
events are, without doubt, the
changes that are appearing in the
ranking of the competitiveness of
countries.

A study by the World Economic
Forum showed this trend clearly.
Within thirty or forty years, the
position of countries like Spain will
have changed noticeably. As well
as a fall in ranking from position 25
to 39, it should be pointed out that
there will be 13 countries of the
Pacific area ahead (now 8), 4 Latin
American countries (now 1) and 4
Eastern European countries (now
none).

It can also be seen from the table in
the main text that the few European
countries that are to be found in
the top 20 countries in the 21st
century ranking have growth rates
of a maximum of 3.6%, while the
Asian countries, with few excep-
tions, are all above 8%.
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It is necessary to consider, as a con-
sequence, a clear realignment of
the world economic map. From a
map with the Atlantic at its centre,
when Europe and Spain occupied a
central position, to a map with the
Pacific at its centre, with Spain on
the extreme left surrounded by one
of the most backward areas in the
world.

In fact, on the urban coast of
China, from Tianjin to Canton,
most connected to Singapore,
Hong Kong and Taiwan, there are

optimal conditions for achieving

55.

56.

57

58.

59,

elements of growth: a domestic
market, an educated population
with great respect for learning old
industrial traditions, access to capi-
tal, commercial networks and
informed individuals.

The formation of new commercial
areas, Mercasur, Free Trade Agree-
ment (NAFTA) clearly accentuate
this tendency towards a realign-
ment of the world economy and
the appearance of new areas of
economic centres.

These political and economic
changes create, in their turn, a
broad series of disfunctions with
regard to the previous framework.

. World overpopulation (almost 100

million new human beings each
year) together with the fact that
93% of this increase occurs in the
underdeveloped areas of Africa and
Latin America, will mean a remark-
able increase emigration, which
today covers 2% of the world
population,

In spite of the sharp demographi-
cal increases, these are not the
direct cause of large migratory
movements. The direct cause must
be found in disequilibrium with
regard to resources and work
opportunities. Spain, logically, is
not detached from this fact. In the
last decade this has gone from
180,000 to 400,000 people, and
this obviously brings and will bring
considerable problems of social
integration.

Another emerging fact is the ageing
of the population. In 1950, 5.1%
of the population were 65 or more
years old. In 1960 it was 5.9%,
with the prospect that it would rise
well above 10% or 15% towards
2025. In spite of the fact that this

60.

61.

62.

63.

64.

65.

phenomenon affects all countries
in the world, it is in the advanced
countries where the situation is
most complicated, as the figure
was already over 10% in 1980.

Apart from the phenomena mentio-
ned, overpopulation, emigration
and ageing, the new political and
economic world situation is crea-
ting other problems derived from
industrial delocation from the
advanced countries to the new
emerging countries. In the search
for cheap labour (but also suffi-
ciently educated), and the proxi-
mity of new markets, manufactu-
rers are moving from one country
to another in the new context of
the world-wide enterprise.

The consequence of these move-
ments are large pockets of unem-
ployment that are constantly being
created in the more advanced
European countries, and that will
reach incredible levels, most of all
in long-term unemployment.

Another consequence of these high
unemployment rates is the restruc-
turing of some labour markets that
are based upon their homogeneity
and which will now be multiplied
into numerous options and types of
contract.

It is calculated that in the year
2000 there will be no developed
country where traditional workers
that produce and move products
will be more than one sixth or one
eighth of the total labour force.

All this leads towards a new global
situation typified by the globalisa-
tion of the economy and the fact
that the decisive factors of produc-
tion are not now in capital, nor in
the land where work is done. They
are in knowledge.

These seem to be the bases of the
new world order, which at the
moment present themselves as a
possibility that is emerging, but
with consequences that are difficult
to imagine in the present context.

111.2. THE NEW ROLE OF CITIES IN

66.

THE NEW WORLD ORDER

In the new world order that is for-
ming, the role of cities in relation
to nations and states is changing.

67.

68.

69.

70.

71.

Many writers have put forward this
idea. The new international divi-
sion of production, some say of
labour, affects the concept of
nation-state. The logic of the global
market does not pay attention to
the place where the product is
manufactured and therefore the
large enterprises, transnational by
nature, cross frontiers and remind
us constantly that they act, in spite
of all their divisions, as an entity. To
a great extent they are out of the
direct control of states.

This combination of spatial disper-
sion and global integration, in con-
ditions of continuous concentration
of property and economic control,
has contributed towards the princi-
pal cities having a strategic role at
the current stage of the world eco-
nomy. In addition to their long his-
tory as centres of commerce and
global banking operations, impor-
tant cities function as command
posts in the organisation of the
global economy.

The internationalisation and expan-
sion of finance has certainly meant
the growth of a great number of
smaller financial markets, and this
growth has matured the expansion
of global industry. Even so, the
principal centres of control and
business management of industry
have concentrated in only a few
prominent financial centres, espe-
cially New York, London and
Tokyo.

Obviously, the sharp growth in
telecommunications has made this
combination of dispersion of pro-
duction and economic and finan-
cial control possible.

The explosion in telecommunica-
tions can be viewed with various
indicators: the volume of business
(which more than doubled bet-
ween 1983 and 1993, to rise above
400 million dollars); the reduction
in prices in all of the countries of
the OECD; growth in the number
of lines; growth of international
calls; the increase in the use of
mobile telephones...

As has already been analysed in
paragraphs 34 and those following,
this double occurrence of decen-
tralisation/concentration  brings
new opportunities with it, and new
conditions for cities. On the one
hand, as is obvious, a few cities

11
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75.
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that develop functions that could
be described as global manage-
ment will see their position reinfor-
ced. These are the cities that have a
high concentration of financial ser-
vices and advanced services for
enterprises available. They are also
key locations for the more innovati-
ve activities, from the point of view
of supply as well as demand.

If some cities are able to exploit the
new opportunities afforded by this
concentration, others, on the con-
trary, will be affected adversely by
the delocation of industry. They are
those cities with a manufacturing
tradition of factory production that
are not able to confront the new
situation of global competition.
These cities could be affected by a
new, more or less accentuated,
process of decline.

These being the two extremes of
the new situation of cities, it is also
obvious that this presents positive
intermediate situations. Within a
framework of international econo-
mic activity regional subcentres
will be created around those urban
agglomerations that have adapted
to the new situation. These are
cities that have specialised in spe-
cific activities focused on global
markets and that have developed a
base of efficient services of quality
in order to make this economic
activity as a whole possible.
Finally, they are cities that are acti-
ve in the fields of innovation and
technology.

Lastly, those cities should be men-
tioned that are large urban agglo-
merations that have arisen as a
consequence of a heavy process of
internal immigration caused by
national economic disequilibrium,
where a large number of human
and social problems are concentra-
ted. These are found in countries
that are beginning to develop their
economic potential, but without
having found ways towards a social
structure that avoids the great pro-
blems of underdeveloped or margi-
nal areas.

What are, therefore, the options
that we can contemplate for a city
like Barcelona in confronting these
new scenarios? Three possibilities
can be examined.

Continue as if nothing had happe-
ned in our situation would have the

Tl

78.

79.

80.

problem of plunging the city into a
process of loss of the capacity to
create wealth and new jobs for its
citizens. The crisis in the strongly
traditional industrial sectors in the
city and the lack of elements to
confront competition from produ-
cers in emerging countries would
give impetus to this tendency
towards decline. Obviously, this is
considered an undesirable option.

The opposite option would be to
place Barcelona on the level of
one of the global cities mentioned.
This would mean a sharp accelera-
tion of the process of losing indus-
trial importance at the same time as
a strong impetus to occupation in
the most advanced service enterpri-
ses.

Given the starting point, this option
was considered unlikely.

In its geographical and historical
environment, Barcelona seems to
us to be an international city, open
to the logic of commerce (that is
the processes belonging to a mar-
ket economy) at the same time as
it is endowed with a plentiful cul-
tural heritage.

In addition, it also has sufficient
elements available of innovation,
creativity and training that, together
with all the changes made in the
fields of infrastructures in services,
communications and telecommu-
nications, mean that the conditions
for being an internationally impor-
tant city can reasonably be ful-
filled.

It is necessary nowadays to be
aware that to be an international
city and maintain that position is
an indispensable condition for a
city’s own internal development.
At the same time it cannot be an
important city in all areas. The
position of the city should be based
on a scheme of objectives and
actions that plan the development
process in accordance with its
potential and possibilities.

The opening up of a city to the
international flow should be part of
a framework of coherent develop-
ment that assumes the capacity to
control and direct this new dimen-
sion. If this is not so, the city runs
the risk of a predominance of the
logic of the market over the logic of
the heritage of its citizens.

81.

With these ideas in mind it was
considered that within the frame-
work of the Il Strategic Plan the
option could be to provide sub-
stance to the consolidation of Bar-
celona as an important internatio-
nal city. This implies the
introduction of elements capable of
improving the capacity for compe-
tition of its activities, an increase in
the added value of every one of its
activities in the global economy
and the accentuation of the inter-
national character of those activi-
ties with greater capacity for pro-
jection.

111.3. SCENARIOS DESIRED BY THE

82.

83.

84.

CITIZENS OF BARCELONA

In forming the objectives and the
broad characteristics of the Il Plan,
a series of desirable scenarios were
taken into account that, in some
way, should constitute the horizon
to which the city projects itself.
More exactly, were considered:

ECONOMIC SCENARIOS
SOCIAL SCENARIOS
GEOGRAPHICAL SCENARIOS

As economic scenarios, we imagi-
ned some renewed productive sec-
tors with a capacity for permanent
adaptation through training and
technology. An opening up to new
areas of occupation giving access
to a broader range of possibilities.
A city fully integrated into the new
ideas of the information society. A
reasonable capacity to compensate
the natural mutations that should
occur in different sectors, assuring
the maintenance of the relative
importance of our industrial capa-
city. A strong presence in a series of
activities in which the city has
opportunities in the international
milieu. Finally, a greater presence
of Catalan industry in the decision-
making bodies in economic policy
at various levels of the Administra-
tion.

The positive integration of older
people and immigrants in society
would constitute the prime ele-
ments in the social scenarios fore-
seen. Training, occupational as
well as university, is seen as a key
factor in the permanent renewal of
our society. Nevertheless, one of
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V.

our most traditional weaknesses,
knowledge of languages, can also
be seen as one of the challenges to
be overcome within the internatio-
nalisation of the city. A labour mar-
ket subject to profound changes
also merits a more sensitive respon-
se. Finally, cultural facilities are
envisaged that have an importance
parallel to that which it is desired
to give Barcelona.

In the area of geographical and
urban scenarios we have a vision
of a true city region, well connec-
ted in itself and with Catalonia and
its macroregion. A city which
encompasses the new social, eco-
nomic and cultural infrastructures,
within a framework of high quality
public services.

THE 1l STRATEGIC
ECONOMIC AND
SOCIAL PLAN

BARCELONA 2000

IV.1. THE OBJECTIVE OF THE PLAN

86.

87.

88.

Using all the elements previously
analysed, the Executive Committee
proposed, as an objective of this II
Plan,

The accentuation of the
integration of the Barcelo-
na area into the internatio-
nal economy with the pur-
pose of assuring its growth
in terms of economic and
social progress and advan-
ces in the quality of life.

This general objective is, therefore,
a consequence of the opportunities
offered by the new global situation
that we have been analysing, but it
is also a consequence of the new
potential that Barcelona offers. This
potential was created by the strong
impetus to investment of the Olym-
pic Games and the application of
the measures of the | Plan.

Barcelona has changed its physiog-
nomy and its dimension in the
course of the last few years. It has
gone from a lineal design around
Diagonal to a circular form. This

89.

90.

91.

92.

93.

94

.

has meant a radical transformation
of its relation and connections to
the totality of its area.

In their turn, the improvements
experienced in its external connec-
tivity, physical and in telecommu-
nications, in its university and cul-
tural facilities, in the administration
of its port, in the doubling of its
Trade Fair capacity, in the new air-
port, the strengthening of post-
graduate  programmes..., have
given it a dimension that has little
to do with that of years ago.

If a great part of the effort has been
concentrated on the transformation
of the physical image of Barcelona,
it seems coherent that now, the Il
Plan confronts, as a general objec-
tive, the exploitation of this trans-
formation and it concentrates upon
the opportunities that this globali-
sed world offers cities such as con-
temporary Barcelona. To this end it
will be necessary to centre efforts
upon bringing this new dimension
to the productive milieu of the city.
This is not because of a predilec-
tion for economics, that is not the
case, but to assure the social and
economic progress of its inhabi-
tants.

It is proposed, taking a step forward
in relation to the | Plan, that an
indicator will be available for each
of the measures that will allow the
exact measurement of the level or
the relative situation of its imple-
mentation.

Nevertheless, all the items that this
objective includes lead to the con-
sideration of a procedure to
accompany them with a mission in
quality. In other words, the interna-
tionalisation of the city cannot be
assumed without the public and
private services being at the level
of some minimum standard. In its
turn, the item social progress itself
should be subjected to the corres-
ponding indicators of quality.

Naturally, this quality should be
considered as a positive accom-
panying element in achieving the
objective of the Il Plan in full, but
also in the inverse sense as a nega-
tive cost in the case of what is
called non-quality.

Quality however, that should not
be considered as an abstract pro-
cess, but as a result of the applica-

tion of a definite methodology that
comes from, as with strategic plan-
ning itself, the field of enterprise:
the process of quality management.

95. This methodology will be applied
in the course of the process of
introducing the Plan from a twofold
perspective: the infroduction of
each of the measures, in accordan-
ce with the process of quality
management, and the provision of
impetus and support to quality con-
trols in those sectors related to
these measures.

96. It is proposed, taking a step forward
in relation to the | Plan, to guaran-
tee that the level of implementation
of each measure can be determi-
ned with the corresponding indica-
tors. In the section concerning the
introduction of the measures this
item will be explained in more
detail.

IV.2. CONTENT OF THE Il STRATEGIC
PLAN

97. With this general objective and
with the mission of quality of the
city, the Il Plan was structured with
the following elements:;

e THE COMMITMENT OF THE
EXECUTIVE COMMITTEE

* FIVE STRATEGIC LINES
* SEVENTEEN SUB-OBJECTIVES

® SIXTY-EIGHT MEASURES

THE COMMITMENT OF THE
EXECUTIVE COMMITTEE

98. The declaration approved by the
General Council of the Association
Strategic Plan Barcelona 2000 in its
meeting on the 30 November
1994.

On 2 November 1988, with the consti-
tution of the General Council of the
Economic and Social Strategic Plan
Barcelona 2000, a new experience in
strategic urban planning was inaugura-

13



ted. Its basic principles of broad institu-
tional and public participation, rigo-
rous debate on the processes of the
transformation of the economy and
society and the prioritisation of action,
have allowed the introduction of a cul-
ture of collective anticipation of events
that has resulted in a remarkable
exploitation of the opportunities offe-
red to our city and, in turn, has be-
come a model for a growing number of
cities all over the world.

Two years later, on 19 of March 1990,
in the Salén de Cien, the General
Council of the Plan solemnly signed
the approval of the I Plan, with the
commitment of assuring the introduc-
tion of all the measures.

With the | Plan, the city of Barcelona
proposed, in agreement with the gene-
ral objectives, to convert itself into a
“dynamic European metropolis, with
influence on the macroregion in which
it is located, with a modern quality of
life, socially balanced and firmly root-
ed in the Mediterranean culture”. Even
if not all its measures have been
applied to the same degree, in particu-
lar those of a ‘social” character, it is
certain that the change in trend of the
city towards a new economic and
social dimension, in a changing con-
text, has occurred.

Today, a new stage is beginning with
the presentation of a new objective and
a group of measures that will permit
the reinforcement of the projection of
Barcelona towards the future.

With this Il Plan an attempt is being
made to ‘accentuate the integration of
the Barcelona area into the internatio-
nal economy to guarantee its growth in
terms of economic and social progress
and advances in quality of life; this
means a model of a city fully integrated
into the new conditions of a global
economy in which the quality of servi-
ces and the training of human resour-
ces become the key to progress in a
society characterised by a process of
permanent change

But this quality and training have to be
expressed in firm and imaginative
action in order to respond adequately
to the problems that this same society
brings with it. These demand a three-
fold act of integration with regard to
voung people, the elderly and immi-
grants, as well as other elements alie-
nated by social division, with the pur-
pose of assuring their incorporation
into the life of the city.

14

We are fully aware, therefore, that this
projection of Barcelona’s future, once a
new dimension as a city is consolida-
ted, should be centred upon, now, in
increasing the capacity of its citizens to
improve their quality of life and to
adapt themselves to the progressive
internationalisation of social and eco-
nomic events. Because of this, the insti-
tutions that are members of the Execu-
tive Committee of the Association
Strategic Plan Barcelona 2000, accept
co-responsibility and the commitment,
together with the 181 institutions and
individual persons members of the
General Council to:

a) Contribute all their efforts and those
of their institutions to achieving the
objectives of the Il Economic and
Social Strategic Plan Barcelona
2000. This is to say ‘to accentuate
the integration of the Barcelona area
into the international economy in
order to guarantee its growth in
terms of economic and social pro-
gress and advances in the quality of
life’.

b) Begin, from this moment, the pro-
cess’of introducing the 68 measures
of the Il Economic and Social Strate-
gic Plan Barcelona 2000, according
to the methodology of participation
and commitment that will assure the
maximum efficiency of this basic
stage of the Plan.

¢) Encourage and stimulate the start of
an authentic Total Quality program-
me in all strategic activities and ser-
vices with the object of converting
Barcelona into a city of quality.

d) Centre the attention and efforts of
the Association Strategic Plan Barce-
lona 2000 on the monitoring of the
process of implementing the Il Plan,
with the purpose of correcting it, as
a dynamic Plan of action, in as far as
new events make it advisable.

e). Convoke periodically the General
Council of the Association with the
purpose of giving an account of the
progress of the quality indicators of
the Plan and its measures.

FIVE STRATEGIC LINES
AND SEVENTEEN SUB-
OBJECTIVES

99.

100.

101.

102,

103.

104.

To achieve the general objective
of the Il Plan, the Executive Com-
mittee approved five strategic
lines as a framework within which
to develop the corresponding sub-
objectives and measures.

The first of these lines attempts to
assist the process of adaptation of
the economic sectors of the Bar-
celona area to the requirements of
the international economy. To this
end it proposes action in the fields
of training, technology and effi-
ciency in public and private servi-
ces in the city.

The second strategic line con-
cerns the territorial dimension of
Barcelona and underscores the
need to give action taken the
dimension of this geographical
environment.

The third strategic line refers to
social integration. It involves
advancing proposals directed
towards the generation of a positi-
ve response to new demands for
social integration. In a special
way, this line contains measures
that seek the positive exploitation
of the trend towards an ageing
population, greater integration of
young people into our society and
the anticipation of the problems
of immigration as a growing phe-
nomenon.

In fact, these first three lines cons-
titute the supporting surfaces of a
hypothetical airplane that could
symbolise the image of the Il Plan.
Without social equilibrium and
some mechanisms for constant
adaptation of our productive
mechanics, in the framework of a
wellproportioned economic area,
it would be difficult to achieve the
general objective of the Plan.

Continuing with the example of
the hypothetical airplane, the
fourth strategic line would be its
body, its fuselage. Here an
attempt is made to strengthen a
series of economic activities
which, without wanting to exclu-
de any, could assure the presence
of the city in those international



105.

106.

107.

fields of reference. Logistics, acti-
vities related to information infras-
tructures and sectors related to
health are considered three key
sectors in this line. Added to this
are possibilities for carrying out
all types of university activity as
elements, in this case, that create
activities and wealth and develop
the potential of a tourist sector
which , without doubt, could
accept considerable growth.
Given the industrial tradition of
Barcelona, the maintenance of
significant activity in this sector is
also considered a strategic factor.

The fifth and final line, the situa-
ting of the Barcelona area in the
international economy, would be,
as is logical, the rudder of the air-
plane in our example.

The macroregion of Barcelona,
the whole area of the six cities (C-
6), is the natural market of the
city. It is also the ideal framework
in which to carry out a series of

activities and projects that are

impossible to imagine in a smaller
environment. A good position in
Europe seems clearly obvious. We
form part of this region and as
such we share a good part of our
cultural, historical and commer-
cial exchanges.

The Latin American countries are
considered, in the Il Plan, as rele-
vant centres of interest. Their evi-
dent process of democratisation
and the clearing up of their eco-
nomies, which are gradually con-
solidating themselves, together
with the ease of linguistic com-
munication, mean that it is possi-
ble to think of a reinforcement of
relations with the Barcelona area.
Finally, the Mediterranean, and
fundamentally the North African
countries, should be among the
important reference points for our
city.
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V. IMPLEMENTATION OF
THE 11 STRATEGIC PLAN

108.

*109.

110.

111.

12,

30

It seems obvious that an urban
strategic plan is neither a book to
be placed on a shelf nor an erudi-
te work for a doctoral thesis. A
strategic plan is, essentially, an
action plan. As such it is, as we
have seen, a collection of measu-
res that have a single purpose: to
be implemented.

The process of implementing the
Plan, being the principal task, is
without doubt the most complex
part. On the one hand, because of
the complexity of the measures,
and on the other because the Plan
as such does not have any kind
of authority over the process of
applying the measures. Finally,
because of the difficulty in obtai-
ning reliable elements for judge-
ment, indicators, that permit an
objective monitoring of the deve-
lopment of the measures.

From a methodological point of
view, this crucial stage of the Plan
does not seem very easy. In fact,
experience gained in the | Plan
demonstrated that this was so. The
lack of logical processes and
objective indicators did not allow
a sufficiently careful monitoring
of the state of implementation of
the measures.

It is considered that this methodo-
logical gap can be overcome
through the use of another instru-
ment developed in companies:
quality management. This metho-
dology will be useful at the
moment the mission of the Plan is
put into operation: efficiency and
quality of the city.

Therefore, the implementation of
the Il Strategic Plan Barcelona
2000 proposes, in accordance
with the principles of quality
management, and with two focal
points, to:

a) Guarantee the efficient imple-
mentation of the measures that
make up the Il Plan.

b) Guarantee the quality of the
activities and the sectors rela-
ted to the different measures of
the Plan, with the purpose of

contributing towards reinfor-
cing the mission of quality in
the city.

113. The model of quality management

applied to the Strategic Plan
seems feasible as it has the basic
elements necessary available;
results-indicators that measure the
satisfaction of the clients of the
institutions with the results of the
Plan, agents who can facilitate the
change and who may be the insti-
tutions of the Executive Commit-
tee of the Plan, and definite res-
ponsibilities that can be given to
those persons who accept leader-
ship in managing the processes
that should facilitate the change.
This is to say: leadership, partici-
pation, processes, orientation of
the client and measurement of the
results.

114, During all this stage of implemen-

ting of the Plan it is necessary,
therefore, to underline the impor-
tance of a key word: change. The
Plan and its implementation
should be seen as a process of
change. Of change from a situa-
tion that generates certain pro-
blems or of which good use can
be made with a series of definite
measures.

V.1. THE INTRODUCTION OF THE

MEASURES OF THE PLAN

V.1.1. Awareness and Commitment

115. This process is begun with a pre-

vious operation of awareness and
commitment. Awareness is achie-
ved through the presentation, with
the corresponding debate, of a
series of experiences carried out
by the Port Authority of Barcelo-
na, Renfe, Cia. Roca Radiadors
and Teneo with the members of
the Executive Committee presided
by the Mayor of Barcelona. The
institutional compromise to use
quality management is reflected in
paragraphs b) and c) of the decla-
ration-commitment of the Executi-
ve Committee, that was approved
by the General Council of the
Plan in its session on 30 Novem-
ber 1994. That is the commitment
that accompanied the approval of
the Il Plan.

V.1.2. Beginning the process of imple-

116.

117.

118.

menting the measures

The second step consists of the
prioritisation of a series of measu-
res of the Plan with the purpose of
concentrating efforts, according to
a feasible calendar that avoids
excessive dispersion of effort and
workloads during the process.
Therefore the criteria for prioritisa-
tion is not the greater or lesser
importance of the measure but the
capacity for work of the Executive
Committee. In this way 29 of the
68 measures of the Plan were
selected as prioritised, to be put
into operation in the course of
1995. The total process of imple-
mentation, with this timetable,
will therefore be of some two and
a half years.

After these preliminary steps the
true process of implementation of
the measures began according to
the following schedule:

The first two points on this sche-
dule, agreement on the definition
of the measure and selection of a
leading institution, began in the
Executive Committee of the Plan
with the compiling of a record file
containing the following sections:

Problems to be solved. What is
the situation that one is attemp-
ting to change, why does it cause
problems and why can it be
improved? These are not always
easy questions to answer, nor is it
easy to arrive at a common agre-
ed understanding of them. Words
do not have the same meaning for
everyone and, therefore, it is of
absolute importance to agree defi-
nitively on the real problem one
wants to solve with a certain mea-
sure. In addition, neither did all
the measures, when they were
approved, have the level of defini-
tion demanded by their later
implementation. For example,
Measure 1.2.1.1. ‘Create quality
control systems for the services of
the city, promoting the introduc-
tion of quality plans in the most
strategic activities...” needed a
more precise definition in the
sense of deciding the sectors in
which action should be prioritised
and what is meant by ‘strategic
activities’.



Objectives of the measure. It is
also necessary to be very clear
about and accept the various
objectives that can be achieved
with the application of each of the
. measures.” Continuing the same
example as in the previous para-
graph, it was agreed that the mea-
sure had three great objectives: 1.
Identify the services of the city
and the preferences of the users
with the purpose of ordering
them. 2. Compile tables of indica-
tors to define the quality standards
of each of these services. 3. Make
proposals for  administrative
manuals and checks of the indica-
tors (identify agents, analyse exis-
ting rules, establish agreements
with the service agencies...).

Ideal composition of the agencies
involved. This means compiling a
preliminary approximation of who
the agencies or institutions are
that will be involved in the pro-
cess of implementing each mea-
sure. They can be representatives
of consumer associations, of uni-
versities, of the Local or Autono-
mous Administration, of the
Unions...

Leading institutions. This is one of
the fundamental commitments at
this stage. This involves the Exe-
cutive Committee proposing the
name of a person who, as leader,
takes responsibility for the deve-
lopment of the project, to lead the
team through all the process of
implementing the measure and
communicate its progress to the
Coordinating Office of the Plan.
This task is done with the assistan-
ce of an enabler, the position most
directly involved in leading of the
team, methodological monitoring,
the compiling and following of
agendas and supplying the resour-
ces necessary for the team mee-
tings.

Indicators. These are the prelimi-
nary proposals of the Executive
Committee suggesting possible
indicators to be used in the moni-
toring of the measures. The wor-
king team will be charged with
defining them more precisely.

Connected sectors and activities.
This involves the establishment of
relations with those sectors that
could be most related to the
milieu of the measure, with the
purpose of working on the second

119.

commitment of the implementa-
tion stage ‘assure the quality of
the activities and sectors connec-
ted to the Plan in order to reinfor-
ce the quality mission of the
Plan’.

Clients. An attempt will be made
to determine who are, or could
be, the principal clients or benefi-
ciaries of the implementation of
the measure.

According to the file-proposal of
the Executive Committee, and
with the acceptance of the leader
of each measure, the following
step consists in constituting the
work teams and defining their
functions.

V.1.3. Functioning of the teams

120.

121.

122,

123.

124.

With the methodology used, the
work teams become the basic ele-
ments of collective participation
in the implementation of the mea-
sures and in the assessment of
solutions adopted.

In creating a work team the follow-
ing is taken into account: a) the
complexity of the subject. With a
very direct measure, with few
agencies involved, it is not worth
establishing a work team; b) dis-
perse information. The coopera-
tion of the persons and institutions
connected is necessary in order to
gather together the maximum
amount of the information neces-
sary to begin the process of imple-
mentation.

From the work teams can be
expected: a) the contribution of
experience, opinions and various
information; b) the analysis of the
situation based on data and facts;
¢) proposals for solutions; d) a
proposal for an implementation
plan, and e) a proposal on how it
is necessary to analyse the func-
tioning of the measure applied.

The task of the work teams can be
completed in various ways: a)
with some recommendations: b)
with the partial implementation of
some of the recommendations; c)
with the implementation of the
recommendations.

To facilitate the task of the work
teams there is technical assistance
available from experts in quality

125.

126.

V.2,

127.

128.

129:

management who take charge of
training the participants in the
teams and of monitoring the
regions.

The basic rules for the members
of the teams are to take decisions
by consensus; be conscious of the
confidentiality of some of the sub-
jects, listen, prepare the meetings,
be punctual, be open to new
ideas, evaluate the sessions...

The duration of the tasks of the
work teams has been set at six
months. It is considered that in
this period of time it should be
possible to achieve the objectives
proposed.

MISSION BARCELONA, CITY OF
QUALITY

As has been explained, the mis-
sion Barcelona, city of quality,
accompanies the general objecti-
ve of the Il Plan as a constant refe-
rence point in the sense that it
will not be possible to achieve a
greater presence internationally if
quality does not impregnate all
the activities of the city.
Obviously, this mission is also
connected directly to the second
part of the same general objective
when it specifies ‘in order to gua-
rantee its growth in terms of eco-
nomic and social progress and
advances in quality of life’.

The complexity of carrying out
this mission should not spread. It
is therefore necessary to lay out a
working programme that makes
the starting of the process feasible
as understood, in this case, as the
unfolding of a culture of quality
that should spread to all sectors
and institutions in the city. In this
sense, what is being attempted is
to define the initial drop of oil.

The demarcation of where to
begin is decided by the process of
introducing the measures. It has
already been seen that in the
corresponding record files for
each measure relations are esta-
blished with sectors or activities
related with the problem that the
measure is an attempt to solve, or
the situation that it attempts to
change.

3il



130.

131.

32

Once these sectors are decided, it
is necessary to contact the com-
panies, institutions or associations
that represent them in order to,
jointly,  establish  agreements
directed towards the encourage-
ment of quality plans in the grea-
test possible number of compa-
nies or institutions. What quality
rules exist in the sector, how can
what already exists be adapted to
the specific needs of the compa-
nies, what alternatives are there,
what are the most suitable indica-
tors and how to establish, if possi-
ble, the mechanisms for the
corresponding certification.

The Plan proposes facilitating the
process of establishing nexus of
collaboration among companies
and the institutions that constitute
the offer of training and expertise
in the application of the quality
plans, and the demand resulting
from this action of the Plan.
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