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1 Why this Format?

All URBACT II partners in Thematic Networks (i.e. both city and non-city partners) are required to elaborate an Action Plan. The Local Action Plans should provide the city with a concrete roadmap and range of solutions to tackle the problem identified by CASH at the start of the Network. Secondly they are an input for the knowledge development and exchange between the partners.

Mainly for that it is important that the Local Action Plans of the different partners have the same structure, the same format. Discussions between the partners on goals, actions, stakeholders, resources, etc are only possible if every partner uses the same definitions and format. This template will facilitate this exchange. 

All partners have experience with programming and planning; each working from a different tradition and culture. For some this template will work very familiar, for others it will be too detailed, or too simple, missing essential information. This template seeks to offer a structure which should be suitable for most existing planning methods, without causing unnecessary bureaucracy. Working with this template may lead to adaptations, so it will better suit the needs of the partners. 

2 How to use this template?

For your Local Action Plan you take the same chapter structure as this template has, to start with chapter 4. Each chapter gives some brief background information. Chapter 6 will be the core of your Local Action Plan. In blue is described what action has to be taken and what information has to be given in each chapter. Also examples and formats for tables and lists have been given.

	3 What is a local Action Plan


A Local Action Plan provides a roadmap, solutions and activities to reach a specific goal. In CASH each Local Action Plan will be produced by, or in corporation with the Local Support Group. A Local Action Plan may cover a district or neighbourhood, the whole city or a larger metropolitan area, and it contains all the actions from all stakeholders, and that have been designed to contribute to the realization of the goal.

Therefore it describes:

· The present situation

· The stakeholders and their possible role

· The problems to be addressed

· The desired situation in the future

· The actions of every stakeholder that will lead to the desired situation

· Logical framework

· Consultation on draft plan

· Launch

This template not only helps in keeping a uniform structure of each plan, but also describes briefly each step and chapter. That information is kept brief. More detailed information and explanation as well as the reasoning of each step can be found in the Local Support Group Toolkit, which can be downloaded here in many different languages: http://urbact.eu/en/header-main/documents-and-resources/documents/
The template follows the same structure as the Local Support Group Toolkit does. In some cases, partners will be working in a city where there is already an advanced plan in place, so a parallel plan might be counterproductive and it might be more useful to evaluate and propose adjustments to the existing plan instead. It is useful to think of the process as cyclical or circular so that learning along the way and from other plans can be continually integrated.

But regardless of the experience and progress some partners already have, it is crucial to explore and clarify in detail the key elements — objectives, activities, responsibilities, timeline, funding, and so on. 

4 Review evidence base

Before you can make a plan to move forward, you have to know where you stand. Are you far away from your target? What are the main problems to attack? What are your strong points, etc?

The CASH baseline study can be used for this review. Therefore the baseline study needs to be reviewed in detail, because relevant issues might have been missed, data can be added as support or new developments might have come up.

Describe the existing situation and problems. Describe also what already is being done and by whom. Describe if these actions are effective or not? Etc.

As headings for your description you can use:

· The Local Support Group has analyzed the CASH Baseline report. This analysis has lead to the following conclusions:

· The following aspects have been identified as main problems that should be approached in our Local Action Plan:

· Following actions have already been taken: 

· An overview of possible actions that will be discussed in our Local Support Group

5 Stakeholder analysis

Stakeholder analysis is a simple technique that can be used to establish whether the right people are in the Local Support Group (LSG) and are involved in the Local Action Plan. Stakeholders are all those with an interest in the Local Action Plan. In general there are two categories: Primary stakeholders, who are positive or negative affected directly by our project theme; and Secondary stakeholders, which have an intermediary role. The analysis is to identify all stakeholders; with their interests, their motivation, their capacity and their actions. 

Describe your stakeholders in the table given below:

	Stakeholder interest analysis

	Issue
	

	Stakeholders
	Interest and how affected by the issue
	Capacity and motivation to bring change
	Possible action to address stakeholders interest

	Primary Stakeholders

	Citizens
	
	
	

	House owners
	
	
	

	etc.
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	Secondary stakeholders

	Renters association
	
	
	

	etc.
	
	
	

	
	
	
	


An alternative method to make a stakeholder analysis in relation to your own organization or to the issue you are dealing with, is drawing a stakeholder map. 

Write on a piece of paper all stakeholders in a circle or cloud. If a stakeholder is important, make the circle bigger, less relevant stakeholders get a smaller circle. 

What is their interest in solving, or not solving the problem? The use of colours can make visible that some stakeholders have common interests, or just opposite interests.

How are the stakeholders connected to the issue? Primary stakeholders coming very close to the subject, are more in the centre of the paper, secondary stakeholders are further away. Try also to involve the position of the stakeholders to each other. 

Is there a direct contact with the stakeholder, then draw a line between the different clouds, if there is no contact at all, make that visible in the map. Draw also lines between the stakeholders among each other, if possible. Use different colors, and different kind of lines to indicate different sorts of contacts.

One can do this stakeholder analysis alone, but it is better to do this in a group. The result will give you insight in stakeholders, their interests, how relevant they are for a solution and also if you have the possibility to influence them. 

Add a copy of the stakeholder map in your Local Action Plan.

6 Goals to activities

Goals, objectives, outputs and activities are key elements of an action plan. This chapter is the main element of the Local Action Plan. At the end a template is given for the activity table. 

6.1 Define a goal and objectives

In the first line in the table the goal is defined and described as explicit as possible. A goal is a desired situation in the future. So a goal preferably has a time aspect and should be described as detailed as possible. 

Example: “improve the energy efficiency in social housing” is not specific enough. Better is to give a time frame, specify “energy efficiency” and “social housing”. The goal above could then be: “We will reduce the need of energy by 20% in at least 50% of the houses owned by the city, by 2025.”

Objectives are more limited in time and even more specific than the goal. One can see them as in between goals on the road to the final goal. The difference is not always very clear, sometimes your goal is already so specific that you need no further objectives.

6.2 Describe activities to reach the goal

Make a list of all possible activities that will bring you nearer to your goal. In the beginning do not worry if the activities are difficult to do or not. Later you may find ways how difficult actions can be made easier, by involving stakeholders or maybe the circumstances may alter, etc.

6.3 Define leader, timescale & resources per activity 

Who will be responsible that the activity will be realised? Can this person or organisation also take action if something goes wrong, or if nothing goes at all? 

When will the action start, when will it be finished?

How many resources does the activity need, in personnel and in finance? Are these resources available?

6.4 What will be the result of the activities? (measurable activities’ results)

Describe for each activity, what would be the exact result, and how would you be able to see and measure that result. Be as specific as possible. Only then you can decide if this activity will bring you closer to your goal. 

6.5 Outcome

Finally at the bottom of the table below you describe the expected outcome of all actions together.

A result of an action may be: 100% of the light bulbs in house are energy saving bulbs. The outcome is then that the energy bill will be lower. So the outcome is a consequence of all actions, and describes if the goal is been reached.

6.6 Format for the activity table

	Goal 

	Objectives 

	Activity 
	Start and End 
	Who is doing it 
	Resources 
	Output 

	
	
	
	
	

	Outcome


7 Logical Framework

A logical Framework Analysis is a way of testing the internal logic of the Local Action Plan. Defining the expected outcome in the chapter above is already a first step of the Logical Framework analysis. One goes through the activity plan and analyses whether activities will lead to the desired outputs; if the outputs contribute to the desired objectives and if the objectives lead to the desired goal. This will prevent that you produce a plan that is just a ‘wish list’. It will ensure that the scale of the solution fits to the problem and that there are ways to measure progress. 

The table below can be useful in the Logical Framework Analysis

	Goal
	

	
	Indicators and how to verify      (Monitoring)
	Risks & assumptions

	Objective 1
	
	

	Output 1.1
	
	

	Activity 1.1
	
	


8 Consultation on draft plan

Before the Local Action Plan goes public, ensure stakeholders fully support and have the opportunity to make final amendments before it goes public. At least the stakeholders that are mentioned in the individual actions, as leader or as partner, should at least agree with their tasks. 

After that the plan can be formally agreed, between all partners, at the highest possible level. To make sure that plan will be broadly accepted and not forgotten one can make a formal launch of the activities. For that one should prepare a summary for general public (basic language), and as much publicity as possible should be given to the launch. 


