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= | Type of the document

Roadmap for Zugdidi Cultural Development
Strategy elaboration process

This Roadmap is a working paper clarifying the organisation and implementation of a process for the elabora-
tion of a Zugdidi Cultural Development Strategy under the administration of the Zugdidi City Municipality and
with the participation of relevant actors from cultural and creative sectors as well as other stakeholders and
interested groups.

Representatives of public, private and non-governmental sectors, professionals from arts and culture fields -
theatrical troupes; ensembles; representatives of museums and galleries; musicians; independent, young and
amateur artists; experts as well as organizations working on issues related to environment; gender; people with
disabilities; ethnic minorities and religious issues will be invited to be actively engaged in the cultural develop-
ment strategy elaboration process.

This Roadmap was developed with the support of the EU4Culture project, funded by the European Union and
implemented by the Goethe Institute in Georgia.

Two documents will be elaborated as a result of the process:

l. 5-year Zugdidi Cultural Development Strategy — 2022-2026.
2. 2-year Action Plan for the implementation of the Zugdidi Cultural Development Strategy — 2022-2023.

Zugdidi City Municipality leads and coordinates the process of elaborating a cultural development strategy.

With an objective to ensure transparent and inclusive work process, participation of all stakeholders through-
out the strategy development process will be ensured.

Both of the documents elaborated as a result of the process (Zugdidi Cultural Development Strategy 2022-
2026 and Zugdidi Culture Development Strategy Action Plan 2022-2023) will be adopted by Zugdidi Munici-
pality City Council.

In order to ensure the relevancy of the strategy, the document will be regularly monitored and updated (if
necessary) with the involvement of all stakeholders. The activities envisaged in the action plan for the imple-
mentation of the strategy will be reviewed once a year, and the goals and objectives set out in the strategy will
be reviewed once in 2 years.

At the end of each year, Zugdidi Municipality will develop and publish an annual report on the implementation
of the cultural development strategy and the measures envisaged in the action plan.




ll. Process and indicative time-frame

Activity

Time-frame

Description

Setting up of the Strategy Steering
Group, responsible for the process
and elaboration of the cultural de-
velopment strategy

November, 2021

On an initial phase of strategy elaboration
process, a dedicated strategy steering group
will be formed within the Zugdidi Munici-
pality to ensure effective facilitation of the
process and elaboration of the cultural de-
velopment strategy.

Elaboration of a Cultural Strategy
Roadmap and effective public out-
reach/communication plan

November, 202 |

It is envisaged to elaborate a bi-lingual strat-
egy roadmap, explaining the whole strate-
gy elaboration process and ways interested
parties can engage. The roadmap document
will also include detailed calendar of antici-
pated events.

In order to ensure effective public outreach,
equal participation, promote strategy elab-
oration process, attract more individuals
and institutions and enable systematic com-
munication, special communication strategy
will be elaborated by the strategy steering
group

Kick-off / Launching Event:
Presentation of the Roadmap for
Zugdidi  Cultural Development
Strategy process and parallel work-
shops with representatives of cul-
tural and creative sectors

December 6, 2021

Event/conference to launch the cultural de-
velopment elaboration process, to present
the roadmap to key stakeholders and to
share best practices of cultural policy for-
mulation and implementation.

Representatives of public, private and
non-governmental sectors and profession-
als from arts and culture fields - theatrical
troupes; ensembles; representatives of mu-
seums and galleries; musicians; independent,
young and amateur artists; experts, etc. will
be invited to participate in the event.

Given the epidemiological situation, the
event may be held in a hybrid format.




Activity

Time-frame

Description

Preparation and conducting the-
matic and targeted researches, sur-
veys and assessments

November
- December, 2021

Special attention will be paid to conducting
thematic and targeted researches, surveys
and assessments in order to ensure evi-
dence-based and result-oriented approach
during the strategy elaboration process.
Methodology of these researches will be
elaborated through close cooperation with
sector representatives as well as Shota
Meskhia State Teaching University of Zugi-
di. The steering group will also have active
consultations with the National Statistics
Office of Georgia. Total of 3 researches will
be conducted throughout the process.

Preparation and dissemination of
questionnaires

November,
2021 — January, 2022

In order to collect useful data and ensure
wider outreach, special questionnaires will
be elaborated. Questionnaires will be used
to collect expert opinions from wide range
of specialists from different sectors.

These questionnaires will be developed
through engagement and cooperation with
Shota Meskhia State Teaching University of
Zugidi.

Questionnaires will be distributed during all
planned activities, as well as through online
means (dedicated strategy web and social
pages, emails, etc.).

Sectorial workshops — |'st round

December, 2021

Series of sectorial workshops with repre-
sentatives of different cultural and creative
sectors is anticipated. Workshops will be
led by an expert together with the repre-
sentatives of the strategy steering group. A
total of |3 sectoral meetings are planned.

It is envisaged to organize sectorial work-
shops with up to 30 participants each, in
order to engage as much target audiences
as possible both in physical and online for-
mats (depending on the epidemic situation
and existing regulations). Equal and inclusive
participation as well as gender related as-
pects will be ensured throughout the strate-
gy elaboration process.




Activity Time-frame Description

Representatives of public, private and
non-governmental sectors and profession-
als from arts and culture fields - theatrical
troupes; ensembles; representatives of mu-
seums and galleries; musicians; independent,
young and amateur artists; experts, etc. will
be invited to participate in the workshops.

At least 2 one-day workshops will be held
with each sector. During the workshops,
participants will be divided into small groups
for a focused discussion of specific topics
and issues.

During the sectorial workshops, the so-
called “problem tree” and “SWOT” analysis
methodology will be used, to help identify
current problems and challenges in cultural
and creative sectors, their causes, ways to
tackle/address them, strengths and weak-
nesses, as well as potential opportunities
and threats.

A detailed report outlining the meeting pro-
cess and the results achieved will be pre-
pared at the end of each workshop.

Given the epidemiological situation, the
workshops may be held in a hybrid format

Focus group / thematic meetings December, 2021 — In the beginning of the strategy elaboration
— Ist round January, 2022 process, various thematic / focus groups
will be identified and working meetings will
organized, which will be led by an expert
together with the representatives of the
strategy steering group. On an initial phase,
4 meetings will be held. Organizations and
experts working on environment, gender,
people with disabilities, ethnic minorities
and religious issues will be invited to the
process.

All meetings will be conducted with respect
and adherence to the principles of inclusion
and transparency.w




Activity

Time-frame

Description

A detailed report outlining the meeting pro-
cess and the results achieved will be pre-
pared at the end of each workshop.

Given the epidemiological situation, the
workshops may be held in a hybrid format.

Elaboration of the first draft ver-
sion of the cultural development
strategy. .

March, 2022

Based on the analysis of the results of the
first round of consultations, conducted re-
searches as well as data collected through
questionnaires, the steering group will elab-
orate the first draft version of the strategy
document. This draft version will then be
shared with all parties involved and it will be
shared online for wider public outreach. All
interested individuals will have an opportu-
nity to get acquainted with the document,
send their comments and recommenda-
tions.

Sectorial workshops and Focus
group / thematic meetings — 2nd
round

March, 2022

The first draft version of the strategy will
be presented and discussed during the sec-
ond round of thematic, sectorial and fo-
cus-group meetings. Taking into account
the views expressed during the meetings
and the comments and opinions received
through various means (community feed-
back, letters, etc.), an updated 2nd draft
version of the strategy will be elaborated,
together with its action plan.

All meetings will be conducted with respect
and adherence to the principles of inclusion
and transparency.

A detailed report outlining the meeting pro-
cess and the results achieved will be pre-
pared at the end of each workshop.

Given the epidemiological situation, the
workshops may be held in a hybrid format.

Elaboration of the updated, 2nd
draft version of the strategy, to-
gether with its draft action plan

April, 2022

Based on the analysis of the results of the
second round of consultations, conducted
researches as well as data collected through
questionnaires




Activity Time-frame Description

the steering group will elaborate the sec-
ond draft version of the strategy document.
This draft version will then be shared with
all parties involved and it will be shared on-
line for wider public outreach. All interested
individuals will have an opportunity to get
acquainted with the document, send their
comments and recommendations

EElaboration of the final draft ver- April 2022 Based on the analysis of the results of the all
sion of the cultural development workshops and meeting, public comments
strategy and its action plan. and feedback, results of the researches as

well as data collected through question-
naires, the steering group will elaborate the
final draft version of the strategy and it ac-
tion plan.

The final draft version of the documents will
then be disseminated among all parties and
partners involved and it will be shared on-
line for wider public outreach. All interested
individuals will have an opportunity to get
acquainted with the document, send their
final comments and recommendations.

Sectorial workshops and Focus April 2022 As soon as the final version of the Zugdidi
group / thematic meetings — 3rd Cultural Development Strategy is prepared
round and published, workshops and public con-

sultations with representatives of the cultur-
al sector and other thematic / focus groups
will begin. All interested parties will be given
the opportunity to express their views on
this final draft document.

A detailed report outlining the meeting pro-
cess and the results achieved will be pre-
pared at the end of each workshop.

Given the epidemiological situation, the
workshops may be held in a hybrid format.




Activity

Time-frame

Description

Preparation of final versions of the May, 2022 Based on the results of all sectorial and the-
culture development strategy. Sub- matic meetings, results of the researches
mission of the documents for the and questionnaires carried out, documen-
approval to Zugdidi Municipality tation collected and the best practices, the
City Assembly / Council strategy steering group will prepare and
submit the final documentation to Zugdidi
Municipality Assembly / Council for ap-
proval.
Development of effective and May, 2022 Instruments for effective and transparent
transparent evaluation and moni- evaluation and monitoring of the culture de-
toring instruments for the imple- velopment strategy and its action plan will
mentation of the cultural develop- be prepared and made public by the strate-
ment strategy and its action plan gy steering group.
Final / Concluding Conference May, 2022 Zugdidi Cultural Development Strategy for

2022-2026 and its Action Plan for 2022-
2023 will be presented during the conclud-
ing conference.

The event will also present mechanisms for
evaluating and monitoring the strategy and
its action plan, and opportunities for stake-
holders to be engaged in the process.

All stakeholders involved in the process will
be invited to the event.

Given the epidemiological situation, the
event may be held in a hybrid format.

An appropriate communication strategy will be developed to ensure the transparency of the Zugdidi Cultural
Development Strategy elaboration process and active engagement of all stakeholders. Regularly updated in-
formation reflecting the strategy elaboration process, all documentation produced and information about the
partners involved will be made available on the official website of the Zugdidi Municipality:
http://zugdidi.mun.gov.ge/ge/zugdidi4culture as well as dedicated Facebook page of the strategy
https://www.facebook.com/z4culture Through these services, as well as strategy e-mail address
zugdidi4culture@gmail.com, all interested parties will have an opportunity to send remarks, recommendations,
opinions, etc. from anywhere in the world.




lll. Division of roles

Zugdidi City Municipality:

Leads the process of elaborating a cultural development strategy and its action plan;

Ensures engagement of other public institutions in the process;

Regularly provides information to the public about the process;

Ensures active participation of various public and private institutions in the field of culture in the process;
Ensures active participation of representatives of other fields and sectors in the process;

Elaborates cultural development strategy and its action plan, ensures their effective implementation and
monitoring, prepares and publishes reports.

Strategy Steering Group:

Formed within the Zugdidi Municipality, Strategy Steering Group coordinates the process of elaboration of
a cultural development strategy and its action plan;

Elaborates the roadmap for cultural development strategy;

Conducts analysis of data, materials, information and feedback received throughout the whole process;
The strategy steering group is led by the Head of the Strategy Steering Group, who coordinates the process
of elaborating the strategy and its action plan; facilitates the work of the steering group members; partici-
pates in sectoral and thematic meetings; ensures the proper distribution of functions among the members
of the steering group; monitors and assesses effective performance of the duties assigned to them; pro-
vides favorable working conditions and environment for the development of the strategic documentation.

Local experts / consultants:

Leading experts in the culture and creative fields are members of the strategy steering group and are con-
tracted under the grant agreement by the project co-applicant;

Experts consult Zugdidi Municipality and representatives of the cultural and creative sectors in the process
of elaborating the cultural development strategy and its action plan;

Based on the best practices and experiences, share successful examples and methodologies for developing
a cultural strategy;

Facilitate cooperation between the municipality and stakeholders, assist in organizing and conducting dis-
cussions and workshops;

Provide support to the steering group in the process of strategy development, methodological support for
the development of the strategy and its action plan (e.g., develop sectorial meeting methodology and mod-
erate meetings; define themes and methodology of targeted research; moderate focus group meetings;
elaborate questionnaires etc.).

National and International Partners:

Leading policy design research centers both on national and international levels will provide regular consulta-
tions and expertise throughout cultural development strategy elaboration process and provide valuable innova-
tive and knowledge-based solutions in strategic management and project implementation:

Creative Spark - Georgia
Creative Strategies Lab — Georgia
Creativity Lab — Estonia

Culture Venture - Malta



== |V. Objectives of the Cultural Development Strategy

Culture, art, cultural and natural heritage are exceptionally valuable for the city of Zugdidi and its inhabitants.
This is due to a combination of a number of factors, including: the ancient culture of Kolkheti and Svaneti,
unique cultural and historical monuments and museums, caves and rock shelters, rafting and picnic areas, the
wetlands of the Kolkheti lowlands, the highlands and its mountains. Black Sea water area and emerging resort
areas.

Nevertheless, the city has no history of having a short- or long-term culture development vision, moreover
the strategy or an action plan. Even though, in 2016 the Government of Georgia has adopted the long-term
strategy for culture — Culture Strategy 2025, it doesn’t reflect specific objectives and priorities of the city/re-
gion and is not concentrated on city-specific needs and challenges. Consequently, document does not provide
city/region specific solutions for addressing and tackling existing needs and challenges. After 6 years since the
adoption of the national strategy, it has become obvious that it requires to be updated and amended in order
to be relevant and effective for current sectorial and societal needs and challenges.

Therefore, taking into account the local context and specificity, existing needs and challenges, cultural and
creative resources and potential, as well as other local, regional or international trends and factors, the devel-
opment and adoption of Zugdidi Cultural Development Strategy is particularly timely and important. It should
be in harmony with the social, economic, political and cultural objectives of the city, which, through situational
analysis, will identify the challenges in the field of culture, and on the basis of concrete interventions and actions,
will contribute to the dynamic development of the city.

No less important is the strategy elaboration process itself, which will allow us to consolidate local target
and professional groups; public or private cultural institutions and non-governmental organizations working in
the sector; experts in the field; young, beginner and independent artist; local private sector representatives;
individual entrepreneurs and other stakeholders. Their active involvement will enable us to have an open and
transparent discussions and exchanges about the true needs and challenges of cultural and creative sectors in
the city, transversal role of culture and creativity, priority objectives as well as the short and long-term goals of
cultural development.

In terms of cultural value, cultural development strategy will contribute to the in-depth study and analysis of
creative and cultural needs and challenges as well as highlighting the genuine potential of the city and all rele-
vant actors; It will help form a clear vision for consistent development, through evidence-based, concrete and
targeted actions/interventions. A long-term strategic vision will allow us to create an enabling environment for
the development of arts, culture and creative industries, which in turn, will help us tackle the city’s social and
economic challenges through creative and innovative approaches.

One of the strategic objectives of the strategy will be to transform Zugdidi into a cultural hub, a creative city
and highlight as well as promote its significant role in the overall cultural life of the country. This is even more
important due to the fact that the capital city Tbilisi is the epicenter of major cultural events, which, to a certain
extent, overshadows and hinders the role of the regions.

In terms of economic value, both - the strategy development process and the document itself will focus on
demonstrating economic value and true potential of cultural and creative industries as well as diverse opportu-
nities for further creative and innovative economic development of the city and job creation. Numerous inter-
national studies prove that culture and creativity have a transversal role and a spill-over effect being the catalyst
and a driver for the economic development of countries.

The cultural development strategy will focus on supporting production and proper showcasing of the value
of cultural product and services offered by independent artists, cultural actors and most importantly, by local
communities. It will provide solutions for increasing its attractiveness and demand, help expand the market and
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thus, transform it into a profitable and economically beneficial resource, additional income for local community.
A genuine, authentic local cultural product will promote the city’s creative nature as well as its overall image at
the local, regional and international levels and create a prerequisite for the city’s sustainable economic develop-
ment as well as stimulate job creation.

The economic effect of the strategy will also be more efficient and purposeful for a proper planning and man-
agement of the local budget, which will lead to more targeted and rational distribution of state resources; sup-
port commercialization of the cultural sector, which will stimulate local entrepreneurship development, as well
as diversification of incomes and accumulation of local and central budget revenues.

In terms of environmental value, the cultural development strategy will allow us to clearly outline the challeng-
es that the local climate, environment, ecology and natural resources are facing and their impact on cultural,
especially urban, as well as cultural and natural heritage landscape and condition. This is especially important as
climate change, global warming and other natural cataclysms, put protection, preservation and conservation of
natural and cultural (both tangible and intangible) heritage at high risk.

The cultural development strategy will also contribute to the proper urban development of the city. By ac-
knowledging and integrating modern approaches and trends (e.g., Baukultur, a European Green Deal, etc.), we
will be able to plan city development with a special emphasis on cultural landscape and the well-being of the
local population.

In terms of social value, both the process of drafting and the final strategy document itself, will focus on
acknowledging, identifying and solving the social challenges that the population of Zugdidi is facing, through
creative and innovative approaches. The strategy elaboration process will be based on transparency and in-
clusiveness, which will help to lead a broader public discussion, consolidate the community, strengthen a par-
ticipatory spirit and identify common ways to tackle existing challenges. By identifying and introducing creative
approaches, it will be possible, from a social point of view, to address issues facing the community agenda, using
culture and creativity.

Cultural participation has a much more profound relation to individual choices and behaviors that is commonly
believed, and better understanding them offers us a useful guide to design and assess policy interventions aimed
at boosting the post-pandemic recovery of our economies and societies.

Special attention will be paid to the gender related aspects and respect in all actions envisaged by the strategy
elaboration process as well as to the active engagement and empowering of ethnic, religious and other minori-
ties, as well as people with disabilities.

Strategy will also contribute to promoting and enhancing European identity, culture and values as well as
strengthen social cohesion.

In terms of political value, our overall objective will be to depoliticize and decentralize the culture and arts
sector. In this regard, special instruments and methods aiming at increasing the participation of the local popu-
lation in the decision-making process, will be developed and introduced. We are confident that by creating
the most inclusive, transparent and participatory environment for the elaboration of the cultural development
strategy, we will obtain a document that will be well comprehended and accepted by people with different
political or other views, which in turn, will guarantee effective implementation of the strategy and its sustain-
ability.

Special attention will be paid to highlighting the potential and role of arts, culture and creative industries in

other related strategies and action plans elaborated by various public institutions at local, regional and national
levels.
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In terms of institutional value, the strategy will contribute to increasing capacities of personnel working within
the municipality as well as municipal cultural institutions. It will play the role of the catalyst to reforming the
current system of cultural management and funding. There is a need for a transition to a forward-looking Eu-
ropean-style management and funding system. The core of such a reform focuses on moving to de-centralized,
arm’s length mechanisms and disbursing cultural funding and awarding grants.

== V/.Vision of the Cultural Development Strategy =———————————

Zugdidi Municipality’s vision is to make Zugdidi one of the fastest growing municipalities in the region, with
its sustainable economy, diverse and interesting cultural landscape, dynamically developing tourism, attractive
investment climate and emerging infrastructure, as a precondition for improving living standards for local
community and their long-term welfare.

The main vision of the cultural development strategy will be to discover, support and advance individual cre-
ativity and talent in order to generate economic value. Strategy will focus exclusively on individual and his/her
empowerment. It will explore ways to reveal new talents and skills.

As one of the main challenges is the lack of a long-term vision for culture and limited understating of its
true value, the strategy will demonstrate and define the tangible potential and role of arts and culture in the
development of the city and the local population.A prerequisite for this will be the process of elaborating a
strategy that will be inclusive, transparent and participatory. Particular emphasis will be placed on issues of
gender equality, multi-ethnic, multicultural, and inclusive participation.

With an objective to develop a realistic, adequate, practical as well as evidence-based strategy, special atten-
tion will be paid to creating a bank/database of thematic studies, assessments, analysis and statistics. In this
regard, active cooperation with higher education institutions, members of academia and, of course, students
will be important.

Priority sectors of the strategy will be in line with the existing experiences, trends and established traditions
in the city, such as:

Visual Arts;

Traditional handcrafts and crafts;

Music;

Cultural heritage;

Architecture;

Performing arts;

Literature and publishing/printing sector.

Strategy will also embark the development of new sectors for Zugdidi, such as:

B Contemporary art;
B Cinematography;



Fashion and design;
Cultural tourism;
Gastronomy;

Digital technologies;
Gaming;

TV and media;
Advertisement.

Special attention will be paid to the importance of culture and arts education, at all levels: general, higher
education as well as professional/vocational levels. The need and importance of non-formal education in the
field of culture, will be also emphasized.

In order to enrich and strengthen human resource capacities and skills as well as increase competitiveness in
the cultural sector, priority will be given to enhancing professional skills and qualifications of individuals em-
ployed both in public and private cultural sectors. For this reason, various trainings, seminars, master classes,
information and consultation meetings, exchanges and other educational programs will be conducted.
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