
February 2021

Liverpool Growth Platform

MMIAH Interreg Project
WP3 White Paper



APPENDICES 
APPENDIX 1: EVOLUTIONARY STUDY METHODOLOGY
APPENDIX 2: DIRECTOR PLAN METHODOLOGY
APPENDIX 3: MANAGEMENT PLAN METHODOLOGY

Glossary of terms

ERDF - European Regional Development Fund 

MMIH – Military, Maritime and Industrial Heritage 

Refers to military, maritime and industrial heritage assets and 

traditions in general regardless of their particular location

MMIAH – Military, Maritime and Industrial Atlantic Heritage 

Refers to military, maritime and industrial heritage assets and 

traditions on the Atlantic seaboard.

WP – Work Package  

Element of the project delivered by the partner cities

The review and White Paper has been prepared by Chris 

Blandford Associates on behalf of the partner cities.  The work 

was commissioned by Liverpool City Region Growth Company 

as part of Liverpool’s responsibility for the delivery of the White 

Paper (WP3).
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The Military, Maritime and Industrial Atlantic Heritage 
Interreg Project was established to address the 
opportunities presented by the Atlantic seaboard’s 
military, maritime and industrial heritage.  The project 
sought value enhancement through the recovery of 
disused assets in coastal cities and regions, facilitating 
their social use and generating value added activities 
around them to promote cultural tourism as a factor 
of economic sustainability. The MMIAH project was 
part of the wider Interreg Atlantic Area European 
Regional Development Fund programme.

Military, maritime and industrial heritage assets are 
prevalent across the coastal edge of the Atlantic 
area. They help tell the story of the past and form a 
large part of the coast’s identity and sense of place. 
With changes in economic and institutional activity 
in the 20th century, many important cultural and 
historical assets and traditional practices have fallen 
into decline or disuse and are now at risk. The MMIAH 
project aims to recover and rehabilitate these assets, 

not only to conserve them but to revitalise or re-
present them as part of a wider strategy for tourism 
and local community benefits. This heritage has a 
rich and varied character across the European regions 
and the remaining assets hold opportunities to 
educate, engage and inspire. The MMIAH project was 
developed to capitalise on the rediscovery and reuse 
of these assets, and the knowledge sharing between 
regions to promote activity.

This White Paper provides a review of the project 
and presents a best practice guide to inform heritage 
regeneration within the European region and beyond 
for development, interpretation, and presentation 
of military, maritime and industrial heritage. It will 
help inform heritage regeneration within other 
areas of the European region and provides a basis 
for expanding the current network of partner cities 
with heritage tourism interest and establishing 
relationships with existing heritage networks across 
Europe.

  MMIAH Project

1.0  INTRODUCTION 
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Based on thorough research and analysis, it will aid 
the rejuvenation and revitalisation of heritage assets 
for tourism and community benefits; and provides 
a basis for the expanding of the current network of 
partner cities with heritage tourism interest and helps 
to establish relationships within existing heritage 
networks.

There are a range of common challenges facing the 
revitalisation of MMI assets across Europe including, 
amongst others, lack of funding and resources, 
complex ownership and management, challenging 
access and conflicting current tourism offers. Many of 
these have been faced by, and continue to face, the 
partner cities. 

This White Paper presents a best practice ‘toolkit’ as 
a pathway to develop and support the revitalisation 
of MMIAH in light of these and other challenges. The 
‘toolkit’ and White Paper offer the opportunity to 
strengthen the MMIAH network across the Atlantic 
seaboard and inspire local entities to embrace 
their MMI heritage and develop strategies for their 
enhancement. 

1.0 INTRODUCTION

The MMIAH project is part of the Interreg Atlantic 
Area ERDF programme and commenced in July 
2017. It is funded through the European Regional 
Development Fund (ERDF) and runs to December 
2020. 

Nine partner cities / regions took part in the project. 
The following identifies the city and the lead local 
partner:

• Cádiz, Spain - City Council 

• Caen, France - Caen Normandy Metropolis

• Cork, Ireland - City Council

• Ferrol, Spain - City Council 

• Ílhavo, Portugal - Municipality 

• La Rochelle, France - City Council

• Limerick, Ireland - City & County Council

• Liverpool, UK – Liverpool Growth Platform 

• Plymouth, UK - City Council

This White Paper is based on their implementation of 
the project and associated outputs. The review and 
White Paper has been prepared by Chris Blandford 
Associates on behalf of the partner cities.  The work 
was commissioned by Liverpool City Region Growth 
Company as part of Liverpool’s responsibility for the 
delivery of the White Paper (WP3).

  Project Partners and acknowledgements1.2
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The project aims to help conserve the identity and 
enhance the heritage of the coastal Atlantic edge 
of Europe. This is through a planned programme 
and series of initiatives which result in the recovery, 
re-presentation and celebration of maritime, military 
and industrial heritage. A change in industry and 
military activity in these coastal areas has lead to a 
decline in the use and condition of many important 
MMI heritage assets. These assets play an important 
role in the story of these cities, their evolution and 
past endeavours, the loss of which is irretrievable. 
The project is committed to the identification, 
enhancement and re-presentation of disused, under-
used or deteriorating assets in the nine coastal 
cities. The intention of the project is to enhance 
these assets and facilitate their social use promoting 
cultural tourism and in turn contributing to economic 
sustainability. There were 7 separate workstreams 
delivered as part of the MMIAH Interreg programme 
(described further in Section 3) that combined to 
deliver the project’s overall aims and more specific 
goals.

Specific project goals included:

• Recovery of the historical memory of Atlantic 
cities, their growth and development linked to its 
maritime, industrial and military heritage.

• Recovery of heritage sites which have been 
abandoned to be re-used by the public.

• Establishment of a joint model of sustainable 
planning and management of heritage 
regeneration to other cities of the Atlantic Area.

• Promotion of the participation of civil society in 
the “ownership” of the new uses of MMI heritage.

• Development of cultural tourism through 
historical re-enactment, promoting the Atlantic 
identity around these abandoned assets in the 
coastal edge. 

• Encouragement of the economic sustainability of 
these spaces including them as an essential part 
of the cultural and tourism offer of the cities.

A transnational approach was taken to ensure the 
production of a holistic and well-rounded best 
practice guide to be produced, collating knowledge 
and experience from a variety of sites and places 
to benefit other cities with MMIAH in the European 
region and beyond. The hope is that this will result 
in the conservation, re-use and celebration of 
their common identity. It provides a basis for the 
expanding of the current network of partner cities 
with heritage tourism interest and helps to establish 
relationships and continue to develop best practice 
within existing heritage networks. Structure of White 
Paper

1.0 INTRODUCTION

  MMIAH Project Aims and Scope1.3
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  Structure of White Paper

The White Paper provides a review of the influence of heritage-led regeneration. Founded on robust evidence 
and analysis, it presents a pathway for cities to structure their own activity and deliver outcomes. Designed to 
be accessible, the findings and recommendations are presented within the White Paper and a concise ‘toolkit’ is 
provided to support planning and implementation of the project in partner cities. This White Paper is structured 
as follows:

2.0 Overview – explores the original situation that drove the development of 
the project and how MMI heritage can be a driver for tourism and community 
development based best practice examples provided by the partners as 
part of Work Package 5 (WP) (see Section 3.2 for details of the different 
work packages). Drawing on these examples and other general material, it 
highlights key challenges that face the successful realisation of opportunities 
and how the project has been created / designed to address these challenges. 
In essence, it establishes the “Problem to be Solved”.

3.0 MMIAH Project Structure – describes the structure of the overall 
project in terms of its work programmes, with an emphasis on  WP4, WP5 
and WP6 which are the focus for this White Paper.  It explains the rationale 
for Evolutionary Study (WP4), Director Plan and Management Plan (WP5) in 
terms of realising the potential of MMIAH. It establishes the “why” as well as 
the “what” for each work programme and product.

4.0 Review – is analytical heart of the White Paper and draws together a 
number of threads and presents a review of the effectiveness of the different 
workstreams and their technical analysis. It reports the outcomes of the pilot 
projects, Evolutionary Studies, Director and Management Plans and highlights 
areas of strong performance as well as areas where outcomes could have 
been improved. It works thematically, cutting across geographies and presents 
core and repeating messages. 

5.0 Conclusions and Recommendations – reviews submitted materials, key 
messages and themes, then sets out key conclusions and identifies a series of 
recommendations. It reinforces positive messages such as how MMIAH can be 
harnessed to reach its full potential in community and tourism development 
and highlights how key challenges can be overcome. It identifies key messages 
and lessons learnt to inform future projects. 

6.0 Toolkit – based on the recommendations, the toolkit provides a concise 
manual for other cities within the Atlantic area (or further afield) to structure 
their own MMIH activity and build the reputation of the MMIAH network for 
attracting new partner regions and investment. 

1.0 INTRODUCTION

1.4
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2.0 MMIAH AS A DRIVER 
FOR CHANGE
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Military, maritime and industrial heritage forms a 
large part of the Atlantic Coastal region’s identity. 
Great placemaking is achieved by celebrating history 
and incorporating heritage assets, however large or 
small, into new strategies and projects. Harnessing 
distinctive heritage has the power to revitalise the 
places we live, work and visit. It can generate value, 
promote economic growth, stimulate cultural activity 
and help create vibrant, exciting places for all. When 
celebrated it can not only conserve and sustain the 
assets themselves but drive tourism and economic 
growth, while engaging local communities and 
helping them celebrate and share their stories. 

This section provides examples of how the concept 
of recovering and re-presenting MMIAH has proven 
successful in the past in a number of the partner 
cities. These projects evidence how heritage-led 
regeneration has the power of enhancing the tourism 
offer, generating value and celebrating the history of 

partner cities. The examples have been provided by 
the Partners through WP5 of the Interreg project. 

Harnessing the military, maritime and industrial 
heritage of a place can take many forms, scales and 
approaches – from major restoration and conversion 
projects to create vibrant art, housing, retail and 
employment hubs e.g. Albert Dock (Liverpool) or the 
La Rochelle concert hall, through to smaller scale 
skills based activities that sustain important local 
crafts and traditions e.g. restoration of fishing boats 
in Caen – with everything in between. It can revitalise 
a diverse type and scale of assets, from monumental 
building complexes to unique military installations 
and even ships and aircraft, such as the Santo 
André trawler in Ílhavo. Importantly it also enables 
communities to share their stories with pride; their 
accounts of innovation, craft, tradition and past ways 
of life. 

  Introduction 

2.0  MMIAH AS A DRIVER 
FOR CHANGE

2.0 MMIAH AS A  
DRIVER FOR CHANGE

2.1

Íhavo, Portugal



12

The partner cities and regions were asked to consider 
ways in which they have successfully revitalised MMI 
assets and traditions. These were collated as case 
studies to demonstrate the potential of MMI heritage 
to drive tourism and community development and 
to set the scene in ways to define the MMI heritage 
of each city and drive further activity. 

  Examples of previous successful projects

The following good practice examples were 
identified by project partners at the beginning of the 
MMIAH project (WP5) as inspiration or opportunities 
to build on for future initiatives:

Renaissance and restoration of fishing 
boats, Caen, Normandy

L’Equipage de la Jolie Brise, an association of 
volunteers was founded in 2007 to restore one of 
the last fishing boats of the Port-en-Bressin. One of 
the last vestiges of traditional fishing activity in the 
port, the la Jolie Brise was fully restored and began 
sailing once more. Since the restoration of the first 
vessel many more complex restorations have been 
completed. With a definite heritage interest, the 
sailing and display of these boats help tell the story of 
traditional fishing practices, the port’s fishermen and 
the heritage of Port-en-Bressin, with the volunteer 
association participating in nautical events. This 
draws together the specific nautical heritage of Caen, 
re-awaken traditional craft skills and bring together 
communities to celebrate these stories and successful 
accomplishments.

2.0 MMIAH AS A  
DRIVER FOR CHANGE

Renaissance and restoration of Red 
Hillock Furnaces – La Butte Rouge, Caen, 
Normandy

The Red Hillock Furnaces, located in Dompierre, Orne, 
formed part of the Fèrriere-aux-Etangs iron mine and 
where the first calcination furnaces in Normandy were 
established. They are the only remaining of eleven 
early 20th century furnaces in the region and with 
only a few comparable examples across Europe. 

Since 2012, the restoration of the furnaces and 
retaining walls have been carried out as part of 
a masonry training and education project. The 
variety of site work resulted in the passing down of 
valuable knowledge and expertise as well and the 
engagement of local stonemasons. The success of the 
initial restoration work led to the establishment of a 
permanent restoration team dedicated to the rest of 
the site.  

The restoration now means the site is open to visitors, 
hosting heritage days and educational workshops. 
It lies on the Orne Bocage mine (car) tour route and 
hiking trail interpretation tour. It is also connected 
to the green cycle tourism route which follows the 
old mine railway making  it an important tourist link 
across the region. This repair and re-interpretation of 
the mines has prevented the loss of a cornerstone of 
this region’s industrial heritage, engaged a number of 
new audiences and kept traditional skills alive through 
community activity. 

2.2
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2.0 MMIAH AS A  
DRIVER FOR CHANGE

Rebirth and Regeneration of Royal Albert 
Dock, Liverpool

Royal Albert Dock is at the centre of Liverpool Maritime 
Mercantile City WHS. With the physical reclamation 
and regeneration of its brick-built warehouses and 
waterspace beginning in 1981, it is now a fundamental 
park of Liverpool’s tourism offer and an example of 
how a city’s MMIAH can be successfully renewed as a 
tourism asset.

A multi-use complex, Royal Albert Dock houses the 
Merseyside Maritime Museum, Tate Liverpool and 
multiple shops, bars, restaurants, offices, homes and 
hotels. It provides the main draw to the waterfront 
and is an anchor from which to explore other heritage 
assets. Its survival and regeneration formed the basis 
of the city’s recognition as a World Heritage Site. The 
current activity and uses preserves the architectural 
integrity of the site as well as generating income 
streams that contribute to long term sustainability 
in a world-renowned place that truly encapsulates 
maritime, military and industrial heritage in new use.

Ship Museum Santo André and Oudinot 
Garden, Ílhavo

A unique, original fishing cod-fishing trawler provides 
a dockside spectacle at Ria de Aveiro lagoon, on the 
skirts of Gafanha da Nazaré harbour town, in Ílhavo. 
The vessel was used as a codfishing trawler and 
considered one of the best in its fleet, the ship is both 
museum and object of the collection. A vessel for 
storytelling, visitor access is provided through various 
zones of its interior. The only intact example of its kind 
(side trawler), the Santo André comprises accessible 
cabins, holds, deck, galley and steering gear house 
with former crew testimonials through AV displays 
and graphic reproductions. It plays an ongoing role 
in the visitor offer of the municipality and its fishing/
maritime heritage. The adjacent Oudinot Garden 
holds cultural events promoted by the city council 
and the Maritime Museum, increasing exposure of 
the Santo André Ship Museum. This project not only 
contributed to saving and preserving of this unique 
vessel, but also encouraged a tourism draw, playing a 
crucial educational role conveying an important story 
about Ílhavo’s unique history.
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2.0 MMIAH AS A  
DRIVER FOR CHANGE

La Sirène, a former grain silo reconverted 
into a concert hall, La Rochelle 

La Sirène is a concert hall that opened in 2011 in 
a former grain silo of the 1920s that subsequently 
became a warehouse after WWII. Made up of two 
concert halls ‘The Club’ with a capacity of 600, and 
‘The Great Concert Hall’ with a 1,200 capacity, it also 
contains rehearsal studios and exhibition areas. La 
Sirène is integrated in the city’s tourist and social 
calendars, organising events elsewhere in the city such 
as the Towers of La Rochelle, as well as hosting various 
events year-round on site, some of which relate to 
the MMI theme. The conversion of the industrial 
heritage asset has ensured its survival and allows a 
celebration of cultural activities and events to visitors 
and residents.

Santa Catalina Castle

Declared an Assets of Cultural Interest in 1993, Santa 
Catalina Castle is Cadiz’s oldest military structure. It sits 
on the north western peninsula and was built in 1598. 
The castle, which takes the form on a pentagonal star, 
was restored in four phases from 1996 to 2009. The 
restoration was undertaken by students of masonry, 
plumbing, electricity and stonework followed by a 
Schools-Workshops and Crafts-Houses Program. It 
opened to the public in 2002, and today the fortress 
is a multipurpose cultural and recreational facility 
with exhibition halls, school workshops, arts and 
crafts workshops. It also hosts summer activities and 
concerts in its courtyard. It also houses two permanent 
exhibitions based on the history of the site and the 
history of Cadiz navigation.

The Maritime Museum, La Rochelle

The Maritime Museum is an example of how a 
combination of assets can create a diverse tourism 
offer both on and off land. Made up of four distinct 
areas and designed as an interpretation centre for 
maritime heritage, the museum comprises both on 
land exhibition halls and ships open to visitors. On land 
facilities in the former Encan fishing wharf include 
reception and auditorium, “La Rochelle born of the 
sea” exhibition in the hall of flags, and conversion of 
the former fish market. The Maritime Museum own 
8 historic landmark vessels, some hosting immersive, 
sensory exhibits and is one of the main visitor 
attractions of La Rochelle. This example has created 
a visitor destination which celebrates La Rochelle’s 
port heritage in diverse ways that can be altered and 
tailored to the visitor’s interests.
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  Common Challenges

The examples of previous projects above 
demonstrate diverse and imaginative ways of 
conserving heritage assets, conveying shared stories 
and engaging with new audiences. 

Developing and delivering successful projects for 
MMI assets is not without its challenges, however. 
Based on wider research relating to regeneration 
projects at other cities with MMI heritage, and based 
on the material provided by project partners as part 
of WP5, the following highlights common challenges 
that may constrain the realisation of opportunities at 
places  with MMI heritage.  The need to address and 
overcome these types of common challenges has 
informed the development of the Interreg Project 
and the toolkit outlined in this White Paper. 

Funding and resources 

Many projects require significant capital expenditure 
to support their delivery, this is increasingly a 
challenge in economically difficult circumstances. 
Other projects and services often take priority for 
funding, and therefore, investment in heritage 
related projects, including project development, 
delivery, promotion and maintenance of current and 
future projects, can suffer. Additionally, personnel 
time within city and regional authority organisations 
to support and lead heritage initiatives are also 
constrained and pressured by needs for other 
services.

Ownership / Management

The lack of management and / or ownership of 
assets and land can inhibit project progress and 
delivery due to different dynamics and intentions 
of multiple owners / managers. In many cases it is 
unrealistic for a single agency or individual to own 
and control all of the land / assets affected by a 
scheme and multiple partners are often required 
to take actions forward. This can lead to conflicting 
priorities, restrictions on access or changes to sites, 
as well as the miscoordination of projects, priorities 

and responsibilities between project stakeholders. In 
the very least, it adds to the complexity of delivering 
outcomes and the time taken to agree and action 
activities. 

Access

Inclusive access to heritage is critical to sustain 
our engagement and to support its long-term 
economic viability.  The physical nature of sites is 
often a challenge in this regard, for example, assets 
are sometimes located in physically challenging 
environments, or have become dangerous / fragile 
reducing their carrying capacity, their physical form 
can also restrict ease of access e.g. steep stairs and 
narrow doorways. Their physical location can also 
be a challenge with many being located remotely 
from modern centre with a lack of parking or reliable 
public transport links.  

Current tourism offer

Many cities and regions have a strong existing tourism 
offer and a set of already well-visited attractions, 
and so introducing new interventions and new 
themes can prove problematic. With several existing 
‘famous’ attractions, there is the possibility that new 
interventions could be overshadowed and not receive 
the footfall to survive as attractions. This also leads 
to the risk of over tourism at existing attractions. 
Conversely, other areas lack a critical mass of 
attractions and are not perceived as destinations 
for tourists, therefore bringing new visitors to these 
places can be challenging and can lead to viability 
issues for attractions until the wider destination itself 
is fully established.

2.0 MMIAH AS A  
DRIVER FOR CHANGE

2.3



16

3.0 MMIAH PROJECT 
STRUCTURE
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• WP 0 – 2 – Project management and project 
communications 

• WP5 – Best Practice Examples. Each partner 
city was asked to provide examples of existing 
projects as evidence of MMI driving development 
(see Section 2 above).

• WP4 – Development of Inventories and 
Evolutionary Studies based on an agreed 
methodology. 

• WP5 – Development of a Director Plan to set 
the strategic direction, overall vision and identify 
opportunities to develop MMIAH.  Followed by 
a Management Plan to develop the initiatives 
further and set out a delivery programme.

• WP6 - Delivery of pilot projects. Each partner city 
was required to develop projects that revitalise 
the MMI heritage assets through physical or 
cultural initiatives. 

• WP3 - Development of this White Paper. The 
evidence base for the paper was based on the 
work undertaken in WP4, WP5 and WP6.

• WP7 - Development of a joint strategy for 
tourism promotion of the participating cities. 

The following outlines the structure of the overall 
MMIAH project, describes the core methodology and 
explains the rationale in creating the Evolutionary 
Study (WP4), Director Plan and Management Plan 
(WP5) for each city / region.

  Structure of the MMIAH Interreg Project 

The Interreg project was delivered through 7 work 
programmes (WPs) all intended to support the 
overall specific objectives of the project to aid the 
recovery and rehabilitation of abandoned military, 
maritime and industrial MMI heritage sites located 
along the western coast of the Atlantic, for tourism 
and the benefit of local communities.

The 7 work programmes each relate to a different 
stage of work, with each being led by an individual 
partner city. Work programmes 0, 1 and 2 related to 
project management and project communications. 
Work programmes 3 to 7 focussed on the review, 
development and delivery of the wider project. The 
work programmes did not run sequentially so for 
clarity they are summarised below chronologically 
rather than numerically. 

3.0  MMIAH PROJECT 
STRUCTURE

3.0 MMIAH PROJECT 
STRUCTURE

3.1
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The diagram below shows work programmes in relation to each other and the output of the White Paper.

The development of the White Paper is the first part of WP3. It forms the basis for the second part; the creation of 
a network of cities on the Atlantic coastline with MMIAH, which will form as a result of White Paper presentations 
given by current partner cities. The third part involves the participation in major regional, national and/or 
international tourism and heritage trade fairs and events, presenting successful MMIAH projects in order to inspire 
potential partner cities and grow the network further. Work Programmes 0-2, and Work Programme 7 lie outside 
the scope of the White Paper.

3.0 MMIAH PROJECT 
STRUCTURE

WP 0-2 
PROJECT MANAGEMENT AND COMMUNICATION

WP 4

EVOLUTIONARY STUDY

WP 5

BEST PRACTICE EXAMPLES

DIRECTOR PLAN

MANAGEMENT PLAN

WP 6

PILOT PROJECTS

WP 3

WHITE PAPER

WP 7

PROJECT DEVELOPMENT
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	 	 WP4	and	5:	Three	Stage	Methodology

This White Paper is based on the findings of Work Programmes 4, 5 and 6. 

The heart of the MMIAH project is made up of three stages of activity which lie within Work Programmes 4 and 
5. These three stages were intended to enable project partners to 1) identify the MMIAH in their area; 2) devise a 
strategic and prioritised approach to the recovery and rehabilitation of known MMIAH; and 3) set out a clear way 
forward to deliver that recovery and rehabilitation. 

In summary, the three core stages of the approach were as follows:

            EVOLUTIONARY STUDY 

 
Formed the basis for 
understanding of each city’s 
chosen study area, heritage 
assets and their value and the 
identification of themes relevant 
to historic development. Learnings 
from this study form the basis 
for asset development options 
in the Director Plan and strategic 
direction.  The studies aimed to 
identify and set out the heritage 
assets / groups of assets that 
could be addressed and the 
themes relevant to their historic 
development.

             DIRECTOR PLAN  

 
Founded on the Evolutionary 
Study, the Director Plan analysed 
and prioritised development 
opportunities for heritage 
assets and developed an overall 
vision and guiding principles to 
support future change, essentially 
providing a strategic direction to 
shape and focus the development 
of the Management Plan. 

             MANAGEMENT PLAN

 
Projects and initiatives identified 
in the Director Plan were taken 
forward and presented in more 
detail with information on cost 
and funding sources, project 
precedents, importance and 
impact, potential lead partners 
and delivery timetable. As the final 
element of WP5 it was intended to 
build upon findings of the Director 
Plan and propose a plan and 
timescale for projects to be taken 
forward.

Detailed methodologies were prepared by the Partners for the Evolutionary Study and the Director Plan. While no 
detailed methodology for the Management Plan was prepared its broad context and purpose was provided in the 
methodology for the Director Plan. 

The following provides further details on the three stages.

3.2

WP 4 WP 5 WP 5

3.0 MMIAH PROJECT 
STRUCTURE



20

The purpose of the Evolutionary Study was to 
develop an inventory of MMI assets that have 
potential heritage value, consider how they have 
evolved in use and function, assess their cultural 
and historic value and begin to assess their potential 
for development. This enabled each partner to 
understand their study area, heritage assets and 
stories of their city and formed the basis for further 
development in relation to MMIAH.

Partners were advised to base their research 
on a defined methodology. The creation of this 
methodology was assigned to one project partner 
and subsequently approved by all partners. Key 
stages of work included:

a.	 Define	the	scope: geographic study area and 
time period for review;

b. Identify and document assets / groups of 
assets: Present with associated information 
such as name, description, location, official 
listing, ownership, historical information, past 
and current use, ability to accommodate 
development;

c. Document the evolution of the city: Provide 
a study of the city’s history up to the present 
day with particularly in relation to its MMIAH, 
including the physical environment, urban 
structure, population and key histories that 
shaped the city; and

d. Assess current status: Document current 
information on economic, social and tourism 
activity and regulations. 

Lessons learned from the Evolutionary Study 
informed the project’s proposed in the Director Plan 
and the subsequent Management Plan.

WP 4 EVOLUTIONARY STUDY

3.0 MMIAH PROJECT 
STRUCTURE
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Very High 

Site offers clear opportunity for 
development for tourism potential and 
clearly lends itself to that purpose with 
minimal constraint

High Few limitations to development of a 
scale suitable for the form of the site

Medium
Site likely to be suitable for 
development but with restrictions / 
limitations

Low Significantly restricted site due to one 
or more factors

Minimal
Very severely restricted site due to a 
large number of identified limiting 
factors

3.0 MMIAH PROJECT 
STRUCTURE

Based on the findings of the Evolutionary Study, 
the Director Plan summarised the key assets and 
characteristics of the study area that could be 
incorporated into future proposals to enrich the 
tourism offer and wider social, cultural and economic 
life. It set out guiding policies and aimed to present 
a compelling strategic vision and helped to shape 
the viable interventions and / or activities drawing 
projects together as part of a wider holistic concept. It 
identified relevant themes for tourism development 
and provided a strategic vision, identifying key 
projects and establishes high level guidelines and a 
programme for delivery. 

Partners were advised to align their study with the 
Director Plan Methodology. The creation of this 
methodology was assigned to Liverpool, as part 
of their responsibility to deliver WP5. The Director 
Plan methodology was subsequently approved by 
all partners. The proposed stages were intended 
to ensure that Director Plans addressed the same 
aspects; it was noted, however, that it was probable 
that different cities would need to place a differing 
degree of emphasis on different stages of the process 
to reflect local circumstances. 

Key stages included:

a.	 Assess	and	review	findings	of	the	
Evolutionary Study: Summarisation and 
prioritisation of the key assets and characteristics 
of the study area that could be incorporated 
into proposals. This took into account relative 
importance, ability to communicate stories, 
extent of survival and degree of loss, authenticity 
of structure, level of designation;

b. Assess development and tourism potential: 
Identify the ability for an asset / group of 
assets to accommodate change and their likely 
potential to contribute to a viable tourism offer. 
Based on findings of this review, draw out assets 
and themes for priority development. Each 
would be assessed based on the five-point scale 
as follows:

WP 5 DIRECTOR PLAN

D
EV

EL
O

PM
EN

T 
 

P
O

TE
N

TI
A

L

  D
EF

IN
IT

IO
N

Very High Premier asset able to anchor tourism 
development

High Asset would be able to make a strong 
contribution

Medium Asset able to make a positive 
contribution with standard investment

Low

Asset’s potential is restricted by factors 
that are unlikely to be overcome or 
would require notable expenditure or 
material change to address

Minimal

Asset unlikely to make a contribution 
due to a range of fundamental factors 
that will not be overcome in the 
lifetime of the plan 
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c. Identify vision: Provide a compelling strategic 
vision or the revitalisation / restoration / 
recreation of the identified assets and places. 
Develop and agree with key stakeholders to 
reflect a wide range of issues and opportunities. 
It should respond to emerging developments 
and plans in and around the study area, address 
key historic themes, highlight key elements of 
phasing, be realistic and deliverable;

d. Establish broad guidelines: Identify high level 
guidelines / policies to support future change 
and aid the development of the Management 
Plan;

e.	 Identify	and	define	key	projects	/	
programmes: Describe and spatially define each 
project with key elements and brief description. 
These projects will be further developed in the 
Management Plan; and

f. Establish timetable: present a high-level 
programme for delivery of projects with the aim 
of developing a more detailed programme in the 
Management Plan. 

It was intended that the development of the Director 
Plan would be undertaken in consultation with 
a range of partners and relevant expert panel to 
ensure that a broad view was taken, incorporating 
heritage, tourism, planning, funding, community and 
operational viewpoints.
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 MANAGEMENT PLAN   WP6: Pilot Projects 

Running alongside WP4 and WP5, a series of Pilot 
Projects (WP6) were developed by the partners to 
showcase and put into practice the adaption to new 
uses of MMIAH assets as model projects. All partner 
cities were required to carry out at least one pilot 
intervention for the reconversion and/or adaptation 
of uses of MMI assets in disuse for tourism and 
community benefit.  As indicated above, Covid-19 
and some local administrative matters delayed the 
delivery of some Pilot Projects.

Pilot projects were designed to address one or more 
of the following criteria:

1. Pilot interventions for the reconversion and 
adaption to new uses of selected MMI heritage 
assets;

2. Interventions to recover, virtually or through 
modelling, missing or ruined MMI assets; and / or

3. Development of cultural interventions for the 
valorisation of MMI heritage.

Section 4 of this White Paper reviews the actions 
and outputs of the partner cities in terms of their 
Evolutionary Studies, Director Plans, Management 
Plans and Pilot Projects against a background of 
prescribed methodologies and project goals.

3.3WP 5

The Management Plan moved on from the vision, 
themes and overarching policies of the Director Plan, 
by providing more detail on the specific individual 
projects set out in the Director Plan; including 
information on their form, costs, delivery timeframe 
etc. The Management Plan set out the proposed 
approach to managing the delivery of the projects. 

Unlike the previous two stages, a stand-alone 
Management Plan methodology was not produced 
due to the expectation of a variety of projects and 
requirements of the different partner cities for which 
one set methodology would be restrictive.  The 
Director Plan methodology did however set out that 
the Management Plan “…develops the proposed 
projects and delivery timeline in more detail” and 
that it “…will define delivery in detail.”

3.0 MMIAH PROJECT 
STRUCTURE
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4.0 REVIEW
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Cadiz

Caen

Cork

Ferrol

Ílhavo
La Rochelle
Limerick

Liverpool

Plymouth

  Introduction

4.0  REVIEW

4.0 REVIEW

This section starts by providing an overview of each 
of the partner cities and their proposals to provide 
context and support for following review and 
analysis of the Evolutionary Studies, Director Plans, 
Management Plans and Pilot Projects provided by 
each partner. The reviews highlight areas of strong 
performance as well as areas where outcomes 
could have been improved or opportunities missed. 
It recaps on the role of each stage in the MMIAH 
project and identifies core and repeating messages as 
outcomes and key lessons. 

The table shows work submitted by each project 
partner throughout the MMIAH project. The Covid-19 
pandemic and some internal administrative matters 
delayed the delivery of a small number of outcomes.

4.1
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  Partner City Overview

The following gives a brief introduction to each partner city, their study area, strategic focus, and issues they 
sought to overcome through the project. It provides the context for the analysis of Evolutionary Studies, Director 
Plans, and Management Plans in Section 4.3 onwards.

4.0 REVIEW

4.2

Cadiz

Cadiz is a small, fortified city on the Spanish Iberian 
Peninsula, with a rich heritage stretching back to 
antiquity. Partners sought to develop approaches 
to city-wide heritage protection and community 
engagement opening up access to currently underused 
assets. The project focused on the renovation of the 
18th century fortification / original stronghold of 
the city entrance wall; the Puerta de Tierra and the 
development of a culture and leisure space within. 

Caen

The study area of Caen is a large, rural region that 
covers much of Normandy. It has a strong military 
identity and numerous assets including beaches and 
batteries. Much of its current tourism is focussed 
around military memorialisation. Partners looked to 
focus development on the sites and stories bypassed 
by this theme, to provide an alternative perspective 
on the region’s tourism themes, and to include assets 
of inland industrial assets alongside 20th century 
military heritage. This was evident in their good 
practice examples such as the restoration of the La 
Butte Rouge furnaces which they intend to continue 
as part of a wider programme to revitalise abandoned 
heritage assets. Proposals focus on the connectivity 
between sites through a range of small-scale projects 
that link thematically and through the development of 
a cycle route.
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4.0 REVIEW

Cork

The city of Cork lies within a landscape formed bowl of 
valleys and rivers on the southern coast of Ireland. It is 
made up of historic and modern buildings, docklands 
and fortifications. The aim was to improve the visitor 
experience at the 17th century fortification of Elizabeth 
Fort as well as safeguarding the monument. Proposals 
included the development of digital interpretation, 
marketing, visitor management and the conservation 
and conversion of an unused area into a visitor 
centre / community resource. A Pilot Project was also 
completed to improve interpretation at Elizabeth Fort. 

Ferrol

Ferrol sits beside a river estuary within the A Coruña 
province of north western Spain. A number of assets 
along its coastline and within its urban core reflect 
centuries of military activity. Partners sought to 
conserve and recover architectural and cultural urban 
heritage, renovate and remodel open space, refurbish 
buildings, improve environmental conditions and 
urban infrastructure. Proposals focus on an 18th 
century fortification, San Felipe Castle, with several 
batteries that make up the coastal defence system, 
coastal path and nearby neighbourhood. Objectives 
include the recovery of the castle, improvements to 
the surrounding landscape, development of a new 
costal path linking sites, all with the aim of turning the 
castle into a national and global tourist attraction.

 
©

Co
rk

 C
ity

 
©

Ar
m

ad
a 

Es
pa

ño
la



28

4.0 REVIEW

La Rochelle

La Rochelle is a town and seaport in south western 
France with an existing tourism offer, much of which 
is MMIH related, with strong links to industrial fishing 
and military activity.  Working with cultural and artistic 
stakeholders proposals were developed to identify new 
alternative uses for abandoned buildings and heritage 
assets to create a cultural, vibrant city and high-
performance tourism destination. Proposals included 
the rehabilitation of abandoned port buildings as 
multidisciplinary venues and new experiences and 
exhibitions at existing museums. This approach 
had already been proven as successful through 
the conversion of the former grain silo to a concert 
hall and the former fish market of La Rochelle to a 
convention centre. Successful pilot projects included 
the restoration of SNSM lifeboat and France I as well 
as the installation of virtual reality recreation of vessels 
and submarine base.

Ílhavo

Ílhavo comprised two cities on the coast of Portugal 
(Ílhavo and Gafanha da Nazaré) with a deep historic 
focus on fishing and the exploitation of the sea – in 
particular it has a clear historic relationship to cod 
fishing. Partners sought to enhance its Maritime 
Museum heritage though the research, protection, 
promotion of new tourist products and actively 
involve local communities which was proven in the 
best practice examples including the museological 
and cultural program at the Maritime Museum of 
Ílhavo and the cultural program of Costa Nova Lagoon 
Area. Proposals focused on the Santo André Ship 
Museum and included enhanced exhibitions, research 
projects, audience engagement activities, hospitality 
and promotional programmes. 
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4.0 REVIEW

Liverpool

Liverpool Maritime Mercantile City World Heritage 
Site is comprised of a former industrial waterfront 
area with extensive historic 19th century docks, 
warehouses, a canal and numerous industrial built 
heritage assets including Royal Albert Dock. The area 
currently provides the main draw to the waterfront 
and is an anchor from which to explore other heritage 
assets, however, there remains connectivity and access 
issues along the study area. Proposals were designed 
to overcome this with a wayfinding and interpretation 
strategy proposal, governance strategy proposal, and 
conservation training programme. Physical proposals 
include the installation of a glass walkway and roofed 
structure at Canning Graving Docks, landscaped civic 
space at Pier Head and the installation of a memorial 
to engineering at Duke’s Dock. 

Plymouth

The city of Plymouth is a large historic port city 
enclosed by two rivers with fishing and trade heritage 
and association with the Royal Navy. Proposals remain 
under development to protect and develop existing 
cultural facilities within the city’s cultural hubs. 

Limerick

The city of Limerick is located in the mid-west of Ireland 
beside the Shannon estuary, an important waterway 
since antiquity. The wider county, particularly the 
estuary shoreline, has numerous assets reflecting its 
varied industrial heritage. The aim was to recover and 
rehabilitate abandoned assets to better reflect the 
industrial heritage of the city. This was approached 
through a conservation and management plan to 
restore a set of Canal Harbour Buildings in Limerick 
City. 
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  Evolutionary Studies

The Evolutionary Study identifies heritage assets and key themes relevant to their historic development. It forms 
the basis for project proposals in the Director and Management Plans. Partners were encouraged to follow the 
methodology provided. 

The methodology outlined that the Evolutionary Study should:

• Define the geographic scope and historic time period under review

• Identify and document heritage assets / groups of assets

• Document evolution of the city in relation to MMIAH

• Review current information on economic, social and tourism activity and regulations. 

The table below shows the study area scale for each site as well as the site type and scale, and where possible, the 
number of inventoried heritage assets. 

PARTNER STUDY AREA SCALE REVIEW AGAINST METHODOLOGY

Cadiz City 
12km²
74 inventoried MMI 
assets from antiquity to 
the 20th century

Well defined geographic scope with clear time periods assessed. 
Assets clearly identified and supported by considerable 
information.
Complexity and depth of information was perhaps in excess of 
what was required to support outcomes, largely due to all time 
periods being covered.

Caen Region 
1,700+km²
338 inventoried assets 
along the coastline and 
inland locations

Very extensive geographical scope, but strong focus on clearly 
identified assets, the choice of which is based on a clear 
rationale. Good balance of information in terms of depth vs 
comprehensibility – enabled clear progression to Director Plan.

Cork City
187 km² 
277 inventoried 
MMI archaeological 
monuments and 
heritage assets

Well defined geographic scope with priority assets clearly 
identified and described providing a basis for the Director Plan. 
Complexity and depth of information was perhaps in excess of 
what was required to support outcomes, due multiple authorship 
and information crossover.

Ferrol Region
82km²
54 inventoried assets 
along its coast and 
within the urban core

Well defined geographic scope with clear time periods and urban 
evolution assessed. Clearly identified assets presented clearly 
enabled clear progression to Director Plan. Current guidelines, 
legislations and current municipal plans identified.

4.0 REVIEW

4.3
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PARTNER STUDY AREA SCALE REVIEW AGAINST METHODOLOGY

Ílhavo Municipality 
73.48 km²
43 inventoried assets 
reflect its rich industrial 
heritage including 
fishing and agriculture

Geographical scope defined by the locations of assets. Assets 
clearly identified supported by descriptive information. In depth 
and focussed information on historical evolution presented, 
however, focus on current contextual information is minimal.

La Rochelle City 
28.43 km²
33 inventoried assets 
with strong links to 
industrial fishing and 
military activity

Geographical scope defined by the locations of assets. Priority 
assets clearly identified and assessed enabled clear progression to 
Director Plan. Good balance of information in terms of depth vs 
comprehensibility. Regulations and guidelines identified. Tourism 
context and strategy presented

Limerick County
2,756 km²
348 inventoried assets 
reflecting its varied 
industrial heritage

Very extensive geographical scope organised into well-defined 
zones. Defined historic scope. Assets identified and analysed with 
historic context provided for each zone. Legislations and guideline 
identified and four prioritised assets to lead into Director Plan.

Liverpool City – waterfront area 
0.7km²
46 inventoried assets 
identified, many of 
which were groups of 
individual assets

Well defined geographic and historic scope organised into 
character areas. Heritage assets identified and assessed. Evolution 
documented concisely and clearly. Character areas assessed for 
heritage value and themes identified enabling clear progression to 
Director Plan. Review of legislation and guidance.

Plymouth City
79.83 km²
155 inventoried assets

Considerable historic and evolutionary information presented and 
historic scope defined. Information on a current MMIAH project 
is provided, generally, it does not provided a basis for the Director 
Plan.

4.0 REVIEW
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Examples

The following examples have been chosen as they 
illustrate different site scale and type and showed 
a focus, direct approach with a clear rationale that 
supports the wider project and provides a good basis 
for the Director Plan. The non-inclusion of a partner’s 
study does not indicate that it did not demonstrate a 
clear rationale. 

4.0 REVIEW

Cadiz

Cadiz is a walled city on a peninsula of northern 
Spain and strategic location on a narrow spit of land 
surrounded by the waters of the Atlantic. Cadiz is one 
of the oldest continuously inhabited cities in Western 
Europe. It has been the principle port of the Spanish 
Navy since the 18th century and is characterised by 
narrow streets, plazas and its castles and cathedrals. 
Its MMI assets link to the maritime trade and the 
naval sector and include numerous bastions, castles, 
gateways and other structures of historical significance 
including defensive ramparts and historic gateways. 

The report presents a thorough evolutionary history 
of its site chronologically in chapters ‘age by age’ from 
antiquity to the 20th century. Presented at the end of 
each chapter is a list of remaining evidence specific 
to MMI history of that age. The study is supported by 
visual material including historical plans, drawings and 
photographs as well as current plans and photographs 
of heritage assets relevant to each chapter. The city 
has a large amount of MMI related heritage assets 
(74) within its 12km² study area and all have been 
documented as ‘cards’ as per the methodology. The 
structure and rationale of the study is presented in the 
introduction.
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4.0 REVIEW

Ferrol

Ferrol is a coastal city beside a river estuary in Spain. 
The area is surrounded by beaches, cliffs and coastal 
wetlands with the city itself having fishing harbour, 
dockyard and colourful architecture. The city has been 
a major shipbuilding centre and was a royal arsenal 
and royal dockyard. Along the coast are numerous 
elements that make up its strong MMI heritage such 
as castles, barracks and batteries.

The study area covered a region of 82km² with 
54 identified heritage assets. The study outlines a 
clear understanding of the objectives of this work 
programme, provides a clear methodology and 
structure to the document and a clearly defined 
study area. It considers city-wide factors providing 
socioeconomic analysis, information on municipal 
plans and key issues that may affect future MMI 
related projects. It provides a robust and focused 
historical study relating to MMI heritage organised 
chronologically in ‘stages’ supported with visual 
material including historical and current plans, 
contemporary and historical photographs and 
photographic aerial comparisons. An inventory of 
36 assets is identified as the most outstanding MMI 
assets. These are presented as cards and include 
photographs and plans.
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4.0 REVIEW

Caen

The Caen study area covers much of the Normandy 
region and comprising three municipal departments 
and has seen the development of many activities 
since the middle ages. It has a strong military identity 
with assets focussed along the coast such as beaches 
and batteries, as well as an industrial past reflected in 
assets inland across the region including mines and 
fromageries.

The evolutionary study presents the regional context 
including location, population, geographical and 
economic information. It defines the study area as 
17,589km² with 348 heritage assets with a timescale 
study of the 20th century. It visually presents their 
location and type i.e. Military, Maritime or Industrial; 
Architectural, archaeological, ethnological, immaterial, 
scientific and technical; camp, museum, battle site, 
defensive structure etc. It then categorises them 
chronologically. Tourism distribution and tourism 
investment is presented visually for the assets. Based 
on the above, it refines the selection of assets with 
development potential as 15 assets and presents a 
SWOT analysis for each with recommendations. 
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4.0 REVIEW

Limerick

The city of Limerick is located in the mid-west of 
Ireland and is part of the wider County Limerick. The 
city’s historic core bounded by the Shannon and Abbey 
rivers. The county as a whole has a strong industrial 
history of the manufacture of milling, timber import, 
brewing, tanning and quarrying based around the 
River Shannon, an important waterway since antiquity. 

The study area of the entire shoreline of the 
Shannon Estuary was chosen with an area of 2,756 
km². Initial historical information relating to MMI 
heritage is presented concisely by theme rather than 
strictly chronologically. This is followed by extensive 
information for different zones later in the document. 
The study area has been split into four zones and 
researched by four different individuals. Each zone is 
the broken down into a list of urban centres, islands 
and rivers; tidal range; military assets; maritime assets; 
industrial assets al with graphs and plans. There is then 
a written introduction of various areas of important 
within each zone with geographical and urban 
information. It then goes into defining the study area 
and a SWOT analysis for five chosen sites. 
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4.0 REVIEW

La Rochelle

The tourist town in south western France has 33 
inventoried assets with strong links to industrial 
fishing and military activity. Assets are made up of 
lighthouses, wharfs, fortifications and historic vessels. 

The evolutionary study presents a methodology and 
clearly states that its historical development will be 
presented in four themes: the fortified city, maritime 
expansion, World War II and the decline of the fishing 
industry. The information is concise and focused 
and accompanied imagery and plans. Six significant 
heritage assets are identified, and SWOT analysis 
presented for each. 

Obervations and Key Lessons

All partners completed their Evolutionary Study 
with the majority aligning to the methodology. As 
anticipated, the geographic scale and the type of 
study area varied from city-to-city, reflecting local 
requirements in terms of study area size and the 
nature of the assets. 

The size of study area and number of assets did 
not directly correlate to the length or depth of 
Evolutionary Studies. For example, a regional study 
with large study area didn’t necessarily result in a 
longer study than a smaller study area. This reflected 
the fact that the time depth studied by Caen was 
confined to its 20th century history due to the 
importance of 20th century assets in the region, 
while Cadiz explored the history of the town across 
the ages, leading to relatively detailed and long 
thematic study.  Other geographically large scale 
study areas focussed more on extensive inventories 
of assets, which may inform future management, 
but did not seem to strongly correlate to the Director 
Plan. 

The historical evolution of the cities was presented 
both chronologically and thematically. An 
understanding of the study area’s history in context 
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is required to form good basis for subsequent work. 
Although an extensive chronological study provided 
a depth of understanding of the significance of the 
site and heritage asset, a thematic review can provide 
the level of understanding to move on to the next 
stage. The historical overviews in the Evolutionary 
Studies of La Rochelle and Caen were organised into 
thematic sections, an approach that provides a clear, 
concise, but also comprehensive background, whilst 
remaining focused on relevant historical information 
that will influence further development.

Overall, it was apparent that in many cases 
considerable effort went into the Evolutionary 
Study with detailed inventories and extensive 
histories. However, it was often unclear as to how 
this effort contributed to and shaped the overall 
proposals or strategy – for example Limerick’s 
extensive inventory led to only three sites being 
bought forward (although adequate rationale was 
provided in the Director Plan), similarly Cadiz’s well-
presented and detailed Evolutionary Study led to a 
very targeted set of proposals.  The primary purpose 
of the Evolutionary Study is to shape understanding 
sufficient enough to guide strategic development – in 
some respects the overly detailed studies hampered 
this process by clouding priorities and creating a 
sea of information, rather than a focussed defined 
understanding. There were however exceptions to 
this, including Caen, La Rochelle and Liverpool, where 
the evolutionary studies provided a proportionate 
analysis of the key assets and themes and clearly 
informed the Director Plans for the cities. A key 
theme emerging from this is that Evolutionary 
Studies which were more targeted in terms of the 
time depth / themes addressed tended to provide 
a clearer basis for developing proposals, than wide 
ranging analyses.

4.0 REVIEW

  Director Plans

The Director Plan was a key document in the 
development of the overall MMIAH project as a 
pivotal point from understanding the heritage and 
MMI assets, into what actions and future direction 
could be taken. Its purpose was to establish the 
strategic direction for the development of the 
identified assets and the assess the viability of 
change. A successful plan is highly responsive to local 
circumstances while operating with clear and defined 
guidelines.  Founded on the Evolutionary Study the 
Director Plan should:

• Assess and review findings of the Evolutionary 
Study

• Assess development and tourism potential

• Identify a clear vision for the project

• Establish broad guidelines for development and 
change

• Identify and define key projects / programmes

• Establish a timetable for delivery

A detailed methodology for the development of the 
Director Plan was provided to guide partner projects.  
Many partners closely followed the methodology, 
preparing Director Plans that provided a strategic 
vision for development and investment founded on 
a clear rationale for selection of projects; selected 
examples of these are discussed below. 

Some partners took different approaches, some 
more closely aligned to the methodology than others.  
For example, Cork chose to prepare a combined 
Director Plan / Management Plan for Fort Elizabeth, 
one of the assets identified in the Evolutionary Study. 
As a result, there was no clear connection between 
the Evolutionary Study’s inventory and the proposed 
project and no overarching strategy to inform longer-
term investment The rationale for selecting this 

4.4
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4.0 REVIEW

single asset rather than presenting a clear strategy 
for wider a selection of assets Study was not clear, 
and the combined plan lacked a strategic vision 
for the wide area.  La Rochelle, on the other hand, 
provided solid guiding principles in its Director Plan, 
but chose to leave the identification of projects to 
the Management Plan stage.   At the time of writing, 
Plymouth’s Director Plan had not been received.

Caen

With a study area of over 17,000km² and 338 inventoried 
assets the Director Plan formed an essential part of 
the process of defining MMIAH projects. Guidelines 
included the revival of relics of the past as anchors 
for new experiences. The Director Plan summarised 
findings of the evolutionary study and presented three 
sets of priorities made up of a total of 15 assets. The 
rationale behind the chosen assets is based on their 
potential for development and their historical focus. 
Much of the region’s tourism offer currently focuses 
on the D-Day Landings and memorial tourism. Many 
prioritised assets were chosen as their development 
would provide an alternative perspective on the 
region’s tourism themes. These assets were analysed 
for their development and tourism potential. A high-
level project programme is presented with description, 
budget and timeframe, all in line with strategic 
guidelines presented as part of the overall vision. It 
comprises a range of small-scale projects to connect 
assets thematically. 
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Liverpool

The study area for Liverpool was a section of the 
waterfront measuring approx. 0.7km². Made up of 46 
inventoried assets of docks, warehouses and many 
ancillary features, this area contributes to Liverpool’s 
strong identity as an industrial port city. The Director 
Plan summaries the findings of the Evolutionary Study 
and drew out a set of key themes and key assets for 
development. Each of these were access for tourism 
and development potential on a five point scale as 
per the methodology and further prioritised. The 
development of the overall vision was influenced by 
potential of assets and emerging developments and 
plans. Guiding policies were outlined to help shape 
the proposals that would deliver the vision. These were 
based on physicality of assets, access, stakeholder 
consultation and ownership. The Director Plan then 
proposed a set of high-level initiatives that could be 
taken forward in further detail in the Management 
Plan.
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Cadiz

The scope and character of the 12km² study area 
of Cadiz has been reiterated in the Director Plan 
introduction, as has a brief history. The plan presents 
a broad understanding of the current situation in 
the city and analyses key factors including heritage, 
architecture, communication and dissemination. It 
also covers legal and regulatory frameworks to ensure 
the proposals comply. Overarching principles and 
objectives are outlined as a focus for further work, and 
detailed lines of action are presented covering city wide 
conservation, dissemination, access, socioeconomic 
and partners.

Ílhavo

With a study area of 73.48 km², the Director Plan of 
Ílhavo presents set of broad projects and actions which 
relate to specific assets and audiences. A summary of 
historical information from the Evolutionary Study is 
followed by key themes and narratives, tourism and 
development potential for prioritised assets, strategic 
vision and guiding principles. This analytical approach 
presents a clear rationale and forms a basis for 
development in further stages.  

Ferrol

The Director Plan reviewed the findings of the 
Evolutionary Study and focussed on three geographic 
areas. It then effectively used the five-point scale 
to assess the tourism and development potential 
of 6 assets, leading to a clear rationale for project 
selection. Interestingly, the plan developed a thematic 
set of guidelines structured around accessibility 
and connectivity, sustainability, development and 
communication. This provided a broad focus for the 
plan and its projects / programmes. While it did not 
present an overarching vision, the Plan’s thematic 
guidelines created a clear sense of direction and key 
programmes were identified and presented with set of 
actions with timescale. 
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Obervations and Key Lessons

The following briefly outlines some of the key lessons 
from the review of Director Plans:

• Lack of strategic view: Many Plans established 
a clear strategic vision at the city / region scale, 
but others focused on a single asset or very 
small group of assets (see above) contrary to the 
purpose of a Director Plan which was to establish 
the strategic direction for the MMIAH in a city / 
region and then identify projects to deliver that. 
The narrowing of focus limits the impact of these 
Plans and the potential of MMIAH to contribute 
to economic, cultural and social activity.

• Analytical limitations: The methodology for 
the Director Plans included an analytical review 
of the development and tourism potential for 
identified assets and themes. This method was 
designed to ensure clarity in decision-making 
and to help ensure that assets bought forward 
for development had the potential to both be 
delivered and have an impact on tourism / 
community need. This analysis was not always 
undertaken at the Director Plan stage e.g. 
at Limerick and Cork, and consequently the 
rationale for particular projects was not clear. 
In contrast, Ílhavo and Liverpool presented 
the tourism and development potential for a 
number of assets. In the case of Ílhavo, one of 
these assets became the focus for the next stage. 
Many of the assets assessed were taken through 
to a detailed proposal stage for Liverpool.  This 
rationale is important in terms of engendering 
support for proposals and ensuring that future 
investments have a significant impact.

• Potential impact: Many Plans offered very 
modest or limited schemes focussed on perhaps 
one asset, or a small-scale project e.g. Limerick. 
This often belied the rich MMIAH identified in 
the Evolutionary Study and would potentially 
lead to limited long-term impact. This is in 
contrast to historic case studies (see Section 2) 
where schemes were often very bold and set a 
significant strategic direction e.g. at Ílhavo  and 
La Rochelle, perhaps reflecting a more ambitious 
and cash-rich time. In a more balanced manner, 
Liverpool’s Director Plan provided a set of 
proposals ranging in scale potential impact 
and cost - from the installation of a memorial, 
to wayfinding and a major glass dome across 
a dry dock to create a new museum / cultural 
space. All proposals were based on the thorough 
analysis of the development and tourism 
potential, overall vision and guiding policies; their 
differing scales represent differing deliverability 
challenges but together offered an opportunity 
for real impact. 

• Relationships between plans and studies: 
For a number of projects there was a sense of 
disconnect between the Plans due to findings 
and recommendations of one study not 
seemingly linking to the next. For example, there 
was a lack of clarity as to how and why assets and 
themes identified in Evolutionary Studies formed 
the basis for projects and proposals in Directors 
Plans; additionally, Management Plans often did 
not develop the projects set out in Director Plans 
(see below).  

4.0 REVIEW
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  Management Plans

There was no standalone methodology provided for 
the development of Management Plans, however, 
its role was briefly explained in the Director Plan 
Methodology. The Management Plan was designed 
to move on from the vision, key themes, projects 
and guiding policies outlined in the Director Plan 
to define projects in greater detail and set out an 
approach to the management and delivery of the key 
projects. 

Probably due to the lack of a detailed standalone 
methodology the Management Plans produced by 
the partners varied considerably in terms of their 
structure, content, focus and purpose. Only Liverpool 
and Ílhavo completed a Management Plan that 
reflected the broad guidance set in the Director Plan 
methodology (see below for more details on these); 
and even here Ílhavo’s document focussed on one 
asset rather than the four prioritised in the Director 
Plan.

Plymouth, Caen and Limerick did not produce a 
Management Plan. Plymouth had not supplied 
anything by the time of writing, Caen supplied a 
Regional Tourism Strategy and Limerick prepared 
a Conservation Management Plan for a single 
asset. None of these reflected the purpose of the 
Management Plan.

Ferrol and La Rochelle both produced Management 
Plans that related to their Director Plans in terms of 
the projects and progress identified. However, the 
details of the projects were not overly developed, 
with information being relatively high-level and akin 
to that anticipated in a Director Plan. 

Cadiz focussed strongly on the development of a 
broad management model for the wider heritage, 
an approach that certainly has merit, with further 
details also provided on the conservation aspects one 
of the projects identified in the Director Plan. It did 
not however provide a rounded development of the 
Director Plan.

Cork produced a single Director / Management 
Plan with the latter aspect focussed on operational 
management rather than the further development of 
the project; noting that the plan only addressed one 
of the assets identified in the Evolutionary Study.

4.0 REVIEW

4.5
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Another intervention was the installation of an 
orientation and heritage welcome space in the 
form of a floating pavilion. Situated close to the 
new cruise liner and ferry terminals midway 
along the waterfront study area, it would provide 
visitors with the opportunity to find and access 
cultural events and heritage-based activities 
in the wider area. It would act as a draw from 
the more populated area to the south and as a 
welcome point when disembarking the ferry, as 
well as an anchor point on route to the northern 
dock area which is subject to development. 

Liverpool

The Management Plan moves on directly from the 
Director Plan. The  document recaps and expands on 
the overall vision and key themes, character areas, 
heritage assets and new developments presenting 
a clear rationale for the projects proposed. Each 
project is presented with brief overview, current 
context and challenges, importance in the wider 
strategy, timeframe, partner involvement, cost and 
funding, delivery details and potential links with 
other projects. Each project is linked back to the 
key themes and presented spatially using plans and 
current photographs of each area. Case studies are 
provided both to get a sense of what each project 
may look like in reality, and to show how similar 
projects have been successful. The Management 
Plan ends with a project delivery table summarising 
how each project can be taken forward. Projects 
varied in scale and ambition based on the 
development and tourism potential of each asset or 
area, and research of similar projects elsewhere. 

The Canning Graving Docks project proposed a 
staged approach, from the installation of a glass 
viewing platform across the top of the dry dock, 
providing views of the dock infrastructure, through 
to a glass dome across the dock proving a new 
cultural space, creating a unique draw to the area. 
The dock is currently surrounded by wire fencing 
which provides a visual block rather than a draw 
through and past the area. Five case studies were 
provided a various level of intervention possible at 
a dry dock, all with varying levels of ambition and 
cost. 

Examples
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Ílhavo

The Management Plan is focussed on one of the 
four assets identified for development in the 
Director Plan, The Santo André Ship Museum. 
Although the plan only focuses on one heritage 
asset, the process of Evolutionary Study to Director 
Plan to Management Plan is rational and logical. 
The Management Plan proposals build directly 
on those originally proposed for the Santo André 
Ship Museum and are presented more detail.  They 
remain high level but relate to the objectives and 
principles set out earlier in the document. 

The overall plan follows a clear and relevant process 
of SWOT analysis of the ship and why it was selected 
as the focus of the plan; objectives of the plan to 
support decision making for tourism activities; 
a set of management principles; and an action 
programme. 

The action programmes are focused around two 
streams:

• Cultural and Heritage - exhibition projects 
connecting the ship with local MMI assets; 
young researchers programme to encourage 
and expand knowledge of MMI heritage; and 
mediation and visiting to create visiting and 
schools programmes to better connect with the 
community and increase awareness of local 
heritage and its preservation. 

• Tourism - hospitality and reception services to 
improve the visitor experience; communication 
and promotion programme to increase 
awareness of local MMI heritage and create 
digital presence; develop and promote training 
programmes for internal teams across the MMI 
related institutions of Ílhavo. 

All proposed projects are presented with 
description, objectives, and implementation 
guidelines including timeframe, target audience, 
organisations to be involved, and measurables. 
Monitoring and assessment indicators are also 
included for each stream. 
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Observations and Key Lessons 

There were a variety of approaches to the 
Management Plans, from broader management 
and organisational structures to sets of detailed 
programmes for delivery.  

The issues with the Management Plans largely 
seem to stem from there being no standalone 
detailed guidance on their development (unlike for 
the Evolutionary and Director Plan) and perhaps 
resources being limited by that stage in the project. 
As a result the Management Plans generally did 
not meet the guidance set out in the Director Plan 
methodology that a Management Plan “…develops 
the proposed projects and delivery timeline in more 
detail” and that it “…will define delivery in detail.” 

In most cases, the Management Plans did not 
develop projects beyond the Director Plan, Liverpool 
was an exception to this. Many plans did provide 
management and organisational structures to guide 
future development of projects, but tended to lack 
detailed programs for their delivery.  

The lack of detailed guidance and the result in the 
variety of approaches to the Management Plan has 
proven a useful insight during the development 
of the White Paper. Detailed Management Plan 
guidance has therefore become a main part of the 
Toolkit in Section 6.  

  Pilot Projects

Work Programme 6 required partners to implement 
three model interventions to repurpose MMI 
assets for tourism and encourage local community 
engagement. Pilot projects were intended to fit into 
one or more of three criteria:

1. Pilot interventions for the reconversion and 
adaption to new uses of selected MMI heritage 
assets;

2. Interventions to recover, virtually or through 
modelling, missing or ruined MMI assets; and / or

3. Development of cultural interventions for the 
valorisation of MMI heritage.

The majority of partners completed a pilot project 
proforma to illustrate the nature and successes of the 
implementations. The six partners who completed 
this were Cadiz, Cork, Ferrol, Ílhavo, La Rochelle and 
Limerick. 

The majority of these projects were yet to be 
completed so are not yet fully measurable and as 
a consequence of wider circumstances, including 
the influence of Covid-19, not enough projects have 
been completed to provide a robust overview of 
success factors. The following case studies illustrate 
the nature of some of the pilot projects that were 
completed.

4.0 REVIEW

4.6
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La Rochelle – Virtual reality Experience 
of La Pallice Submarine Base and TD6 
Steam Dredger

Developed by the maritime Museum of La Rochelle, 
a virtual reality experience of the La Pallice 
submarine base was developed as part of the “La 
Rochelle born of the sea” permanent exhibition. 
To be a part of an immersive experience, the 3D 
modelling is complete, however full installation is 
still in progress. The actual physical submarine base 
is not accessible to the public. Virtual reality enables 
visitors to experience an environment otherwise 
unavailable.

The TD6 dredger is in an advanced state of 
decomposition, with a high restoration cost. Also part 
of the Maritime Museum’s permanent exhibition, 
the dredger has been ‘virtually reconstructed’ 
therefore conserving its memory and becoming 
accessible to all. Both projects are yet to be fully 
installed and displayed, however the digital work 
has been completed. 

Selected Examples

Cork - Elizabeth Fort Multi-lingual 
Audio Guides, exhibition and brochures

This pilot project was focused on enhancing the 
visitor services through a self-guided audio-tour of 
the fort. Designed to correlate with a maps provided 
and new permanent exhibition launched in 2019, 
it aims to better cater for international visitors. The 
new exhibition made use of a redundant heritage 
asset (Barrack Building), which houses interpretive 
panels displaying a timeline of the site. 
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5.0 CONCLUSIONS AND 
RECOMMENDATIONS
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Maritime, military and industrial heritage has 
the proven potential to deliver real change and 
benefits for communities. As set out in Section 2, 
projects across the Atlantic seaboard have amply 
demonstrated this over many decades; from the 
rebirth and regeneration of internationally recognised 
Royal Albert Dock in Liverpool; to the creation of 
the La Sirène concert hall in a former grain silo in La 
Rochelle; or the unique Santo André ship museum 
and Oudinot Garden in Ílhavo; and even smaller scale 
projects such as the community-led restoration of 
fishing boats in Caen, Normandy. 

All of these remarkable projects have delivered a 
range of demonstrable social, economic and cultural 
benefits for their communities. They have helped 
sustain and develop tourism economies, enriched the 
artistic life of communities, and enabled people to 
celebrate and share their remarkable heritages. 

To deliver these projects host communities had to 
overcome numerous challenges including funding, 
ownership and access, amongst others.  Undoubtedly 
other projects and ideas never came to fruition as 
obstacles could not be overcome and support could 
not be found. 

In this context, the Military, Maritime and Industrial 
Atlantic Heritage Interreg Project (MMIAH) was 
established to support cities and regions with 
unlocking the opportunities presented by the 
Atlantic seaboard’s military, maritime and industrial 
heritage.  The project partners developed a strategic 
approach to the identification, planning and delivery 
of interventions and initiatives to recover disused 
assets and facilitate their social use in order to 
promote cultural tourism as a factor of economic 
sustainability.

   Conclusions 

5.0  CONCLUSIONS AND 
RECOMMENDATIONS

5.0 CONCLUSIONS AND 
RECOMMENDATIONS
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of military, maritime and industrial heritage, in 
summary this comprised:

• Stage 1: Evolutionary Study – Foundational 
study and inventory for understanding heritage 
assets, their value and potential to contribute. 
Forms the basis for later plans.

• Stage 2: Director Plan – Established the 
strategic approach to the development 
of heritage assets setting out an overall 
vision, guiding principles and key projects / 
programmes to support future change.

• Stage 3 Management Plan – Provided greater 
detail on the development and delivery of 
identified projects including cost and funding, 
precedents, impact, lead partners and delivery 
structures and timetable.  

The project partners sought to employ this 
methodology to their respective cities and regions 
addressing a truly diverse range of assets and 
places. The methodology enabled many partners 
to producing compelling visions for the future 
rejuvenation and reuse of their heritage in ways 
that will provide local economic, social and cultural 
benefits./  The projects and programmes developed 
by the partners varied considerably in scale and focus 
and addressed a range of different types of places, 
including, amongst others:

• ambitions to revitalise the Canning Graving Dock 
in Liverpool through the creation of new shelter 
and roof structures to provide a compelling 
cultural space 

• restoration of San Felipe Castle in Ferrol to create 
a national / global tourist destination including 
extensive coastal path network 

• enhancement and refurbishment of the Ilhavo 
Santo Andrea ship museum, a former cod trawler 

• restoration and re-use of an abandoned 
complex of canal harbour buildings in Limerick 
incorporating tourism and commercial 
accommodation 

• restoration of a coal oven at the Butte Rouge 
foundry site in Caen as part of a wider 
programme to revitalise the complex

• ambitions to revitalise the Puerta de Tierra 
fortification into a cultural leisure facility

5.0 CONCLUSIONS AND 
RECOMMENDATIONS
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In terms of the methodology employed there were 
a number of positives and lessons to be learned 
from the project to help ensure that other places can 
take the approach and develop their own successful 
outcomes. In this context, key observations include: 

• Applicability of the methodology – the 
diversity of places addressed by the partners 
(in terms of types of MMIH assets, their historic 
development and their geographic scale) has 
demonstrated that the fundamentals of the 
methodology are applicable to all MMIH sites 
regardless of their scale, type and spread.  
Partner projects covered a range of geographies 
from relative tightly defined urban areas to 
entire regions. The project methodology was 
able to adapt to all of these scales and has 
demonstrated that it can be used on a range of 
assets types from buildings, to landscapes and 
even to ships.

• Importance of a strategic focus – one of the 
central tenets of the Interreg project was that 
a strategic approach to addressing the MMIAH 
of an area could deliver greater benefits for the 
place, the economy and local communities, 
compared to isolated initiatives. Achieving 
this required a clear strategic direction for 
the plans and integration between proposals. 
The Director Plan was designed to deliver this 
strategic focus with a clearly identified suite of 
interrelated projects.  A number of the partner 
cities delivered plans that met, or came close to 
meeting, that aim including Liverpool, IIhavo, 
Caen and Cadiz – others however tended 
towards focussing on individual projects, 
often (but not always) without a clear strategic 
direction and interface between the differing 
elements.  Consequently, a risk exists that 
projects will operate in vacuum, unsupported 
by other initiatives and in turn not supporting 
them; overall potentially reducing the impact 
of investment in the longer term. In the future, 

cities would benefit from sustaining a focus on 
developing a clear strategic direction for their 
MMIH. 

• Proportionality	of	effort	– All partners 
completed an Evolutionary Study, but for 
some this was seemingly the focus of effort 
with detailed histories and inventories being 
prepared, often at odds with the final outcome 
of the project (e.g. a scheme for one asset). 
It is clear that a degree of proportionality is 
required in terms of identifying and describing 
the evolution of a place and its MMIAH.  The 
emphasis should be on identification of key 
assets, groups of assets and the development of 
a clear thematic structure. La Rochelle, Liverpool 
and Caen offered good examples of the balance 
between detail and delivery.

• Ambition – compared to some of the historic 
case studies (see Section 2) many of the projects 
promoted in the various Director Plans and 
Management Plans were modest in scale, 
offering a relatively limited sense of ambition 
for the MMIAH of the area and its potential 
contribution.  While it is clear that smaller-scale 
projects are important in terms of creating a 
critical mass and meeting a range of needs, 
the absence of significant anchor projects was 
a notable feature. Given the proven success 
of major heritage projects, the role of anchor 
schemes should not be discounted in future 
strategies even if they seem overly ambitious 
or unlikely to occur. Often they can spark public 
and political interest, leading ultimately to their 
development and delivery.

• Resourcing – partners approached the 
development of the three studies in different 
ways, generally they were produced in-house 
by departments within local authorities or with 
limited external freelancer support. Few used 
external consultancies to develop the studies. 

5.0 CONCLUSIONS AND 
RECOMMENDATIONS



51

In many cases it was clear that there were not 
sufficient resources to develop the studies in 
the timeframes, potentially due to competing 
in-house priorities and, latterly in the process, 
the impact of Covid-19. Ensuring adequate 
resourcing is critical to the development of 
successful strategies.

• Adaptability and viability – in developing the 
Director and Management Plans few studies 
addressed potential issues around the viability of 
proposals (in the long term) or their adaptability 
to other uses should social / economic 
environments change. Given the changing 
world in which we live this is an important 
consideration for project development.

• Deliverability – similarly, the absence of well-
developed Management Plans for many of the 
partner cities cast doubt on the deliverability 
of the proposals. Often, delivery management 
structures, potential funding sources and 
detailed timeframes for delivery were lacking. 
This is a critical aspect for the successful long 
term delivery of projects.

At the heart of many of the issues associated with 
this first round of MMIAH projects seems to be 
matters of leadership and partnership. Many of the 
programmes were led by the conservation teams at 
authorities, often without direction and guidance 
from a wider group of stakeholders from business, 
tourism, regeneration, planning and economic 
development etc.  This often led to an over emphasis 
on the Evolutionary Studies, with less emphasis on 
developing a robust strategic approach in which 
projects and initiatives could sit. Addressing this and 
other issues will be critical for future projects and the 
future development of the initiatives at the partner 
cities.

5.0 CONCLUSIONS AND 
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  Recommendations and Next Steps
The methodology and approach advocated and 
developed by the Interreg project is valid, robust and 
suitable for developing the potential of MMIH across 
a range of places, in terms of further development 
the following primary recommendations / next steps 
are made: 

1. Refine	the	methodology	– The current 
methodology is effective but some 
improvements, particularly in terms of the 
Evolutionary Studies (primarily in relation to 
proportionality) and the Management Plans 
are recommended to improve delivery. These 
recommended changes are embedded into the 
Toolkit in Section 6. 

2. Invest in leadership and partnership – it is 
strongly recommended that in future diverse 
steering groups are assembled for cities / region 
representing a range of interests including, but 
not limited to, heritage conservation, tourism, 
arts and culture, private business, elected 
representatives, planning departments, and 
economic regeneration teams. This group should 
then steer and direct an executive team that 
either holds inhouse the required skills or is able 
to contract professional support. This executive 
team should ideally be situated in a department 
with responsibility for developing community 
and economic infrastructure – but with clear 
input and support from conservation and 
heritage colleagues.

3. Focus on Strategy – critical to future projects is 
the articulation of a clear strategy for the MMIH 
of the study area. This should take the form of 
a well-articulated vision with clear objectives 
and outcomes, that can be delivered through 
a spatially and functionally coherent suite of 
projects and initiatives that address community, 
economic and heritage needs.

4. Share and learn – participants from across 
the partner cities should be encouraged to 
share lessons learnt, success and failures to aid 
learning across all partners. A regular series of 
digital meetings supported by future study trips 
(post-Covid) would help facilitate this process. 
Given potential funding constraints a self-
organised network will probably be required.

5. Grow the network – the military, maritime 
and industrial heritage of the Atlantic 
seaboard is not confined to the partner cities. 
There is considerable potential to develop 
the network and encourage cohesive and 
strategic approaches to the development and 
safeguarding of this rich heritage resource across 
the EU and beyond. This is a stated outcome of 
WP3 (see Section 3).

5.0 CONCLUSIONS AND 
RECOMMENDATIONS
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The following sets out the broad process of 
developing the overall project:

  Overview

6.0  TOOKLIT

6.0 TOOLKIT

This can be evolved to suit local circumstances, but it is important that the key stages are followed to and that 
feedback and refinement occurs at the key points in the process.

6.1
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SCOPE AND 
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EVOLUTIONARY 
STUDY
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DIRECTOR 
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MANAGEMENT 
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  Key Stages

 Stage 1: Scope and Leadership

This is a critical stage of activity during which the 
following needs to be addressed:

• Establishment of steering group – a broad 
steering group of relevant parties needs to be 
established early in the process to steer and 
direct an executive team and guide the wider 
project. The steering group should cover a range 
of interests including, but not limited to, heritage 
conservation, tourism, arts and culture, private 
business, elected representatives, planning 
departments, and economic regeneration teams.  
Liverpool provided a clear example of how a 
broad cross-community partnership could steer 
and develop proposals.

• Formation of executive team – successful 
delivery will require project management, 
stakeholder management and the delivery of 
technical studies. An executive team will be 
required to undertake this work, either using 
existing inhouse resources or with a blend 
internal and external support e.g. consultancy 
other agencies. The team will need to be scaled 
and resourced to meet the likely scale of the 
project. 

• Definition	of	MMIH	study	area – a clear 
geographical and historic timeframe is 
required to define the scope of investigation 
and planning. This should, were possible, 
relate to administrative boundaries and be 
scaled to reflect likely resources available for 
the development of the Director Plan and 
Management Plan. The study area can be kept 
under review by the Steering Group. This could 
help overcome situations whereby by very large 
areas are assessed in the evolutionary study, 
costing significant resources, but where the focus 
is in fact strategic on a smaller area or smaller 

number of assets e.g. at Limerick. Caen provided 
a good example of a large study area, but with a 
clear thematic focus. 

• Identification	of	local	exemplars – where 
possible and existing examples of MMIH 
regeneration and re-use should be identified 
to act as both a source of learning (in terms 
of avoiding potential issues) and a source of 
inspiration. The projects outlined in Section 2 
can inspire others and undoubtedly many other 
cities with a rich MMIH heritage can demonstrate 
projects with a simar impact. The European 
Route of Industrial Heritage (ERIH) provides 
many examples for inspiration (https://www.erih.
net/).

6.0 TOOLKIT

6.2

  Stage 2: Evolutionary Study

Appendix 1 contains a methodology for the 
development of the Evolutionary Study. This is based 
on that initially prepared by the partners for the 
Interreg project.  In summary it contains the following 
key stages of activity:

• Stage 1: Define project scope and confirm study 
area

• Stage 2: Identify MMIAH assets 

• Stage 3: Document evolution through MMIAH

• Stage 4: Review current environment and future 
development 

In terms of developing the evolutionary study it is 
critical that:

• A proportional approach is taken with sufficient 
information and understanding to inform the 
strategic decision making, leaving open the 
opportunity for further analysis as projects 
become better defined. Liverpool, Caen and La 
Rochelle present focused, concise and relevant 
historical overviews proportional to their needs 
and offer good case studies for future projects.  

6.3
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  Stage 3: Director Plan

Appendix 2 contains a methodology for the 
development of the Director Plan. This is based on 
that prepared by the partners for the Interreg project.  
In summary, it contains the following key stages of 
activity:

• Stage 1: Assess and review findings of the 
Evolutionary Study

• Stage 2: Assess development potential and 
tourism potential

• Stage 3: Identify Vision

• Stage 4: Establish broad guidelines / policies

• Stage 5: Identify and define key projects / 
programmes

• Stage 6: Establish Timeline

• Stage 7: Prepare document

6.4

• Study areas and time periods are clearly defined 
in consultation with the Steering Group and then 
adhered to during the development of the study. 
This will enable project teams to remain focussed 
on strategic priorities and manage resources. 
Further detail can be added later in the project 
delivery cycle.

• Studies are undertaken by qualified personnel 
and include engagement with the relevant local / 
regional or national heritage agencies

Following completion of the study it is important that 
its results are circulated to key decision makers with 
clear recommendations as to the areas of potential 
focus for the next stages of work. It is important that 
the Steering Group are able to review and inform the 
finalisation of the Evolutionary Study.

In terms of preparing the Director Plan it is important 
that:

• there is a clear focus on developing a robust 
vision and strategic direction for the project – 
this is the primary role of the Director Plan and 
should be led by the Steering Group 

• decisions regarding the prioritisation of 
assets / groups of assets is based on clear and 
transparent decision making that is undertaken 
in discussion with Steering Group

• identified projects and initiatives are designed to 
work together, reinforcing their relative impact 
and increasing potential for success

• projects and programmes are realistic in terms of 
likely future resourcing and funding – but remain 
ambitious and inspiring in their overall scope. 
This is a delicate balance and one that needs to 
be led by the Steering Group. 

It should be remembered throughout that the 
Director Plan’s primary purpose is to set out a clear 
“direction” / vision for the MMIH of the area and 
to identify projects and programmes that can be 
delivered to support that vision.

  Stage 4: Management Plan

Appendix 3 contains a methodology for the 
development of the Management Plan. This has 
been developed to address the issues identified 
in the project given the previous lack of a detailed 
methodology.  In summary, it contains the following 
key stages of activity:

• Stage 1: Assess and review the Director Plan and 
prioritise key projects

• Stage 2: Develop project proposals

• Stage 3: Establish Timeline

• Stage 4: Prepare document

6.5
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In terms of preparing the Management Plan it is 
important that:

• Projects set out in the Director Plan are reviewed 
and prioritised by the Steering Group and then 
further developed in terms of detail, options, 
potential costs, delivery timetable etc

• Potential risks and viability issues associated with 
projects are highlighted and, where possible, 
addressed

• A clear timetable for the development and 
delivery of projects is identified in a coordinated 
manner

• Robust management and oversight procedures 
are set out to support the long-term delivery and 
operation of the projects and proposals

The Management Plan is ultimately the tool to 
guide delivery – converting the strategic vision of 
the Development Plan into practical reality on the 
ground.
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Appendices 

APPENDIX 1: EVOLUTIONARY STUDY METHODOLOGY 

1.0 OVERVIEW AND PURPOSE 

1.1.1 The purpose of the evolutionary study is to provide an inventory of MMI assets that have 

potential heritage value and assess how they have contributed to the evolution and 

development of cities or regions over a specified period of time. 

1.1.2 In terms of developing the evolutionary study it is critical that: 

• A proportional approach is taken with sufficient information and understanding to

inform the strategic decision making, leaving open the opportunity for further analysis

as projects become better defined

• Study areas and time periods are clearly defined and adhered to, to prevent scope

creep

• Studies are undertaken by qualified personnel and include engagement with the

relevant local / regional or national heritage agencies

2.0 METHODOLOGY FOR PREPARING AN EVOLUTIONARY STUDY 

2.1 Introduction 

2.1.1 The following approach to the development of the Evolutionary Study is intended to 

provide a broad structure for adaption and use by each partner. The proposed stages are 

intended to ensure that Evolutionary Studies encompass all important stages and should 

be circulated with key decision makers with clear recommendations as to the areas of 

potential focus for the next stages.  

2.2 Methodological Stages 

Stage 1: Define project scope and confirm study area 
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2.2.1 A clear geographical scope and historic timeframe would be defined to ensure the 

project remains focussed. It would be scaled appropriately reflecting the likely resources 

available for the development of the subsequent Director and Management Plans.   

Stage 2: Identify MMIAH assets 

2.2.2 Based on relevant legislative documentation, site visits, mapping and photography, a list 

of heritage assets would be identified and documented. Information would include: 

• Description: name, date of construction, past use, state of conservation / degree of

loss, designation (if any)

• Historic (if available) and contemporary photographs

• Historic (if available) and contemporary location plan of asset and any surrounding

protection area, coordinates(?)

• Ownership/planning restrictions

2.2.3 Based on a review of documentation, site visits and the location and thematic 

connections between assets, it may be appropriate for assets to be evaluated as a group / 

character area rather than individual assets. This will depend on the scale and nature of 

the study area and its assets.  

Stage 3: Document evolution through MMIH 

2.2.4 The evolution of the study area would be documented to understand the significance of 

the site and how it has been shaped by its Military, Maritime and Industrial heritage. 

Along with the inventoried assets, this information forms the basis for the project 

proposals in the Director and Management Plans, particularly important when identifying 

prioritised assets and drawing out key themes. It is recommended that the historic 

background in presented thematically or in historic stages no less than five depending on 

the historic nature of the site.  

2.2.5 Whilst a wider context is relevant to the site and its evolution, it is important, for the most 

part, to keep the document focused as possible on the geographical scope and historic 

timeframe agreed in Stage 1. 
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Stage 4: Review current environment and future development 

2.2.6 To put the study area and its assets into the context of today, its important to understand 

the current environment and potential developments that may influence the 

development and delivery of projects in the subsequent stages of the project. The 

analysis would include the following: 

• Geographical structure: topography, hydrology, etc

• Urban structure: setting, infrastructure, etc

• Social, economic, tourism activity

• Future projects of any kind likely to influence encroach on study area or influence

project proposals

2.2.7 Documentation of these should be kept brief and relevant to the study are and project. 
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APPENDIX 2: DIRECTOR PLAN METHODOLOGY 

1.0 OVERVIEW AND PURPOSE 

1.1.1 The purpose of the Director Plan is to establish the strategic direction for the 

development of the MMIAH assets and themes identified in the Evolutionary Study. It 

should set out a clear “direction” / vision for the assets of the area and identify projects 

and programmes that can be delivered to support that vision. 

1.1.2 In terms of preparing the Director Plan it is important that: 

• there is a clear focus on developing a robust vision and strategic direction for the

project

• decisions regarding the prioritisation of assets / groups of assets is based on clear and

transparent decision making that is undertaken in discussion with Steering Group

• identified projects and initiatives are designed to work together, reinforcing their

relative impact and increasing potential for success

• projects and programmes are realistic in terms of likely future resourcing and funding

– but remain ambitious and inspiring in their overall scope. This is a delicate balance

and one that needs to be led by the Steering Group

2.0 METHODOLOGY FOR PREPARING A DIRECTOR PLAN 

2.1 Introduction 

2.1.1 The following approach to the development of the Director Plan is intended to provide a 

broad structure for adaption and use by each partner. The proposed stages are intended 

to ensure that Director Plans address the same aspects; it is however probable that 

different cities will need to place a differing degree of emphasis on different stages of the 

process. 

2.1.2 The development of the Plan should be undertaken in consultation with a range of 

partners and the steering group. It is vital that a broad view is taken encompassing 

heritage, tourism, planning, funding, community and operational viewpoints. The 

approach to engagement and consultation will need to be determined on a local basis. 
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2.1.3 The methodology should also be read in conjunction with sample contents in Section 3.0. 

2.2 Methodological Stages 

2.2.1 The following sets out the stages for the development of a Director Plan. These are 

summarised as: 

1. Assess and review findings of the Evolutionary Study: Summarisation and

prioritisation of the key assets and characteristics of the study area that could be

incorporated into proposals. This would take into account relative importance, ability

to communicate stories, extent of survival and degree of loss, authenticity of

structure, level of designation;

2. Assess development and tourism potential: Identify the ability for an asset / group

of assets to accommodate change and their likely potential to contribute to a viable

tourism offer. Based on findings of this review, draw out assets and themes for

priority development.

3. Identify vision: Provide a compelling strategic vision or the revitalisation /

restoration / recreation of the identified assets and places. Develop and agree with

key stakeholders to reflect a wide range of issues and opportunities. It should respond

to emerging developments and plans in and around the study area, address key

historic themes, highlight key elements of phasing, be realistic and deliverable;

4. Establish broad guidelines: Identify high level guidelines / policies to support future

change and aid the development of the Management Plan;

5. Identify and define key projects / programmes: Describe and spatially define

each project with key elements and brief description. These projects will be further

developed in the Management Plan; and

6. Establish timetable: present a high-level programme for delivery of projects with

the aim of developing a more detailed programme in the Management Plan
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Stage 1: Assess and review findings of the Evolutionary Study 

2.2.2 This first stage focuses on reviewing the outcomes of the Evolutionary Study and 

prioritising key assets / themes for development. The review of assets should consider:  

• Relative importance

• Ability to communicate key stories / themes about the city’s history

• Extent of survival and degree of loss

• Authenticity of structure

• Level of international, national or local designation

• Note: Others to be selected based on local circumstances, if required

2.2.3 Findings should be summarised and presented in the final Director Plan document. 

STAGE 1 
Assess and review 

findings of the 
Evolutionary 

Study

STAGE 2 
Assess development 

potential and tourism 
viability / potential

STAGE 3

Identify vision STAGE 5 
Identify and 

define key projects 
/ programmes

STAGE 4 
Establish broad 

guidelines / 
policies

STAGE 6 
Establish 
timetable

STAGE 7 
Prepare 

document
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Stage 2: Assess development potential and tourism potential 

2.2.4 Stage 2 would review the initial assets list and the prioritised list identified in Stage 1. The 

review would identify the ability of an asset / group of assets to accommodate change 

and their likely potential to contribute to a viable tourism offer.  

2.2.5 A broad approach to tourism outcomes should be considered and could include, 

amongst others: 

• Construction of new facilities to support tourism activity e.g. an orientation centre

• Re-use / adaption of existing buildings / structures e.g. as a museum or visitor centre

• Implementation of area based conservation programmes to safeguard assets / groups

of assets and create an authentic sense of place that would be attractive to visitors

and local communities (this is particularly important where the local heritage resource

contains many smaller assets and features); and

• Delivery of events / activities to celebrate themes and assets e.g. festivals, guided tours

or community participation projects.

2.2.6 The review of each asset / group of assets ability to accommodate change should 

consider a range of factors including:  

• Potential restrictions / obligations imposed by any international, national or regional

designations or planning policy / zoning (or the absence of such restriction)

• Limitations or opportunities due to the form, fabric, character and layout of an asset

• Limitations or opportunities arising from their location or accessibility

• Limitations or opportunities due to ownership

• Types of tourism development that might be accommodated

2.2.7 These would be reviewed, a commentary for each would be prepared and an assessment 

made on a five-point scale as follows: 

Development 
Potential 

Definition 

Very High Site offers clear opportunity for development for tourism 
potential and clearly lends itself to that purpose with minimal 
constraint  
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Development 
Potential 

Definition 

High Few limitations to development of a scale suitable for the 
form of the site 

Medium Site likely to be suitable for development but with restrictions 
/ limitations 

Low Significantly restricted site due to one or more factors 
Minimal Very severely restricted site due to a large number of 

identified limiting factors  

2.2.8 In terms of the potential of an asset / group of assets to contribute to a viable tourism 

offer the review would explore a range of factors including: 

• Nature and value of existing tourism markets and likely attractiveness of assets and

associated stories to these markets

• Whether other target markets are currently being developed by the city and the

potential attractiveness of assets and associated stories to these markets

• Robustness of existing tourism markets and scale of local population

• Whether subsidy is available to support operation of assets (if likely to be required)

• Geographical proximity to other tourism assets / venues

• Whether other existing tourism initiatives and proposals would support the assets

• Future and emerging development proposals in and around the asset

• Any disconnects between existing proposals and the opportunities afforded by the

area’s maritime heritage

2.2.9 These would be reviewed, a commentary for asset / group of assets would be prepared 

and an assessment made on a five-point scale as follows: 

Tourism contribution 
potential 

Definition 

Very High Premier asset able to anchor tourism development 
High Asset would be able to make a strong contribution 
Medium Asset able to make a positive contribution with standard 

investment 
Low Asset’s potential is restricted by factors that are unlikely to be 

overcome or would require notable expenditure or material 
change to address 

Minimal Asset unlikely to make a contribution due to a range of 
fundamental factors that will not be overcome in the lifetime 
of the plan  
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2.2.10 As well as looking at individual assets the review would also look at historical themes / 

stories emerging from the Evolutionary Study to identify whether these have the 

potential to resonate strongly with existing and potential markets. 

2.2.11 With the analysis from Stage 1 and stage 2 complete the next step would be to rigorously 

review the outcomes and identify the assets which through a combination of their 

historical significance, development potential and tourism contribution potential offer 

the greatest opportunity for delivering the required change. From this review assets / 

groups of assets and themes will be identified as priorities for development. These 

priority assets and themes would then form the basis for the development of the Plan; 

supported perhaps by other secondary assets and themes, as required.  

Stage 3: Identify Vision 

2.2.12 A central requirement of the Director Plan is to provide a compelling vision for the 

revitalisation / restoration / recreation of the identified assets and places (see Stage 2 

above) to provide economic, social and community benefits. This vision needs to be 

developed in partnership with key stakeholders and reflect a wide range of issues and 

opportunities. 

2.2.13 The vision will need to: 

• Address the key assets identified in the Evolutionary Study and through Stages 1 and 2

• Respond to other emerging developments, changes and masterplans in and around

the study area

• Address the key historic themes identified in the Evolutionary Study

• Provide a clear spatial understanding of the overall proposals

• Highlight the key elements of phasing

• Ensure that any MMIAH in the area that has been lost, or needs to be rediscovered, is

considered

• Be deliverable in the context of local, national and international policy and legislation

2.2.14 The vision should ideally be graphical in nature, supported by concise narrative text that 

explains the desired outcomes and the rationale behind the vision. The vision statement 
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should be concise and clearly presented to enable ease of communication with a range 

of parties. 

Stage 4: Establish broad guidelines / policies 

2.2.15 The Director Plan provides the vision and outlines the suite of projects required to deliver 

that vision. The Management Plan, and later documents, will develop those projects 

further. To aid that process it is important that high level guidance is provided in the 

Director Plan to guide the further development of projects in the Management Plan and 

later design and delivery documents. 

2.2.16 This guidance could take the form of policies and/or guidelines. These need to be 

concise, clear and relevant. They should be limited in number. They should draw on, and 

cross-relate to, existing local, national and international guidance including, amongst 

others, the 2011 UNESCO Recommendation on the Historic Urban Landscape; the 

UNESCO World Heritage Sustainable Tourism Toolkit; and the various European and 

international conventions. 

2.2.17 It is anticipated that they will need to address: 

• Compliance with local, national and international policy and legislation

• How partners, stakeholders and local communities will be engaged

• Quality and nature of design and other interventions

• Approaches to the recreation of lost features

• Viability and operational considerations

2.2.18 Other areas may also need to be addressed depending on local circumstances. 

Stage 5: Identify and define key projects / programmes 

2.2.19 A fundamental element of the Director Plan is the identification of potentially viable 

physical interventions and / or activities to conserve, reveal and integrate the MMIAH of 

the area to deliver real tourism benefits. This process would commence in Stage 3 
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(Vision) with the identification of the projects as part of the visioning process, these 

identified projects would then be further developed in Stage 5. 

2.2.20 During this stage each project would be briefly described and spatially defined, with key 

elements clearly stated and identified e.g. a new visitor centre or interpretative trail. 

These descriptions should be very brief and high level in nature. As well as physical 

projects, this stage would also identify any key programmes / activities in a similarly 

concise manner. These projects and programmes would then be further developed in the 

Management Plan. 

2.2.21 The development of the projects would be undertaken with a focus on viability, impact 

and heritage conservation. 

Stage 6: Establish Timeline 

2.2.22 While the detailed delivery programme would be presented in the Management Plan, the 

Director Plan should provide a high level programme for the delivery of the projects and 

any programmes / activities. This should be realistic and reflect local circumstances. 

2.2.23 The high level programme should identify, for each project / programme or activity: 

• Timing of key tasks involved in its further development and delivery e.g. design

processes, construction periods etc

• Timing of any required consents for development

• Key decision points for project owners and stakeholders, and any material required to

support those decisions (e.g. feasibility studies, business cases etc)

• Timing of any external funding submissions / decisions

2.2.24 It is suggested that the high level programme includes an outline GANNT chart and 

supporting text describing key tasks. 
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Stage 7: Prepare document 

2.2.25 With the above stages complete the Plan should be prepared and issued for consultation 

with agreed parties and stakeholders. It should be a concise, well presented document. 

Section 3.0 below provides a sample contents and structure for the Director Plan. 

3.0 SAMPLE CONTENT OF A DIRECTOR PLAN 

3.1 Purpose of this section 

3.1.1 To support consistency of application across the Partners the following outline for the 

content of a Director Plan has been prepared.  This will need to be adapted to local 

circumstances but its basic structure is intended to inform all projects at this stage.  

3.2 Overview of proposed structure 

Introduction 

3.2.1 This section would set out: 

• The purpose of the plan and its relationship to the wider Interreg project;

• The area of the city in question it addresses;

• The parties responsible for its development;

• The broad aims and objectives of the plan;

• Other relevant background information e.g. presence of other major development

projects in the area, or any significant limitations or constraints; and

• Contact details for the project lead.

Summary description of site / assets 

3.2.2 Based on the findings of the Evolutionary Study this short section would concisely 

describe the area, assets, place under consideration providing a very brief narrative of its 

development and surviving features (see Stage 1 of Methodology).  
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Key themes and assets 

3.2.3 The Evolutionary Study would have identified the most important assets (and groups of 

assets) and themes from a historical, cultural perspective. These would be identified and 

summarised in this section of the Director Plan (see Stage 1 of Methodology). 

Tourism and Development potential of asset / areas 

3.2.4 Based on the analysis undertaken during the preparation of the Director Plan, this section 

would identify the assets / areas / places / themes most suitable for development for 

tourism purposes of different kinds (see Stage 2 above). 

3.2.5 The section would conclude with an  robust review setting out the priority assets from a 

historic and tourism development perspective.  

Overall vision / opportunity 

3.2.6 This key section would narratively and graphically describe the overall vision for the 

project area, setting out what the partners are seeking to achieve through the 

implementation of the Director Plan and later Management Plans (see Stage 3 of the 

methodology).  

Guiding policies 

3.2.7 As set out above (see Stage 4), the Director Plan will include a small number of broad 

ranging policies / guidelines to guide the future development and delivery of the vision 

and associated projects / programmes. These will be clearly late out in this section of the 

Plan. 

Projects and Programmes 

3.2.8 This section would provide a concise overview of each project or programme that the 

Director Plan is promoting as part of the wider vision (see Stage 5 above). Each project / 

programme would be described individually.  
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Overview of Delivery 

3.2.9 The Management Plan will define delivery in detail. This section will provide a high level 

timetable with supporting material for the design, development and delivery of the 

individual projects / programmes and the overall vision (see Stage 6 above).   
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APPENDIX 3: MANAGEMENT PLAN METHODOLOGY 

1.0 OVERVIEW AND PURPOSE 

1.1.1 The Management Plan is ultimately the tool to guide delivery – converting the strategic 

vision of the Development Plan into practical reality on the ground. It moves on from the 

vision and key themes outlined in the Director Plan and defines more specific initiatives. 

1.1.2 In terms of preparing the Management Plan it is important that: 

• Projects set out in the Director Plan are reviewed and prioritised by the Steering Group

and then further developed in terms of detail, options, potential costs, delivery

timetable etc

• Potential risks and viability issues associated with projects are highlighted and, where

possible, addressed

• A clear timetable for the development and delivery of projects is identified in a

coordinated manner

• Robust management and oversight procedures are set out to support the long-term

delivery and operation of the projects and proposals

2.0 METHODOLOGY FOR PREPARING A MANAGEMENT PLAN 

2.1 Introduction 

2.1.1 The following approach to the development of the management Plan is intended to 

provide a broad structure for adaption and use by each partner. The proposed stages are 

intended to ensure that Management Plans explore similar aspects; it is however 

probable that different cities will need to place a differing degree of emphasis on 

different stages of the process. 

2.1.2 The development of the Plan should be undertaken in consultation with a range of 

partners and the relevant expert panel. It is vital that a broad view is taken encompassing 

heritage, tourism, planning, funding, community and operational viewpoints. The 

approach to engagement and consultation will need to be determined on a local basis. 
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2.2 Methodological Stages 

Stage 1: Assess and review the Director Plan and prioritise key projects 

2.2.1 This first stage focuses on reviewing the outcomes of the Director Plan, the initial project 

proposals, key themes and vision. These should be amended based on any further 

findings such as changing local circumstances and other factors which may alter the 

feasibility of fully delivering proposed projects.  

2.2.2 Prioritisation of projects should be based on the development and tourism potential, 

potential risks and viability of delivering projects, timeframe and relationships to other 

projects i.e. if two projects can be developed in conjunction, or if one projects relies on 

the completion of another. 

Stage 2: Develop project proposals 

2.2.3 Based on outline projects proposed in the Director Plan, this stage builds on these 

proposals with more in depth information on the project purpose and what it may look 

like. Information would likely include: 

• current context and challenges;

• relationship to key themes;

• importance of the project relative to the area;

• timeframe / stages of development;

• recommended lead partner and other partner involvement;

• cost and funding opportunities;

• links to other projects;

• case studies / project precedents

2.2.4 Ideally, projects would be presented spatially with accompanying current and case study 

imagery.  
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Stage 3: Establish Timeline 

2.2.5 A clear timeline for the development and delivery of projects would be identified and set 

out in a clear and coordinated manor. Timescales may be based on their coordination 

with other projects, planning, funding and other local circumstances.  

2.2.6 Although the delivery timeframe would be presented under each individual project 

section, it is recommended that a delivery timeline is presented highlighting key 

milestones and lead partner to reinforce management / oversight responsibilities to 

support delivery and operation of projects.  

Stage 4: Prepare document 

2.2.7 With the above stages complete the Plan should be prepared and issued for consultation 

with agreed parties and stakeholders. It should recap on the findings of the Director Plan, 

key themes, overall vision and present a current context of the study area and its MMIAH.  

2.2.8 It should be a detailed, well presented document with supporting imagery, plans and 

other graphical content where necessary. It is the tool to guide delivery and should be 

practical to enable direct action to begin to develop the proposed projects.  
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