




In this phase of the project, it is important to plan and consider how to best 
execute the project. By collecting and analysing information on how your 
city works it will be relevant to consider how best to execute the project in 
order to gain good results. 

You may want to ask yourself some of these questions 
that will help you consider a number of relevant angles:

Which strengths and opportunities is your project based on and built on?
How will you put together a diverse team and make use of different per-
spectives? 
Which stakeholders are relevant to involve and what role will they play?
How will diverse perspectives from the citizens and institutions be involved?
How will you put together the right team?  Who needs to be involved? Who 
needs to be consulted?

In this phase of the project, it is important to plan and consider how to best 
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This tool can help you consider which stakeholders to involve in the project. 
The “stakeholder map” is a tool mapping different users, related people or 
organisations that are directly or indirectly involved or affected by a prob-
lem or a question. Mostly, the Stakeholder map will be directly related to the 
„How-might-we...“-question that describes for whom among the where and 
what is to be solved. It is important to note that stakeholders have different 
degrees of involvement in a problem statement and they occur on different 
scales (micro, meso and macro levels). 
This stakeholder model refers to Bronfenbroenner‘s model of child care. In 
our stakeholder map, for simplifi cation, there are only three levels: 
CORE USERS in yellow  (micro level - for instance a child) that refers to ac-
tual users, citizens or administrators you are designing for
LOCAL ACTORS  in grey (meso level - for instance nursery teacher) that re-
fers to intermediate local stakeholders in the same institution or town, and 
ultimately 
(INTER)NATIONAL ACTORS in green (macro level - for instance the ministry 
of education or the WHO) that refers to organisations, companies, instituti-
ons on a national or even global level. 
These stakeholders and the people acting on behalf of organisations may 
have different roles or functions: they may be your co-designers, just pas-
sing on information, you may test solutions with them or they may be deci-
ders or co-deciders in institutions. 

Instruction to use the tool: map all stakeholders and their roles on these le-
vels: core users, local context (in your city), national level (ministries, inter-
national, companies). All are relevant, so don’t be hesitant in including too 
many. 

„The stakeholder map“
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Visible consequences of multilayered, complex problems are usually only 
symptoms of deeper causes. The aim of this tool is to localise and explore 
the causes in more detail and to name them explicitly in order to be able to 
change them systematically.  

Instructions: 
Look at the iceberg and decide the challenge or focus to be worked on 
Work on the individual sections of the iceberg from top to bottom. Start with 
the visible part of the iceberg. Note down every symptom that is relevant in 
the context of the problem.
Move to the invisible part of the iceberg. First look at patterns and note eve-
ry rule, practice, doctrine, routine and trend that directly or indirectly facili-
tates events.
Move to the level of structures. Note down every rule and hierarchical or 
system level that influences or conditions the lived practice.
Switch to the last level in the iceberg. Explore the mental models embedded 
in the structures under consideration. Note every belief, value and assump-
tion that influences the system under consideration.
Finally, look at the whole iceberg across the level boundaries and ask your-
self:  What direct and indirect connections exist between the noted points in 
the different levels? 

This tool or method exists in different versions and is also known as “causal 
layered analysis”.  The use of the tool/method can help you sharpen the 
understanding of the challenges you wish to work on. 

„Cause localisation in the iceberg“
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This step is about engaging and inspiring. You will invite the relevant stake-
holders for collaboration in order to cocreate positive future visions to be 
implemented. At this point it will be important to be open to different angles 
and facilitate collection of ideas in a trustworthy and inspiring environment. 

You may want to ask yourself some of these questions that 
will help you consider a number of relevant angles:

Who will be involved in designing and implementing the project? 
How will you include those affected by the project? 
Which stakeholders are relevant to involve and what role will they play?
Which different participation formats are relevant in order to make sure 
that voices of the community are heard and integrated in the PID project? 

This step is about engaging and inspiring. You will invite the relevant stake-
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When planning and implementing action plans it is very important to put 
energy and focus  on engaging and inspiring relevant stakeholders, citizens 
and partners. All relevant participants should take part in a fruitful dialogue, 
share opinions, curiously listen to each other, present their views, compro-
mise when disagreements arise, respect each other, etc.  

If participants can engage and navigate democratic processes, there is a 
far better chance of achieving positive results with a high degree of owner-
ship and satisfaction among participants. That‘s why it can be important 
and a very good investment to put effort and resources into training all par-
ticipants‘ “democracy-muscles”. That‘s exactly what this tool is all about. 

The tool and the whole training programme is based on the assumption 
that your democracy muscles - like your body‘s muscles - should be conti-
nuously exercised to stay in shape. 

Just like the muscles in our body, we might forget to exercise them. With 
Democracy Fitness Training we exercise our democracy muscles and keep 
them toned to engage in our democracy. You can fi nd more information 
and training sessions on the webpage: Democracy Fitness

The following democracy muscles have been identifi ed: 

„Democrazy fi tness“
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In this step the primary focus is on realising planned activities in collabo-
ration with the relevant stakeholders and partners. The activities are about 
planning and implementing action plans, making budgets, engaging the 
relevant cooperation partners and learning by experimenting. There should 
be an ongoing focus on whether the project is moving towards the desired 
direction or if there is a need to adjust course. 

You may want to ask yourself some of these questions 
that will help you consider a number of relevant angles:

Is your project going according to plans?
Are you experiencing the wanted results and progresses?
Is there a need to make changes?
Should anyone else be involved?
Are we reaching the planned milestones?
Is the budget going as planned? 
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These rules were derived as common entry points in all the partner cities. 
They emerged as universal best-practices and starting points and their 
purpose is a clear and simple call to action. 

The potential, if used in each specifi c context, is to develop a simple agen-
da and boost the transition from engage and inspire into action. 

Say hello/ identify real “hosts”. Who is my goto guy or girl and wins my 
trust? Which person („concierge“, host, curator) or platform (website with 
a real face) takes me by the hand, greets me and provides initial naviga-
tion? ( In complex social situations addressing communities the initial goal 
is to create a communication platform or simply contact and orientation:  
what‘s happening here, what‘s in it for me and what/ who is my quickest 
point of contact?   

Create actionable data and announce that there are open third spaces. 
What is the potential where I can get involved to effect what positive 
change? This essentially refers to visualising actionable information or date 
(„aha, there are empty shops on this street that can be rented cheap/ for 
free temporarily to do ...whatever).

Identify Doers/ Create windows of opportunity. Once 1. and 2. are given, you 
have to create a „critical mass“ of people (usually fi rst adopters or early 
users) that have waited  for the potential described under (2.) and create 
fast and visible change, creating momentum for others to follow, thus crea-
ting a feedback loop: if there are several empty shops on my local main 
street open for positive change (A) and there are interesting, inviting, crea-
tive people providing more leads what and how to do with more and more 
shops (B) then more and shops will change and reinforce the momentum 
of transformation (A). 

„The golden rules“
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Project completion and next steps. The fi nal phase is about summarising, 
refl ecting and communicating the results achieved. It‘s also important 
to learn from the experience, spread it to the rest of the organisation and 
maybe even consider follow-up activities.

You may want to ask yourself some of these questions 
that will help you consider a number of relevant angles:

Which evaluation methods would you like to use to get feedback for your 
project?
Which indicators are important to measure in order to assess the success 
and impact of the project? 
How will you follow up on results and developments with citizens, stakehol-
ders and colleagues involved in the project?
How will you follow up on progress and utilise lessons learned? 
How will the lessons learned impact and develop your organisation? 
How will you inspire your colleagues to make use of the tools and methods? 
Who are the  target groups for communication and dissemination at diffe-
rent stages of the project: starting up, during and at the end of the project? 
How and to whom will information be made available? 
Which kind of information and dissemination is relevant? 

Project completion and next steps. The fi nal phase is about summarising, 
refl ecting and communicating the results achieved. It‘s also important 
to learn from the experience, spread it to the rest of the organisation and 
maybe even consider follow-up activities.

Which evaluation methods would you like to use to get feedback for your 
project?
Which indicators are important to measure in order to assess the success 
and impact of the project? 
How will you follow up on results and developments with citizens, stakehol-
ders and colleagues involved in the project?
How will you follow up on progress and utilise lessons learned? 
How will the lessons learned impact and develop your organisation? 
How will you inspire your colleagues to make use of the tools and methods? 
Who are the  target groups for communication and dissemination at diffe-
rent stages of the project: starting up, during and at the end of the project? 
How and to whom will information be made available? 
Which kind of information and dissemination is relevant? 



59

Lessons learned from the pilot project in Kiel
Talks between you and me and the gatepost help understand the people, 
history of the place and resistances. They create fertile ground for further col-
laboration.
Integrate resistances into solutions.
Less is more – do not overburden participatory spaces with too many inter-
ventions.
First priority should be trust building.
Presence and availability is key – open up the space and see what comes, 
make it attractive to come by offering coffee, food and a welcoming and at-
tractive atmosphere
Placebound – create a concrete feeling of liveability in a certain place (e.g. a 
tea kitchen).
Do not present ready-made solutions, leave space for ideas, alterations and 
propositions of the users – convey an authentic feeling to users that all ideas 
are welcome. They create ownership.
Humour always helps.
Inspire to get active – people want to contribute and have ownership. 

Lessons learned from the pilot in Gdynia
It takes time and effort to instill trust in offi cials among residents, especial-
ly refugees and migrants. It is an ongoing and never-ending process. Yet 
trust is the foundation for fostering participation, engagement, and co-
operation in the community. The change of the political landscape in the 
middle of a project added to the challenge.
“Setbacks are just stepping stones on your path to success.” Failure in 
small-scale piloting provides an opportunity to learn valuable lessons 
from obstacles and adjust course as needed. By being patient and open 
to potential failures, you have a better chance of coming up with a more 
thoughtful and tailored solution.
Genuine intercultural cooperation in the city requires effort from all stake-
holders and takes time to develop. Staff trained and experienced in in-
tercultural (i.e., universal) approaches can facilitate the process through 
behavioral and social nudges and more attentive interactions among 
diverse residents. As a result, curious, open-minded, and stereotype-free 
public administrators can become role models themselves, making public 
spaces (community centers) more welcoming.

Lessons learned from the pilot in Kolding 
Structuring and planning the approach is complex and time consuming. 
The city centre has been divided into seven smaller areas with distinct 
characteristics. This has helped in making the specifi c activities more ma-
nageable.
The city is very dynamic with actors coming and going. Being open-min-
ded of new ideas and input from all types of stakeholders and ensuring 
open and frequent communication with the involved stakeholders. Also 
making sure to evaluate past initiatives with the stakeholders and create a 
“learning loop”.
Ensuring political engagement and support in all phases of the process.

During the course of our pilot projects, we have 
of course gathered a wide range of experien-
ces and learnings. We want to capitalise on our 
experiences and learn from them. And we want 
to share them in this guide so that others can 
benefi t from them too. While we cannot descri-
be them all in this guide, we have tried to briefl y 
summarise some of our refl ections here. 

Experiences and learnings from 
partner cities
Experiences and learnings from 
partner cities
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Lessons learned from the pilot project in Riga
Community led local development tool during this planning period is not 
yet available for urban areas in Latvia. But there are other kinds of partici-
patory municipal funding options that might seem enough for larger in-
frastructure projects.
The discussions and actions take time and visions and decisions are being 
infl uenced by the ongoing challenges not only at city scale but also per-
sonally to each member of the community. It is important to consider that 
representatives of neighbourhood associations do not get paid for their 
input and activism.
At the moment the municipality shows interest in giving decision power to 
the communities, but it is also unclear if at this moment the communities 
are interested and capable of taking more duties and responsibilities.

Lessons learned from the pilot project in Guldborgsund
It takes time and effort to develop, test and implement new interdiscipli-
nary ways to help vulnerable citizens when it involves many different pro-
fessions, authority areas in the municipality. It‘s not a walk in the park, but 
it‘s very rewarding and educational for employees and citizens.
Being open to experimentation in a pilot project and being open to lear-
ning from our mistakes gives us a better chance of achieving 
extraordinary results.
When we made a real effort to involve the citizens affected by the decisi-
ons, it gave them a high degree of empowerment and ownership to make 
positive changes in their lives.
The vulnerable families involved in the pilot project have gained more trust 
and are more cooperative. They have gone from a situation with many 
contacts and demands from different social workers towards one point of 
entry with a person who is not permanently attached to a specifi c authori-
ty, but can better see across disciplines, work holistically and involve 
citizens in infl uencing their own cases.Lessons learned from the pilot project in Pori 

Repurposing spaces, transforming them and people discovering the revitali-
sed space takes time.
Creating a shared story that clearly conveys the purpose and activities of the 
new space is crucial.
Diverse communication is essential from the very start of the initiative
Stakeholder mapping is benefi cial throughout the entire process, as it helps 
to identify connections for collaborations and recognize opportunities for 
momentum.
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Depending on what phase your project is in and what specifi c areas are 
being emphasised, it can be of great help to look for inspirational pro-
jects and learn from their examples. We collected a series of inspiring 
practice examples in the inspiration pool, as well as an abundance of 
helpful tools, that you can choose from depending on your need during 
your design process. For further information, see the project webpage.

Practice guide, version 2, November 2024

Liveability – Designing public service for resilient neighbourhoods”, 
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