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The purpose of this workshop was to have interactive discussion with a broad spectrum of the institutions involved with the conservation and revitalisation of the historic core of Camaguey.

Each participant introduced themselves giving their name, occupation and their personal objectives,
	Architect
	Engineer
	Marketing

	Tour operators / managers
	Teacher
	Conservation specialist

	Historian
	Commercial manager of a cafe
	Director of a cultural enterprise

	Tourist information
	Master Planning
	Artist

	Arts Council
	IT specialist
	Festival Manager

	Video Artist
	Conservation Engineer
	Economist

	Sociologist
	Office of finance and investment
	Project manager


Expectations of the participants : What do you want to achieve today?
Chatham House rules  apply (no statements are attributable to any individual) 
	Perfecting master planning
	Wider understanding of the issues

	More effective way of working
	Understand what the historic centre has to offer 

	Widen knowledge
	Understand how tourism will be integrated into the plans

	understand how a whole city is managed as a product
	understand what lessons can be learnt from other cities

	learn what policies will support investment in the arts
	learn how to integrate culture and cultural items  in  the city

	to get a new way of viewing the city
	acquire knowledge that will enable me to do my job better

	learn how marketing can be integrated into these plans
	


The group divided into two groups to discuss six topics

Aims:Robust implementation and management plan; Sustainability; collective ownership of the plan

Changing economy

 
Conserving resources; conserving heritage for the future
Tourism:
How many is too many? Who? USP? Market segmentation
Access and public realm:
Civic / leisure activity; pedestrians; cyclists and bici-taxis; buses and taxis; service vehicles;     cars; parking
Infrastructure:

Power (110v - 240v) ; communications; refuse; water and drainage
Finance

How to fund the rehabilitation from within and without the Cuban economy
The summary of the discussions is as follows. (The priorities of each group were identified and taken forward, in summary, to form  the vision statements for the final session)
1. Aims

· Happy People with a pride of Place

· Better housing – Internal and External

· Better communications between all people involved in the revitalisation of the Historic core – including the government, all institutions and the community – in analysing the impact and feeding back the results
· Culture at the heart of our plans reinforcing cultural habits, and ensuring all people know the importance of our heritage
· Transform all the people involved in Camaguey through education and encourage them to take responsibility and ‘ownership’ of the plan
· A flexible plan that can assimilate suggestions and economic changes

· One institution (The Mayor’s Office?) to lead the development of all the various plans to ensure they are coordinated and encourage recognition and respect between specialisms
· The benefits enjoyed by the primary zone (World Heritage Site), to spread to the secondary zone (National Monument), and beyond to the rest of the city.

· Emphasise the difference, architecturally between any new development within the primary and secondary zones, and the rest of the city and reinforce the ‘Green Ring’
· A plan that is socially, economically and environmentally sustainable
2. Economy

· Work within the existing framework and institutions but make them more efficient and sustainable.

· Alongside the plan responding to the current economy, we need to prepare for a potential future scenario arising if the economic blockade were to be removed (eg. Large increase in tourists including weekend and overnight visitors to specific events)

· Need to prepare a culture for that challenge within the current system, by understanding other economies and how to respond to them

· Decentralise the economy sufficiently to allow decisions to be made locally on issues related to the economy of the World Heritage Site
· Maximise  what Camaguey has and bring back what it had in order to be more sustainable

· Skills; Need to be flexible and adaptable and acquire new skills for the future in all disciplines.

3. Tourism

· Camaguey does not yet have a tourist product. It needs to create a holistic and recognisable ‘product’ the encapsulates all the strengths of its history culture and people and promote this to the world

· The priority is to develop and co-ordinate a programme of activity

· All types of tourism are needed; research is needed to understand the different market sectors and the potential impact on Camaguey in order that the impact can be managed

· Educational Tourism could be a major strength. (eg. Dancing, music, art and sculpture courses) 

· Ensure the growth of tourism retains the normal rhythm of the city.

· An Interpretation Plan is required, including interactive web site, signage, literature, maps, interactive on site ipod/iphone information; re-enactments of history, (including myths in Legends Park?)
· All interpreters and tour guides should be local so they can truly represent the city.

· Skills training is needed to ensure all services know how to meet and greet visitors. All participants in the city, hoteliers, bar tenders, taxi drivers should know about the city’s history and culture and what it has to offer so they can advise and help tourists

· Encourage more direct flights from around the world to Camaguey (rather than through Havanna or Santiago

· The tourist needs to feel they have become part of the city.

4. Access and Public Realm

· Tourists need to be able to walk through the World Heritage Site safely, unobstructed by traffic

· Consider the analogy with an international airport where people walk long distances and their luggage is taken for them by trolley

· Support for a coherent plan that incorporates exchange nodes for transport (to control busses and vehicles within the city) that is flexible and manageable with a hierarchy of priority: pedestrians - bicycles and bici taxis – buses and taxis – service vehicles – cars.
· Consider flexible use of space by managing access at different times ( eg refuse collection and deliveries in early hours of he morning)

· Theme the spaces for different uses (eg, sculpture; bars restaurants street performers and spontaneous art and events; trade and craft market; major presentations and performances; civic ceremonies;

Local services and supplies need to be encouraged.

5. Infrastructure

· Sustainable systems should be considered and practical solutions found for integrating them within the individual or collective properties.

· Main service hubs should be located away from the core.

· Hotels and other large facilities should be located away from the centre.

· Need to prepare for the impact of modernising the utilities and place them underground where necessary.
6. Finance

· All sectors involved in the revitalisation project need to press for a larger percentage of income generated by the enterprises raising it from 2% to ?

· Finding funding partners is easy; the difficulty is that there is no current offer to retain their interest.

· Access funding from around the world – nations could support the interpretation of events in history, and the buildings in which they occured .

· New Hotels could help fund specific improvements in their area such as the undergrounding of services and repaving of the streets they front onto.
· Tour companies could fund the provision of electric trollies for taking luggage from busses to the hotels

Conclusions

The group then came together as one group to discuss the vision and offer for the future. Participants were asked to consider their aims and characteristics identified in the first session and to think what statements would encapsulate the character of Camagüey in the future. These thoughts are encapsulated in the table below.

Participants were invited to continue to think about the offer which would encapsulate all the aspirations they have for Camaguey’s future. 

	Vision 
	USP
	offer

	Happy people – Pride in place

Quality housing

Culture at the heart of our plans
People learning skills to do job better or new skills for implementation: adaptable and flexible.
People learning skills from you 

Well connected (communications)
Well Served (utilities, health, education etc)

Sustainable 

Tourism integrated with the vitality of the city

Economic Drivers

Tourism

Conservation

modernising utilities

more enterprises – particularly those that are or were indigenous to Camaguey


	Textiles handicrafts
Tina jones

Churches

Squares and urban morphology

Myths and legend

Vibrant Dance

 Unique Music

Innovative Art and Sculpture

Education

Passion of the people 

Regional centre for activity

- old sugar plantations

-beach

-ranching

-eco landscape

-trekking

-rock climbing


	The labyrinth city that reveals an unmatchable urbanscape and a major culture every step of the way.

The leading international historic city  in Latin America for cultural tourism.

The true jewel of Cuban cultural Heritage; legends and traditions which enable      makes an enticing city.

Camaguey an exceptional land for customs and traditions

Oh Camagüey!  City of culture where happiness is on the street

Camaguey the labyrinth city which allows you to discover its culture every step of the way
  (World Heritage City – or WHC logo) Camaguey! Capital of Culture of the Caribbean 

The labyrinth of happiness or a maze of happiness.



	group led by KT condensed version of the six themes
	group led by DL condensed version of the six themes
	whole group


Control and implementation of processes
· Design Code

· Standards of repair and restoration

· Shop fronts 

· Contemporary intervention

· Authentic reproduction
Consideration was given to the types of plans needed to assist with developing, implementing and controlling the interventions needed to achieve the vision. The Group put forward and agreed the following:
Master Plan

Management Plan
Implementation plan (Who does what and how)
Interpretation plan

Communication Plan

Design Codes and Guidelines 

There was agreement that it was important to co-ordinate these plans and perhaps identify who would have the role of co-ordinating these plans. There was general consensus that this should be the Mayor’s department and that the Mayor should enforce compliance by other enterprises by pursuing fines from miscreants. This will require more people with the specialist skills and knowledge to pursue this programme  
Further discussion identified a severe lack of the right skills and knowledge within each of the enterprises, whether conservation professionals or building trades. Furthermore, the caorrect materials for conservation are not currently available (eg breathable paint, lime for building, tiles for roofs)
Another key blockage appears to be the lack of understanding or skills as to how to run an effective campaign to communicate both the aspirations of the master plan and the detail of its implementation.
Afterward

The response to this report was enthusiastic

All participants confirmed that they had learnt what they had hoped for from the workshop, they would look differently at the future of their city as a result of the workshop, and they felt they would be able to do their job better as a consequence.

On a following day we undertook a ‘walkabout’ of the historic city core with members of the planning and historic teams to discuss particular site circumstances, philosophy of repair and restoration, potential for development and strategies for infrastructure

The Office of History asked if we could come back and continue the workshop to develop further the philosophy and techniques of repair and conservation and the development of a Communication Plan and Design Codes.
