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PART 1
what is buy-in and why is it important?
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When…

•

•

Your SUMP is known, supported, promoted and is being
funded and implemented by various departments and key
politicians in your organisation.
This is the proof that the relevant politicians and internal
departments are ‘bought

into’ your mobility plan.
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When…
There is lack of political commitment and/or internal buy-in, you have a
problem from the start.
This will cause:
•

Unclear organisational roles and responsibilities between the departments

•

Poor integration between policies and plans e.g. land-use and transport

•

Limited resources both in terms of funding and skills for implementation

•

Limited public and stakeholder support

Ultimately – difficult to get agreement on SUMP and to implement measures
in it

5

Buy-in in the SUMP process
4 keys to buy-in:
1.
2.
3.
4.

Commitment
Decision making
Management
Communication

Strongly related to
Governance &
Communication and
Stakeholder
Involvement theme!
Source: European Platform on Sustainable
Urban Mobility Plans
www.eltis.org/mobility-plans
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PART 2
Political buy-in
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Why is political buy in so important? - 1

"A man who, beyond the age of 26,
finds himself on a bus can count
himself as a failure".
Margaret Thatcher, 1986
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Why is political buy in so important? - 2
"I can't support bike lanes. How many people are
riding outside today? We don't live in Florida. We
don't have 12 months a year to ride on our bikes.
And what I compare bike lanes to is swimming with

the sharks, sooner or later you are going to get
bitten. And every year we have dozens of people
that get hit by cars or trucks. Well, no wonder!
Roads are built for buses, cars and trucks, not for

people on bikes. My heart bleeds for them when
someone gets killed, but it is their own fault at the
end of the day."
Rob Ford, newly elected Mayor of
Toronto, speaking to City Council in 2007"
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The problem with that point of view - 1
Modal choice by population groups
for all trips per year of all inhabitants of Graz in 2004
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The problem with that point of view - 2
Modal choice by population groups
for all trips per year of all inhabitants of Graz in 2004
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The problem with that point of view - 3
Modal choice by population groups
for all trips per year of all inhabitants of Graz in 2004
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The problem with that point of view - 4
Modal choice by population groups
for all trips per year of all inhabitants of Graz in 2004
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Politicians (and administrative) misperceptions
Conflicts in transport planning (example Leipzig)
What citizens
stated as their
prorities were

What politicians and authorities
thought how their citizens would
pritioritise PT and Car

PT +
Car -

Politicians

Authorities

39

43

What citizens thought how their
politicians and authorities will
pritioritise PT and Car
Politicians

Authorities

61

63

39

37

95

61
5

57

PT Car +
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Source: Socialdata

How to involve politicians or other
stakeholders?
• Target group: stakeholders, decision makers and
opinion formers
• What do they want?
• Personal benefit: to be re-elected
• Image: to be popular
• Attention: to have a good story
• Exclusiveness: to be the only media partner
• Social benefit: to implement something that is of
use to the citizens
• What else????
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What do we have to do for politicians?

They have to be convinced to make a decision! Parallel
investment for all means of transport won‘t bring a modal
shift. Therefore they need:
• Role models of politicians who had political success
with support of sustainable transport solutions: e.g.
London (UK), Freiburg, Münster, Munich (DE), Krakow,
Ljubljana, Strasbourg (FR) etc.
• Information (interdependencies on impacts, effects and
duration of effects )
• Personal benefit/absence of disbenefit
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Mayors in Munich – role models
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Understanding political process is important
Political Process
Policy making
Analysis

Goals

Policy implementation
Measure

Output

Outcome

Typically the administration (technicians) plays an active part in policy
implementation (putting measures on the ground)
However, administrators/technicians also have great influence on policy-

making through
•

Initiating or even pre-formulating policy motions (and not mentioning others)

•

Commenting on political initiatives

•

Playing the leading part in the drafting of legal texts

•

Preparing annual budget
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Group discussion 1
How does ‘the political process’ work in here / in your city?
1.
2.
3.
4.
5.

One key politician (e.g. Mayor) with most power, or lots of politicians
who have to agree?
Strong politicians, leading ideas, or politicians led by strong senior
technicians?
Where do politicians and senior technicians get their ideas about
transport?
What motivates them to change any aspect of transport?
What are they most scared of about changes in transport?
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How to initiate the buy-in process for SUMP

•
•
•
•

Involve them in the process
Develop talking points that focus on results, not on
methodology or activities.
Communicate them often, consistently and through various
media.
Make sure they answer the question, "What's in it for
me?" so you get politicians, stakeholders and - finally - the
public’s attention.
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SUMPs and traditional transport planning
Traditional Transport Planning

Sustainable Urban Mobility Planning

Focus on traffic

Focus on people

Primary objective: Traffic flow capacity
and speed

Primary objective: Accessibility and quality of life

Modal-focussed

Balanced development of all relevant transport modes and shift
towards sustainable modes

Infrastructure as the main topic

Combination of infrastructure, market, services, mechanisms,
information and promotion

Sectorial planning document

Sectorial planning document consistent and complementary to
related policies

Short- and medium-term delivery plan

Short- and medium-term delivery plan embedded in a long-term
vision and strategy

Related to an administrative area

Related to a functioning area based on travel-to-work patterns

Domain of transport engineers

Interdisciplinary planning teams

Planning by experts

Planning with the involvement of stakeholders using a
transparent and participatory approach

Limited impact assessment

Intensive evaluation of impacts and shaping of a learning process

21

Source: ELTIS SUMP Guidelines, 2014

Show your politicians that SUMPs can
improve city’s economy, liveability and image
Since SUMP has
been implemented
•

Population decline
reversed – people
moving back into city
– 5% population
increase 1999-2008

•

Investment per
person 20% above
regional average

•

Growth in new firms
25% above regional
average

today
the 80ies
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Source: www.gent.be

But what does SUMP mean in practice?
Common ideas about SUMP

SUMP in practice

Everyone has to sell their cars

Some people use their car less

No more building new roads

Looking at cheaper options first but maybe build a road if it’s the best
way to achieve your objectives

No more building any new transport
infrastructure

Think about what you want to achieve (Safety? Better environment?
Better economy?) and then choose the measures that will achieve
these objectives. Think before building something

SUMP stops people from travelling – it
wants to reduce mobility

About ensuring accessibility so that people can get the things they
need

It’s only about the environment

It’s about environment, safety, quality of life, green space, economic
growth – and about how transport helps us to achieve these things

We’ll all be riding bikes by next year

Slowly changing travel patterns over several years so there’s a bit less
car use
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What can be achieved?
Real changes in cities are often promoted by ‘leading politicians’; e.g. in
Vienna it was Maria Vasilakou, in Brussels it was the Minister Pascal
Smet himself who brings the difficult message of change to the public…
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How others achieved political buy-in?
Some examples
Valletta: securing political and stakeholder commitment for a
SUMP (Malta)
http://www.eltis.org/discover/case-studies/valletta-securing-political-and-stakeholdercommitment-sump-malta

Bolzano School Streets
http://www.eltis.org/resources/videos/bolzanoschool-streets

Source: SHAPE-IT Project: Political commitment and engagement in participatory processes
http://www.rupprecht-consult.eu/uploads/tx_rupprecht/SHAPE-IT_CS_10_25
_Policy_processes_RC.pdf

Pay attention to the unspoken
The role of politicians
Politicians impact the behaviour of their citizens, the quality of life in
their cities, and the opportunities for their city’s future. Expressing a clear
vision, gaining widespread commitment, and setting an example for
others, are each ingredients for success amongst the leaders.

Challenges that city leaders face
Even with political involvement, clarity and strong commitment,
advancing or transforming a city is not without challenges, such as the
inherent complexity of urban transport and specifically integration,
financial and resource limitations, and social participation and
awareness.
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Political commitment test
• Is there a common vision about the city’s future?
• Is there a common understanding of ‘sustainability
principles ?
• How are they reflected in existing plans ?
• Are these principles (to become) core of the SUMP ?
• Is there a political champion selling your SUMP?
• Does the whole city council have/speak with a shared
view ?
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SUMP ambassador: Alderman speaks...

Carl HANSSENS
City of Sint-Niklaas
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PART 3
Internal buy-in
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SUMP needs cooperation and joint working
• ‘Sharing’ is key prerequisite
• What to share? Knowledge, resourses, consent, power…
• Different conditions; e.g.
− Vertical cooperation
− Horizontal cooperation
− Spatial cooperation
− Inter-sectoral
• Aiming at … Integrated and holistic approach
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Achieving effective internal buy-in (1)
Prepare well for institutional cooperation
• Understanding the national (or regional) legal environment and the
legal requirements
• Committing to overall sustainable mobility principles
• Assigning the project management and its roles
• Review of available resources (skills and finances)

Identifying the relevant partners: who sits at the table?
• Defining the functional and geographical scope
• Identifying the relevant skills, capacities and knowledge of institutional
partners
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Source: CHALLENGE, Institutional cooperation

Achieving effective internal buy-in (2)
Involving the relevant stakeholders
• Contact institutional partners
• Understand institutional stakeholders’ agendas in the SUMP context

Agreement on responsibilities
• Agree on the relevant rules, structure and hierarchy
• Share and allocate resources
• Allocate the tasks and responsibilities
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Source: CHALLENGE, Institutional cooperation

Common barriers of internal buy-in
•
•
•
•
•
•
•
•
•

Uncertainty about which partners to involve
(Lack of) different expertise levels
Complexity/broadness of SUMP theme(s)
Conflicting objectives
Incompatible timing
Lacking responsibility and leadership
Alignment of resources
Lack of transparency and/or trust
Diversity in regulations
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PART 4
Group work
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Group work 1
Reflect on the barriers
• Are you faced with any of these barriers? If so, which ones?
• Which do you think are most important?
• Have you overcome any of them and if so how?
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Group work 2
What do you want to achieve with the SUMP?
4 types of groups that play a major role in SUMP development and implementation
1. Politicians in City
2. Internal departments within the City
3. Stakeholders – organisations outside the City and politicians from higher levels of
government
4. Wider public

Focusing only on groups 1 and 2
•

Scenario 1: none of them are interested in the SUMP. They have a vague idea
what it is but think it’s unnecessary and/or politically dangerous. Is there anything
you can do to make the SUMP something that matters to them?

•

Scenario 2: the mobility department is promoting the SUMP. The infrastructure
and spatial planning departments see it as a threat and are unwilling to change
what they do to be more in line with a SUMP. Is there anything you can do to win
them round?
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Group work 3
Create your SUMP project governance

Executive (Political)
PROJECT BOARD
Senior Users

Project Executive

Senior Supplier

Project Management

Quality Assurance

Work package Leads
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Source: Project mananagement tool (West Yorkshire combined authority)

PART 5
References and further resources
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Your One-Stop-Shop

CIVITAS PROSPERITY is a member of the European Platform on
Sustainable Urban Mobility Plans and produces a number of technical
reports and other strategies to provide insights on SUMPs.

Find out more at eltis.org/mobility-plans and www.sump-network.eu
Get in touch with CIVITAS PROSPERITY
contact@sump-network.eu
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Trainers

Prof Tom Rye
Transport Research Institute
Edinburgh Napier University
5 Colinton Rd | SCOTLAND
www.napier.ac.uk
t.rye@napier.ac.uk

Patrick AUWERX
education & campaigns
Mobiel 21 vzw
Vital Decosterstraat 67A/0101
3000 Leuven | BELGIUM
www.mobiel21.be
patrick.auwerx@mobiel21.be
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