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1 INTRODUCTION  
 

Public cultural institution Fortress of Culture Šibenik (hereinafter: FoC) is one of the most 

successful public cultural institutions in the Republic of Croatia and an example of how 

systematic investment in cultural heritage, contemporary culture, cultural participation 

and organisational development can contribute to the cultural, social and economic 

transformation of a city. Developing through the activation and maintenance of Šibenik's 

fortifications, over the past decade the institution has outgrown the framework of 

managing individual sites and evolved into a hybrid public cultural institution that treats 

cultural heritage as a dynamic public resource — one that, through contemporary 

cultural programmes, heritage interpretation and educational programmes, creates new 

opportunities for learning, exchange and cultural participation. 

 

The process of revitalising Šibenik's fortifications began with the renovation and opening 

of St Michael's Fortress (2014), followed by the renovation and activation of Barone 

Fortress (2016) and, later, St John's Fortress (2022). In parallel with the renovation of the 

fortifications and the development of cultural infrastructure, the public cultural 

institution Fortress of Culture Šibenik was founded in 2016; it gradually expanded the 

scope of its activities, taking over — alongside the management of the fortresses — the 

management of other cultural infrastructure facilities in Šibenik and on the island of 

Zlarin, namely the Arsen House of Art (2021) and the Croatian Coral Centre Zlarin (2023). 

From 2023 it has also been responsible for organising the programme and technical 

production of Advent and New Year's Eve celebrations in Šibenik. The institution's 

development has been marked by the continuous expansion of cultural infrastructure 

and programme activities, growth in visitor numbers, staff and revenue, the successful 

implementation of European projects, and the establishment of numerous partnerships 

at the local, national and international level. 

 

The development of FoC mirrors the transformation of Šibenik into one of the most 

dynamic Croatian cities in the field of culture and heritage. Today, FoC manages an 

integrated system of multi-site infrastructure that connects historic fortifications, 

contemporary cultural programmes and public spaces into a single whole. Through 

heritage interpretation, year-round cultural and artistic programmes for the citizens and 

visitors of Šibenik, and the creation of new spaces for encounter and cultural 

participation, the institution has become one of the key drivers of urban development 

and has significantly contributed to the quality of life of citizens, the development of 

cultural tourism and the city's visibility. This is confirmed by a series of national and 

international awards, as well as by FoC's growing visibility within European professional 

networks.  

The role of FoC is also recognised in key development documents of the Šibenik Urban 

Area1 and Šibenik-Knin County2, in which the institution is identified as an important 

 

1 Draft Development Strategy of the Šibenik Urban Area for the period 2021–2027, 1st 

Amendment - https://www.sibenik.hr/obavijesti/nacrt-strategije-razvoja-urbanog-podrucja-

sibenik-za-razdoblje-2021-2027-_1-izmjena/617.html (14/7/2026). 

https://www.sibenik.hr/obavijesti/nacrt-strategije-razvoja-urbanog-podrucja-sibenik-za-razdoblje-2021-2027-_1-izmjena/617.html
https://www.sibenik.hr/obavijesti/nacrt-strategije-razvoja-urbanog-podrucja-sibenik-za-razdoblje-2021-2027-_1-izmjena/617.html
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partner in the strategic planning process and as the leading institution for the 

revitalisation of cultural heritage. In these documents, cultural heritage is presented as 

one of the fundamental resources for sustainable urban development and the 

improvement of citizens' quality of life, thereby also contributing to strengthening the 

local identity of the city and the county. 

 

It is in this context that the Integrated Strategic Plan of the Fortress of Culture Šibenik 

until 2030 was developed, as the foundational development document defining the 

institution's long-term direction through the end of the decade. As part of its planned 

activities under the project “FORTIC – From Remains of War to Architecture of Peace in 

the Cross-Border Area of Italy–Croatia,” FoC engaged researchers from the Culture and 

Communication Department of the Institute for Development and International 

Relations (hereinafter: IRMO) to develop the Strategic Plan. The development of this 

strategic document was based on a participatory process that sought to involve as broad 

a range of stakeholders as possible in shaping reflection on the institution's future 

development. The starting point for its development was the findings and 

recommendations of the Study on the Socio-Economic Impact of Fortress of Culture Šibenik 

2014–2024, produced by the IRMO during 2025. Building on the Study's results, in the 

first half of 2026 an analysis of the institution's challenges, needs and potentials was 

carried out, together with a SWOT analysis, which served as the framework for the 

subsequent strategic planning process. The development of the Strategic Plan involved 

the institution's employees, representatives of local stakeholders and partners, and 

members of the Friends of the Fortress of Culture Club, whose views and proposals were 

gathered through semi-structured interviews, two survey questionnaires (for employees 

and for Friends Club members), a focus group, and a participatory workshop with the 

institution's employees. This approach ensured that the strategic framework was 

grounded in a shared understanding of FoC's organisational challenges and potentials, 

as well as in the diverse perspectives of those who, through their work, collaboration or 

participation, directly shape its development. 

 

The Strategic Plan is founded on the values of openness, responsibility, trust, 

collaboration, excellence, sustainability, connection, curiosity and creativity. Its structure 

(vision, mission, strategic and specific goals, programmes and activities) reflects FoC's 

commitment to continuing to nurture and sustainably manage cultural heritage, to 

fostering contemporary cultural and artistic production, to strengthening its relationship 

with the community and audiences, to building local, national and international 

partnerships, and to developing the foundations of organisational sustainability and 

resilience. In this way, FoC affirms its role as a responsible steward of cultural 

infrastructure and an active driver of the cultural, social and economic development of 

Šibenik, as well as its position as a leading public cultural institution in Croatia and 

Europe. 

 

 

2 Development Plan of Šibenik-Knin County for the period 2021–2027 - https://www.rra-

sibenik.hr/wp-content/uploads/2023/09/Plan-razvoja-SKZ-od-2021.-do-2027.pdf (14/7/2026).  

https://www.rra-sibenik.hr/wp-content/uploads/2023/09/Plan-razvoja-SKZ-od-2021.-do-2027.pdf
https://www.rra-sibenik.hr/wp-content/uploads/2023/09/Plan-razvoja-SKZ-od-2021.-do-2027.pdf
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2 DESCRIPTION OF DEVELOPMENT PROBLEMS, 

NEEDS AND POTENTIALS   
 

The analysis of the problems, needs and potentials of FoC, carried out through the 

participatory process described in the previous chapter, provided a comprehensive 

insight into the institution's development capacities, the areas requiring improvement, 

and the potentials on which its future development can be built. The complete analysis, 

including a detailed overview of the identified problems, needs and potentials by 

individual areas of activity, as well as the SWOT analysis, is provided in the annex to this 

Plan as Appendix 1. This chapter summarises its key findings, structured around three 

development areas that form the basis of this Plan's strategic goals. 

 

The first development area relates to cultural and artistic programmes, and cultural 

heritage. FoC today manages a portfolio of diverse cultural and artistic, educational and 

interpretive programmes spread across multiple locations, which represents one of its 

greatest assets and development advantages. At the same time, such a broad scope of 

activity requires clearer definition of programme priorities, continuous refreshment of 

content and more effective management of the overall offer, in order to ensure its long-

term relevance, quality and visibility. The analysis points to the need for a stronger 

direction of resources toward programmes that generate the greatest cultural and social 

value, as well as for the further development of contemporary heritage interpretation, 

educational programmes, research activities and new cultural products. A particular 

development potential lies in connecting cultural heritage, contemporary art, education 

and creativity through interdisciplinary programmes, contemporary interpretive 

approaches and the development of new cultural programmes. 

 

The second development area focuses on audiences, the local community, and 

partnerships. The analysis highlights the ongoing strengthening of audience 

relationships and a well-developed network of local, national, and international 

partnerships. At the same time, there is a need for more systematic audience 

development, higher-quality communication of the institution's social impact, and 

stronger engagement of citizens and other actors in shaping cultural programmes and 

initiatives. Further development requires a clearer positioning of FoC's role as a public 

institution that, through the governance of cultural heritage and the development of 

contemporary cultural programmes, contributes to the quality of life of the local 

community, the development of cultural tourism, and the international recognition of 

Šibenik. The development potential of this area rests on the existing trust of audiences, 

experience in local, national, and international cooperation, and opportunities to further 

strengthen partnerships with the cultural, educational, tourism, scientific, and business 

sectors. 

 

The third development area concerns the organisation's sustainability and resilience. 

The institution's intensive development over the past decade has led to more complex 

management processes, a broader scope of work, and the need to further develop 
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organisational capacities. The analysis highlights the need to strengthen human 

resource management, improve internal communication and coordination, clarify 

organisational processes, continue the digitalization of operations, and strategically 

manage financial, infrastructural, technical, and other resources. Indeed, motivated and 

skilled staff, a well-developed organisational culture, a recognisable institutional identity, 

and experience implementing European and national projects are among FoC's greatest 

development advantages and represent a solid foundation for further strengthening its 

organisational resilience and long-term sustainability. 

 

The identified problems, needs and development potentials, together with the SWOT 

analysis, served as the starting point for shaping this Plan's strategic framework. Their 

analysis confirmed that FoC's future development needs to simultaneously ensure the 

further improvement of programme quality and contemporary heritage interpretation, 

the strengthening of relations with audiences, the community and partners, and the 

development of a sustainable, resilient and responsible organisation. On this basis, 

three strategic goals of this Plan have been defined, representing a response to the 

identified development challenges as well as a framework for further leveraging the 

institution's existing potentials. 
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3 VALUES, VISION AND MISSION 
 

FoC's values, vision, and mission form the foundation for its future development and 

provide a shared framework for decision-making, program development, organisational 

management, and collaboration with audiences, the community, and partners. They 

were shaped by the institution's development to date, the results of the participatory 

strategic planning process, and contemporary principles of cultural policy and the 

sustainable governance of cultural heritage, infrastructure, and programmes. 

 

Values represent the enduring principles that guide the institution's actions and reflect 

the organisational culture that has developed over the past decade. They guide 

employees' everyday work, shape relationships with stakeholders, and serve as the 

starting point for achieving this Plan's strategic goals. 

 

The vision outlines the desired future state of the institution or area of development 

within a defined time horizon, answering the question: what do we want to become or 

achieve in the future? 

 

The mission outlines the institution's purpose and its fundamental role in society. 

 

3.1 Values     
 

Openness – FoC operates as an open, welcoming, and accessible public institution that 

treats cultural heritage, cultural programmes, and cultural infrastructure as a public 

good. Openness entails inclusivity, the accessibility of programmes to diverse user 

groups, and a readiness for dialogue, new ideas, and diverse perspectives. 

 

Responsibility – FoC responsibly governs cultural heritage, public resources, people, 

and finances. Responsibility entails professional, ethical, and transparent decision-

making; fair treatment of employees, artists, collaborators, and partners; long-term 

thinking about the institution's development; and the creation of cultural, social, 

economic, and environmental value. 

 

Trust – FoC builds a culture of mutual trust through open communication, mutual 

respect, consistency, and a readiness for dialogue. Trust entails a willingness to listen, 

respect different perspectives, and act responsibly toward others. Such relationships 

create a supportive environment for collaboration, shared learning, the development of 

human potential, quality programmes, and long-term relationships and partnerships. 

 

Collaboration – FoC believes in the power of togetherness, teamwork, and 

partnerships. It designs, develops, and implements programmes and projects together 

with artists, experts, public institutions, civil society organisations, educational 

institutions, the business sector, citizens, and other relevant stakeholders. Collaboration 
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is based on trust, mutual respect, transparency, fair terms of cooperation, and shared 

responsibility. 

 

Excellence – FoC continuously improves the quality of its management, programmes, 

and services. Excellence is expressed through professionalism, high artistic and 

professional standards, innovation, continuous learning, and a responsible relationship 

to cultural heritage and public space. 

 

Sustainability – FoC develops sustainable models for governance of cultural heritage, 

cultural infrastructure, and the organisation. Sustainability entails the responsible 

governance of public goods and resources, the preservation and activation of cultural 

heritage, financial resilience, environmental stewardship, and the long-term creation of 

cultural, social, and economic value for the community. FoC understands sustainability 

in line with the principles of the 2030 Agenda and the Sustainable Development Goals, 

integrating the cultural, social, environmental, and economic dimensions of 

sustainability into its work. 

 

Curiosity – FoC nurtures a culture of research, experimentation, and learning. Curiosity 

means openness to new ideas, diverse perspectives, and innovative ways of working; a 

readiness to question existing practices; and the development of new cultural, 

interpretive, and organisational approaches through continuous learning and 

collaboration. 

 

Creativity – FoC nurtures creativity as the driving force behind its work and the city's 

cultural development. Creativity is expressed through the development of new cultural 

content, innovative approaches, and the opening of spaces for collaboration, 

experimentation, and creation. At the same time, FoC fosters a supportive environment 

that encourages creative expression, experimentation, and co-creation among citizens, 

artists, cultural and creative professionals, and other stakeholders, recognizing creativity 

as a shared social resource and an important driver of cultural, social, and 

developmental change. 
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3.2. Vision     
 

THE FORTRESS OF CULTURE SHAPES THE CONTEMPORARY IDENTITY OF ŠIBENIK. 

It positions Šibenik as a European and Mediterranean city of culture, heritage, art and 

creativity. 

It creates public value by contributing to quality of life, community vitality and the 

sustainable development of the city. 

 

 

3.3 Mission 
 

THE FORTRESS OF CULTURE CONNECTS PEOPLE, HERITAGE AND CONTEMPORARY 

ARTISTIC EXPRESSION. 

It activates Šibenik's cultural heritage as a public good. 

It creates relevant and recognised cultural and artistic, educational and social 

programmes. 

It engages and inspires citizens and visitors. 
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4 STRATEGIC ELEMENTS    
 

The Integrated Strategic Plan of Fortress of Culture Šibenik until 2030 is grounded in the 

understanding of culture as a public good and a driver of the city's social, cultural, and 

economic development. Building on the unique combination of cultural heritage, 

contemporary art, and active community participation, the Strategic Plan guides the 

institution's development toward creating public value through high-quality cultural 

programmes, participation in culture and partnerships, responsible and sustainable 

governance, and the continuous strengthening of organisational capacities. 

 

The strategic framework links the institution's long-term development vision with its 

mission and day-to-day operations. The logical matrix ensures a consistent connection 

among the vision, mission, strategic goals, specific objectives, programmes, and 

activities, while allowing implementation to adapt to changes in the social, cultural, and 

economic environment. The monitoring and evaluation system combines quantitative 

and qualitative indicators to track results, impacts, and the institution's long-term 

contribution to the development of the local community and the city, as well as to the 

quality of the cultural experience for citizens and visitors. 

 

Based on an analysis of the institution's current situation, development potential and 

challenges, and a jointly articulated development vision, the strategic framework is 

structured around three interconnected strategic goals that together form FoC's 

integrated development model: 

 

• SHAPING CULTURAL EXPRESSIONS AND CONTENT – developing high-quality 

cultural and artistic programmes, contemporary approaches to interpreting 

cultural heritage, and knowledge, creativity, and innovation as the foundation of 

cultural diversity and public value. 

• NURTURING AUDIENCES, COMMUNITY, AND PARTNERSHIPS – building long-

term relationships with audiences, strengthening local community participation, 

and developing partnerships that connect the cultural, educational, scientific, and 

economic sectors at all levels. 

• STRENGTHENING THE ORGANISATION – developing people, organisational 

culture, management capacities, sustainable resource management, and the 

institution's long-term financial resilience. 

 

Each strategic goal is elaborated through specific objectives, programmes and a set of 

interconnected activities that represent the key development interventions through 

2030. This structure allows the institution's long-term development direction to be 

consistently translated into concrete programmes and activities, while retaining 

sufficient flexibility to adapt to new circumstances, development opportunities and 

community needs. 
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Table 1 Strategic elements: Strategic goals – specific objectives – programmes – activities  

 

STRATEGIC GOALS 

SPECIFIC 

OBJECTIVES 

 

PROGRAMMES 

 

ACTIVITIES 

SHAPING 

CULTURAL 

EXPRESSIONS 

AND CONTENT 

Develop diverse, 

inspiring and 

recognised cultural 

and artistic 

programmes 

Live Arts  • Concerts at St Michael's Fortress 

• Concerts at Barone Fortress 

• Concerts at the Arsen House of Art 

• Theatre programmes 

• Dance programmes 

• Interdisciplinary programmes 

Audiovisual Culture • Arsen Art Cinema 

• Bubamarac 

• Barone Summer Cinema 

• Zlarin Summer Cinema 

• Kukuriku Film Programme 

Culture in Motion • Adventura 

• New Year's Eve Celebration 

• Culture in Public Spaces 

Shape 

contemporary 

approaches to the 

activation and 

outreach of 

cultural heritage 

Heritage in 

Dialogue 

• Development of cultural heritage interpretation content 

(exhibitions, guides, signage, interpretation points, multimedia, 

etc.) 

• Digital interpretation and digital heritage experiences (AR, VR, 

mobile applications, digital guides, interactive content, etc.) 

• Digitisation of cultural heritage 

• Exhibitions and exhibition displays 

• Heritage publishing (exhibition catalogues, guides, monographs, 

heritage publications, interpretation materials, etc.) 

Heritage for the 

Future  

• Preparation of documentation 

• Restoration projects 
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• "Fortifications and the Šibenik Landscape" programme 

Foster curiosity, 

research, and the 

exchange and co-

creation of 

knowledge 
 

Knowledge 

Laboratory  

• Classroom for children and young people (Kukuriku Film 

Programme, etc.) 

• Lifelong learning (workshops, seminars, summer and winter 

schools, conferences, professional gatherings, lectures, 

masterclasses, mentorships, peer-to-peer exchanges, etc.) 

• Professional publications (handbooks, conference proceedings, 

methodological publications, educational materials, workbooks, 

online handbooks, etc.) 

• Digital learning and knowledge exchange 

Strengthen 

creativity and 

innovation 

Creative Platform • Pilot programmes and experimental formats 

• Incubation of creative projects 

• Development of new cultural products and services 

NURTURING 

AUDIENCES, 

COMMUNITY, 

AND 

PARTNERSHIPS 

Build long-term 

relationships with 

audiences 
 

Connector • Understanding audiences (quantitative and qualitative research, 

audience segmentation, analysis of cultural habits, needs, 

experiences and barriers to participation) 

• Cultural participation development plan 

• Friends' Club 

• Accessibility of cultural programmes and spaces (pricing policy, 

benefits, free content, physical, communication and digital 

accessibility) 

• Programmes for different audience groups (children, young 

people, families, older people, local and tourist audiences, 

underrepresented groups) 

• Encounters and dialogue with audiences (extended audience-

experience activities, e.g. meetings with artists, audience talks, 

guided tours, open rehearsals, public discussions, open days, 

Night of the Fortresses, etc.)  

Strengthen the Voices of the • Community programmes (community-led — citizen initiatives, 
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active participation 

of the local 

community 

Community neighbourhood and island programmes, local actions, etc.) 

• Programmes co-created with the local community (joint 

programme design and development, participatory processes, 

etc.) 

• Active community participation in the creation and delivery of 

programmes (amateur productions, workshops, joint artistic 

processes, volunteering, etc.) 

• Development of citizen participation mechanisms (consultations 

and voting on individual initiatives through the Friends' Club, 

etc.) 

Develop strategic 

partnerships at the 

local, national and 

international level  

Fortress and 

Partners 

• Development of collaboration models with local cultural actors 

(defining procedures, conditions and criteria for the use of 

spaces and equipment, technical and organisational support, 

preferential or free-of-charge usage models) 

• Initiating and implementing collaborative and co-production 

projects 

• Establishing cross-sectoral partnerships (education, science, 

tourism, the economy, the environment, etc.) 

• Development of national and international cultural cooperation 

and exchange 

• Participation in European and international projects 

• Membership and active participation in professional networks 

STRENGTHENING 

THE 

ORGANISATION  

Invest in people 

and organisational 

culture 

People and 

Knowledge 

• Development of a human resource management system 

(recruitment planning, career development, performance 

evaluation, employee wellbeing, etc.) 

• Culture of shared leadership (developing competences for 

collaborative leadership and decision-making, strengthening 

trust and autonomy, sharing responsibility, empowering 

employees for active participation in shared processes, etc.) 
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• Organisational learning (mentoring, onboarding, process 

documentation, internal knowledge-sharing and learning, etc.) 

• Professional development and lifelong learning (training, 

professional development, conferences, study visits, exchanges, 

etc.)  

Improve 

governance and 

organisational 

capacities 

Organisational 

Development 

• Improvement of the organisational structure 

• Digitalisation of business operations and processes 

• Standardisation of procedures and development of 

organisational policies 

• Development of operational working models (event 

management, coordination of multi-site operations, logistical 

processes, etc.) 

• Development of a risk management system (identification and 

assessment of programme, operational, financial and safety 

risks, mitigation plans, crisis protocols, regular monitoring and 

review, etc.) 

• Strengthening safety and protection systems (safety of 

audiences, employees and collaborators; safety protocols, 

evacuation plans, training, data protection, security of digital 

platforms and communication channels, etc.) 

• Development of environmentally sustainable management 

models 

• Monitoring, evaluation and organisational learning 

Spaces and 

Resources  

• Development of a governance model for cultural infrastructure, 

assets and locations 

• Long-term planning for resource maintenance and development 

investments 

Strengthen the 

organisation's 

Financial 

Sustainability 

• Development of a sustainable business model (analysis and 

development of value-creation models, long-term financial 
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financial resilience sustainability, development of new financing and revenue 

management models) 

• Strengthening capacities for project- and development-based 

financing from public funds (EU and international programmes, 

national and local sources, structural and development funds, 

etc.) 

• Development of fundraising and relations with philanthropic 

institutions (sponsorships, donations, corporate partnerships, 

development of relations with donors, foundations, etc.) 

• Development of own revenue and innovative revenue-

generation models (cultural products and services, educational 

programmes, commercial use of space, digital content, 

memberships, etc.) 
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5 DESCRIPTION OF STRATEGIC GOALS AND 

SPECIFIC OBJECTIVES 
 

The Strategic Plan recognises that FoC is entering a new phase of development. After a 

period of intensive growth and expanded activities, the emphasis is now on building a 

stable, resilient, and development-oriented organisation that sustains high programme 

quality over the long term, develops new working models and partnerships, and 

successfully responds to changes in the cultural and social environment. 

 

Building on this understanding of the institution's development, the strategic goals are 

structured around three interconnected areas of action. The first area focuses on 

creating cultural value through high-quality cultural programmes, contemporary 

interpretations of cultural heritage, and the development of knowledge, creativity, and 

innovation. The second area aims to create social value through audience development, 

active engagement of the local community, and the building of partnerships that 

strengthen culture's social role and contribute to quality of life. The third area 

encompasses strengthening organisational value through the development of human 

potential, organisational culture, and management capacities, as well as sustainable 

resource management and long-term financial resilience. 

 

FoC's development proceeds from the premise that cultural, social, and organisational 

value are interdependent, and that the institution's long-term development can be 

achieved only through their balanced strengthening. Cultural development is not 

sustainable without a strong and stable organisation, just as organisational development 

has no purpose without the creation of cultural and social value for citizens, the 

community, partners, and the city. 

 

5.1 STRATEGIC GOAL: SHAPING CULTURAL EXPRESSIONS 

AND CONTENT 
 

This strategic goal is focused on creating public value through art, cultural heritage, 

knowledge, creativity and innovation. It proceeds from an understanding of culture as a 

public good that contributes to quality of life, community development, the shaping of 

the city's identity, and its recognised and appeal to visitors. FoC fulfils its role as a public 

institution by using its cultural programmes to connect heritage and contemporary 

creativity, develop the community's creative potential, and open up space for learning, 

dialogue and knowledge exchange. 

 

The development of cultural expressions and content is based on the quality, diversity 

and recognised of programmes, while at the same time nurturing artistic excellence, 

openness to different artistic practices, and accessibility to different groups of citizens 

and visitors. Cultural heritage is viewed as a living resource that is continuously 

researched, interpreted and activated through contemporary approaches, new 
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technologies and interdisciplinary collaboration, thereby becoming a space for creating 

new cultural experiences and understanding the past within a contemporary social 

context. 

 

Equal importance is given to the development of knowledge and lifelong learning, and to 

fostering creativity and innovation as preconditions for long-term cultural development. 

Through educational programmes, knowledge exchange, experimentation, and the 

development of new cultural formats, products and services, FoC strengthens the 

capacities of the cultural and creative sector, encourages collaboration between art, 

heritage, education and the creative sector, contributes to the development of Šibenik 

as a recognised city of culture, heritage, art and creativity, and enriches the cultural offer 

and experience of citizens and visitors. 

 

This strategic goal comprises four specific objectives: 

 

5.1.1 Develop diverse, inspiring and recognised cultural and 

artistic programmes 
Quality cultural and artistic programmes form the foundation of FoC's work and are the 

key means of fulfilling its public mission. The diversity of the programme enables the 

simultaneous fostering of artistic excellence, the development of contemporary 

creativity, the engagement of different audiences, and the strengthening of the city's 

cultural vitality throughout the year. Their quality and recognised contribute to 

positioning FoC as a relevant cultural actor and strengthen Šibenik's cultural appeal for 

citizens and visitors. 

 

This specific objective is achieved through the following programmes and activities: 

• Live Art 

Concerts at St Michael's Fortress • Concerts at Barone Fortress • Concerts at the 

Arsen House of Art • Theatre programmes • Dance programmes • 

Interdisciplinary programmes 

• Audiovisual Culture 

Arsen Art Cinema • Bubamarac • Barone Summer Cinema • Zlarin Summer 

Cinema • Kukuriku Film Programme 

• Culture in Motion 

Adventura • New Year's Eve Celebration • Culture in Public Spaces  

 

5.1.2 Shape contemporary approaches to the activation and 

outreach of cultural heritage 
Cultural heritage is one of FoC's most important development resources and the 

foundation of the city's cultural identity. Its value derives not only from preservation, but 

also from its capacity to be accessible, understandable and relevant to contemporary 

society. Through the development of new interpretive approaches, research, digital 

technologies and restoration activities, cultural heritage becomes a space for learning, 

creativity and dialogue between the past, the present and the future.  
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This specific objective is achieved through the following programmes and activities: 

• Heritage in Dialogue 

Development of cultural heritage interpretation content • Digital interpretation 

and digital heritage experiences • Digitisation of cultural heritage • Exhibitions 

and exhibition displays • Heritage publishing 

• Heritage for Future  

Preparation of documentation • Restoration projects • "Fortifications and the 

Šibenik Landscape" programme 

 

5.1.3 Foster curiosity, research, and the exchange and co-

creation of knowledge 
Education represents one of the key mechanisms of FoC's long-term cultural 

development. Through various forms of formal, non-formal and informal learning, 

research and knowledge exchange, the institution develops its own capacities, 

contributes to the professional development of the cultural sector, and creates 

opportunities for the cultural education of citizens and audiences. In this way, education 

transcends the role of individual educational programmes and becomes a means of 

strengthening cultural competences, encouraging critical thinking, intergenerational 

learning and active participation in cultural life. At the same time, knowledge exchange, 

research and collaboration with artists, experts and partners contribute to the 

development of new ideas, the strengthening of the cultural ecosystem, and the creation 

of long-term cultural value.  

 

This specific objective is achieved through the following programme and activities: 

• Knowledge Laboratory 

Classroom for children and young people • Lifelong learning • Professional 

publications • Digital learning and knowledge exchange 

 

5.1.4 Strengthen creativity and innovation 
Creativity and innovation are key drivers of the contemporary cultural sector's 

development and of the creation of new cultural value. FoC develops a supportive 

environment for research, experimentation and the development of new artistic, 

programmatic and organisational practices that respond to changes in society, 

technology and cultural habits. At the same time, it develops its cultural infrastructure 

and spatial, technical, organisational and professional resources as a platform enabling 

artists, organisations, creative professionals and other partners to develop new ideas, 

projects, cultural products and services. In this way, FoC not only fosters its own 

development but also actively contributes to strengthening the creative ecosystem, 

developing the capacities of other actors, and creating conditions for long-term growth, 

collaboration and innovation in culture. 

 

This specific objective is achieved through the following programme and activities: 

• Creative platform  

Pilot programmes and experimental formats • Incubation of creative projects • 

Development of new cultural products and services 
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5.2 STRATEGIC GOAL: NURTURING AUDIENCES, 

COMMUNITY AND PARTNERSHIPS  

 

This strategic goal is focused on creating social value through the development of long-

term relationships with audiences, the local community and partners. It proceeds from 

the understanding that contemporary public cultural institutions fulfil their role both 

through the production and presentation of cultural content and through building 

relationships, trust and collaboration that encourage citizens' active participation in 

cultural life. Culture is understood as a shared space of encounter, dialogue, exchange 

and co-creation, in which audiences, citizens, artists and partners — beyond being users 

and audiences of cultural programmes — can also be active agents of cultural 

development. 

 

Audience development is based on continuously understanding the diverse needs, 

interests and experiences of citizens and visitors, and on shaping accessible, inclusive 

and quality cultural experiences that foster a long-term connection with the institution. 

Equal importance is given to developing different forms of citizen participation in 

shaping the city's cultural life, through the joint design and delivery of programmes, 

open dialogue and participatory governance models that strengthen a sense of 

belonging, responsibility and shared care for cultural assets. 

 

FoC builds its development through long-term partnerships and networking with public 

cultural institutions, civil society organisations, the private sector in various fields 

(education, science, tourism, the economy, the environment, etc.) and international 

networks. Partnerships represent, on the one hand, a framework for implementing 

individual projects, and on the other, a development mechanism that strengthens the 

local cultural ecosystem, connects different sectors and levels of action, and creates 

conditions for knowledge exchange, the circulation of ideas, the development of new 

programmes, and the co-creation of cultural value. Acting as a leader, partner, 

collaborator and catalyst of cooperation, FoC simultaneously strengthens its own 

organisational capacities and contributes to the development of the capacities of other 

actors. By connecting cultural organisations, artists, educational institutions, civil society 

organisations and other partners, it creates the preconditions for developing a strong 

and interconnected local cultural ecosystem in which collaboration, resource-sharing 

and co-creation become drivers of cultural development. Such an approach also 

contributes to the professionalisation of the sector and strengthens the national and 

international visibility of Šibenik and its culture and heritage. 

 

In this way, FoC contributes to the development of an open, connected and resilient 

cultural ecosystem in Šibenik, and strengthens its role as a public institution that 

develops culture and heritage together with its audiences, community and partners. 

 

This strategic goal comprises three specific objectives: 
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5.2.1 Build long-term relationships with audiences 
A long-term relationship with audiences is built on understanding their needs, interests 

and experiences, and on creating quality, accessible and inclusive cultural experiences. 

Audience development goes beyond increasing visitor numbers and entails building 

lasting relationships of trust, belonging and active participation in cultural life. Through 

systematic audience research, the removal of barriers to participation, and the 

development of programmes tailored to different groups of citizens and visitors, FoC 

contributes to greater accessibility of culture and to strengthening its social relevance. 

 

This specific objective is achieved through the following programme and activities: 

• Connector 

Understanding audiences • Cultural participation development plan • Friends' 

Club • Accessibility of cultural programmes and spaces • Programmes for 

different audience groups • Encounters and dialogue with audiences 

 

5.2.2 Strengthen the active participation of the local community 
Active citizen participation contributes to shaping culture as a shared good and 

strengthens the institution's connection with the community in which it operates. FoC 

develops various models for involving citizens in the design, delivery and evaluation of 

cultural programmes, encouraging co-creation of content, civic initiatives, volunteering 

and other forms of participation. This approach fosters a sense of belonging, shared 

responsibility and long-term partnership between the institution, citizens and the local 

community. 

 

This specific objective is achieved through the following programme and activities: 

• Voices of Community  

Community programmes • Programmes co-created with the local community • 

Active community participation in the creation and delivery of programmes • 

Development of citizen participation mechanisms 

 

5.2.3 Develop strategic partnerships at the local, national and 

international level 
Partnerships represent one of FoC's key development resources and an important 

mechanism for strengthening the cultural ecosystem. Long-term cooperation with public 

cultural institutions, civil society organisations, the private sector in various fields 

(education, science, tourism, the economy, the environment, etc.) and international 

networks enables the exchange of knowledge, experience and resources, the 

development of new programmes and production models, and the creation of new 

opportunities for cultural development. Such partnerships contribute to the 

professionalisation of the sector, the development of the capacities of all actors 

involved, and the strengthening of FoC's local, national and international visibility, as well 

as that of Šibenik's culture and heritage. 

 

This specific objective is achieved through the following programme and activities: 
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• Fortress and Partners 

Development of collaboration models with local cultural actors • Initiating and 

implementing collaborative and co-production projects • Establishing cross-

sectoral partnerships • Development of national and international cultural 

cooperation and exchange • Participation in European and international projects • 

Membership and active participation in professional networks 

 

5.3 STRATEGIC GOAL: STRENGTHENING THE 

ORGANISATION 
 

This strategic goal is focused on organisational development as a fundamental 

precondition for the long-term creation of cultural and social value. It proceeds from the 

understanding that quality programmes, active citizen participation, the development of 

partnerships and the effective management of cultural infrastructure all depend on 

strong organisational capacities, motivated people, and an organisational culture that 

fosters collaboration, learning and responsibility. Organisational development is 

therefore not an administrative function, but a development process through which FoC 

ensures its long-term ability to fulfil its public mission and create public value. 

 

Particular attention is devoted to the development of human potential and an 

organisational culture founded on trust, collaboration, shared leadership, professional 

development and organisational learning. At the same time, management, 

organisational and operational capacities are continuously improved through the 

development of effective models for governing multi-site and multifunctional cultural 

infrastructure, the digitalisation of operations, standardisation of processes, risk 

management, results monitoring, and the responsible management of public resources. 

Such an approach allows the organisation to remain adaptable, effective and ready to 

respond to new development challenges, while preserving the quality and accessibility of 

cultural programmes. 

 

An equally important element of organisational resilience is financial sustainability, 

based on the responsible management of public funds, the development of own 

revenue, the diversification of funding sources, and the strengthening of capacities for 

national, European and international development projects, fundraising, and the 

development of relations with philanthropic institutions. In this way, FoC secures stable 

conditions for continuous investment in people, programmes, cultural infrastructure and 

community development, and strengthens its capacity for the long-term and responsible 

governance of public goods. 

 

By achieving this strategic goal, FoC develops into a resilient and sustainable, stable and 

strong, responsible and transparent, and development-oriented public institution that 

continuously invests in people, improves its own capacities, and effectively manages 

cultural infrastructure and other public resources. Such an organisation forms the 

foundation for Šibenik's further cultural development and enables the long-term 

creation of cultural and social value for citizens, the community and partners. 
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This strategic goal comprises three specific objectives: 

 

5.3.1 Invest in people and organisational culture 
People represent FoC's most important development potential, and organisational 

culture is one of the key elements of its long-term development. An organisational 

environment founded on trust, collaboration, shared leadership, learning and the 

assumption of responsibility fosters employees' professional development, strengthens 

their competences, and creates the preconditions for innovation, quality management, 

and the continuous improvement of the institution's work. Investing in people 

simultaneously strengthens organisational resilience, the capacity to adapt to change, 

and the long-term quality of the institution's operations. 

 

This specific objective is achieved through the following programme and activities: 

• People and Knowledge 

Development of a human resource management system • Culture of shared 

leadership • Organisational learning • Professional development and lifelong 

learning 

 

5.3.2 Improve management and organisational capacities 
Effective management and the continuous development of organisational capacities 

enable FoC to manage public resources responsibly, transparently and sustainably over 

the long term. Through the development of the organisational structure, digitalisation of 

operations, improvement of work processes, risk management and systematic 

monitoring of results, the institution's capacity to respond effectively to change and 

development challenges is strengthened. Particular development value lies in the 

governance of multi-site cultural infrastructure which, together with the responsible 

governance of assets, resources and the environment, enables the sustainable use of 

public goods and their long-term accessibility to citizens and visitors. 

 

This specific objective is achieved through the following programmes and activities: 

• Organisational Development 

Improvement of the organisational structure • Digitalisation of business 

operations and processes • Standardisation of procedures and development of 

organisational policies • Development of operational working models • 

Development of a risk management system • Strengthening safety and protection 

systems • Development of environmentally sustainable management models • 

Monitoring, evaluation and organisational learning 

• Spaces and Resources 

Development of a governance model for cultural infrastructure, assets and 

locations • Long-term planning for resource maintenance and development 

investments 
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5.3.3 Strengthen the organisation's financial resilience 
Financial resilience is one of the key preconditions for FoC's long-term development and 

autonomous operation. Responsible governance of public funds, together with the 

development of own revenue, the diversification of funding sources, and the 

strengthening of capacities for national, European and international development 

projects, gives the organisation greater stability, developmental autonomy, and the 

ability to respond to new opportunities and challenges. Such an approach ensures long-

term investment in people, programmes, cultural infrastructure and community 

development, and strengthens the institution's capacity to continuously create public 

value. 

 

This specific objective is achieved through the following programme and activities: 

• Financial Sustainability 

Development of a sustainable business model • Strengthening capacities for 

project- and development-based financing from public funds • Development of 

fundraising and relations with philanthropic institutions • Development of own 

revenue and innovative revenue-generation models
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1 INTRODUCTION  
 

Appendix 1 of the Integrated Strategic Plan of Fortress of Culture Šibenik until 2030 

represents the analytical basis underlying the definition of the values, vision, mission, 

strategic goals and specific objectives, and development programmes and activities. Its 

purpose is to provide a comprehensive insight into the organisation’s internal capacities, 

development challenges and potentials, as well as the external circumstances that may 

affect the future development of Fortress of Culture Šibenik. 

 

The analytical basis was developed by linking the findings of the Study on the Socio-

Economic Impact of Fortress of Culture Šibenik 2014–2024 with the results of the 

participatory strategic planning process, which was methodologically designed and led by 

the Institute for Development and International Relations (IRMO) as part of the planned 

activities of the Fortress of Culture Šibenik project “FORTIC – From Remains of War to the 

Architecture of Peace in the Cross-Border Area of Italy–Croatia.” The process was aimed 

at involving employees, audiences, the local community and other relevant stakeholders 

so that the strategic plan would reflect a range of perspectives, experiences and 

development needs of the institution. 

 

Two surveys were conducted during the process. The staff survey, completed by 44 

employees, covered the assessment of internal strengths and weaknesses and external 

opportunities and threats, combining scaled ratings from 1 to 5 with open-ended 

questions. The survey among members of the Friends of the Fortress of Culture Šibenik 

Club, in which 201 respondents participated, enabled the inclusion of the audience and 

local community perspective. Additional qualitative insights were gathered through 

interviews with employees and relevant stakeholders, as well as a focus group with 

representatives of Šibenik’s cultural sector. 

 

The analysis of problems, needs and potentials was shaped primarily through a workshop 

with employees, during which the key organisational and development challenges, needs, 

and existing resources and development potentials of the institution were jointly 

identified. The workshop results were subsequently systematised and structured into 

thematic units that allow for a clearer connection between identified problems and the 

organisation’s development needs and potentials. 

 

The SWOT analysis was developed by combining and synthesising all quantitative and 

qualitative data collected during the strategic planning process. The findings were 

presented at a three-day workshop with employees, where they were further discussed, 

supplemented and agreed upon. The SWOT analysis thus formed represents a jointly 

agreed view of the institution’s internal strengths and weaknesses and the external 

opportunities and threats that may affect its future development. 

 

The analysis of problems, needs and potentials, together with the SWOT analysis, form 

the interconnected development basis of the Integrated Strategic Plan. While the analysis 

of problems, needs and potentials provides a more detailed insight into the organisation’s 
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internal functioning and the areas requiring improvement, the SWOT analysis synthesises 

the key internal and external factors influencing the institution’s development. Together, 

they represent the starting point for defining the development priorities, strategic goals 

and activities of Fortress of Culture Šibenik until 2030. 
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2 ANALYSIS OF PROBLEMS, NEEDS AND 

POTENTIALS 
 

The analysis of problems, needs and potentials provides insight into FoC’s internal 

capacities, the areas requiring improvement, and the resources and opportunities that 

can serve as a foundation for future development. Particular emphasis is placed on more 

effective resource management, strengthening organisational capacities, staff 

development, improving services and programmes, and better use of existing spatial, 

infrastructural and financial resources. 

 

FoC has significant organisational, spatial, programme and human potential, while at the 

same time facing certain challenges that limit their full use. The key challenges arise 

from the organisation’s intensive development within a relatively short period, the 

broad scope of its activities, the diversity of its programmes and services, and the 

simultaneous management of a large number of locations. Such development has led 

to dispersed activities, more complex coordination and communication processes, and 

difficulty in directing resources toward strategic priorities that have not been clearly 

communicated. FoC shows a need for a clearer focus, more precise definition of priorities, 

and the direction of capacities toward activities that achieve the greatest cultural, social 

and economic impact. 

 

A particularly important area of development relates to human resource management. 

Employees represent one of the organisation’s greatest strengths — they are skilled, 

motivated and relatively young, and show readiness for more active participation in the 

organisation’s development. At the same time, there are challenges related to overload, 

fragmentation of tasks, insufficiently developed HR processes, and the risk of losing focus, 

motivation and the long-term sustainability of work engagement. Investing in staff 

development, strengthening the human resource function, and improving work 

organisation represent key preconditions for sustainable growth and quality operations. 

 

Analysis of the organisation and management points to the need for stronger 

integration among departments, more effective internal communication, clearer 

definition of responsibilities, and simplification of decision-making processes. 

Strengthening teamwork, particularly through cross-functional teams, can serve as the 

foundation for building a more connected, effective and agile organisational system. 

 

Spatial resources represent one of the organisation’s greatest development advantages. 

The fortresses, the Campus and other spaces offer significant opportunities for 

developing content, educational programmes, partnerships and additional revenue 

sources. Challenges include the physical dispersion of locations, the lack of shared 

working space, and the need for further investment in equipment, digital infrastructure 

and continuous technological modernisation. 
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With regard to financial operations, FoC faces challenges related to the administrative 

complexity of financial monitoring and reporting, dependence on external funding 

sources, and uncertainty of budget revenues. The availability of European and national 

funding sources, opportunities for developing partnerships, and the potential for more 

effectively communicating social impact and sustainability represent significant 

opportunities for strengthening the organisation’s financial stability and development 

capacities, though they require people, time and continuous investment in organisational 

development. 

 

The analysis (Table 1) shows that FoC’s greatest development potential lies in better 

connecting existing resources (people, space, programmes and partnerships), 

together with more clearly set priorities and stronger interconnection among 

organisational units. The organisation’s further development will depend on its ability to 

strategically direct its existing capacities toward a shared vision, long-term goals and the 

creation of sustainable value for the community. 

 

Table 1 Overview of FoC’s problems, needs and potentials 

 

PROBLEMS 

 

NEEDS 

 

POTENTIALS 

SERVICES 

● Lack of time and 

dispersed focus (time 

is spent on less 

important activities, 

and the large number 

of offerings and 

services makes it 

difficult to focus 

attention). 

● An overly broad and 

diverse portfolio of 

services (a large 

number of different 

services and offerings 

gathered under a 

single 

brand/organisation 

creates an impression 

of an unclear identity). 

● Overload of offerings 

(the abundance of 

content, programmes 

and locations creates a 

sense of congestion 

SERVICES 

● Review and refresh 

of services (reassess 

existing services from 

an economic and 

social perspective and 

adapt them to current 

needs and priorities). 

● Clearer positioning 

and presentation of 

the offer (present 

services and offerings 

more clearly so that 

users can more easily 

choose from the offer). 

● Focus on quality over 

quantity (reduce the 

number of activities 

and offerings and 

direct resources 

toward those that 

achieve the greatest 

impact and value). 

● Development of new 

content (continuously 

introduce new 

SERVICES 

● Readiness for 

change and 

optimisation of 

services (there is 

awareness of the 

need for regular 

review and 

adaptation of services 

in order to increase 

their relevance and 

effectiveness). 

● Opportunity for 

clearer priority-

setting (services and 

activities can be 

directed according to 

their economic, social 

and cultural impact, 

thereby increasing 

the organisation’s 

overall value). 

● Improvement of 

offer management 

(more frequent 

analyses of the offer 
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and makes navigation 

and clarity difficult). 

● Dispersion of 

locations (offerings 

are organised across 

multiple locations, 

which further 

complicates the 

perception of a 

coherent offer). 

● Insufficient 

attractiveness of 

programmes 

(programmes are 

repetitive, lacking 

novelty and engaging 

content that would 

attract repeat visits). 

● Lack of content for 

day visitors (the 

existing offer is not 

sufficiently adapted 

to the needs of 

shorter, day visits). 

● Untapped potential 

of key stories and 

content (the most 

attractive themes and 

“top stories” are not 

sufficiently highlighted 

within the overall 

offer). 

● Operation of the 

souvenir shop 

(significant 

investments in 

souvenir sales are not 

financially effective). 

programmes and 

offerings that respond 

to user interests and 

increase the 

attractiveness of the 

offer). 

● Optimisation of the 

souvenir offer 

(systematically plan 

the development and 

procurement of new, 

attractive souvenirs). 

● Improvement of the 

organisational 

structure (define 

roles, responsibilities 

and collaboration 

among teams more 

clearly for more 

effective work and 

better coordination). 

● Strategic direction of 

resources 

(discontinue activities 

that consume 

significant time and 

resources with modest 

impact and reach, and 

focus on initiatives 

that bring greater 

cultural, social and 

economic impact). 

enable better 

adaptation of the 

offer to user and 

market needs). 

● Strengthening of 

promotion and 

visibility (existing 

content and services 

have the potential to 

reach a wider 

audience through 

stronger targeted 

communication). 

● Better use of 

existing resources 

and capacities 

(certain content, 

spaces and services 

are not utilised to 

their full potential). 

● Development of 

educational 

programmes and 

content at the 

Campus (the Campus 

represents a 

significant space for 

expanding and 

diversifying 

educational and 

socially beneficial 

activities). 

● Greater 

involvement of 

employees in 

organisational 

development 

(gathering and taking 

into account the ideas 

of all employees 

through formal and 

informal forms of 

collaboration). 

● Systematic 

collection of 

feedback from 
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locations (the 

experience of 

employees who work 

directly with users is 

valuable for 

improving 

operations). 

HUMAN RESOURCES 

● Insufficient 

investment in staff 

development (there is 

a lack of a systematic 

approach to 

competence 

development, 

professional training 

and career 

management for 

employees). 

● Insufficient human 

resources and 

workforce planning 

(the current number of 

employees and 

available capacities are 

not always aligned 

with the scope of work 

and the level of 

services provided by 

the organisation). 

● Insufficiently 

developed HR 

functions and 

processes (human 

resource management 

needs to be improved, 

including needs 

planning, recruitment 

and staff 

development). 

● Ineffective 

onboarding process 

for new employees 

(structured support for 

new employees’ rapid 

integration into the 

HUMAN RESOURCES 

● Systematic staff 

development (ensure 

continuous 

professional training 

and opportunities for 

career advancement). 

● Strengthening 

human capacities 

and workforce 

planning (align the 

number of employees 

and their competences 

with the scope of work 

and strategic 

priorities). 

● Improvement of 

human resource 

management 

(develop more 

effective HR processes 

covering planning, 

recruitment, 

development, 

performance 

monitoring and staff 

retention). 

● Establishment of a 

quality onboarding 

process (ensure 

structured induction of 

new employees into 

the job, teams and 

organisational culture). 

● Balancing of 

workload (achieve a 

fairer distribution of 

tasks and 

responsibilities). 

HUMAN RESOURCES 

● Strong human 

potential (employees 

have the knowledge, 

experience and 

capacity for the 

further development 

of services and 

programmes). 

● Young and 

motivated teams 

(contribution to the 

development of new 

working models and 

the introduction of 

innovative 

approaches). 

● Employees’ 

readiness for more 

active participation 

(there is a willingness 

and desire among 

staff to become more 

involved in FoC’s 

development). 

● Potential for 

systematic 

development of 

human resources (by 

strengthening the 

human resources 

function, employees 

can be developed in a 

planned way and 

their capacities better 

directed). 

● Professional 

capacities for the 

development of 



8 

 

job, teams and 

organisational culture 

is not always ensured). 

● Employee overload (a 

large scope of tasks 

and responsibilities 

increases the risk of 

burnout). 

● Fragmentation and 

dispersion of work 

(employees are often 

focused on a large 

number of different 

tasks, locations and 

activities, which makes 

focused work difficult). 

● Risk of burnout and 

declining motivation 

(prolonged overload 

results in a loss of 

enthusiasm). 

● Better organisation 

of work and 

collaboration (ensure 

more effective 

coordination among 

teams, locations and 

activities). 

educational 

programmes and 

audiences 

(development of 

educational content, 

programmes and 

activities). 

● Value of employees 

at the locations 

(staff working directly 

with users have 

important insight into 

their needs and are 

important for 

improving services). 

● Potential for 

strengthening 

internal 

communication and 

collaboration (better 

exchange of 

information, 

experiences and 

ideas within FoC). 

ORGANISATION AND 

MANAGEMENT 

● Fragmented 

organisational 

structure (a large 

number of 

departments). 

● Insufficient internal 

and inter-

departmental 

communication 

(insufficient 

connection and 

collaboration among 

organisational units). 

● Unclear roles, 

responsibilities and 

competences (it is not 

always clear who is 

responsible for 

particular tasks, 

ORGANISATION AND 

MANAGEMENT 

● Clearer definition of 

organisational 

structure, teams and 

responsibilities 

(establish a 

transparent division of 

roles, tasks and 

responsibilities). 

● Strengthening 

collaboration and 

connectivity among 

departments 

(encourage mutual 

collaboration, 

knowledge exchange 

and the involvement 

of different 

departments). 

● Improvement of 

internal 

ORGANISATION AND 

MANAGEMENT 

● Opportunity to 

establish a more 

effective 

operational system 

(foundations exist for 

a more effective 

system of day-to-day 

operations and 

coordination of 

activities). 

● Existing experience 

of collaboration 

among teams (there 

are examples of 

successful inter-

departmental 

collaboration that can 

be systematically 

developed and 

applied at the level of 
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processes and 

decisions). 

● Lack of coordination 

and integrated 

management 

(coordination between 

projects, activities, 

locations and 

departments is not 

sufficiently effective). 

● Unclear priorities 

and difficult task 

traceability (there is a 

lack of a systematic 

approach to setting 

priorities, monitoring 

obligations and clearly 

defining deadlines, 

responsibilities and 

expected results). 

● Slow and complex 

decision-making (a 

large number of 

decision-making levels 

makes it difficult to 

respond and 

implement activities). 

● Insufficiently defined 

processes and 

procedures (key 

processes are not 

sufficiently 

standardised or clearly 

communicated to 

employees). 

● Challenges in 

resource planning 

and management 

(budget planning and 

resource allocation 

processes are not 

always sufficiently 

linked to strategic 

priorities and 

operational needs). 

communication and 

information flow 

(ensure timely, 

transparent and easily 

accessible exchange of 

information within the 

organisation). 

● Digitalisation of 

business processes 

(introduce digital 

solutions that will 

improve the 

management of 

documents, 

information and 

everyday business 

processes). 

● Strengthening 

strategic 

management and 

focused 

organisational 

development (direct 

organisational 

development toward 

clearly defined 

priorities and areas of 

greatest impact). 

● Ensuring adequate 

financial resources 

for operations 

(budget planning to 

enable the 

implementation of 

activities). 

the entire 

organisation). 

● Visibility and 

strength of the 

brand (FoC has the 

potential for stronger 

positioning and the 

development of new 

services and 

partnerships). 

● Broad portfolio of 

services and 

activities (existing 

services and 

programmes are not 

always sufficiently 

visible to users). 

● Potential for 

developing 

partnerships with 

the business sector 

(experience through 

attracting 

sponsorships, 

donations and other 

forms of B2B 

collaboration). 

● Examples of good 

practice within the 

organisation 

(existing examples of 

successful inter-

departmental 

projects and 

initiatives). 
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● Limited 

organisational 

capacities due to 

system overload 

(pressure from a large 

volume of work 

reduces agility and 

effectiveness). 

SPACE AND EQUIPMENT 

● Inadequate office 

space (existing office, 

working and storage 

spaces do not fully 

correspond to the 

needs of the 

organisation, 

employees and 

activities). 

● Insufficiently clearly 

defined purpose and 

use of space (the 

functions, needs and 

manner of use of 

individual spaces are 

not sufficiently clearly 

determined, which 

reduces their 

effectiveness). 

● Physical dispersion 

of the organisation 

(departments and 

employees are located 

at different sites). 

● Insufficiently 

developed IT 

infrastructure and 

software support 

(software and digital 

tools do not 

sufficiently support 

the organisation’s 

operational and 

management needs). 

● Problem of 

equipment planning 

and procurement 

SPACE AND EQUIPMENT 

● Rethinking the 

purpose and use of 

existing spaces 

(review the purpose, 

functionality and 

utilisation of all 

spaces). 

● Consolidation of 

departments in a 

shared working 

environment (ensure 

spatial conditions that 

will enable greater 

connectivity among 

employees and 

departments and 

improve 

communication and 

coordination of work). 

● Improvement of 

digital support for 

business processes 

(introduce or upgrade 

software solutions for 

general business, 

finance and other 

administrative 

processes in order to 

increase operational 

efficiency). 

SPACE AND EQUIPMENT 

● Large spatial 

capacities of the 

organisation (the 

organisation has 

significant spatial 

resources). 

● Potential of the 

fortresses and other 

larger locations 

(existing spaces have 

the capacity for wider 

and more intensive 

use through 

programmes, events, 

education, 

partnerships and 

other activities). 

● Existing material 

infrastructure as a 

development 

resource (spaces and 

equipment represent 

a valuable basis for 

the organisation’s 

further development). 
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(responsibilities, 

priorities and budgets 

for the procurement 

and renewal of 

equipment are not 

sufficiently 

transparent and 

clearly defined). 

OTHER 

● Administrative 

burden (a large 

number of 

procedures, 

documents and 

administrative 

requirements slows 

down operations and 

creates additional 

burden). 

● Insufficiently 

effective internal 

procedures (existing 

financial and 

administrative 

processes are not 

sufficiently adapted to 

FoC’s operational 

needs). 

● Dependence on 

external funding 

sources (a significant 

share of activities 

depends on project-

based and other 

external funding 

sources, which 

increases financial 

uncertainty and 

hampers long-term 

planning). 

● Challenges in the 

organisation’s 

perception and 

public visibility (the 

way the public 

perceives the 

OTHER 

● Digitalisation of 

internal processes 

(improve the use of 

digital tools and 

systems in order to 

increase operational 

effectiveness, 

information availability 

and data management 

quality). 

● Strengthening the 

position and visibility 

within the 

community 

(systematically 

develop relations with 

the local community, 

partners and 

stakeholders in order 

to increase the 

organisation’s visibility, 

relevance and 

support). 

● Clearer definition 

and alignment of 

organisational 

policies (ensure 

clearly set guidelines, 

priorities and rules of 

action that will support 

the achievement of 

strategic goals). 

● Reduction of the 

administrative 

burden (simplify and 

reduce administrative 

OTHER 

● Availability of EU 

funds and national 

funding sources. 

● Stronger 

communication of 

sustainability and 

social impact (FoC 

achieves valuable 

social, cultural and 

development impacts 

that are not yet 

sufficiently leveraged 

in communication 

with the public). 

● Recognisable 

development 

projects and 

initiatives as a 

platform for growth 

(projects and 

initiatives with the 

potential to become 

drivers of FoC’s 

further development). 
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organisation can affect 

its ability to attract 

financial resources, 

partnerships and 

support). 

work as much as 

possible). 

● Optimisation of 

internal procedures 

(review existing 

procedures that 

burden operations). 
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3 SWOT ANALYSIS 
 

The SWOT analysis (Table 2) synthesises the key internal and external elements that may 

affect the future development of Fortress of Culture Šibenik. It is structured according to 

thematic units reflecting the institution’s priority areas of activity. The internal aspects 

cover organisational capacities, management and people, the activation of fortifications 

and the development of spatial resources, cultural-artistic programmes and heritage 

content, and participation and partnerships, while the external aspects consider the 

broader international, social, economic, political and development context in which the 

institution operates. This structure allows the internal development capacities and 

challenges to be linked with changes in the environment, and represents the starting point 

for defining strategic development directions. 

 

Table 2. FoC’s SWOT analysis 

 

STRENGTHS 

 

WEAKNESSES 

ORGANISATIONAL CAPACITIES, 

MANAGEMENT AND PEOPLE 

● Strong, development-oriented 

leadership that brings energy, vision 

and the ability to bring employees 

and partners together around 

common goals 

● High professionalism, enthusiasm, 

dedication and responsibility among 

employees, and the team’s ability to 

mobilise additional capacities during 

demanding periods 

● A young, motivated and 

development-oriented team open to 

new ideas, learning and innovative 

approaches 

● A pleasant working atmosphere, 

well-developed relationships of trust 

and a high level of collegiality 

● Employees’ readiness to take 

initiative, responsibility and actively 

participate in the institution’s 

development 

● Well-developed organisational and 

production capacities for managing 

a multi-site system and 

implementing complex programmes 

● A culture of professional autonomy 

and trust that enables the 

ORGANISATIONAL CAPACITIES, 

MANAGEMENT AND PEOPLE 

● Employee overload and imbalance 

between operational, administrative 

and development tasks 

● Insufficiently developed internal 

communication, coordination and 

horizontal collaboration among 

departments 

● Excessive dependence on the 

knowledge and engagement of key 

individuals, and insufficient 

distribution of responsibilities and 

sharing of organisational knowledge 

● Lack of systematic human resource 

management, including competence 

development, training, knowledge 

transfer and succession planning for 

key functions 

● Insufficient involvement of 

employees, especially staff at the 

locations, in programme planning 

and decision-making processes 

● Rapid organisational growth without 

adequate time for internal 

consolidation of organisational 

processes and working models 

● Complex organisational structure 

and overlap of certain tasks, roles 
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development of new programmes 

and initiatives 

● Stable financial operations based on 

a combination of public funding, 

own revenue and successful use of 

external funding sources 

and responsibilities among 

departments 

● High dependence on public and EU 

funding sources and a limited level 

of financial diversification 

● Insufficient digitalisation of business 

processes and software support for 

managing programmes, spatial 

capacities, finances and evaluation 

● Limitations of the public institution 

model in the area of human 

resource management, 

remuneration, rewarding, and 

attracting and retaining skilled staff, 

arising from the public system 

● Limited capacities for systematic 

impact monitoring, evaluation and 

organisational learning 

ACTIVATION OF FORTIFICATIONS AND 

DEVELOPMENT OF SPATIAL RESOURCES 

● Successful renovation and 

revitalisation of the fortification 

heritage as the foundation of 

Šibenik’s contemporary cultural 

development 

● Development of the fortifications 

into living, accessible and 

multifunctional public infrastructure 

for culture, education and social life 

● Cultural heritage recognised as a 

space for encounter, community 

engagement and cultural 

development 

● A diverse and complementary 

portfolio of cultural locations 

enabling the development of 

different programme identities, user 

groups and models of space use 

● Ability to connect cultural heritage 

and contemporary cultural-artistic 

practices through different models 

of interpretation and use of space 

● Multi-purpose and adaptable spaces 

enabling the year-round 

implementation of cultural, 

educational and social activities 

ACTIVATION OF FORTIFICATIONS AND 

DEVELOPMENT OF SPATIAL RESOURCES 

● Challenges in the systematic 

maintenance and management of 

infrastructure and in the timely 

resolution of technical deficiencies at 

individual facilities 

● High demands for maintenance, 

equipping and technological 

upgrading of cultural infrastructure 

represent a long-term organisational 

and financial challenge 

● Uneven development of locations in 

terms of programme content, 

visibility, use and development 

capacities 

● Insufficient integration and visibility 

of individual locations within FoC’s 

shared institutional identity 

● Lack of adequate production spaces 

for the development of new cultural-

artistic content 
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CULTURAL-ARTISTIC PROGRAMME AND 

HERITAGE CONTENT 

● High quality, diversity and multi-year 

continuity of cultural-artistic 

programmes 

● A year-round, development-oriented 

programming model that transcends 

seasonality and contributes to the 

continuous cultural life of the city 

● Ability to develop interdisciplinary 

programmes connecting cultural 

heritage, contemporary creativity 

and various artistic practices 

● A diverse and inclusive programme 

offer adapted to different age 

groups, interests and audience 

profiles 

● A high level of production and 

organisational capacity for 

implementing a large number of 

diverse programmes at multiple 

locations 

● Ability to track contemporary artistic 

and social trends and develop 

relevant and innovative cultural 

content 

● Ability to develop heritage content 

connecting research, interpretation, 

education and community 

participation 

● Contemporary approaches to the 

interpretation and activation of 

cultural heritage that make heritage 

content relevant to different user 

groups 

CULTURAL-ARTISTIC PROGRAMME AND 

HERITAGE CONTENT 

● Limited capacities for strategic 

planning and presentation of new 

programme and interpretive content 

due to the burden of operational 

work 

● Limited capacities and resources for 

cultural-artistic production of works, 

research and residency programmes 

that support the creation of new 

cultural-artistic and heritage content 

● Insufficiently developed educational 

dimension of cultural-artistic and 

heritage content, particularly 

through long-term collaboration with 

educational institutions 

● Insufficiently developed research 

content and systematic 

documentation of fortification 

heritage as a basis for developing 

interpretive programmes 

● Insufficiently developed cultural-

artistic and heritage programmes for 

young people aged 13 to 18 

PARTICIPATION AND PARTNERSHIPS 

● FoC’s recognised role in Šibenik’s 

cultural and social life 

● A high level of trust, visibility and 

reputation among citizens, the 

cultural sector and partners at the 

local, national and international level 

● Well-developed mechanisms for 

audience engagement and fostering 

long-term relationships with the 

community, including the Friends’ 

PARTICIPATION AND PARTNERSHIPS 

● Risk of gradual distancing from part 

of the local community as a result of 

the institution’s growth and its 

national and international visibility 

● Insufficient openness, inclusiveness 

and accessibility of programmes to 

all groups of citizens, and 

insufficiently developed approaches 

to strengthening the sense of 
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Club and other forms of citizen 

participation 

● A well-developed network of local, 

national and international 

partnerships and collaboration with 

cultural institutions, organisations 

and other stakeholders 

● A strong contribution to the 

international visibility and 

positioning of Šibenik as a city of 

culture 

belonging to the institution among 

the local community 

● Insufficient mechanisms for citizen 

and community participation in 

programme planning and design 

● Insufficiently clearly defined 

institutional mechanisms, criteria 

and forms of continuous dialogue 

for systematic collaboration and 

resource-sharing with local cultural 

actors 

● Limited organisational capacities for 

the simultaneous implementation of 

a large number of development and 

international projects 

 

 

OPPORTUNITIES 

 

THREATS 

INTERNATIONAL CONTEXT, CULTURAL 

POLICIES AND CULTURAL FUNDING 

● European cultural policies encourage 

international cooperation, mobility, 

capacity development and 

innovation in culture 

● Availability of European, national 

and other external funding sources 

for the development of cultural 

infrastructure, programmes and 

international partnerships 

● Strengthening of international 

networking and interest in 

knowledge exchange, good-practice 

examples and the development of 

new partnerships 

● Strengthening of cross-sectoral 

collaboration between culture, 

education, tourism, science and the 

creative industries 

● High international visibility of FoC as 

a foundation for developing new 

international collaborations and 

projects 

● Potential for Šibenik’s future 

candidacy for European Capital of 

Culture 

INTERNATIONAL CONTEXT, CULTURAL 

POLICIES AND CULTURAL FUNDING 

● Global political, security and 

economic instability that may affect 

cultural operations and international 

cooperation 

● Marginalisation of culture in public 

policies and public investment 

priorities 

● Reduced availability of European 

funds and less favourable funding 

conditions in future programming 

periods 

● Instability of public funding and 

changes in political priorities at the 

local and national level 

● Changes in the political environment 

that may affect the continuity of 

development policies and the 

founder’s support 

● Rising labour and cultural-

programme production costs 
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HERITAGE, SUSTAINABILITY AND SPATIAL 

DEVELOPMENT 

● Growing international interest in 

sustainable, participatory and 

innovative management of cultural 

heritage 

● Strengthening of cultural heritage’s 

role as a driver of cultural, social and 

economic development 

● European policies and programmes 

on green transition, climate 

resilience and sustainable 

management of cultural heritage 

● Digital transformation of cultural 

heritage, development of new 

interpretive models and application 

of new technologies in the cultural 

sector 

HERITAGE, SUSTAINABILITY AND SPATIAL 

DEVELOPMENT 

● Climate change and increasingly 

frequent extreme weather 

conditions that endanger cultural 

heritage and outdoor programmes 

● Rising costs of maintenance, 

renovation and management of 

cultural infrastructure 

AUDIENCES, COMMUNITY AND SOCIAL 

CHANGE 

● Growing emphasis on developing 

programmes for young people and 

new generations of audiences in 

cultural policies and practices 

● Development of innovative models 

of citizen participation in cultural life 

● Strengthening of policies on 

inclusion, accessibility and 

participation in European cultural 

policies 

● Development of new forms of 

collaboration with civil society 

organisations, educational 

institutions and the local community 

AUDIENCES, COMMUNITY AND SOCIAL 

CHANGE 

● Demographic decline and the 

emigration of young people and 

skilled professionals, reducing the 

local community’s development 

capacities 

● Declining social perception of culture 

as a public good and an important 

dimension of social development 

● Changes in audience habits and 

expectations, and growing 

competition from cultural and digital 

content 

● Weakening interest among part of 

the public in cultural heritage and its 

social value 

● Strengthening of populist narratives 

and social polarisation that may 

reduce space for critical, plural and 

socially relevant culture 

LOCAL DEVELOPMENT, TOURISM AND 

INFRASTRUCTURE 

● Growing interest in sustainable 

cultural tourism based on 

authenticity, local culture and active 

visitor participation 

LOCAL DEVELOPMENT, TOURISM AND 

INFRASTRUCTURE 

● Growing competition among cities 

and cultural destinations in 

attracting audiences, partners, 

financial resources and skilled staff 
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● Development of the local cultural 

ecosystem through growth in the 

number of cultural actors, initiatives 

and cross-sectoral collaborations 

● Strengthening of Šibenik’s 

international visibility as a cultural 

destination 

● Touristification and commercial 

pressures that may endanger the 

public cultural function of spaces 

and the local community’s quality of 

life 

● High seasonality of tourist flows and 

dependence of cultural demand on 

the tourist season 

● Insufficiently developed transport 

and economic infrastructure of the 

city and surrounding area (urban 

transport connectivity, parking, 

accommodation capacities and off-

season offerings) 

● Limited transport connectivity of the 

islands and suburban settlements 
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Integrated Strategic Plan of the Fortress of Culture Šibenik until 2030 

Appendix 1. 

Analysis of problems, needs and potentials, and SWOT analysis 

 

This document was produced within the framework of the project FORTIC – From 

Remains of the War to the Architecture of Peace in the Cross-Border Area of Italy–

Croatia, with the financial support of the European Union under the Interreg Italy–Croatia 

Cross-Border Cooperation Programme 2021–2027, based on Contract (Ref. No.: 9-9/FT-25) 

of 17 March 2025 for the Preparation of the Study/Analysis of the Socio-Economic Impact of 

Fortress of Culture Šibenik in the Period 2014–2024 and the Integrated Strategic Management 

Plan of the Institution until 2030, commissioned by the Public Cultural Institution Fortress 

of Culture Šibenik. 

 

Appendix 1 of the Integrated Strategic Plan was prepared on the basis of the findings of 

the Study on the Socio-Economic Impact of Fortress of Culture Šibenik 2014–2024 and the 

results of the participatory strategic planning process, methodologically designed and led 

by researchers of the Institute for Development and International Relations (IRMO). The 

document reflects the jointly formulated analyses arising from this process and does not 

necessarily reflect the views of the European Union or the bodies of the Interreg Italy–

Croatia Programme. 
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