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Responding to the crisis and consolidating PTB

When the storm broke, PTB’s executives, led by the Chairman of the Board of Directors, Josep M. Ribas,
went to see Santpedor’s Mayor Laura Vilagra . Mayor Vilagra made her discontent plain and said that
she was thinking about leaving PTB. If her Town Hall was to stay on board, it would have to be under
certain conditions. The first of these was that if PTB wanted to act in the municipality, it would have to
inform the Mayor directly regarding any land purchases and its purpose, among other things. In other
words, she wanted to be kept fully informed of any PTB initiatives in her municipality. The second
condition was that PTB could not purchase any land earmarked for non-developable purposes unless
either the County Master Development Plan or the town hall concerned had previously re-zoned the site
as suitable for development. Santpedor’s Mayor did not want to be put in the position of forcing town
halls to re-zone land. She said:

“In the beginning | took a more cautious, fearful stance towards the company. But once | saw all
the work being done and the sheer enthusiasm in pursuing worthwhile projects for the county, |
saw things in another light. There are private individuals who have invested money in a venture
that has yet to show a profiz. ”

A businessman also commented on this aspect:

“The project has gradually revealed its virtues, and we 're all convinced that it will turn out well.
But it hasn’t been easy; if you can’t show results, people think you are taking them for a ride.”
Laura Vilagra admitted that “public and private partners don’t speak the same language. ”
Moreover, all the biggest developers in the county are in the company. As a left-winger, it makes
me a little uneasy. ”

This case was an honorable mention winner in our 2009-10 “Collaborative Public Management, Collaborative
Govemance, and Collaborative Problem Solving” teaching case and simulation competition. It was double-blind
peer reviewed by a committee of academics and practitioners. It was written by Angel Saz-Carranza and Albert
Serra, of the Institute of Public Governance and Manage, ESADE-Ramon-LIull University, Barcelona, Spain. It was
edited by Martha Ketcham. This case is intended for classroomdiscussion and is not intended to suggest either
effective or ineffective handling of the situation depicted. It is broughtto you by E-PARCC, part of the Maxwell
School of Syracuse University’s Collaborative Governance Initiative, a subset of the Program for the Advancement
of Research on Conflict and Collaboration (PARCC). This material may be copied as many times as needed as long
as the authors are given full credit for their work.




Jordi Valls, the Mayor of Manresa, referred to this in the following terms:

“All too often, the left-wing has an ideological preference for the public sector and treats the
private sector with suspicion. Fromthis standpoint, the public sector is fair and the private one
unjust. What is egalitarian in the public sector is elitist in the private realm. The Left has to learn
to take risks and be more creative. ”

Once it had overcome the crisis, PTB took precautions to avoid similar problems in the future. It visited
the local town halls and institutions to explain the project. The assistant to the General Manager of PTB
indicated: “I believe the prison affair and the change in Chairman were a watershed for the company. Up
until then, we hadn’t paid sufficient attention to communications.”

Figure: Plan of Central Park

PTB solved the issue by buying the Sant-Fruitds land from the owner who had wanted to build a
residential centre and hotel there. It then granted the land to a consortium consisting of the Sant-Fruitds
and Manresa Town Halls in order to create a green belt for the Technology Park. The negotiations were
tricky because PTB was buying land zoned for residential use on which it wasn’t going to build real-
estate. It therefore had to buy the land as cheaply as possible so as to not threaten the project’s overall
profitability. PTB reached anagreement with Manresa Town Hall through which the company would
receive a 95% rebate on the building taxes levied on the Technology Park. “We hammered out a deal, but
it was tough because we were forced to buy something that had no value for us — just a green space — so
we weren’t willing to pay the real-estate prices,” recalled Masana, Deputy CEO of Manresa Savings
Bank. He went on to say,

“That was how we dealt with the main issue holding things up. We first called it the “Manresa
Technology Park”, then “Central Park” and finally opted for “Central Technology Park”,
expanding the Agulla Park by 19 hectares in the process. ”

Other disagreements cropped up after the first round of negotiations with Sant-Fruités Town Hall, the
owner of Agulla Park land which borders land owned by Manresa Town Hall. The problem this time
around was that under the park regime, all tax revenues generated by firms in the park were payable to
Manresa Town Hall. This issue was not resolved until late 2007, when a consortium comprising of the
two councils was created. It was agreed that the tax revenue generated by the Technology Park would be
invested in Agulla Park, whose green spaces would provide a differentiating factor for the firms setting up
in the adjoining Technology Park. Masana noted:



“Don 't forget that Manresa Town Hall was run by the tripartite coalition made up of a center-left
party and two left-wing parties, whereas Sant-Fruitds was run by a center-right party. So the two
councils were on opposite sides of the political fence.”

Overcoming this hurdle was difficult, and everyone had to sacrifice something to reach a deal. The town
halls and PTB got the green light for the Technology Park initiative which was of great importance for the
local economy. The Agulla Park Association got a bigger park, which now included the “green belt”
bought by PTB from Sant-Fruités Town Hall. According to Manresa’s Councilor for the Economy, this
was possible because all the parties were motivated to cut a deal and were convinced that the project was
good for the county. A lot of persuasion was needed, which involved defining what a technology park
consisted of and distinguishing it from a run-of-the-mill industrial park. A further problem was that
planning regulations did not cover technology parks; they only dealt with logistics parks. This legal
vacuum slowed down the paperwork.

PTB set up a panel of experts drawn from various fields, mainly in business innovation and technology.
The panel was established before issues were resolved with the Agulla Park Association but shortly after
the Agulla Declaration. The panel consisted of environmental, technology, urban-planning and economic
development specialists. It reflected on the criteria used to set up a Technology Park in Bages County. In
early 2005, PTB received two reports. The first one detailed the factors which make a technology park
attractive, including the kind of features expected of buildings. The second report set forth the
environmental criteria PTB should follow in drawing up the project.

At the same time, PTB organized trips to other technology parks as part of its public awareness campaign.
One of these was a trip to the Basque Country to see the technology parks there first hand. PTB took the
then Manresa Councilor for Economic Development, the Manresa Councilor for Urban Development,
Lluis Piqué (spokesman for the Agulla Association and President of the Bages Architects Association)
and others on this trip to the Basque Country. According to Josep M. Ribas, the visits were highly
instructive. Lluis Piqué thought the same: “The visit to these sites gave [us] a much better idea of what a
technology park was.”

PTB: The final impetus for the Technology Park

After drawing up a single urban plan for the technology park at the end of 2004, PTB recruited an
external advisor with a strategic and commercial vision. At the end of 2004, PTB expanded its capital for
the second time. This was to facilitate the Regional Government’s entry as a shareholder. “The Regional
Government takes a hand in PTB and becomes its second-largest shareholder” read the headline in the
county’s main newspaper, Regid 7. The Regional Government’s stake took the form of €2m. It was given
two seats on the Board. This step helped smooth the aforementioned negotiations. “We couldn’t do
anything without the [regional] government’s agreement because a project of this nature had to fit in with
regional policy,” noted Josep M. Ribas.

The Regional Government’s stake also highlighted the project’s importance and ensured that it would be
carried out. It also reassured several businessmen who had begun to wonder whether the project would
ever get off the ground. Jaume Masana recalled that, at one point, one of the businessmen wanted to back
out. “Another guy piped up and said he would pay 10% over the odds for his stake. When the first one
said he hadn’t mentioned a price, the second one asked him to think it over. Nothing ever came of it.”
Masana noted that none of the shareholders has ever pulled out since the company was formed.



In mid-2005, PTB forged links with the technology sector by joining the Spanish Association of
Technology Parks and the International Association of Science Parks. The project was quickly winning
approval inthe business community in the county, and, although the project still had gaps, many
businessmen wrote to PTB to express their support. This encouraged the founders to press on.

At the same time, efforts were made to attract companies to the site and to define the park’s architecture
and functions. A competition was held in which four architecture firms took part. Two were proposed by
PTB and two put forward by the Architects Association which took an active part in designing the park’s
layout. According to Lluis Piqué: “PTB asked the Architects Association to actively participate in the
project as members of the jury choosing the best proposal for Central Park.” PTB gave each of the
competitors a dossier containing the study drawn up after the visits to the Basque Country’s technology
parks. The winning project was chosen at the beginning of 2006 after public exhibition of the four
proposals. The jury members were drawn from the Architects Association and from the public and private
sectors. The winning proposal was subsequently merged with earlier technical and environmental studies
to ensure the end result was visually attractive and fully met business and technology needs.

Once the park’s architectural design had been settled in 2006, PTB succeeded in obtaining a commitment
from Microsoft to set up its International Productivity Innovation Centre there. Other major companies in
the area decided to move to the park. After overcoming various crises in 2006 and putting the final
technical touches to the Technology Park project, PTB realized it needed someone to seek out firms and
monitor those setting up there. In late 2006, the company recruited a new general manager who had a
more technological profile than the former. The Chairman of the Board at the time, Josep M. Ribas,
referred to the kind of person PTB needed for the job as follows: “He has to be on the same wavelength as
these sorts of companies and speak the same language.”

Figure: PTB’s main players after changes
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However, the project was still not in the home stretch. The park’s architecture and layout had been fully
agreed upon by the local governments but then rumors emerged that the Regional Department of
Highways had not yet scrapped its plans to link the Manresa ring road and the East-West Highway. This
link would run right through the middle of the technology park and eliminate its green belt in one fell
swoop. This set the project back several months, much to PTB’s chagrin — not least of which was because
companies had begun to show an interest in setting up on the site. The Regional Department solved the
problem by drawing up a new plan to build an underground road interchange.

Five years after PTB was set up, the company had yet to turn a profit. Josep M. Ribas put it this way:
“Profitability is zero now because all we’ve done is buy [land]. We haven’t sold anything yet.” Even so,
Jaume Masana argued: “It will be a financial and social success for those who put money into the
project.” Masana also noted that PTB forecast an overall rate of return (ROR) on all the projects above
the 10% per annum target. However, he admitted that the ROR on the star Technology Park project would
fall short of this target given that the scheme was very complex and would incur high costs for the site
layout and the provision of common services.

As Manresa Savings Bank’s Deputy CEO noted, although no dividends had been distributed, backers
could see that investment in PTB was profitable. This could be seen by the successive expansions of
capital which have all borne a premium. “If someone wants to invest now, obviously the shares are worth
more than at the outset. The Regional Government paid a premium for its stake, as have private investors
who came in later,” remarked Masana.

At the end of 2007, there was a long list of companies waiting to set up in the Technology Park and in
other parks in the area. Building work on the Technology Park began in early 2008. PTB estimated that
construction would take about a year, and work on other projects was already under way.

Although everyone involved considered PTB a success, people were beginning to look beyond the
immediate future. The current General Manager noted: “The biggest challenge is to consolidate the
Technology Park. Another challenge is to ensure continuity and draw up new proposals. As I see it, those
are the two challenges we face.”



News Headlines

Green light for the Agulla Technology Park (4 May 2005)
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PTB hires 8 advisors to setcriteriafor the Central Park (16 November 2007)
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Manresa’s technology park to start constructionin 08 (27 July 2007)
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