EUMEDIS    Pilot project Proposal – Confidential – Medhat Younes –MTCG/Lebanon


PROJECT OUTLINE

Title: Euro-Mediterranean Cultural & Tourism Portal

Location: Euro-Mediterranean Countries 

Project Summary & Priority Areas:

Sector 3: Multimedia, Tourism and cultural heritage 

(Acquisition of regional information, streamlining cultural education, tourism business process promotion via Online Guide, Online Tours, Online reservations, Also focus on promoting eco-tourism, agro tourism, multi-destination programs fostering cooperation and integration

The main aim of the pilot project is to set up a central Internet resource and services for travellers, culture researchers and educators in the Mediterranean Countries.

This can be achieved via a central one-stop-shop Internet portal for individuals as well as the tourism enterprises in the Euro-Mediterranean region.

Project Objectives & Description: 

The Internet portal will leverage information technology to promote unprecedented cost effective flow of information, communications, cultural and services exchange between EUMEDIS countries

The project aims to become an Internet cultural and tourism centre where any student, professional and business person use to look for information, advice, services, partners and support for their needs. It leverages information technology to implement best practices and automate the workflow of supply chain between the partnering countries. Thus saving its members substantial time, cost and effort in researching for information buying and doing business.

Additionally helping them in promoting their national cultural heritage and socio economic exchange to neighbouring countries.

The Regional Internet portal will host member country sub portals and directories and will allow dynamic online product, services and partner search, additionally it will provide a secure communications medium, and online payment solutions for all users and members

In order to achieve the objectives the portal will provide 3 initial services:

· Information publishing and search 
(travel and tourism sectors knowledge resources, online cultural education and training, partner and business opportunities search etc.)

· Communications 
(email, chat, discussions, scheduling, workgroup conferencing etc.)

· Transactions
(Online Purchase, Booking, Payment, etc.) 

The portal will be available in the different Mediterranean languages with content localization

A wide awareness and marketing campaign will be launched; via country IS action plan in addition to newspapers advertising, Internet banner advertising, e-mailing, etc.

We realize that critical component to its success of such project is the marketing and awareness therefore it is part of the project plan to appoint a dedicated professional in each country to promote and manage pubic relations with key local decision makers and representatives in the EUEMEDIS countries.

The basic services will be offered for free to the travel, tourism, hotel, restaurants, tours, car rental and other organisations that will want to participate to the validation of the project.  

Sustainability of the project is achieved from value added services revenues like, web design, webhosting, advertising, memberships, and newsletters subscriptions, commissions from shopping and auctions

We believe that this project will promote and accelerate migration to the global information society and the adoption of best business practices in the Internet age.

Justification & Methodology:

The needs and the constraints of the target countries are self-evident. In short there is a need for a better bridge between the partnering countries to enhance socio-economic exchange. 

The project will leverage state of the art technologies accompanies the collective resources and localized knowledge of the partner to enable better socio-economic development and exchange.

The Methodology is simple and straightforward. A consortium will be created consisting of one partner from each country who will be responsible for the management of the local project execution.

The consortium will be managed by a non profit EU coordinator in compliance with EUMIDIS guidelines.

The total project grant will be equally divided by all partnering countries (an estimated 1Million Euro per country – please refer to finance section)

Consortium responsibilities main areas:

	SN
	Area 
	Responsibility

	1
	Consortium, Finance & Project Management 
	EU Lead Partner (Not for profit NGO)

	2
	Technical Execution (web design, E-commerce programming, etc)
	MTCG & an EU Partner  (Private sector)

	3
	Localized Content Acquisition & Information publishing
	Country Partners
(private and public sector)

	4
	Local operation, marketing & sales (revenue generation for self-sustaining operations)
	Country (private and public sector)


The Aim of the project is to involve as many partnering countries as possible, one partner from each country. However if for any limitations that a partnering country cannot participate the project will remain open for future equity and joint venture partnership.

Organisation of the work:

All Initial content and professional services will be first acquired from public agencies and non-profit organizations for example Ministry of Tourism and professional associations etc.

The regional Portal will have uniform template for all countries and will be in at least 2 languages English & Arabic due the majority needs of the Euro-Mediterranean partnering countries. However it is but no means restricted to these 2 languages. Other partners are encouraged to provide information services in their home country language

The remaining customized content and professional services will be partly developed and partly outsourced and managed by the representing partner in each country in compliance with uniform standards and templates set by the project management.

The work structure will be based on centralized / distributed environment.

A centralized server is used to save the cost of the equipments and telecommunications fees. A central server will contain all work process automation and validation and common regional content. Each country portal information can be updated via FTP & Internet publishing programs.

The Portal development tools will be based on existing and available technologies.

The technical work will be mainly a matter of design, implementation, integration and localisation.

This approach will allow saving resources and development time. Consequently, more resources will remain available for the establishment of the network and the promotion services thus achieving financial sustainability sooner.

Management:

A Steering Committee will be established, including representative of European and Mediterranean partners. The Steering Committee will also be responsible for quality control of the published information and for the balance between the quantity of publicity on one side and services and contents on the other side. Country Project Management will deal with technical, operative and marketing issues.

Periodic reporting will be maintained towards the European Commission as well as towards all the partners’ representatives.

Initial Key Full-Time Human Resource required   

· 6-8 regional 

· 6-8 per country

Regional Consortium HR

	Job title / Responsibility
	Decided By

	Consortium Project Manager
	EU Lead Partner

	Chief Administration and Accounting
	EU Lead Partner

	Chief Content Manager / Editor
	MTCG

	Chief Technology Manager
	MTCG

	Consultants & Professional Services

Like Data entry, programmers, specialized content and services
	Outsourced


Country HR

	Job title / Responsibility
	Decided By

	Country Project Manager
	EU Lead Partner & MTCG

	Country Content Editor
	Country Project Manager

	Country Marketing & Sales Manager
	Country Project Manager

	Customer Services Manager
	Country Project Manager

	Consultants & Professional Services

Like Data entry, programmers, specialized content and services
	Outsourced


Qualification: At least a University Degree in the same field plus 10 years experience. Having office computer skills. Nationals will be preferred in their respective countries

Project Duration: 3 years (36 months)

	Project Phases
	Duration (months)

	Consortium and operational set up
	3

	Information Architecture & Design
	2 

	Content Acquisition & Technology Implementation
	9 

	Training
	2 

	Awareness Launching Campaign (Mass Media) 
	2 

	Biz Development, Marketing & Sales
	18

	Total
	36 months


Financing & Funding:

The initial 3 years capital funds will be financed as follows: 80% from the Eumedis programme and the remaining 20% financed by each partner involved.

After 3 years the operation funds will achieve via direct revenues thus achieving self-sustaining and self-financed growth; 

Income it will be supported through income arising from advertising spaces included on the web site as well as selling of value added services. 

It is foreseen that the day-to-day management will not be very financially demanding. A complete business plan will be elaborated during the project. 

Project Costs

A.  Central Portal Development Costs = Euro 2000  (Technology & Equipment intensive)

B. (Localized) Country Content & Services Costs = Euro 1Million 

Content Acquisition, Translation and Marketing Intensive (no technical expertise needed - although preferred)

Note: We do not see our proposal is competing with any others on the contrary you can apply to multiple projects including ours. Also if you feel that we can join your project please let us know. We are open on the roles and conditions as long as our organization and country benefits from this initiative

The time is very limited deadline for submission is 22 Jan. we need to finalize within a week that is by 22 Dec. we should have the proposal ready for submission including the signed MOU and your information.

We need you to send us your 

1. Article of association

2. Most recent Annual Report

3. Organization Profile & Customer Or Project References

4. CVs For Core project managers

Then we will send you an MOU for review

MTCG
1
15/11/00

