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ADRIFORT WP5 –5.1  
 
Report about the needs of investors and how to support private investors, complete 
with addresses and recommendations, drafted on the basis of local workshops 
 
GALLIPOLI  
 
The detailed work of listening and monitoring carried out for the project Adrifort on the city 
of Gallipoli and its cultural and environmental heritage, realized not only through plenary 
sessions, but also through meetings with individual subjects managers of such goods, has led 
to highlight the needs, sometimes urgent, of the private operators. 
 
Starting from the fact that cultural and enviromental goods of municipal ownership are 
numerous and of different types, as well as various types of managers are: 

- The Civic Museum “Emmanuel Barba”, the Sea Museum, the Library, the Garibaldi Theatre 
and Hall Coppola managed by the Cultural Association Amart; 

- The Castle managed by Orione srl; 
- The Cloister San Domenico managed by Association Emys; 
- The Regional Park of Punta Pizzo - Island of St. Andrew managed by the local Circle of 

Legambiente. 
 

The cultural goods of Gallipoli municipality have different kinds of management 
- The Castle’s management is entrusted with a public call to Orione Srl: they have to 

provide the ordinary maintenance of the good, in order to make it accessible and 
attractive to the public, and to sell the tickets with a percentage for the Gallipoli 
municipality; 

 
- The San Domenico's Cloister is entrusted to Association Emys, until 2019. With the 

regional project “Bollenti Spiriti”, Emys could restore the Cloister and start a business 
management, setting up the halls and the reading rooms, putting there some PC, and 
restoring frescoes in the cloister. The cloister management has some critic points, 
because it doesn’t exist a ticket entrance (there is no economic return) and to the 
location of the good, located at the border of the city center and far from the other 
goods of Gallipoli. 

 

- The City Museum (with Library, Museum of the Sea, hall Coppola and theater Garibaldi) 

are the subject of a direct management of the Gallipoli municipality, in collaboration with 

the Cultural Association Amart. 

- The Regional Park of Punta Pizzo Sant'Andrea Island is managed by Club of Legambiente 

through a local agreement with the City of Gallipoli. 



_________________________________________________________________________________________________________________ 

AdriFort Adriatic Fortresses and Military Areas 

 

There is a difference between a profit management, as the Castle, and a no-profit management, as 

the other local associations.  

The entrepreneurial management of the castle by definition implies the existence of profit: the 
company must have the ability to provide sufficient capital to cover and exceed the cost of the 
production expenses, resulting in a profit. Cultural associations and the Circle of Legambiente 
have, by their same nature, different purposes than profit: the NPO (non-profit social 
organization) must comply with the requirement prohibiting the distribution of profits, 
surpluses, funds, reserves or capital during the life organization, and the obligation to take 
profits or operating surpluses for the institutional activities and those directly connected to 
them. Compared to a company (in this case the castle) they enjoy a favorable tax regime in 
respect of: the income tax; the value added tax (VAT); other indirect taxes. 
 
It’s quite evident that these differences reverberate also in the capacity of investment and 
how to manage the goods. A company is a profit organization and therefore it’s obviously 
more inclined to make economic investments on a good in its management, but, however, it 
wants to see a return, even long-range of those investments; on the contrary the associations 
often are not able to invest money, but rather they have the experience and human resources 
at their disposal; somehow they are more dependent on public funds, which are sourced 
entity owning, or arising from calls for proposals and funding that manage to intercept. 
 
Among the main needs identified by management of the goods, there is a need for greater 
assurance of continuity in the allocation of goods, especially with regard to some cases: Amart 
whose agreement has expired and will be renewed on the basis of a specific ministerial 
project assigned to the association; the local circle of Legambiente is also waiting for the 
renewal of the agreement entrusting the management of the Park. 
 
Another significant problem is the long time period consisting of the bureaucracy whether in 
case of relatively agile projects (see the case of the preparation of the "Cycling Coffee" at the 
Cloister of the Dominicans, however, one of the key projects of the SAC "Salento sea and 
stones ", which must be closed by 30 September 2015, and that instead got stuck for obstacles 
placed by the Superintendent about the restaurant business, and for which lack an evacuation 
plan and the change of use) or in case of actions which fall on important historical goods but 
without which you cannot improve the service offered (see the case of the Castle that requires 
action that would allow access to a greater number of visitors at the same time, and for which 
the Superintendent must give permissions: among the most important urgent need there is to 
complete the practicability of the castle to make it accessible to a greater number of visitors, 
the lack of a sprinkler system that lies with the City of Gallipoli as part of the routine 
maintenance; the removal of architectural barriers and the placement of a stair lift for the 
disabled), these delays cause economic damage, as well as functional, to the structures. 
The valorisation blocked from preservation is one of the largest discrepancies of our time in 
the cultural heritage: the overcoming of fragmentation administrative vertical is often only 
through direct intervention of managers in dealing with the controlling authorities. 
 
All the private operators also consider useful to build a network between the various 
operators, and between these and the Municipality of Gallipoli, also with the mediation of a 
third subject, if necessary, above the parties, which facilitate the creation of a permanent 
working group: it appears necessary therefore to create the conditions to exceed the 
horizontal administrative fragmentation, which often leads to isolation of the individual 
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managers, each "enclosed" in its good and not in correlation with other goods with which it 
could make circuit, taking mutual benefits. 
 
 
FORTRESS OF PUGLIA 
Beyond the local area, from the interviews with managers of goods included in the fortified 
Apulian platform Adrifort has emerged that the owners of these goods often manage them 
directly, with only small concessions to sporadic intervention of external private subjects, 
which usually manage only the additional services (ticket office, bookshop, cafes and in some 
cases the organization of temporary exhibitions). 
 
The two needs, both legitimate, to "control" the political address and cultural institutions by 
the owners, and the possibility of more action and consequential economic return of private 
managers, often collide . 
Moreover, among all the forts examined, the only cases of good practices regarding the 
integration of mixed public-private partnerships are essentially two, however, very different 
each other: Torre Guaceto and the Castle of Gallipoli. 
 

1. In the first case the function of private manager is performed by Management 
Consortium, made up in December 2001 by the City of Carovigno, the Municipality of 
Brindisi and WWF Italy, that can be defined a kind of institutionalized PPPs, which 
provides the creation of an entity held jointly by the public partner and the private. 
Initially the tower was managed directly by the WWF; in recent years, with the 
entrance of the WWF in the consortium, it becomes a direct custody of the tower to the 
consortium, through a five-year contract with renewal. Those are the first five years of 
management through this modality of entrustement, including the obligation for the 
consortium to restructure and set up good. The main needs identified by the 
representatives of the Consortium are to provide a welcome and guide service officially 
entrusted by announcement, which has not previously been possible; and,during the 
summer, a big problem is to manage the service of parking with shuttle service to 
Punta Pennagrossa, which serves as access to the entire reserve in the north side. 
Reliance that collides with timely sabotage and heavy interventions to weaken the 
service. 

2. The manager of the Castle of Gallipoli, an Srl with previous experience of managing 
complex sites (Castle of Otranto, in partnership with “Sistema Museo”), suffers 
problems concerning the maintenance of the structure, which are responsibility ot the 
municipality of Gallipoli: as there is always enough money, these interventions are 
often delayed, making unusable some areas of the enormous manor.  

 
Guidelines and useful recommendations for the owners of the goods planning to give 
in management 
- Take care to the definition of the notice of assignement of goods, detailing it with 
specification of tasks and duties of each party. 
- Creating conditions for the construction of a network between managers of goods and 
between them and the custodial institution, possibly through a third intermediary. 
- Encourage removal / release of bureaucratic constraints in the relationship with the 
controlling authorities. 
- Create the best conditions of management continuity, because the results need time in 
order to consolidate. 

 


