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1/ Starting points in communication 
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Communication is a two-way process with a critical role in every community as 
a foundation for building understanding and trust. The role of communication in 
a community is extremely important – it is like the "glue" that connects people 
and allows them to function together. Without effective communication, a 
community could hardly exist and develop. It is communication that allows a 
community to organize and develop. Through communication, basic social and 
emotional needs of a person are satisfied. 

Key aspects of community communication functionality are as follows: 

1. Connecting people: Communication allows community members to get to 
know each other, build relationships, and a sense of belonging. 

2. Exchange of information: Through it, ideas, knowledge, news and experiences 
are shared, which helps people make decisions and act in an informed way. 

3. Coordination of actions : Every joint activity – from small initiatives to large 
projects – requires clear communication to be successful. 

4. Conflict resolution: When differences or problems arise, communication is the 
key to understanding and finding solutions. 

5. Building trust: Open and honest communication creates trust between 
people, which is the foundation for a stable and healthy community. 

6. Formation of values and culture: Through communication, traditions, norms 
and values are transmitted that shape the identity of the community. 

The role of communication in the cultural sector is key, especially from the point 
of view of institutions (museums, theaters, galleries, cultural centers) that create 
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and offer cultural products. It is not just a means of informing, but a strategic 
tool for connecting with the audience and creating value. Communication in the 
cultural sector is a means of visibility, a tool of understanding, a mechanism for 
connecting with the audience, a factor of sustainability and development. 

When we look at the main functions of communication through the prism of the 
cultural sector, in particular of the suppliers of cultural products, we can 
summarize the following functions of communication: 

1. Presentation and promotion of the cultural product 

Communication makes cultural events and works visible to the public. 

o Advertising, PR, social networks 
o Creating interest and attracting visitors 

Without communication, the cultural product remains "invisible" 

2. Building a Relationship with the Audience 

Institutions do not just inform, but build long-term relationships. 

o Loyalna public 
o Dialogue with visitors 
o Feedback 

3. Interpretation and Mediation 

Communication "translates" cultural content to be understandable: 

o Explanations, curatorial texts 



 

Communication Strategy of the Municipality of Garmen in the Field of Culture—developed as part of the project “A New Generation of 

Local Cultural Policies through Support for Local Cultural Operators in the Municipality of Garmen and New Tools for Development,” 

under Contract No. BG-RRP-11.022-0046-C01. 

 
6 

o Educational programs 
o Contextualizing art 

4. Social and cultural mission 

Through communication, the institutions: 

o They pass on values and traditions 
o Promote cultural identity 
o Educate society 

 
5. Positioning and branding 

Communication builds the image of the institution: 

o Reputation 
o Recognizability 
o Distinguishing from other cultural organizations 

6. Attracting partners and funding 

o Communication with donors, sponsors and institutions is key 
o Project Presentation and Impact 

7. Regulatory and organisational role 

o Coordination within the institution 
o Organization of events and teams 

The elements of communication are basically eight:  
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o addressee (sender),  
o addressee (recipient),  
o message/messages (the content itself being transmitted),  
o channel (the means by which the message is transmitted),  
o code (the system of characters through which the message is transmitted, 

e.g. language, symbols, images),  
o context (cultural, social and situational factors that shape the 

environment in which communication takes place),  
o frequency (the frequency with which we convey our message to the 

audience),  
o desired outcome (the desired reaction and behavior of the audience when 

receiving the message/message).  

As an institution of local government, the municipality in its role as a party 
providing cultural products and/or engaged in promotion, the municipality is in 
a specific position, because it is already at the center of community life. In this 
sense, it has potentially channels of communication that other cultural 
institutions or commercial suppliers of cultural products do not have. In order 
for the municipality to be able to use this favorable position to improve the 
visibility and popularity of the cultural products generated in the community, it 
is key to clarify the main channels of communication, the main recipients of this 
communication – target groups of communication, the context of this 
communication, the frequency and desired result of the communication, in 
order to calibrate its approach and content. This is the task that the current 
communication strategy undertakes in the next few sections.  
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2/ Communication context – global, 
national, local 
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Context is a set of circumstances, factors, processes, interconnections and 
features of the environment and participants that contribute to a more 
complete understanding of a situation or problem. Knowing it gives us the 
opportunity to interpret more adequately what is happening in the field under 
consideration, as well as the behavior of the main actors, on whom its condition, 
development and quality depend. 

In terms of communication, context analysis goes beyond traditional elements 
of communication such as messages, channels, and frequency of interaction. It 
encompasses a wider range of factors related to the relationships between 
participants in the relevant environment, which can influence communication 
or determine its nature. The main goal is to achieve a deeper and more 
comprehensive understanding of existing and potential communication links. 

In the present case, the focus is on the context of communication relations 
between the municipality (including the mayor, municipal administration and 
municipal council), citizens and civil society, business, media, non-governmental 
organizations and other stakeholders specifically in the cultural sector. 
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Global context 
The analysis of the global context will be limited only to specific trends and 
factors that would have an impact on the municipality's communication 
regarding cultural products. Elements of the global communication context, 
unrelated to this particular communication, are not subject to this analysis, as 
they would not contribute to the objectives of the strategy. 
Globally, communication is developing dynamically under the influence of 
technology, social changes and new forms of interaction. 

1. Digitization and online communication 

Digitalization is transforming the entire communication process. Social networks 
and online platforms such as Facebook, Instagram and TikTok allow for instant 
exchange of information on a global level. This includes both private messages 
and professional content, news, and educational materials. Online 
communication removes geographical barriers and facilitates access to 
information, while increasing transparency, but creating challenges for verifying 
the accuracy of data and for the security of personal information. 

2. Mobility and real-time communication 

Mobile devices allow communication "anywhere, anytime". Smartphones and 
tablets make real-time video calls, chats, and live streaming possible, with 
people able to participate in events and discussions no matter where they are. 
This creates new standards for audience expectations – instant feedback and 
high interactivity. Mobility also increases access to emergency information and 
facilitates coordination in professional and social contexts, such as business 
meetings, trainings and global initiatives. 
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3. Automation and Artificial Intelligence (AI) 

The development of artificial intelligence is significantly changing the way 
communication is created and managed. Chatbots, virtual assistants, and data 
processing algorithms enable audience service automation, personalized 
recommendations, and user behavior analysis. AI can identify audiences' 
interests, habits, and preferences, making communication more effective and 
targeted. At the same time, the use of AI raises ethical questions about 
transparency, algorithmic fairness, and potential information manipulation. 

4. Content Personalization 

Personalization is based on the analysis of user data, through which messages 
are adapted to the individual interests and behavior of the audience. This allows 
marketing campaigns and outreach initiatives to be more effective, as each 
recipient sees content that is relevant to them. At the same time, 
personalization increases engagement, but it also raises questions about privacy 
and the potential "bubble" of information, where people only expose 
themselves to content that confirms pre-existing attitudes. 

5. Preview and Summary 

In modern communication, visual formats are of great importance. Videos, 
infographics, memes, and stories on social platforms like TikTok are preferred 
over long text messages because they allow for quick and effective impact on 
the audience. Short, easily digestible formats are a response to the reduced 
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attention of users and the high flow of information. They also stimulate 
creativity and the possibility of viral spread of content. 

 

6. Globalization of communication 

Communication is no longer limited to local or national borders. The internet, 
social networks, and international platforms allow people from different 
cultures, languages, and continents to communicate freely. This increases 
cultural exchange, cooperation, and access to global resources. At the same 
time, globalization requires skills for intercultural communication, adapting 
messages according to the cultural context and attention to differences in 
values, etiquette and interpretation of content. 

7. Dialogue and audience participation 

Modern communication is characterized by a two-way nature. The audience is 
no longer a passive recipient of information – it actively participates through 
comments, shares, content creation and online discussions. This increases 
engagement, makes the process more democratic, and allows institutions and 
organizations to receive direct feedback. In the spirit of Jürgen Habermas' 
theory, such dialogue allows for agreement and better understanding between 
the participants in the communication. 

8. Disinformation and the need for media literacy 

With the increase in digital communication and social networks, the spread of 
inaccurate or manipulative information is becoming a serious global problem. 
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Fake news, image and video manipulation, and targeted influence campaigns 
can affect public opinion, political processes, and social stability. 

This highlights the need for media literacy – the ability to critically evaluate 
information, recognize sources and check facts. Organizations, media and 
educational institutions around the world are increasingly investing in training 
programs for audiences and employees to be able to recognize disinformation 
and navigate the flow of information. 

Globally, disinformation threatens trust and transparency, while requiring the 
development of new verification mechanisms, algorithmic correction and 
ethical standards for online platforms. 

9. Personal data protection and ethics 

With the widespread use of digital platforms, mobile applications and cloud 
services, the protection of personal data and the ethical aspects of 
communication are becoming critical. Consumers are increasingly concerned 
about the privacy of their data and how their information is used by companies, 
media and institutions. 

On a global level, regulations such as the GDPR (EU General Data Protection 
Regulation) and other personal data laws are being introduced, which require 
transparency, consent and restriction of the processing of sensitive information. 

Ethics in communication also includes the responsible use of technology, 
artificial intelligence and algorithms, as well as transparency in automated 
decisions and content targeting. This strikes a balance between innovation and 
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consumer protection, ensuring trust and legitimacy of communication 
processes. 

Modern global communication is digital, mobile, personalized, and interactive. 
At the same time, it requires attention to ethics, confidentiality and verification 
of information. The development of technology, audience participation and 
globalization create new opportunities, but also new risks that must be carefully 
managed. 

At the same time, it is key to note several global changes that also have an 
impact at the local level: 
 
Better people's awareness: the flow of information to 
thematically rich, unceasing, and comes through heterogeneous channels from 
heterogeneous sources;  
 
Political, economic and social insecurity: the Covid pandemic, the lack of 
sustainable political governance in Bulgaria in recent years, the war in Ukraine, 
high inflation, the war in Iran, the potential for higher fuel prices, and a number 
of other factors create a sense of insecurity among citizens. In such times, 
people turn to local cultural and tourist products with a view to greater security 
and more economically profitable. 

Data: The amount of data generated in all areas of life is growing at a rapid pace. 
As the information collected increases and the use of increasingly sophisticated 
algorithms, data becomes more predictable and enables a deeper 
understanding of human behavior, creating the conditions for building more 
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personalized communication, where the right message reaches the right 
audience at the right time. 

New skills and technologies: One of the main challenges for local authorities is 
how to implement technological change for the benefit of society. There is a 
growing need for professionals who know how to work with data – combining 
database analysis, mathematical thinking and, ideally, storytelling skills, 
creativity and visual presentation of information. 

Need for greater efficiency: The increased demand for communication 
expertise by local authorities shows a better awareness of the role of 
communication in achieving policy results. However, the solution is not always 
to increase communication activities or hire more people. True effectiveness 
requires clear priorities, tracking results, measurability, flexibility and a 
willingness to innovate. 

Changes in media consumption: The way people consume media is changing 
rapidly. The increasing fragmentation of the media environment is leading to the 
disappearance of the dominant general points of view characteristic of the 
national airwaves. Social networks take a leading role in the formation of beliefs 
and assessments. Different groups are directed to information that corresponds 
to their own views, and less often they encounter opposing opinions.  which 
manages to stand out and overcome the information noise. 

Fragile trust and disinformation: Public trust in state institutions and their 
communication is becoming increasingly unstable. The spread of disinformation 
and fake news poses a serious threat to the normal functioning of democratic 
societies. Persuasion through facts, data and statistics is becoming increasingly 
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difficult, as emotions often trump rational arguments.  which both affects 
emotionally and remains true to the facts. 
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National context 
National trends in communication in the cultural sector in Bulgaria are formed 
under the influence of both global processes and specific social, economic and 
institutional factors. Communication in the cultural sector in Bulgaria is 
characterized by digitalization and integrated campaigns, orientation towards 
cultural tourism, the need to activate the audience, the growing role of civil 
society, gradual professionalization. The main challenge remains how to reach a 
wider and more engaged audience in conditions of limited resources and low 
participation. 

There are several trends in the cultural sector that are important to pay 
attention to.  

1. Digitization of cultural content and communication 

Cultural institutions (museums, theaters, festivals) are increasingly using digital 
channels to reach the audience: 

• social networks, websites, online platforms 
• Virtual exhibitions and online events 

This trend has intensified since COVID-19 and continues to be leading. 

Internet penetration in Bulgaria is 91%. Every day, Bulgarians spend an average 
of almost 8 hours online, with young people spending this time significantly and 
their main device is a smartphone. Social networks engage a significant part of 
the population, 
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as the most used social network remains Facebook, followed by 
от Instagram и TikTok. 

2. Integrated communication campaigns 

Combined communication strategies are increasingly used: 

• Digital Advertising + Events + Media Coverage + Influencers 
• Campaigns to promote cultural tourism 

For example, national campaigns include both online and offline channels, as 
well as influencer marketing to promote cultural routes and events  

3. Focus on cultural tourism and destination branding 

The state and institutions shall develop communication aimed at: 

• promotion of cultural heritage 
• attracting tourists through cultural events 

National strategies and calendars for cultural events are being developed in 
order to better represent Bulgaria to different audiences  

4. Reduced cultural participation and need for more effective communication 

Research shows alarming trends: 

• 63% of people do not go to the theater 
• Over 80% do not attend opera or classical events 
• 75% do not use libraries  
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This means that communication must be: 

• more accessible 
• More attractive 
• better targeted to different audiences 

5. Growing role of the civil sector and communities 

NGOs and civic initiatives are playing an increasingly important role: 

• Their credibility is increasing 
• Civic activity is increasing  

This leads to: 

• More partnerships 
• more participatory (dialogical) communication 

6. Transition to more dialogical and engaging communication 

• The audience gets involved through social networks 
• The importance of feedback is growing 

Communication becomes experience-oriented, not just information-oriented. 

In the municipality of Garmen, people value their intangible and tangible cultural 
heritage. This fact is an extremely favorable basis for the development of 
communication between the local authorities and the citizens with a view to 
promoting cultural products and stimulating civic participation in the process. 
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This is due, on the one hand, to the strong ties of people with the place, their 
belonging to the municipality and the community in it, but on the other hand, 
initiatives by the municipal administration to preserve cultural heritage, 
improve cultural products and adapt them to the modern context in order to 
reach a wider audience and generate tourism help to strengthen this feeling. 
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Local context 
The communication environment of the municipality is characterized by the 
presence of significant potential, combined with certain structural challenges. 
On the one hand, the municipality has a rich cultural heritage and active 
initiatives in the field of culture, and on the other hand, there is no clearly 
defined and sustainable strategic framework for communication in this sector. 

Lack of a strategic approach to communication in the culture sector: 

Communication related to cultural activities is currently fragmented and 
reactive rather than targeted and long-term planned. There is no integrated 
strategy to identify key messages, priority audiences and appropriate channels 
to reach them. This leads to uneven presentation of cultural initiatives and 
missed opportunities for building a recognizable cultural image of the 
municipality. 

In addition, there is no systematic approach to measuring the effectiveness of 
communication efforts, which makes it difficult to optimize activities and adapt 
them to the needs of different audiences. 

Potential related to cultural heritage and the modernisation of 
communication: 

At the same time, the municipality has a serious advantage in the form of rich 
cultural and historical heritage, local traditions and events, which can be the 
basis for strong communication positioning. There are also positive steps 
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towards modernizing communication, including the use of digital channels and 
striving for a more up-to-date presentation of information. 

These efforts create a good basis for upgrading and developing a more modern 
and effective communication model that meets the expectations of different 
audiences – local community, tourists, cultural organizations and partners. 

Development Opportunities: 

There is a clear opportunity to transform communication in the cultural sector 
by introducing a strategic approach that brings together available resources and 
initiatives. This includes: 

• developing a long-term communication strategy with a focus on the 
cultural sector;  

• clear definition of key messages and identity of the municipality as a 
cultural destination;  

• more active use of digital channels to reach a wider audience;  
• creating coherent and engaging content that presents cultural heritage in 

an accessible and attractive way;  
• putting in place mechanisms for monitoring and evaluating 

communication results.  

The communication context of the municipality is at a stage of transition – 
between a traditional, more administrative model and the need for a more 
strategic, sustainable and audience-oriented approach. The combination of the 
rich cultural heritage with modern communication practices represents a key 
opportunity for the development and establishment of the municipality as a 
recognizable cultural destination. 
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3/ Audit of the communication of the 
Municipality of Garmen in the culture 
sector  
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Communication audit – conclusions 

In the process of preparing this communication strategy, the main 
communication channels of the Municipality were analyzed, which are visible to 
citizens for a year back, namely March 2026. – March 2025. Among them are 
the official website, social media profiles, as well as content created by the 
citizens themselves in connection with the activities and communication of the 
Municipality. In addition, the media publications related to initiatives and 
actions of the Municipality of Garmen, as well as the public communication 
activity of the Municipality were considered. 

The main purpose of the audit is to analyze and assess the type and accessibility 
of the information provided, the ways of its presentation, the visual layout and 
the communication tools used. For the purposes of the study, the following 
methods were applied: 

• holding meetings with representatives of the Municipality responsible for 
communication with external audiences;  

• monitoring and evaluating the quality of content in its own communication 
channels;  

• monitoring of media coverage of activities and initiatives of the Municipality;  
• analysis of publicly available information on the presentation of 

communication channels and expert assessment of the applied 
communication approaches.  

After clarifying and summarizing the communication context, the focus is on two 
key elements of the Municipality's communication as a source – messages and 
channels. 
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In the analysis of messages and channels, the emphasis is on the most frequently 
used proprietary platforms, as well as on traditional media applied within the 
framework of institutional communication. 
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Communication Audit of the Municipality of Garmen – Analysis of 
the Communication through the Main Channels  
 
Website 
The main communication channel and asset of the Municipality is the website. 
Its function is representative and informative, but  it also serves for the provision 
of various electronic services and for one-way and two-way communication with 
the audience (reporting irregularities, etc.). The main impression that the site 
creates is the availability of a lot of information, which is arranged logically, but 
in the culture sector is not consistent with the specifics of the target groups.  It 
is not "lightweight" enough, that is, easily digestible and attractive. In terms of 
tone, formalism is felt and the volume is scarce, and a list of cultural sites and 
community centers in the Municipality is schematically presented. In order to 
attract more audiences to the information about cultural products, it is 
appropriate to present this information in a way consistent with the modern 
potential consumer of this product – inviting, visual and interactive digital 
content. them – residents of the municipality and guests. The rich cultural 
calendar of the Municipality, nor the diverse and interestingly presented sports 
events are not fully used. The initiatives and cultural products with which the 
municipality is known to the external audience also remain in the background in 
a separate section "Festivals" and their presentation is official, and not from the 
point of view of intriguing the audiences. The Tourism Section, on the other 
hand, does not contain information that would attract potential tourists and 
guests of the Municipality, but information only for those providing hotel 
services – it is in this sector that the key is to differentiate two audiences and 
systematize information about them in conveniently structured and visually rich 
sections. 
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In terms of visual design, first of all, the key is the renovation with new visual 
materials for the cultural sites of high quality, which are currently missing, as 
well as the modernization of the design of the site as a whole, which will also 
favor communication in the culture sector, because it will correspond more to 
the profile of potential audiences, especially outside the Municipality.  to whom 
the information is directed, i.e. the modern cultural tourist and lover of arts, 
history and folklore. This could be achieved in part by changing fonts, color 
layout, or changing the overall concept. 

Social networks 

Facebook page of the Municipality 

The Facebook page of the municipality plays an important role as the main 
channel for informing the public. At present, it is mainly used to publish 
information related to won projects, signed contracts and provided external 
funding. This is an essential positive element, as it contributes to the 
transparency of the management and shows the activity of the municipality in 
attracting resources for development. 

However, the content is relatively one-sided and focused primarily on 
accountability, which limits the page's potential to engage a wider audience. 
There is a lack of more targeted use of the channel to promote local resources, 
including cultural tourism opportunities, which can attract visitors and increase 
the recognition of the municipality. 

◊ Opportunities for the development of the Facebook page 
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In order to expand the reach and impact of the page, it is advisable to develop 
it as a more balanced communication tool that combines institutional 
information with attractive and engaging content. 

In this regard, the following steps can be taken: 

o Diversification of content – along with information about projects, to 
publish materials related to cultural events, local traditions, landmarks 
and tourist routes;  

o Visual enrichment – use of quality photos and videos that present the 
municipality as an attractive destination;  

o Storytelling – presenting local people, crafts, festivals and historical facts 
through a more emotional and narrative approach;  

o Active audience engagement – asking questions, polls, promoting user 
content (photos, visitor experiences);  

o Planning thematic rubrics – for example, "Place of the week", "Hidden 
treasures of the municipality", "Calendar of events";  

o Use of Facebook functionalities – creating events, using stories and short 
videos (Reels) that reach a wider audience. 

 
The current approach to Facebook page management provides a good 
foundation in terms of transparency and awareness. To harness the channel's 
full potential, a strategic expansion of content with a focus on engagement and 
promotion of cultural tourism is needed. This will allow the municipality not only 
to inform, but also to actively attract visitors and build a positive public image. 
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Conclusions from the analysis of the Municipality's own online 
channels – website and Facebook page 
 
The main conclusion of the analysis is that at the moment the Municipality does 
not use the full potential of digital channels and social networks for 
communication in the cultural sector. The site does not present information in a 
way suitable for the purposes, and the focus in terms of social networks is only 
on the Facebook audience.  Instagram, YouTube and other accounts of the 
Municipality have the potential to reach new audiences that cannot be 
successfully found on Facebook, and offers a suitable platform for promoting 
local cultural products, especially through visual tools. 
 
Media presence 

Regional media are interested in covering the Municipality by publishing a 
variety of materials – from congratulatory addresses and articles with 
information emanating from the Municipality to journalistic analyses. Given this 
interest, the Municipality could more actively and with greater frequency send 
materials in the form of press releases related to its cultural products in order 
to attract attendance. Materials should be sent out at a strategically appropriate 
time – and also contain interesting information/history as well as call-to-action.  

The municipality should prepare a list of specific local and regional media in 
which it considers it appropriate to promote its cultural products and target 
their publications in a targeted manner so as to build a sustainable presence. 
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Offline communication channels 

This is a good approach to using a mix of online and offline communication 
channels, as different age categories prefer different channels and thus 
optimizes the ability to reach a larger part of the targeted audiences. Therefore, 
we should also examine the offline channels that the municipality has and uses. 

According to the municipal administration, a large part of the citizens are 
informed through offline channels, including "word-of-mouth", on site in the 
Municipality, by municipal officials. It is often mentioned that the access of older 
people to information from the Municipality is limited, as they are not active 
users of social networks and alternative channels outside the digital ones would 
work for them. 
 
Taking into account these observed trends, sustainable offline channels for 
communication of information in the culture sector should be established, 
which over time will become recognizable and sought after for awareness by 
residents and guests of the city – for example, a place on the façade of the 
Municipality to be designated as an Information Bulletin for the Culture and 
Tourism sector and posters to be placed there,  leaflets, flyers and other printed 
materials promoting local cultural products, as well as information about 
upcoming events from the cultural calendar. 
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Communication capacity of the Municipality of Garmen 
 
Team and organization of the communication process: 

The communication process in the Municipality at the time of the audit 
functions on the basis of pragmatic practices established over time, which 
achieve effectiveness in terms of awareness, but are not formally written and 
regulated. At the moment, there is no formally structured and clearly defined 
system for communication of the Municipality to external audiences. Steps, 
participants, responsibilities and deadlines are not described, which leads to the 
absence of a systematic approach in the planning, preparation, implementation, 
monitoring and evaluation of communication activities.  

At the moment, the communication in the culture sector involves - deputy 
mayor, expert and/or other employees in the municipality from relevant 
departments according to the specific topic/occasion, and it is common practice 
for the mayor to finally approve the material before publication, without a clear 
division of responsibilities by topics and initiatives. The activity is carried out 
mainly on the basis of experience and specific situations. The effectiveness of 
communication is not monitored in quantitative indicators; After posting 
messages, it is not reported how many people they reached, who they are, how 
they reacted or what the total coverage is, including through other channels. 

Given the municipality's desire to improve communication in the cultural sector 
in order to achieve not only awareness, but also other communication goals – 
persuasion, inclusion, promotion of cultural products, etc., a pre-prepared 
communication plan – monthly or quarterly – which is currently lacking would 
facilitate the process. Also, the steps and responsibilities of the communication 
process in the culture sector should be formally written. 
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SWOT Analysis 
The SWOT analysis presents a summary picture of the current state as follows: 

• Strengths and weaknesses refer to internal factors that are under the control 
of the Municipality. They answer the questions: "In which areas are we 
performing successfully?" and "Where are improvements needed?" 

• Opportunities and threats include external factors that may affect the future 
development and plans of the Municipality of Garmen. 

The analysis is focused specifically on the communication activities of the 
Municipality in the Culture sector and does not consider its overall activities. 

The strategy focuses on developing and strengthening strengths, while 
proposing solutions to overcome weaknesses. It also includes approaches to the 
effective use of opportunities, as well as to limit or minimize potential threats. 

Ideally, the SWOT analysis is prepared periodically and serves as a basis for 
timely adaptation of the strategy over time. 

Strengths 

Availability of an official website, 
Facebook page, and YouTube 
channel that provide a basic digital 
presence 

Weaknesses 

Limited capacity and expertise in 
digital marketing and communication 

Lack of a coherent communication 
strategy and unified vision 
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Striving for active publication of 
information about events, holidays 
and cultural initiatives 

Rich cultural and historical heritage 
and local traditions that are of 
interest to tourists 

Involvement of the local community 
and chitalishtes in organizing and 
promoting events 

Availability of authentic events and 
festivals with the potential to attract 
external audiences 

Non-Rhythmic Publishing and Ad-Hoc 
Content Generation 

Low YouTube channel usage (low 
frequency of video content or limited 
range) 

Insufficiently visually attractive and 
interactive content 

Opportunities 

Development of cultural tourism 
through a more active digital 
presence and targeted 
communication 

Multimedia content creation (video, 
virtual tours, stories about local 
traditions) 

Partnerships with the local tourism 
sector and media, attracting citizens 
to contribute and promote 

Using social networks to reach 
younger and out-of-town audiences 

Threats 

Changes to social media algorithms 
that limit organic reach 

Risk of reduced interest in cultural 
events in economic or social crises 

Accelerated pace of digitalization of 
the cultural sector and limited 
budget for communication activities, 
advertising and catching up with this 
trend 

Insufficient coordination between 
local institutions and actors in the 
cultural sector 
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This SWOT analysis can serve as a basis for improving communication activities, 
helping to more effectively position the municipality as an attractive destination 
for cultural tourism. 
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4/ Strategic communication goals of 
the municipality in the culture sector  
 

   

   
 

PIRRO 2021-2027: "Garmen Municipality – an established tourist 
destination, with sustainable economic development, an attractive 
place to live and business, preserved traditions and culture and a 
protected environment." 
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Objectives of the Municipality of Garmen in the Culture Sector 

The Municipality of Garmen has a rich cultural and historical heritage from 
different eras, diverse church architecture, museums, galleries and monuments, 
natural landmarks and attractions, which are described in detail in the 
Integrated Development Plan of the Municipality of Garmen (PIRO 2021-2027), 
cultural events and centers - community centers (pp. 76-89). It is this rich fund 
of cultural products, which provide not only seasonal and but year-round 
products for cultural tourism, that should be promoted with a view to 
developing the cultural sector and attracting cultural tourism.1 

Culture and tourism are key elements of the Municipality's development vision 
according to PIRRO 2021-2027, namely: "Garmen Municipality – an established 
tourist destination, with sustainable economic development, an attractive place 
to live and business, preserved traditions and culture and a protected 
environment."2  

Strategic Objective 3 of PIRO 2021-2027 refers to the development of tourism, 
as cultural products, along with cultural landmarks, are the foundation for this 
development. This goal explicitly addresses "the need for development and 
promotion of cultural heritage and natural resources," explaining that the two 
components are key to turning the Municipality of Garmen into a desirable and 
sustainably developing cultural destination. Moreover, cultural heritage is part 
of "Priority 1. Economic Development and Employment Promotion" within the 
framework of "Measure 1.4. Development of Tourism as an Opportunity to 
Promote Cultural Heritage and Increase the Employment and Incomes of the 
Local Population", which also includes maintaining and enriching the traditional 

 
1 See Appendix 1 for a list of attractions. 
2 PYRO 2021-2027, p. 10. 163 
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cultural calendar of the Municipality, as well as creating an information package 
for the tourist offer and the cultural calendar, including an online platform. The 
Tourism Development Program of the Municipality of Garmen 2019-2024 It also 
focuses on the cultural sector as a fundamental component for attracting 
visitors. 

Common Strategic Communication Objectives in the Culture Sector 

It is key to emphasize that the communication strategy of the Municipality in the 
Culture sector derives from and serves its overall strategy in this sector. This is 
the relationship between the strategic and communication objectives, the latter 
to be updated when there is a major change in the sectoral objectives. 
 
With regard to cultural products, especially when considering them as part of 
the tourist development of the municipality, such as the local vision, it is key to 
distinguish two principal types of audiences – audiences that are part of the local 
community – residents (including local businesses, local NGOs and local media), 
and audiences outside the municipality. 

The community of residents in the Municipality have a well-formed sense of 
belonging and responsibility to the cultural and historical heritage as a moral 
imperative and part of the local identity. As a strategic communication goal 
aimed at the audience of residents of the Municipality, the Municipality of 
Garmen should step on this solid foundation and unfold its vision for the 
development of cultural tourism by explaining the relationship between cultural 
heritage, tourism and the economic prosperity of the region, in order to win the 
assistance of its residents in promoting and promoting cultural products. 

This means that the vision of the Municipality in the cultural sector should 
become visible to the residents, focusing on three elements: 
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o Transparency in decision-making and management of the cultural asset; 
o How can residents contribute to the development and promotion of 

cultural products in the municipality; 
o Nurturing the sense of community and reciprocity among the residents of 

the Municipality. 

A fruitful idea at a pragmatic level, helping in these three directions, can be the 
generation of decision-making processes for specific initiatives and events with 
the participation of citizens – for example, a consultation on the time of the 
event, organizing a consultative meeting to discuss décor, scenarios, finalizing 
brochures and promotional materials. 

At the same time, they are also part of the users of these products and should 
be informed about novelties and the cultural calendar as a whole.  

With regard to audiences outside the municipality, a key element in the strategic 
communication approach should be that cultural products should become more 
visible to these audiences – potential tourists, foreign businesses and NGOs, 
sources of funding such as patrons, etc. 

In conclusion, in terms of residents, the communication will seek to build an 
organic and sustainable partnership, and in relation to all audiences, and 
especially those outside the Municipality – to promote cultural products in order 
to generate cultural tourism. 
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5/ Profile of the target audiences and 
strategy of communication to them 
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The audiences subject to communication in the cultural sector by the 
municipality can mainly be divided into two types: 

o Local audiences 
o Auditoriums outside the municipality 

The media have a specific status, as they can be included in the first type as local 
ones, but they are also a tool for reaching the second type. 

In general, the analysis highlights the following audiences – segmented by 
interests and age, as the most relevant factors in communication in the culture 
sector, with the respective profiles and recommended messages: local residents 
(as cultural consumers), Local businesses in the tourism sector (as intermediary 
and consumer, tourists, young people, elderly people, Media (as an 
intermediary to cultural audiences), NGOs (as creators and consumers of 
culture)). This section profiles each of these audiences, providing a strategy for 
their targeting, including prioritization of goals by audience and a strategic 
combination of communication channels, as well as messages to them. 

1. Locals (as consumers of culture) 

Characteristics: Residents of the municipality who have the potential to be 
regular audiences at cultural events. 

Interests and motivation: 

• Accessible and diverse cultural events  
• Events related to local identity and traditions  
• Social networking opportunities  
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Behavior: Attend events at convenience (location, price, time), often respond to 
recommendations from acquaintances. 

Engagement approach: Regular, clear and timely information, emphasis on local 
community and belonging. 

Recommended messages: 

• "The cultural life of the municipality is for you – be part of it."  
• "Discover the events that bring our community together."  
• "Traditions come alive here and now." 

Channels: 

• Facebook page of the municipality  
• Official website (calendar of events)  
• Local groups and communities  

Formats and ideas: 

• Weekly "Cultural Calendar" (post + visual)  
• Photo albums of events ("You were there")  
• Short videos from past events  
• Invitations to events with a clear call to participate  

Goal: Increase attendance and sense of community. 

 

2. Local business in the tourism sector (as an intermediary and consumer) 
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Feature: Businesses that simultaneously use and offer cultural products to their 
customers. 

Interests and motivation: 

• Enriching the tourist experience  
• Extending the stay of tourists  
• Increasing the added value of services  

Behavior: Monitor the cultural calendar and recommend events and sites to 
visitors. 

Engagement approach: Active partnership, provision of ready-made information 
and joint initiatives. 

Recommended messages: 

• "Together we can offer a more complete tourist experience."  
• "Cultural events add value to your business."  
• "Be part of the network that attracts visitors to the municipality." 

Channels: 

• Email Newsletter  
• Workshops / Partner Networks  
• Closed Facebook/Viber groups  

Formats and ideas: 

• Monthly Cultural Newsletter for Business  
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• "Packages" with events that they can recommend to tourists  
• Joint campaigns (e.g. "Weekend in the municipality")  
• Branded Distribution Materials (Digital/Print)  

Goal: To turn the business into an active channel for promoting culture. 

 

3. Tourists 

Feature: External visitors looking for authentic cultural experiences. 

Interests and motivation: 

• Historical and cultural landmarks  
• Festivals, events and local traditions  
• Unique and "local" experiences  

Behavior: Plan ahead or make spontaneous decisions on the spot; heavily 
influenced by visual content and online reviews. 

Engagement approach: Inspiring, visual content and easily accessible 
information (in different languages). 

Recommended messages: 

• "Discover the authentic culture of our municipality."  
• "Experience traditions that are remembered."  
• "Every place here tells a story." 

Channels: 



 

Communication Strategy of the Municipality of Garmen in the Field of Culture—developed as part of the project “A New Generation of 

Local Cultural Policies through Support for Local Cultural Operators in the Municipality of Garmen and New Tools for Development,” 

under Contract No. BG-RRP-11.022-0046-C01. 

 
44 

• Website of the municipality – up-to-date calendar of events, tourist 
information, routes and tickets.  

• Social networks: Facebook, Instagram, TikTok – photos and short videos.  
• Travel sites: Google Maps, TripAdvisor, local travel portals.  
• Offline: Tourist information centers, brochures, QR codes of landmarks. 

Formats and ideas: 

• Visual content: photos and videos of festivals, museums and local 
traditions.  

• Interactive: audio guides, cultural routes, small games or challenges.  
• Stories: stories of locals or tourists who share experiences.  
• Spontaneous experiences: tastings, demonstrations, QR codes with short 

stories. 

Objectives: 

• Attracting tourists to cultural events and sights.  
• Offering authentic and memorable experiences.  
• Increase the sharing of positive impressions online.  

 

4. Young people 

Feature: Active digital audience with an interest in contemporary forms of 
culture. 

Interests and motivation: 
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• Music, festivals, contemporary art  
• Interactive and social experiences  
• Opportunities for participation, not just passive consumption  

Behavior: Choose events that are trendy, shareable, and socially relevant. 

Engagement approach: Dynamic, visual, and interactive content, inclusion 
through campaigns and events. 

Recommended messages: 

• "Be part of the new cultural scene."  
• "Experience, share, inspire."  
• "Culture can also be entertainment." 

Communication channels: 

• Website of the municipality - information about events, tickets, 
interactive routes.  

• Social networks: Instagram, TikTok, YouTube – short videos, Reels, 
Stories.  

• Mobile applications: for cultural events, interactive gaming elements.  
• Offline: posters and QR codes in places where young people gather (cafes, 

clubs, universities). 

Formats and ideas: 

• Visual and dynamic content: videos, GIFs, short clips from festivals and 
concerts.  

• Interactive: games, quizzes, AR/VR experiences in cultural places.  
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• Social inclusion: campaigns to share personal stories and photos from 
events.  

• Events for participation: workshops, workshops, hackathons on culture, 
music and art. 

Objectives: 

• Engaging young people in the cultural events of the municipality.  
• Motivating young people to actively participate and share their 

experiences online.  
• increasing the visibility of contemporary and interactive forms of culture 

for young people. 

 

5. Elderly people 

Characteristics: Traditional audience with established cultural habits. 

Interests and motivation: 

• Folklore, traditions, cultural and historical heritage  
• Events of an educational or social nature  

Behavior: A loyal audience that attends events if they are clearly communicated 
and accessible. 

Engagement approach: Clear, advance information and emphasis on value and 
tradition. 
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Recommended messages: 

• "We keep traditions together."  
• "Culture connects us through the generations."  
• "Discover the value of Bulgarian customs." 

Communication channels: 

• Website of the municipality – detailed information about events, 
programs and tickets.  

• Offline media: local newspapers, radio and television.  
• Physical materials: brochures, posters, information boards in cultural and 

community centers.  
• Social networks (mainly Facebook): for younger adults, with explanatory 

posts and invitations. 

Formats and ideas: 

• Educational events: lectures, presentations, historical tours.  
• Traditional festivals and concerts: folklore and folk holidays.  
• Socialization programs: clubs, workshops, meetings with local artists.  
• Information materials: brochures, programs and maps with clearly 

marked routes and events.  

Objectives: 

• To engage the elderly in the cultural events of the municipality.  
• To offer them events with traditional and educational content.  
• To maintain their loyalty and increase regular attendance at cultural 

events. 
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6. Media (as an intermediary to cultural audiences) 

Feature: A channel for reaching a wider audience and promoting cultural 
products. 

Interests and motivation: 

• Attractive and trending cultural topics  
• Stories of public importance  

Behavior: Reflect events of news value and audience interest. 

Engagement approach: Timely, well-presented information and interesting 
"stories" related to culture. 

Recommended messages: 

• "The municipality develops an active cultural life of public value."  
• "Cultural initiatives create opportunities for the development of the 

region."  
• "Stories from the local culture that are worth telling."  

Communication channels: 

• Website of the municipality – press releases, calendar of events, contacts 
for media.  

• Email newsletters/PR letters – direct communication with journalists.  
• Press conferences and media meetings – to present important events.  
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• Social networks (Facebook, LinkedIn, Twitter) – to distribute current 
stories and links to materials. 

Formats and ideas: 

• Press materials: ready-made texts, photos and videos for the media.  
• Stories and interviews: with artists, organizers and participants.  
• Virtual tours and reports: short videos that can be used directly by media.  
• Press events: openings of exhibitions, concerts and festivals with the 

possibility of filming and interviews 

Purposeand: 

• To inform the media about the cultural events and initiatives of the 
municipality.  

• To ensure wide publicity and promotion of cultural products.  
• To present culture as significant and socially valuable for the region. 

With regard to the media, the Municipality should establish a well-structured 
process for communication with them, including the following elements: a 
coordinator of communication with the media in the cultural sector, to whom 
they can be contacted; a prepared list of media to which materials and press 
releases (press lists) should be sent3; templates for the preparation of materials 

 
3 The potential press list may include some of the following media, as well as additional ones 
at the discretion of the team according to the different popularity of the publications at a 
particular time, and the list should be periodically updated: Chronicle newspaper, TopPresa 
Gotse Delchev, Infonetwork News from the Southwest, Pirin Region - news from the 
southwest, Pirin News, Struma newspaper, ilinden pres.bg, Kabel Sat - West TV. 
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for the media to be provided to employees in cases where they need to prepare 
material in order to maintain a look and tone of style. 

7. Non-governmental organizations (such as creators and consumers of 
culture) 

Characteristics: Active participants in cultural life – organizers, partners and 
audience. 

Interests and motivation: 

• Implementation of cultural projects  
• Working with communities and audiences  
• Access to resources and partnerships  

Behavior: Initiate and participate in events, often working with specific target 
groups. 

Engagement approach: Partner-based, with opportunities to co-create cultural 
content. 

Recommended messages: 

• "Together we create cultural value for the community."  
• "Partnership leads to sustainable cultural initiatives."  
• "Let's develop the cultural potential of the municipality together." 

Communication channels: 
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• Website of the municipality – information about projects, competitions, 
partnership opportunities.  

• Email and direct communication – invitations for cooperation, news and 
grants.  

• Social networks (Facebook, LinkedIn) – sharing successful initiatives and 
good practices.  

• Meetings and working groups – forums, seminars and cultural meetings 
for the exchange of ideas. 

Formats and ideas: 

• Calls for partnerships and projects – open opportunities for joint events.  
• Educational and creative seminars – workshops for community 

development and audience.  
• Documentation and good practices – materials for sharing successful 

initiatives.  
• Joint events and campaigns – festivals, exhibitions, campaigns for 

engagement of target groups. 

Objectives: 

• Establish partnerships with NGOs for joint cultural projects.  
• To provide resources and opportunities for the creation of cultural 

initiatives.  
• To strengthen the sustainability of cultural life through common activities.  

Table 1: Summary of audiences, goals, channels, formats and messages for communication: 
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Audience Purpose Communication 
channels 

Formats and 
ideas 

Examples of 
messages 

Tourists 

To attract 
tourists to 
cultural events 
and 
landmarks; 
authentic 
experiences; 
Share online 

Municipality 
website, Instagram, 
Facebook, TikTok, 
travel sites 
(TripAdvisor, 
Google Maps), 
offline brochures 
and QR codes 

Visual videos and 
photos, 360° 
tours, audio 
guides, cultural 
routes, games and 
challenges, 
tastings, 
demonstrations 

"Discover the 
authentic culture 
of our 
municipality." 
"Experience 
traditions that are 
remembered." 
"Every place here 
tells a story." 

Young people 

To engage 
young 
audiences with 
modern and 
interactive 
events; 
Participation 
and sharing 
online 

Municipality 
website, Instagram, 
TikTok, YouTube, 
mobile apps, 
posters and QR 
codes of places for 
young people 

Dynamic videos 
and GIFs, games, 
quizzes, AR/VR 
experiences, 
sharing 
campaigns, 
workshops and 
workshops 

"Be part of the new 
cultural scene." 
"Experience, share, 
inspire." "Culture 
can also be 
entertainment." 

Elderly people 

To engage a 
loyal audience 
with 
traditional and 
educational 
events 

Website of the 
municipality, local 
newspapers, radio 
and television, 
brochures, posters, 
Facebook 

Lectures, 
presentations, 
historical tours, 
folklore festivals, 
clubs and 
workshops, 
information 
materials 

"We keep 
traditions 
together." "Culture 
connects us 
through the 
generations." 
"Discover the value 
of Bulgarian 
customs." 

Media 

To promote 
the cultural 
products of 
the 
municipality; 
ensuring wide 
publicity 

Municipality 
website, email 
newsletters/PR 
letters, press 
conferences, 
Facebook, LinkedIn, 
Twitter 

Press materials, 
finished texts and 
photos, 
interviews, videos 
and virtual tours, 
press events 

"The municipality 
develops an active 
cultural life of 
public value." 
"Cultural initiatives 
create 
opportunities for 
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Audience Purpose Communication 
channels 

Formats and 
ideas 

Examples of 
messages 

the development 
of the region." 
"Stories from the 
local culture that 
are worth telling." 

Non-
governmental 
organizations 
(NGOs) 

To establish 
partnerships 
and joint 
cultural 
projects; 
Providing 
resources and 
opportunities 

Municipality 
website, email 
communication, 
Facebook, LinkedIn, 
meetings and 
workgroups 

Calls for 
partnerships and 
projects, seminars 
and workshops, 
documentation of 
good practices, 
joint events and 
campaigns 

"Together we 
create cultural 
value for the 
community." 
"Partnership leads 
to sustainable 
cultural initiatives." 
"Let's develop the 
cultural potential 
of the municipality 
together." 

Locals 

Increase 
attendance 
and sense of 
community 

Facebook page of 
the municipality, 
website of the 
municipality, local 
groups and 
communities 

Weekly "Cultural 
Calendar", photo 
albums of events, 
short videos from 
past events, 
invitations to 
events with a 
clear call for 
participation 

"The cultural life of 
the municipality is 
for you – be part of 
it." "Discover the 
events that bring 
our community 
together." 
"Traditions come 
alive here and 
now." 
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Audience Purpose Communication 
channels 

Formats and 
ideas 

Examples of 
messages 

Local business 
in the tourism 
sector 

Making the 
business an 
active channel 
for promoting 
culture 

Email newsletter, 
meetings/affiliate 
networks, closed 
Facebook/Viber 
groups 

Monthly cultural 
newsletter for 
business, 
"packages" with 
events, joint 
campaigns (e.g. 
"Weekend in the 
Municipality"), 
branded materials 
for distribution 

"Together we can 
offer a more 
complete tourist 
experience." 
"Cultural events 
add value to your 
business." "Be part 
of the network that 
attracts visitors to 
the municipality." 

The Municipality of Garmen is also strongly committed to disadvantaged people 
and minority groups, and will strive to reach them and involve them in the 
opportunities for experiencing and consuming cultural products on the one 
hand, as well as generating and promoting them on the other hand, when it 
comes to local residents. These two groups are not considered in this strategy 
as different audiences, as they usually belong as a subgroup to one of those 
considered and the strategy in the communication process should be that 
intended for the respective audience. Only with regard to disadvantaged people, 
regardless of what category they are in, the municipality should provide for the 
elements of accessibility of the environment and products. 

 
  



 

Communication Strategy of the Municipality of Garmen in the Field of Culture—developed as part of the project “A New Generation of 

Local Cultural Policies through Support for Local Cultural Operators in the Municipality of Garmen and New Tools for Development,” 

under Contract No. BG-RRP-11.022-0046-C01. 

 
55 

 
 
 
 
6/ Improvement of organizational 
elements for optimization of the 
communication capacity of the 
municipality 
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In order to increase the communication capacity of the Municipality, the 
following steps can be taken to improve the organizational elements of the 
communication process to external audiences. 

1. Structuring and coordination of the communication process: 

o Develop a clear communication structure with steps, participants, 
responsibilities and deadlines.  

o Designation  of a central coordinator  of external communication to 
coordinate all participants in the communication process according to the 
topic.  

o Creating an internal regulation or communication manual that describes 
who communicates on which topics and initiatives.  

o Preparation of a communication plan – monthly, bimonthly or quarterly, 
with a calendar of publications and events. It is not recommended for a 
longer period, given the communication capacity of the administration. 

o Coordination of publications and events between the PR team, the mayor 
and other relevant communicators on the given topic by the municipal 
administration, so that there is no overlap.  

o Regular meetings to coordinate communication initiatives.  

2. Definition of specific measurable goals and key indicators (KPIs): 

o Formulating specific and measurable communication goals (for example: 
number of site visitors, Facebook engagement, media coverage).  

o Introduction of measurable (KPI) criteria for assessing the effectiveness of 
individual channels and initiatives – number of posts in the Facebook 
group, number of materials sent to local media, etc.  
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3. Improving Channels and Content: 

o Structuring and optimization of the website of the Municipality with easy 
access to information.  

o Improve content on Facebook and create profiles on other social 
networks and platforms with visual materials and short, clear messages.  

o Development  of a variety of content formats: videos, photos, 
infographics, interactive materials.  

o Preparation  of ready-made templates and messages for quick response 
for sharing photos, collages, videos, invitations and other types of 
information that will be repeated regularly. 

5. Monitoring and evaluation: 

o Introduction of a system for monitoring media coverage, social networks 
and audience reactions.  

o Reporting on  the scope, engagement and results of each communication 
campaign/effort.  

o Regular analyses and reports to improve the strategy – optimally once 
every six months.  

6. Training and professional development 

Conducting trainings for employees, engaging in communication to external 
audiences, on topics such as digital communication, cultural PR and social 
media, to increase the communication capacity of the institution. 
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7/ Final conclusions 
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This communication strategy outlines a comprehensive framework for 

sustainable and effective development of the communication process to 

external audiences of the Municipality of Garmen in the cultural sector. Through 

clearly defined goals, target audiences and communication channels, it creates 

prerequisites for increasing the visibility of cultural initiatives, increasing 

communication capacity and improving communication content and targeting 

effectiveness, for the active participation of citizens and building a positive 

public image of the municipality as a significant cultural center. 

The implementation of the strategy requires consistency, coordination between 

all stakeholders in the institution and adaptability to the dynamic social and 

digital environment in view of the described trends in the communication 

context. It is particularly important to implement innovative approaches and 

digital tools that expand the scope of communication and engage wider 

audiences, including young people, and with special attention to potential 

tourists. 

The successful implementation of the recommendations and guidelines will 

contribute to the establishment of culture as a key factor for social cohesion, 

improving the quality of life in the municipality and sustainable economic 

development of the Municipality, as well as to the preservation of cultural 
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heritage, which is the vision for the development of the Municipality, outlined 

in PIRO 2021-2027. In this sense, the communication strategy is not only a tool 

for promotion, but a strategic resource for the long-term sustainable 

development of the local community and its economic and social potential. 
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Annex 1 
Historical and natural landmarks in Garmen Municipality by 
settlements 
Source: Garmen Municipality, PIRO 2021-2027 

  Location:   Landmarks: 
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