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Summary

The Greek Orphanage complixlocated inBuyukada(Prinkipo), one of P
Islands in the Marmara Seimrming part of Greaterlstanbul. There are oigoing
efforts to nomi na(Adalartsite ér their ingtriptorls én the s | a
UNESCO World Heritage List

The complexconsists of the main iphanage anthe SecondarySchool buildings,

with more tharl5 000 m2 of total floor spac¢the Site) The main building is thought

to be the largest woed construction in Europe and the second largest in the world
Designedand builtat the end o£9" centuryas aduxury hotel and casino (which never
worked) the Site was donated to the Ecumenical Patriarchate of Constantimople
1903 with the conditionthat it would beoperatel as an orphanag#t was so used
until it was closed in 196dndabandonedthereafterSince thenbad weather agents,

a fire in 180, the earthquake Turkey suffered in 1999 and the lack of maintenance
have extensively damaged the buildings, leadingst@urrent state of extensive
disrepair and serioussk of collapse.ln 2012, theSite was included irthe World
MonumentsWatch list and is currently classified as "Rescue Needed" by the Global
Heritage Network.

After long legal disputesn 2010the European Court of Human Rights rutbe
deeds of th&itebelongedto the Ecumenical Patriarch @onstantinoplewhowants

to initiate there-utilization ofthe Site, basicallyconvering it into an International
Centre for Environmental Protection and forstiweg continuous Interreligious
Dialogue activities Notwithstanding in order to implement and to manage the
project, itseems to baecessary to create a specific negalstructure which would
own theSiteas its mainand probablysole,asset.

It is evident at first sight that the buildings are in an immediate risk of collepsss
urgentactions to support and protect the structures fadlimg downarequickly put

in place Therefore, an AI mmedi ate | nafeer v e
condition, with an estimated castaround two million euro, is absolutaigcessary

After these urgent repairs, the primary ohjeedf this project is to give th8itea

new life, offering the possibility of combining several different permanent and
temporary uses. The basic intention is not to restore it completely back to its original
status but to adapt it to new attractive yseaving visible the degradation it lsa
suffered over recent years.

A Management Unishouldbe set up and eomprehensivBusiness Plashould be
developed in order to assekeéxtentto whichthe final product would be sustainable
in the future. Forming part of this plan, several technical stugh®sld need to be
carried out to identify and design the final solutiob& adopted, as well as to forecast
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the cost for construction, opion and maintenance of the enfiiée A detailed risk
analysis, together with a project implementation plan and a strategy for procuring the
works, should also be prepared. In total, a period-9fyears would be reasonably
necessary for completinge project works.

Due to the exceptional character and location of the project, a comprehensive but not
necessarilyjormal environmental impact assessment should be carried out. Elements
to be developed would include the preparation of imipatgation studiesin
particularduring construction and an opennsultationwith main stakeholds on

the future uses of theite

At present, it is extremely difficult to have a precise figure atfmihvestment costs
necesaryto completeheproject. There are many caveats and uncertainties making
impossible to provide aeasonable and faiestimate of the uil project costs.
However, on the basis ohd opinions expressed by of sevexgernal expertst is
reasonable to expectthe projggct e qui re a t ot al I nvest me
(a figure that, depending on many factors, could be much hjgiwéigh would
generate a considerable employment during construction (likely within the oange
250-300 persons per year).

The owner wald havethe responsibilityof ensuringthe proper maintenance and
operation of theSite and of allocaing a budget to ensure it is done correctly
(indicatively 510% of the investment costvould be reasonableThese activities

may be delegated to a private operator having extensive experience in the
management of such a complex building, both from the technical and administrative
standpoints. Depending on the final usages, between 20 and 40 persons would be
neeckdto ensure the correct operation and maintenance &ithe

Due to the numeroysrojectuncertainties, it is not possible ¢arrentlyidentify the
precise sources capable of mobilizing the necessagstmentfunds. It would
therefore be a primehallenge forthe owner to explore different possibilities
worldwide (including donations, grants, loans and other financial instrumgents)
ensure the bankability of the projectthe long term

In summary: a very challenging project dealing with the recovery of a
masterpiece ofarchitecture, with evident European interest due to its historic
significance its peculiar characteristics and itsnumerous potential attractive
uses



1. Purposeand location

TheGreekOrphanageomplex(theSite) is located on top of Hristo Hill on Bliylkada
(Prinkipo), the | ar(Afdaas)tagroup of tslands iltheiSeac e ¢
of Marmaraforming part of Greaterlstanbul. The complex consists of the main
orphanage and the secondary school buildings and porticoes with about 156300 m
total floor spacelt is situated on @lot ofland of about 26 000 ™The main building

Is thought to be the largest wamtconstruction in Europe drithe second largest in

the world, whichmakest unique.

Designed by the prominent architect, Alexandre Vallathg Site wasdelivered in
1899 as a luxury hotel and casino for the Compagnie Internationale des W#gons
However it was sold in 1903 wén Sultan Abdul Hamid Iidid not issuethe permit

for its operation. It wasubsequently bought by the philanthropist wife of a prominent
Greek banker, who thereaftetonated it to the Ecumenical Patriarchate of
Constantinoplgbased in Istanbulyith the conditiorof operaing it as an orphanage

It wassousedas suchuntil it was closedin 1964.

The buildingshave been is a statedifuse since 196ahdcurrently there is no human
habitation with the exception of a concierdgad weather agés) in particular during
thewinter (i.e. heavy rains and strong northern windsfire in 1980the earthquake
Turkey suffered in 1999 and the lack of maintenance have extensively damaged the
buildings resultingin a state of extensive disrepaimd seriousisk of collapse The
landgardensurroundinghe Siteis also notcaral for.

The primary purpose of this project is the recovery of $iite and putting the
buildingsin asafe condition. Aftewards the Sitewould be given new life, offering

the possibility of combining different permanent and temporary uses. The basic
intention is not to restore it completely back to its original status but to adapt it to new
attractive usesalsomakingthe degradation itds suffered over recent yeatisible

to the greatest possible extemt paralle| apertinenttarget of this project is to keep

the Site out of political controversies.

2. Context and history

I n the early 1900s the Pr i summes@sortferl an
Istanbul communities of different religious and ethnic originbich created a
microcosm reflecting the cosmopolitan character of the city. The European lifestyle
was represented in the architectural styles of the opulent summer nsalositbrin

wood and masonry. Still to this day, the Islands display an array of elegant examples
of timber constructions peculiar to this period, mixed with the Ottoman style
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Thearchipelago oPrinces slands as a wholis among the very few settlemerds
Kstanbul that stil]l S 0 me h ow, Prirkiporbeirsge n t
the largestslandi n c¢cl ose proximity to cenethasal |
listed theseislands asn Urban and Natural Conservati@ite since1984 andthe
Orphanage was designated as a Historic Structure listed as Grade Il by the same
authority in 1988 and upgraded to Grade | in 2009.

The Orphanageffers a remarkablesisualimpression from both the island and the
seasideAside fromits unique artistic and aesthetic value, the structuegasnplary

of thetechnical skills of construction and architectural desigtineperiodin which

it was built The Orphanage is of significanttethe mythology of the island and hsid

a special [ace in the shared memory of the locammunities, especially in the minds

of the Rum (Greek) community of Kstant

A summaryof major evens affecting the buildingsinceit was abandoneds as
follows:

1 While it was actively in use, the Orphanage sheltesmede 5 700 orphans until it
finally ceased to operate in 1964, when the authorities fatcedsuspend its
operation, citing the possibility of destruction of the whole island due to the risk of
fire. It has to be noted that, due to its huge dimensions, the building was never used
in its full capacity.

1 In 1991, a Turkish businessman who was active in the tourism sector, expressed
interest in converting the building into a hetalsino and to exploit itor fifty
years. For this purpose, a restoratiefurbishment plan was prepared by an
architectural office. The Protection Board of Historic Buildings (forming part of
the Ministry of Culture) demanded complementary information but a public
campaign agast this reconversion, which also proposed the demolishment of the
building, was launched and the proposal was dismissed.

91 Afew years later, a legal dispute over the ownership of the site began. The building
was designated as quthbrities gndih 2095 the cwnearship e d
was transferred to the Turkish General Directorate of Pious Foundations.

9 Immediately after, the Patriarchate appealed to the European Court of Human
Rights and, in June 2010 a final decision, consisting of the refuireditle of
deeds to the Patriarchate, was issued. Following this, the Ecumenical Patriarch HG
Bartholomew stated their desire to initiate a plan totilese the site. A master
feasibility plan was prepared and the main recommendation was to cteveitet
into an International Centre for Environmental Protection where continuous
InterreligiousDialogue could be hosted.

1 Previously, in December 2009, and due to the already bad conditions of the
building, the Turkish National Timber Association appliedhe Protection Board
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in order to implement preventive measures, such as placing a temporary cover over
the roof. The proposal was initially approved but only three months later it was
rebuked on the grounds that a full project should be preparedadnsteonly
carrying out temporary repairs. The project was again abandoned.

1 In 2012, the site was included in the World Monuments Watch list, which brought
the opportunity to attract attention to the situation, not only at local level but also,
and more mportantly, internationallyln 2019, a renewed nomination for the
WMW 2020 list has been submitted and it is currently under evaluation
Additionally, the Orphanage is currently classified as "Rescue Needed" by the
Global Heritage Network.

1 Thereareogoi ng efforts by sever al | ocal N
(Adalar) Site for their inscription on the UNESCO World Heritage List, which
would require a Heritage Management Plan for the Site. This submission is likely
to be considered by UNESCO 2020.

3. Current situation

The landwherethe buildingsare located is a vast parkland with commanding views
of sea and other islandBheSiteis surrounded by dense woodland of pine trees that
arerepresentative of thadigenous island fla Theexisting building structures are:

1 The Secondary School building, which consists of two floor levelsaggrdund
floor with a total surface of some 1 006 m

9 The main Orphanage buildingvhich consists of four floor levels analground
floor, with around15 000 n¥ in total It contains 206 large rooma magnificent
hall, a library, a primary schoolna vocational workshops, large dining room,
spaciouskitchens(still keeping someare largescaleancientequipmenj and a
remarkablegheatre hall.

The Orphanage building was originally a timdlieemed structure, clad externally

with horizontal boards and it sits on masonry foundation walls. There were jack
arches supporting the balcony on the sadhtern side. Internally, the walls are
finished wit lime plaster on laths. As with contemporary buildings, it may be
assumed that the main frame was of oak and that the secondary studs securing th
cladding boards are of pine. The ceilings were boarded. The timber roof with
overhanging eaves was covereilhwerracotta roof tiles. The floors were built in
wood except for the ground floor, where flagstones are used. Sash windows are found
throughout. The northern end was occupied by a theatre hall which was decorated
with elaborate wood columns. Brigkasomy turretlike structures had been added
against both long elevations at a later period to accommodate services.



Since its closure half a century ago, the neglected building has deteriorated into a
state of utter disrepair. Due to its location on thedpllthe structures are exposed to
extreme weather such as strong winds and hesayprecipitation, as well as @

high content of moisture (however, no fungi nor termites seem to be present). Water
ingress through the roof and windows has caused detBan on the lower floors.

Both wooden elements and stone masonry sections, like fireplaces, chimneys etc. anc
the walls on the ground level are adversely affected. There is a continuous crack,
possibly structural, on the north face of the Orphanageuhatalong the full height

of the building, the corner posts on one of the projecting wings on the south face has
also failed. The extent of discolouration of the weatherboarding and the deterioration
of the exposed structural elements can be clearlyisgba photographs (Annex A).

In addition to that, the building was also severely damaged by a fire in 1980 and an
earthquake in 1999 (nesocumented but with evident effects). Today, it is
continually exposed to weather impacts, as a result of whickthetural elements

have been damaged. Furthermore, thenhabited state of the site aggravates the
dilapidation of the buildings. It is therefore clear that, after an urgent rehabilitation of
the buildings to put them in a safe condition, a sound progre for the future
utilisation of the entire site should be conceived and implemented.

4. Immediate intervention

It is not necessary to be an expert to realise at first sight that there is an immediate
danger and risk of collapse with a total loss of the structurkess urgentneasures

to support and protect the buildings are puplace. As a result, the opiniaf a
recognised expert in wooden structures was sought by Europa Nostra. The conclusior
of his report reads: AThe buil ding 1I°:
vulnerable condition. The loss of large sections of the roof and the numerous
penetratios of the elevations, including the windows, is allowing moisture
unhindered access to large parts of the structure. There are a number of areas «
displaced and hanging structure at high level that may fall without notice. The
structure requires immediastabilisation, protection, repair and conservation if the
damage and | oss of historic fabric 1is
expert recommends to carry out the following urgent-safeding actions:

Preparatoryand urgentvorks

1 Carefully remove all trees and vegetation growing on or in contact with the
structure and remove all debris from the ground around the structure to give a 15
clear zone and safe and unimpeded access and egress.

1 Carefully remove dislocated and hanging structufregit level.
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9 Erect a selsupporting permanent scaffold enclosure for the whole structure. It
must becapable of resisting the winds loads appropriate to the location.

1 Commencing in thendercroft and working up and on one floor at a ticaeefully
removeall rubbish and debris and install temporary proppingegsired.

1 Check/dismiss the presence of latent defects and dangerous agents (fungi,
termites).

1 Investigate the nature and status of underground foundations, as well as assessin
their structural cagcity.

Structual repair and reinforcement works

With the buildingunder elementarysafe condition, it is necessaryo carry out a
detailed analysis of the structute prepare repair detaieEnd to implement themas
appropriateThis is likely toinclude the following:

9 Careful recording and removal of the external boarding toageess to structural
repairs.

1 Replacement/repair of the major part of the roof struchimek econstruction of
parts of the fifth and sixth floors to support the roof.

1 Repair of external structure as required including the replacement of decayed and
missing members.

9 Overhaul of nailed joints and replacement of defective and decayed nails.

9 Replacement of missing and decayed jetty peoyaiplates to lower level.

1 Repair/ replacement of defective internal beams and posts.

1 Repair/ replacement of defectige missinginternal joists and floor boards.

1 Repair and rglazing of windows.

1 Refix external boards and replace missing boards. Consider reviewing existing
detail to introduce a moisture membrane.

1 Review external cladding corner detail to try and prevent previous premature
failure.

1 Repair masonry structures as appropriate.

1 Reconstruct fallen flue

During the appraisal missidior preparing this repoifref. AnnexD), a productive
exchange of views took place with members of the Protection Roércke of the
Ministry of Culture and Tourism of the Republic of Turkeyho recognised the
urgency of the situation and undertook to deal with a request for permission to carry
out temporary stabilisation and protection of the building both expeditiously and
flexibly. They offered to give immediate advice on how best to naakapplication

for the necessary permissionghin the confines of th&urkish law

An estimation of the costs the above waoslkaild entail(including both preparatory
and urgent repaiactivities but undertakng the core structurés still in good
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condition). hasbeen prepared by an external expert and checked by a local architect
with long experience in wooden buildingghe final figure, including nonstrictly
construction works(e.g. permissions, taxes, supervisiand contingencies of
different naturggives afigurea r o u n d U Geherating thé required resources
for this purpose is a chianging task in itself, buinternational recognitionfahe
situation of theneritage ge would be helpful

5. Description of theproject

The basic objective of thfanal project is the recovery/revitalization of the Orphanage
and the rest of th8ite The intention is not to bringverythingback to its previous
condition/use but to adapt it to new uses. In general, the approach should be
pragmatic, maintaining the spirit of the original concept while allowing
modernisation to current standards and expectations.

The Greek Orthodox Patriarctea now has the challenge and opportunity of
conserving and converting this very large and important historic buildiognew
public use for which it is admirably suited. The idea of creating a Centre of
Environmental Studies/Protectionand an Interreligious Dialogue Forum as
conceived by the Patriarchatgould be the core of the future utilization of the
buildings Such activitiesvould address the needs to safeguard and sustain all of the
essential qualities of tHslands namely the natural environment, built heritage and
the culture of a cosmopolitan life where different communities live togdtirarght
alsobecomeanew relevantisset inGreaterstanbul, attracting high quality visiter

It is clear that theesources necessary to properly maintain and operate the site will
not be negligible and therefore it is also necessary to identify other complementary
uses that are capable of generating enough resources for this purpose. In practice, thi
means that, fnm an operational standpoint, the buildings might be divided into
diverse but compatible usage areas, such as administration offices, studies anc
classrooms, a library, laboratories, accommodd#oitities, conference/concert hall,
restaurants, etc.

The Patriarchate, understanding this challenge, is ready to launch an open
reflection/discussion witthemain stakeholders in order to arrive to a wide consensus
on those optimal uses. Once this processsompleted, the final decision will
democratically b taken by a Synod composed by 12 Orthodox Archbishops, under
the presidency of the Patriarch.

The challenge of conserving the largest historic timber building in Euxcuodd
provide the opportunity to engage qualified professional teanduring the
construction phasdt could also provokehe interest and enthusmasof a wide
communityin the conservationfanot just ths single building but, in general the



heritage of timberedificesin Istanbul. Against this background, the defindv
restoration project can be divided into the following main phases:

1 First of al, an unrestricted consultation would result tine development of a
definitive design concept fothe future use of the Site through open and
transparentliscussionsvith stakeholdersGiving theOrphanagand the Schoa
combination of multiple complementary usagese from political agenda, would
allow people to unite around the idea that historical and culerégbagesites can
be preserved through creatiagoroaches

1 In parallel, a comprehensiBusiness Plashould be developed in order to assess
to what extent the final product would Isestainable in the future (tHsasic
contents of thiBusiness Plarare detailed in paragraplD)l Severaltechnical
studies need to be carried out in order to identify and design the plan to be adopted,
as well as to forecast the cost for construction, operatmohmaintenance of the
entire Site A detailed risk analysis, together with a project implementation plan
anda strategy for procuring the works, should also be prepared.

1 It has to be noted that, although the intention is to keepdbential fabriof an
historicihwooden buildingo, in particular t
several more efficient and saf@odern materials and technologieshould
necessarilype used in thevorksto safeguard the original building fabridcNew
solutions not contemplated in the original design (such as-inbammatory
materials, safe electricity elements, global sanitation installations, efficient
heating/air conditioning system, modern cooking facilities, -fighting
equipment, noise isolatiorshould have to be incorporated the building.The
final design must identifyvhich combination wuld be the besand acceptable
solutionin terms of conservation and sustainability

1 An aspect als@o beconsidered is to what extent part of the building would be
secured but kept iIin its current statu
of theSite

9 Particular attentiomustbe given to the largealf-basemenarea of the Orphanage,
currently having an irmdequate compactezhrth floor and anapparentlynon
existingproperdrainage systent.he status atheunderground foundations should
also be investigateid order to ensure the stability of the building amdhinimise
seismic risk in the future

1 Itis to be noted that even after preliminary studies, this project should expect the
unexpectedat any time(thus, quick identification and minimization of latent
defects is a must)t is likely that new challengearise as the work begins and as
more of the structure is revealed. This needs to be clearly acknowledged in the
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control and management arrangemeiitserefore,technical checks oexisting
materialsquality and stability should becarried out continously, rather than
waiting untilworks are in progress.

In general, the approach should be pragmatic and should maintain the spirit of the
original concept while acknowledging the fact that modern operational and
technological methods allowing the buildito be used safely are likely necessary.

6. Implementation

The duty for implementing the project falls under the responsibility of the
Patriarchate. However, it has to be noted that the Patriarchate does not have a lege
status and therefore it cannot become the legal owner of the site. In Turkey, every
Orthodox &wurch/property, including the central Patriarchate facilities, belongs to a
local individual foundation. Therefore, in order to implement and to manage the
project, itappears that the creation afspecific new foundatiofor alternative legal
structurg, which would own thé&ite as its main and probably sole asseaneed the
Patriarchate must rapidly solvén order to have a legitimate interlocutor with
external participants in the project (e.g. authorities, donors, financial institutions,
construction companies, suppliers, stakeholders in general) would likely last several
months before being successfutlympleted.

This is a challenging project thatowld require adequate time and considerable
specialisinternationakexpertise. To make use of previous experience and to enhance
the future prospects, a conference of all stakeholders (such as teckperds,ehe
conservation community, local and international NGOs, public and private actors
who could potentially be involved and maybe Europa Nosti@)ldibe convened to
search for the best creative ways of safeguarding and sustaining the Site in the future
Several NGOs have already expressed that, because of its former use, the orphanac
has strong emotional and other intangible heritage values. lussrédasonable to
conclude that a few possible uses should be ruled out (e.g. a conventional hotel) while,
at the same time, it should be recognised that the size of the building means that &
likely outcome would be a mix of compatible uses.

In parallel, he permissions to implement the project have to be issued by the
Protection Board of the Turkish Ministry of Culture and Tourism. Therefore, the final
design needs to follow all the rules and requirements established by this entity for
such a singular buing. It is worth noting that (as mentioned in Point 4) the attitude
of the Board in relation to the project is positive and they would be happy to help the
Patriarchate to obtain the permissions in a reasonable period of time.
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On top of that, some oppdisin to the project is likely to become visible andtrong
communication campaign on the benefits of the project at many |levaldd need
to be carefully prepared and widely implemented.

Under these circumstances atige tothe high number é issues that neetb be
solved, it isnot yet realistic toestablish a detailed plan for completing the project.
Notwithstanding, arapproximateschedulefor completing theprojectmay look as
follows:

Task Timeframe
Technical assessmenttbe current status 6-8 months
and implementation of urgent measures
Stakeholdediscussions to define final use| 6 months

Preparatiorof Feasibility study 8-12months

Preparation oBusiness Plan 8-12 months(in parallel)
Technical design of tharchitectural 12-16 months

solution

Fundraising 12-18 months

Permissions and other administrative 3-4 months

processes

Implementation of works 24-36 months (subject to

weather conditions and
unexpected contingencies

In total, a period of4-5 years would baeasonaly necessary for completintpe
projectworks

7. Environmental and socialimpacts

The attractive qualities of the Prinec
bygone era, make them popular among tourists. To protecerthgonment,
conventional carsn the islandare forbidden for (only small electric vehicles and
horsedrawn chariots are allowed). However, the continuous pressure of the
uncontrolled influx of daily tourism has reached overwhelming levels that pose a
threat to the safeguarding of this rich environment, which includes numerous ancient
buildings (most of them wooden) and nicely presengéelan operair areas (ref.
Annex C).

EnvironmentalContext

Prinkipo has a special character and its islaodpe formation constitutes a
prominent example of natural, economic, semudtural and architectural qualities.

The social and economic environment is especially strong and balanced between the
size of thdocal population and the resources available on the island.
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According to the Technical University of Istanlgrdf. AnnexD) i t h e satisfiesa n d
the selection ateria set by UNESCO and ICOMOBr nomination as a cultural
landscape due to the essential qualitiessafatural and historic areas. The islamd

an outstanding ensemble that integrates vernaculhiteature with pine woods as

an artistic whole within an islandcape and representhe harmoniousiteraction
between people andature to create a cultural landscape of exceptional scenic

qualityo.

It is worth mentioning that one of the proposed future uses of the building is to house
an environmental sustainability centre. Sometsfmost relevant activities could
entail basic research/training e.g. in relation to the contamination of the Marmara Sea,
the observation of bird and fish populationsnservation of flora and faunhio-
technology and the effects and mitigatiorCiifnate Change in the area.

Social impacts

As one of the begtreserved old neighbourhoods of IstantRrinkipo has a very

active local community consisting of generations of inhabitants working hard to
protect and preserve the architectural and natural heritage of the island. They overses
as closely as possible all new local initiatives and are happy to padicgadsitive
actions taken by different institutions, as well as contesting unsuitable projects.

Singular locations such as the Orphanage, which would organise educational, artistic
and cultural activities in the future, stand to benefit from the engpgeitipation

and creative vision of the local population. Cultural historical conservation
activities/events provide the local population (as well as visitors) with opportunities
to openly discuss ways to enrich community life. A positive option would be
establishing programmes to interpret the site's history, which would reflect and
celebrate an iconic illustration of local hospitality, history, craftsmanship and
architecture. The goal would be to deliver a distinctive program demonstrating the
culturalvalues of the landscape, as well as its integration and connection with the rest
of the Princes' Islands, ther e at er Kstanbul area and,
country.

Environmental impact assessment

From the administrative standpoint, due to theepxional character and location of
the project, acomprehensive but natecessarilyformal environmental impact
assessmenshould be carried out. Elements to be developedld include the
preparation of impact studi€s particular during construction) arsd openpublic
consultationwith stakeholdersThe recommendationgenerated by this process
(including the identification of sound mitigation and compensations meashoagjl
be put in action under the responkipi of the project manageand under the

supervision of the corresponding authority.
13



Against this background, although the Urban Master Plan is still under preparation,
the Municipality of Prinkipo (forming part @édreateistanbul), cosidersthe building

as a cultural heritage good and thus, on the one hand, some regulations should bt
applied (e.g. construction workse not permitteduring summer) and, on the other,

it is ready to help the promoter in reaching successful rqsoltbe exént of their
capabilities)

During construction (both during the urgent interventions and main witrg)ost
relevant negative impacts requiring mitigafimmpensatiomneasures are likely to
be: waste managemeadrecycling, noise and dust generatiandthe prevention

of leakage.During the operation period ishould be necessary to develop a
wastésewage management strategy, as well as the provision of an efficient hydrant
system to stop possibldire in the buildingOn theoccasion of mass attended events,
it would be required to put in place severe measures to minimigatiae
environmental impacts anib adopt someompensation measures in theunal
surroundings and acces®bviously, inany case the municipal regulations on
construction and operation of singular buildings, as well as a strict resfptn
master plan of the Island, have to alwaybe met

8. Investment cost

At present, it is extremely difficult to have a precise figure about the investment costs
necessary to complete the project. Elements/aspects that definitively will have a
fundamental influence on the final figure are, at least:

1 Preparation costs, inclind) investigations on the actual status of the buildings,
identification of the final use, final architectural and engineering designs,
permissions

Project management, surveillance and quality control

Preparatory works, including access to utilities

Constuction costs, which not only depend on the final usage of the building
but also on the materials to be used

Rendering, landscaping and other complementary works

Technical and financial contingencigsreduce risks

= = = =2 =

Additionally, it must be taken intocaount that the local unitary costs may be
considerably affected by the fact that the project is located on an island and by the
macreeconomic situation of the country while works are being carried out. In
summary, there are so many caveats and uncesetathiat, at this point in time, it is
impossible to provide a reasonable fair estimate of the final project costs. In any case,
on the basis on the opinions expressed by some external experts and other project
appraised by the European Investment Bang reasonable to expect that the project

shouldr equi re a tot al l nvest ment of at | e
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many factors, could be much higher). This would generate considerable employment
during construction (likely within theange of 2500 persons per year), including
some very specialised workers.

9. Operation and maintenance

The operation and management of the projeittbe the responsibility of the owner

who needto be aware of the universally accepted scientific conservation principles
and standards and, therefasbguld benefit from the advice of a scientific committee

to ensure high level inputs by architects and other relessgrerts The challenge
consistf designing and implementing a conservation scheme for a truly enormous
timber building, the size and technical characteristics of which generate considerable
conservation costs. The owner should therefore prepare a comprehensive O&M
programme and allooata budget to ensure it is done correctly throughout the
operational life of the buildings. IndicativelyI% of the investment cost may be
required annually for maintenance

The scope of operatian must cover the permanent activities as well as the
organization and/or the supervision of occasional events, both externallysatel

the building. Ensuring successful results would require considerable promotional and
technical inputs that would need specarketing studiesA special unit may need

to be established for this particular purpoS€egherwise these activities may be
delegated to a private operator having extensive experience in the management o
such a complex building, both from the technemadl administrative standpoints. It is
currently estimated that, depending on the final usages, between 20 and 40 person:
would be necessary to ensure the correct operation and maintenance of the building
including administrative personndll in all, the future management of ti&teis to

be developed by means of a Heritage Managemeng,Ridmch must be integrated
with the Heritage Management Pl an of t

10. Business Plan

After creating the foundatiofor alternative legastructurg which would own the

Site, it is necessary to set up a Management Unit in charge of the definition and
implementation of the project, which seems very interesting from historical,
environmental, social and architectural standpoints. Howaverder to verify the
sustainability of the project, it is necessary to prepare a sound and comprehensive
Business Planwhich should incorporate the participation of diverse international
experts and should cover, at least, the following two elements
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Feasibility and Technical studies

After arriving at an agreement on the future uses dbiteand in order to understand

the current problems, challenges to be faced and solutions to be adopi#dat
necessary to carry out the Feasibility study, including the full design of the main
works to be carried outand a risk assessment with the identificationntdjor
measures to mitigate them. Its main components are as follows:

1 Identification of the manageiManagementJnit) of the project and his/their
relationships with main stakeholders
1 Clear identification of the final potential uses of the buildings and their insertion
into the general plan for the surrounding environment
9 Clearance of the ownership difet project and his legal and technical capacity to
properly manage the project
1 Basic design criteria/characteristics and detailed design of the final
architectural/technical solutions for the buildings (most likely to be carried out in
two steps)
9 Technicé studies on the status of the Orphanage and identification of technical
solutions to be adopted for its recovery
Final design of the adopted technical solution
Preparation of an environmental impact analysis, including mitigation measures
during construtton and best practice actions during operation
Social impact of the projedncluding enhancement of skills of local population
(asrelated to tourismsociccultural and researdctivitiesfor examplée
Process for granting all necessary permissions
Strategy for carrying out the procurement of the works
Strategy for implementation of the project, following the specifications of the final
design and the environmental impact conditions
Assessment of the necessary investment costs for the construdtenpodject
Assessment of the annual costs for the operation and maintenanceSitethe
including the identification of all required personnel
9 Technical risks assessment, both during the preparation and construction phase:
of the project, in order to mimize cost overruns and unexpected delays; and
including the identification of major eventual mitigation and rectification
measures
9 Preparation of a marketing study, including:
o0 Analysis of potential demand, including touyistientistsand local visitors
o Definition of tariffs and identification of potential subsidies
o Characterigtion of main types of both recreational and traingwgnts to be
organised
0 Preparation of dissemination materials using different physical or
digital/electrontc support, and media
o Inclusion of the Orphanage in national and international cultural databases and
networks

= =4 = = = =

= =4
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9 Operational programe after construction including the responsibilities of
different partiesand considering the possibility of outsourcing thask to the
private sector

1 Employment generated both during construction and operation overtitedite
of the assets

9 Identification of potential sources for financing the project (fundraising)
including the patrticipation of both the public and prévaectors in the different
elements of the project during the construction and operational periods though
different financial instruments

1 Dissemination of the project and operational marketing campaign

Economic andrinancial analysis

In order to assess the economic/financial viability of the projewst|libe necesary

to carry out an economand financial analysis, which should result in the preparation
of a casHlow model covering at least 25 years (5 for preparation and
implementation; 20 for operation).he main costs to be considered (per each year)
in the economic cost/benefit analyaie:

1 Preparatioand supervisionosts (project desigmanagement and quality conjrol

1 Investment costs related to urgent intervention

1 Investment costs for the main works (the core of the project)

9 Operation and maintenance costs

fMaj or repairs, renewal s and/ or 1 mpr o\

While the main economic (intangible) benefits are basically related to: (i) the
generation of empianent (both during construction and during operation), (
environmental scientific and conservation bengfiil§ visitorsattraction to theSite
(either touriss, researchersr scientistsand creation oindirect new business, (iv)
inter-faith constructive dialog, and visibility of the importance of th®rphanage
and its surrounding environment.

The costs to be considered for the financial analysis should include all those forming
part of the economic analysislus the eimbursement of loans and other financial
products i.e. interest and capital; guaranteasurances and taXes$n terms otthis
financial analysis the tangiblebenefits the project would generate are: (i) revenues
from tariffs paid by visitors and other users (i) incomes generated bthe
organization of speciagévents (iii) revenues produced byther directly related
activities(e.g.exhibitions, seminarsmerchandising)and (iv) subsidies and grants.
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11. Funding possibilities

Thefunding for the urgent intervention mighé assured by tHeatriarchate as soon
as possibleeventuallywith the support of the Governmefrom its own budget
(under an emergency remedy initiativiefeasible).

Sincethe Orphanagdias beernransferredo the Orthodox Churghthe Patriarchate
mustsolve the legal issue of creatingoundation (orlternativestructurg capable,
both from the legal and managerial standpoints, to takéhe responsibility of
preparing andimplementing the project and, later on, ensuring its efficient
mainenance andperaton. This foundatiorshouldalsobe responsibléor raising the
necessary furgfor financing the mainconstructionworks. At this point in time and
due to the numerous curramicertaintiesit is not possible to identify precise sources
capable of mobifing the necessary funds. However, a preliminary list of potential
financialmechanismss as follows:

)l

Donations. The Patriarchate seems to have good relationships with ébk Gr
diasporavorldwide, which would likely bewilling to mobilize some funds for the
project, in particular for the urgent intervention. In parallel, whkkingness of

other international donors should be explored.

Grants. The European Commission, through its External Action (under the remit
of the EEAS), could consider the possibility of giving some grants, either for the
preparation or for the implementation of the project. Indeed, during the mission,
the EU Ambaszdor to Turkey stressed the importance of the project, not only
within Greaterstanbul but to the whole of Europ&he eligibility criteria would

be justified as contributing to regional development, the promotion of cultural
tourism, environmental pratdon and research, inteultural dialogue and rural
development in deprived areas.

Loans. Due to the high number of undefined features and characteristics (risks)
the project currently embodies, a large loan by International Financial Institutions
(e.q.EIB, ADB, EBRD) would probably be difficult. Nevertheless, some blending

of finance with an EU or other grant might be appropriate. A detailed sound
Business Plademonstrating the financial viability of the project in the long term
should be necessaryef{r Point 10).

Private investors. It seems very unlikely that the private sector wouldllibeg

to take over the full responsibility of the project financing. A mixed solwtiould
probably be suitable, in particular opening the participatiothefprivate sector
during the maintenance and operation phase. Indeed, due to the complexity of the
Siteand the various expected activities to take place, it would be reasonable and
desirable that O&M are managed in a very professional and experienged wa

A lot of uncertainties are still to be cleared but, due to the enormous interest of the
project, it is not unthinkable that a workable/bankable, and most likely, combined
solutionmaybe found in the near future.
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12. Conclusion: Proposedactions and recommendations

This would bean ionic projectin a key locationhaving national and European
significancebut it presents &hallenging agenda for a worthwhile objectiunder
these circumstances, several proposals for its presenaatbfuture utilsationarise
as follows:

)l

As far as theSite is currently abandoned to decay, an immediate preliminary
intervention should be quickly designed, planned and implemented to protect the
buildings from further deterioration. This action, wah estimated cost nearing

two million euro, could probably be taken and funded by the Patriarchate with the
support of external donors, if feasible.

The first activity of the recovery project would consist of the development of a
definitive concept abouheé future use of th&ite. The basic primary idea is to
convert theSiteinto an Environmental and Intéaith Dialogue Centre, free from

any political agenda. However, other compatible uses would also be considered,
and indeed be needed, to generate smvenue to ensure the viability of the
project. The participation of stakeholders in this process is crucial.

Before putting in place any rehabilitation intervention, a Managemensbitid

be set up and a comprehendBiesiness Planarried outm order to assess to what
extent the final product would be sustainable in the future. It should basically
consist of the identification and design of the final plan to be adopted, as well as
the estimation of the investment costs required for the cotistnyoperation and
maintenance of th&ite. Particular attention should be giventtee safety of the
building in the future, in particular in relation to fire and seismic risks.
Studies related to risk anal ysiest, t |
strategy and a project implementation plahould also be prepared. The
participation of international experts, entailing a multidisciplinary teaould be

an important requirement.

Due to the particular environment in which tbghanagés locatedand the special
characteristics of the buildingt is recommended thaglthough not legally
required,an informal Environmental Impact Assessment following standard
procedures established international levelbe carried oytin particulardealing

with the construction phase

The operation and management of the projemtild/be the responsibility of the
owner.Nevertheless, these activities may be delegated to a private operator having
extensive experience in the management of seolmplex building, both from the
technicaland administrative standpoints

19



1 The Patriarclate, though thefinal legal ownerof the Site, would be responsible
for raising the necessary funds for financing the main warksto cary out the
implementatiorof the project Severalinternational potentiadourcesf different
naturemust be explored.

To summarise, a very stimulating project related to the revitalisation of an iconic
building immersed in a singular environment, and offering great future
opportunities from cultural, environmental, touristic and socioeconomic points
of view.
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