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Living religious heritage: “pious vandals”? 



Restoration of a Buddha statue 
Height 1/3 of Bamina but free standing 



 



 





The Annual Procession 





January 1998 



Stone sculptures 



Restoration in progress 



Custodians 



 

 

All decisions to be 
approved by the chief 
monks??? 

 

Conservation decision-making 
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Approaches to conservation and management 



Living heritage 



Heritage is all about 
culture and has been 
created by people and 
it has been created for 
people.  

Cultural heritage is 
central to the well 
being of society.  

 



Amalfi Coast (cultural landscape) 



Big Pit, Blaenavon (industrial heritage) 



Living heritage, heritage in use favours: 
 
- A more joined-up approach  
- Continuity of knowledge 
- More direct connection to livelihoods and thus social, 
economic and environmental values 
- Those areas where capacities reside – institutional 
frameworks, heritage practitioners and communities and 
networks – are often acting more in unison  
- The local community as the primary management 
system 
- Primary stakeholders central in decision-making, not just 
in a secondary role 
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Local 
community? 





Non-visitors 

Communities 
of interest 



2013 



Defining ‘management system’  

 

A structure hosting a series of processes which together deliver a 
set of results, some of which feed back into the system to create 
an upward spiral of continuous improvement of the system, its 
actions and its achievements. 



The world 



Some heritage somewhere in the world 
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1. Legal framework  
The mandate that empowers people and or- ganizations to act. It 
defines what constitutes heritage and criteria for its conservation 
and management, usually by means of legislation. 
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2. Institutional framework 
The organizational set-up that sets out the operational structure 
and working methods that allow actions to be taken. 
 
 



HERITAGE 

HERITAGE 

HERITAGE 

LEGAL 

3.  Resources   
The human, financial and intellectual inputs that create 
operational capacity and facilitate processes. 
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We now have three elements of a heritage management system  
 

“Management is the activity of getting things done with the aid of 
people and other resources” 
Boddy D. Management: An Introduction, Financial Times/Prentice 
Hall; 4 ed. 2007, p.9-10 
 
 



HERITAGE 

HERITAGE 

HERITAGE 

LEGAL 

4. Planning:   
Understanding the ‘who’ of decision-making, deciding what 
objectives to reach, what actions to take and what the timeframe will 
be, and recording these proposals so as to communicate them to 
others and to review progress at every stage. 
 
 



HERITAGE 

HERITAGE 

HERITAGE 

LEGAL 

5. Implementation:   
Taking the actions planned, checking they deliver the actual outputs 
required at every stage and checking they come together to achieve 
the broader outcomes set as objectives at the outset. In the case of 
disparities emerging, making changes mid-way to how actions are 
taken and to the actions themselves, as and when necessary.  
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6. Monitoring:    
Collecting and analysing data to check that the management system 
is operating effectively and delivering the right results, and to identify 
remedial measures in the event of shortcomings or new 
opportunities. 
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We now have the 3 elements and the 3 principal processes of a 
heritage management system. 
 

BEING & DOING… What is missing? 

“Management,  the judicious use of means to accomplish an end” 
   www.merriam-webster.com/dictionary/management 
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outcomes outcomes 

7. Outcomes (achieving objectives):   
The management systems aims to achieve certain objectives, known 
as outcomes. Outcomes reflect the changes to (or continuity in) the 
existing situation that have been sought in planning stages. The 
aim in focusing on outcomes is to check whether the management 
system is achieving its objectives. 
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8. Outputs (deliverable results):   
Processes deliver outputs which are those tangible products and 
services from a planned work programme that constitute direct 
support to heritage and to society at large. These outputs are 
necessary in order to achieve out- comes. Clarifying outputs is central 
to understanding heritage processes and their effectiveness. 
 

outcomes outcomes 
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9. Improvements to management systems:  
Improvements to management systems are generated by corrective 
measures and feedback, either from external inputs or from within 
the management system, namely by monitoring processes and 
assessing outputs and outcomes. Continuous improvement is central 
to good management. It leads to changes in the management system 
that achieve greater effectiveness and efficiency. 

outcomes improvements improvements outcomes 



We now have a total of 9 components 
 

3 elements, 3 process and 3 results 
 

= a heritage management system 
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We now have a heritage management system operating in a context 
 
 

3 elements 
BEING      
 

   3 processes 
   DOING 
 

       3 results  
         RELATING … 
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A site specific heritage management system 
 



What are management systems for?  (heritage outcomes) 

 

A ‘management system for cultural heritage’: 

o conserves and manages a given property or group of properties 
in a way that protects heritage values,  

o and, where possible, enhances wider social, economic and 
environmental benefits beyond the confines of each property. 

 

This wider engagement deters practices detrimental to the cultural 
heritage but also facilitates the identification and promotion of a 
property’s heritage values. Moreover, it delivers the cultural 
heritage a constructive role in enhancing human development 
which in the long-term will bring a return, augmenting the 
sustainability of the cultural heritage itself.  





‘Management’ 
 

 
  
 



    A new paradigm for protected areas (A. Phillips 2003  WCPA)  
 
 

 
  
 







     

Heritage management systems 
 
Vision: ‘…We envisage a world where practitioners, 
institutions, communities and networks are enlightened, 
capable and closely aligned in their work to protect World 
Heritage, and heritage in general, and to give it a positive 
role in the life of communities…’ 
 

Mission:  
‘…..Acting as a catalyst for the development of wider 
cooperation to support capacity building activities for 
heritage conservation in general….’ 

(World Heritage Capacity Building Strategy 
http://whc.unesco.org/archive/2011/whc11-35com-9Be.pdf) 





Capacity is: “the ability of individuals, 
organisations and societies to perform functions, 
solve problems, and set and achieve objectives in 
a sustainable manner” 
 
 
 
 
UNDP Capacity Development Practice Note, 2006 



Capacity building involves those activities 
which:  
 
- strengthen the knowledge, abilities, skills 
and behaviour of individuals  
- and improve institutional structures and 
processes  
 



• Training tends to focuses on: 

– developing knowledge, skills and awareness of 
individuals and mostly of mid career conservation 
professionals 

 

 

 

From ‘training’ to ‘capacity building’ 

 



 

• Capacity building focuses on: 

– strengthening the ability of larger and 
changing audiences 

– ‘knowledge acquisition’ instead of 
‘knowledge transfer’ taking into account 
new learning environments  

 for more effective conservation and 
management of heritage. 

 

 

From ‘training’ to ‘capacity building’ 

 



Why should we be making this shift from 
‘training’ to ‘capacity building’? 

 

 







Responding to the changing world, new 
questions have to be raised: 

i. Where do the capacities reside that need 
strengthening?  

 ii.  What audiences and learning areas can we target    
    in order to make improvements in these critical 
 areas? 

 iii.  What kind of learning environments do the  
 audiences need? 
 

 



Where capacities reside and 
associated audiences: 

Practitioners:  

Institutional frameworks:  
 

Communities & networks  

Identifying where capacities reside 



Where capacities reside and 
associated audiences: 

Practitioners:  
Individuals and groups who directly 
intervene in the conservation and 
management of heritage 

Institutional frameworks:  
Decision- and policy-makers in 
organizations with responsibility for 
the enabling environment for 
management and conservation 

Communities & networks  
All those who have a legitimate 
interest in heritage 

Identifying where capacities reside and target audiences… 

…and corresponding learning areas 
 

Some principal learning areas:  

 Conservation and management issues 
 Technical  and scientific issues 
 Resource utilization and management 

 Policy-making for learning areas 
mentioned above 

 Legislative issues 
 Institutional frameworks/issues 
 Resources (financial, human& intellectual 

 Reciprocal benefits and linking with 
sustainable development 

 Stewardship 
 Communication / Interpretation 
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Engaging communities is about strengthening 
their ability to participate meaningfully in the 
process of making conservation and 
management decisions for themselves and their 
heritage 



CAPACITY 

BUILDING 

UNDP Capacity Development Practice Note, 2006 

communities 
& networks 

practitioners 

institutional 
frameworks 



The result over time is stronger organizational 
frameworks and interfaces between heritage 
and the wider environment. Only in this way 
will reciprocal benefits for both heritage and 
communities be harnessed, and heritage will be 
assured a more central role in society in the 
present, not just the future. 
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