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THE VALUES BASED APPROACH 
THE CONSERVATION PLAN (KERR 2013)
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THE VALUES BASED APPROACH 
THE AUSTRALIA ICOMOS BURRA CHARTER 

Heritage Trades Training Scoping Project (CPSISC 2012)
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WHAT IS QUALITY?

Quality is the degree to which (conservation) services for (heritage 
places) increase the likelihood of desired (heritage conservation) 
outcomes and are consistent with current professional knowledge.
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The term ‘measurement’ implies that the approach being used is:

• rigorous

• systematic

• quantifiable

WHAT IS QUALITY MEASUREMENT?



TOWARDS A HERITAGE QUALITY FRAMEWORK   MARY KNAGGS   ICOMOS CULTURE CONFERENCE FIJI 2018

Quality measurements typically focus on structures or processes of 
conservation that have a demonstrated relationship to positive heritage 
conservation outcomes and are under the control of heritage 
conservation practitioners. 

Technically, quality measures are a mechanism to assign a value to 
quality of conservation by comparison to a defined criterion. 

Heritage conservation quality measurement for heritage places is the 
process of using measures to assess the extent to which heritage places 
are receiving quality conservation when assessed against standards, 
performance criteria or benchmarks. 

WHAT IS QUALITY MEASUREMENT FOR HERITAGE CONSERVATION?
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Quality measures can be used to evaluate any of the following:

• safeguarding of heritage significance

• sustainability of conservation actions or processes, including 
reversibility of actions

• training and skills development

• adherence to methodologies, policies and procedures

WHY HAVE QUALITY MEASUREMENT FOR HERITAGE?
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To use quality measurement, there needs to be a responsible entity 
that:

• can be identified

• is held accountable for observed behaviour.

• has a reasonable degree of control over the aspect of conservation 
being evaluated

HOW DO WE HAVE QUALITY MEASUREMENT FOR HERITAGE?
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Quality measurement is a type of evaluation that is used in many 
sectors.

Example: The Environmental Protection Agency measures the quality of 
the air in the surrounding environment by analysing the presence of 
specific compounds that are known to cause pollution. The resulting 
calculation, known as the Air Quality Index, tells you how clean the air 
is and whether it will affect your health. 

HOW IA QUALITY MEASURED?
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MANAGING HERITAGE - NOT A LINEAR PROCESS!

1. Preparation & data / information gathering / consultation
2. Significance / condition assessment 
3. Developing policy / strategies / proposals
4. Documentation & approvals
5. Implementation
6. Monitoring
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THE ADAPTIVE MANAGEMENT CYCLE
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MANAGING HERITAGE - COLLECTIVE AGREEMENT

Collective agreement of stakeholders on:

• THE MANAGEMENT SYSTEM APPLYING TO HERITAGE PLACES

• BEST QUALITY HERITAGE CONSERVATION GOALS, OBJECTIVES AND STANDARDS 

to make the place sustainable into the future
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SOME BASIC PRINCIPLES FOR MANAGING HERITAGE

• Managing & monitoring for ALL VALUES ( all cultural & natural values)

• Managing & monitoring the impact from and to THE CONTEXT
(i.e. monitor what is happening beyond the site)

• Managing & monitoring for ALL COMMUNITIES - an inclusive approach
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HERITAGE MECHANISMS & CONTEXTS

• Conserving heritage values (World, national, state/regional)

• Conserving heritage values (natural and cultural)

• Urban and regional planning / urban design

• Social / community sustainability

• Traditional practices

• Spiritual practices

• Economic context

• Tourism / community recreation

• Art and culture

• Transport

• Education

• Defence

• Disaster Management.
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HERITAGE MANAGEMENT IS AN INCLUSIVE APPROACH

Heritage Management Planning & Monitoring for particular heritage values must link with: 

• other existing environmental and other relevant planning mechanisms; and 

• all stakeholders including those outside the designated heritage area.

We must consider the environmental, social and the economic context in order for the 
heritage place to be sustainable.
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WHO ARE THE STAKEHOLDERS?

• Government Planning Authorities (National. State, Local)

• Defence Department

• National Parks

• Local Community

• Local Businesses

• Artist associations

• Clan Associations

• University and Schools

• NGOs (e.g. ICOMOS)

• UNESCO

https://www.google.com.au/url?sa=i&rct=j&q=&esrc=s&source=images&cd=&cad=rja&uact=8&ved=0ahUKEwjmhd6inZDNAhXjL6YKHa1JCFEQjRwIBw&url=https://www.vice.com/read/taiwans-state-sponsored-brothels-101&bvm=bv.123664746,d.dGY&psig=AFQjCNFUI5ppkRKL6poo13AmY2qIWEDPaQ&ust=1465193305509540
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AN OUTCOMES BASED APPROACH
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KEEP CHECKING FOR 
QUALITY THROUGH 
SELF ASSESSMENT & 

CONSULTATION

WHERE ARE THE FLAWS 
IN THE FRAMEWORK?

AIM & VISION

PLANNING

DOCUMENTATION

BUILDING THE 
PROCESSES

PUTTING IT INTO 
ACTION 

MAINTAINING THE 
VISION

QUALITY MANAGEMENT – WHAT IS IT?
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KEEP CHECKING FOR 
QUALITY THROUGH SELF 

ASSESSMENT & 
CONSULTATION

REDUCE TRANSFER 
OF GERMS IN 

HOSPITALS

PLAN HOW TO 
INCREASE HAND 

WASHING, USE OF 
GLOVES AND 

STERILISATION

CONSULT, 
DOCUMENT AND 

FUND THE 
SOLUTIONS

IMPLEMENT THE 
SOLUTIONS

MAKE SURE THE 
SOLUTIONS ARE 
UNDERSTOOD & 

USED (EDUCATION 
& TRAINING)

MAINTAIN, 
MONITOR, REVIEW 

AND IMPROVE

QUALITY MANAGEMENT – A HEALTH CARE EXAMPLE
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KEEP CHECKING 

FOR QUALITY 
THROUGH SELF 
ASSESSMENT & 
CONSULTATION

UNDERSTAND 
THE HERITAGE 

PLACE

VISION FOR ITS 
FUTURE

PLAN FOR 
SUSTAINABLE 

CONSERVATION

DOCUMENT, 
REVIEW AND 

APPROVE ANY 
CHANGES

IMPLEMENT 
THE CHANGES 
TO MEET BEST 

PRACTICE 

MAINTAIN, 
MONITOR, 

REVIEW AND 
IMPROVE

HERITAGE QUALITY MANAGEMENT – WHAT IS IT?
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WHY WE MONITOR

Monitoring is about:

• measuring whether the management system is working;

• whether the state of the cultural heritage is getting better or worse; and 

• whether heritage benefits are being harnessed for society. 



TOWARDS A HERITAGE QUALITY FRAMEWORK   MARY KNAGGS   ICOMOS CULTURE CONFERENCE FIJI 2018

WHY WE MONITOR

A MEANS TO POSITIVE CHANGE:

• Better resources allocation;

• Improving documentation and reporting; 

• Facilitating compliance with reporting processes;

• Allowing management to change;

• To promote a proactive rather than reactive attitude 

• Gaining new support from potential donors or partnerships by 
showing …

A COHERENT AND CREDIBLE APPROACH.
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WHY WE MONITOR

Monitoring assists us to establish what:

• REMEDIAL MEASURES; or 

• NEW INITIATIVES 

to take in the event of shortcomings or opportunities being identified.



TOWARDS A HERITAGE QUALITY FRAMEWORK   MARY KNAGGS   ICOMOS CULTURE CONFERENCE FIJI 2018

THE TWO AREAS FOR MONITORING

Monitoring involves:

the collection and analysis of data for specific purposes

It falls into two streams:

1. CHECK PROCESS & PROGRESS

Whether the management system is operating effectively  

2. CHECK OUTPUTS & OUTCOMES 

Whether the management system is delivering the right results
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KEY PERFORMANCE INDICATORS

The Periodic Reporting questionnaire for World Heritage properties includes 
the question (4.8.2): 

‘Are key indicators for measuring the state of conservation used in 
monitoring how the Outstanding Universal Value of the property is being 
maintained?’ 
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1. Management context and arrangements (e.g. information about the ownership, legislation and policy mandates, 
governance arrangements, funding for management, etc.) 

2. Condition of values (e.g. information about the condition of community intangible heritage values, historical 
cultural heritage, ecosystems and natural diversity, environmental quality, wilderness quality, etc.) 

3. Management of threats, risks and impacts (e.g. information about the management of new development, traffic, 
climate events, fire, weeds, diseases, feral animals, erosion, damaging/unsustainable activities, visual impacts, new 
and emerging issues, etc.) 

4. Management of uses including tourism, recreation and other uses) (e.g. information about impacts of 
development, removal of intrusive elements, visitor numbers and activities, visitor satisfaction, infrastructure, public 
health and safety, sensitivity and sustainability of human use, etc.) 

5. Community engagement and support (e.g. information about public awareness and support; community 
feedback; media profile; communication and education; community involvement; public and political advocacy and 
support, etc.) 

6. Management systems, processes and tools (e.g. information about management plans, policies and processes for 
place management; information management; research and monitoring; collaboration and linkages with others; 
organisational workforce and staff morale, etc.). 

7. Conservation and adaptation implementation best practice

PERFORMANCE MONITORING (QUALITY MANAGEMENT?) AREAS
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Macquarie Island pest eradication project

Photo monitoring sequence of vegetation condition on Macquarie Island 

EXAMPLE OF MONITORED RESULTS – QUALITATIVE DATA

1. Condition of vegetation healthy 

with full tussock cover 

Feral rabbit 

population explosion

2005

2.  Vegetation heavily over-grazed 

by feral rabbits, dead tussocks 

common

Rabbit and rodent 

eradication project

2014

Eradication declared 

successful

3.  Three years after the baiting 

program, vegetation is clearly 

recovering and surrounds the 

new boardwalk

1990
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MONITORING & TRENDS
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MONITORING & TRENDS

Ex
tr

ac
t 

fr
o

m
 P

ar
ks

 a
n

d
 W

ild
lif

e 
Se

rv
ic

e,
 2

0
1

3
, 

Ev
a

lu
a

ti
n

g
 M

a
n

a
g

em
en

t 
Ef

fe
ct

iv
en

es
s:

 T
h

e 
M

o
n

it
o

ri
n

g
 a

n
d

 R
ep

o
rt

in
g

 S
ys

te
m

 f
o

r 
Ta

sm
a

n
ia

‘s
 N

a
ti

o
n

a
l P

a
rk

s 
a

n
d

 R
es

er
ve

s.
 D

ep
ar

tm
en

t 
o

f 
P

ri
m

ar
y 

In
d

u
st

ri
es

, P
ar

ks
, W

at
er

 a
n

d
 E

n
vi

ro
n

m
en

t.
 

H
o

b
ar

t 
Ta

sm
an

ia

Not performing well?

Performing well?

We want to know

We need to know 

- so we can improve

☺️

😬
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MANAGEMENT & MONITORING MUST HAVE WIDE SUPPORT
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KEY FEATURES OF MONITORING & QUALITY MANAGEMENT

• Outcomes-focused

• Evidence-based

• Transparent to all interested parties

• Operationally practical and scalable

• Aligned with formal responsibilities for management 

• Aligned with stakeholder-identified needs for performance information

• Addresses different reporting scales (major projects, managed-area)

• Well-suited to government 

• Fosters organizational learning and continuous improvement

• Builds community trust and understanding

• Supports evidence-based adaptive management
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Quality Measure Has the QM been Met?
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Quality Measure Has the QM been Met?
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Thank you

mknaggs@rkheritage.com


