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Project Description 
 
Since 1987, the Getty Conservation Institute has been involved with values-based site 
management planning through research efforts, professional training courses, symposia, and 
field projects.  
 
In Feb. 2001 the Institute commenced a project examining the role of values in site 
management, with examples describing and analyzing the processes that connect theoretical 
management guidelines with management planning and its practical application. 
 
The case studies result from a unique and intense collaboration amongst professionals from 
the Australian Heritage Commission, Parks Canada, English Heritage, the U.S. National Park 
Service and the Getty Conservation Institute. They examined Chaco Culture National 
Historical Park in the United States, Grosse Île and the Irish Memorial National Historic Site 
in Canada, Port Arthur Historic Site in Australia, and Hadrian's Wall World Heritage Site in 
England. The cases can be found at http://www.getty.edu/conservation/resources/reports.html. 
 
The project showed how in each case heritage management is, at its most basic, the process of 
articulating and then reconciling different values. Each heritage place was managed in 
accordance with conservation legislation and management plans yet the very process of 
planning highlighted competing values and interests that needed to be resolved in the plan. 
The project has important lessons for how heritage is actually managed, how practitioners are 
moving from site 'dictators' to community 'facilitators,' how tourism and presentation of site 
values can be reconciled with the obligation to protect cultural values. 
 
The analysis of the management of values in each site has been structured around the 
following questions: 

• How are the values associated with the site understood and articulated? 
• How are these values taken into account in the site’s management policies and 

strategies? 
• How do management decisions and actions on site affect the values? 

 
The studies do not attempt to measure the success of a given management model against some 
arbitrary standard. Rather, they illustrate and explain how four different groups have dealt 
with the protection of values in their management efforts, and how they are helped or 
hindered in these efforts by legislation, regulations and other policies.    
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1. Chaco Culture National Historical Park – New Mexico, USA 
 

 

 
 
The case of Chaco Culture National Historical Park illustrates the important role played by 
values in the management of a national historic site. This site is situated in the sparsely 
populated, northwestern part of the state of New Mexico. Between 700 A.D. and 1300 A.D. it 
was the center of what is known as the Anasazi culture. The core area of Chaco Canyon 
appears to have served as an administrative, economic, and ceremonial nexus of a culture that 
dominated the region today known as the Four Corners. The phases of occupation in Chaco 
Canyon left behind complex masonry structures known as “Greathouses” containing hundreds 
of rooms and dozens of kivas that were much larger in scale than anything previously in the 
region and whose appearance is unique in the Americas.  Other features of the Chaco 
phenomenon include road alignments (some segments are more than 64 kilometers long) with 
cut stairways and masonry ramps that lead to more than 150 outlying great houses and 
settlements.   
 

 
Artist drawing of a Greathouse 

After 25 years of excavation at the site, concerns over its protection played a vital role in 
passage of the American Antiquities Act in 1906 and it was proclaimed a National Monument 
the following year. When the National Park Service was created in 1916, the site came under 
its management authority. The site’s status was changed in 1980 to National Historical Park, 
and it was inscribed on UNESCO’s World Heritage List in 1987.  
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The archaeological remains there have always been the primary reason for the site’s 
protection. However, it has also long been held to be a sacred site by local Native American 
groups, and has more recently been recognized as a significant place by New Age religious 
practitioners. The differing ways in which the site is valued present a variety of challenges to 
the National Park Service in its management. 
 

  

Many values co-exist on a heritage site Managers must mitigate impact of clashing values 

 
The cultural, environmental, spiritual and social values of the Navajos, the Hopis and several 
other Native American Nations living in the area and using the site clashed with those of the 
National Park Service’s management approach when they realized that the site was being 
essentially managed on the basis of its historical and archaeological values that referred to an 
important but “dead” civilization, namely, the Anasazi. We are not “dead” they clamored and 
we have been using this site for hundreds of years. Our values must be considered in the way 
the site is managed.  
 

  

New Age practitioner meditating in Casa 
Rinconada; Some of the practices of this new group 
of stakeholders offend the sensitivities of 
stakeholders of longer standing 

Religious values: Visitors not allowed on sacred 
Fajada Butte 

 
Another second management priority encountered in the case study was protecting the quality 
of the visitor experience.  There are a number of intangible elements that contribute to the 
aesthetic quality of the place, such as clean air, silence, and solitude. Taken together, they are 
a powerful value of the Park. The evocative qualities of the landscape have changed little 
since the park’s creation in 1907, but they have become more valuable because of the 
increasing rarity of such places in today’s world. In recent decades, the aesthetic value created 
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by these conditions has been bundled with other elements and is referred to by Park managers 
as “the quality of the visitor experience.” This quality visitor experience is seen to depend on 
a number of elements that include: 

• sweeping, unimpaired views 
• an uncrowded park 
• appreciation of ancient sites with minimal distractions 
• clear air 
• no intrusions of man-made noise or light (at night) 
• clean water and adequate facilities 
• access to a ranger for personal interpretation 

 
This “quality experience” has become a prominent value articulated by the managers of Chaco 
over time, and it is specifically mentioned in the park’s management documents. 

 
These two priorities – protecting archaeology and the quality of the visitor experience - 
together have led the park to a policy of limiting disturbance to the resources. This has been 
carried out through a range of approaches: 

• Passive means of conservation – mainly reburial and emergency stabilization. 
• A policy of no excavation. 
• Limited visitor access to sites – only 16 sites are open to the public. Visitors have 

to remain in a circumscribed area of the park, and need permission to go into the 
“back country” area. 

• Limited use of the site – little ceremonial use. 
• Limiting the number of visitors – unpaved road, limited visitor facilities. 

 
Perhaps the most obvious manifestation of this concern is the efforts made to isolate the site 
by limiting access from several existing county roads and by maintaining unpaved the main 
road to the Park. This unpaved entrance road could be said to have become a symbol of 
protection in Park lore. Although this rough, 25 kilometer ride can be a partial deterrent, 
particularly in winter and during the rainy season, other factors can be said to be as important 
in keeping visitor numbers down, such as the distance from overnight accommodations and 
the lack of facilities on site. Earlier this year, the local governmental authority, San Juan 
County, has proposed paving the entrance road. This proposal is now being debated in New 
Mexico. 
 

  
Pueblo Bonito archaeological remains at Chaco 
Culture National Historical Park, NM, USA 

When standing on the high plateau at Pueblo Alto, 
one has a 360 degrees unobstructed panoramic view 
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With respect to the issue of unimpaired views, when standing on the high plateau at Pueblo 
Alto, one has a 360 degrees unobstructed panoramic view of the surrounding environs, with 
views in some directions in excess of 100 miles (150km). It is also possible to discern the base 
of ancient roads built by the Anasazi.  
 
Protecting these important views or vistas is an important element for understanding this site. 
But the lands are outside the Park’s boundaries and belong to Native American groups or are 
privately owned. Considering that these lands also hold important uranium, coal, oil and gas 
reserves, one can easily imagine what will happen when the American’s needs for this type of 
energy become crucial to their economy. The challenge for the Park’s managers is to mitigate 
the impact of the clashing historical, archaeological, spiritual, social, aesthetic, environmental 
and economic values in such a way that the values associated with its designation as a 
National Historical Park and a World Heritage Site are protected. Site managers have since 
then finalized a new Resource Management Plan that addresses a broad range of issues and 
values.  
 
2. Grosse Île and the Irish Memorial National Historic Site - Canada 
 

  
Map of Canada showing location of Grosse Ile in 
the St. Lawrence River, near Quebec City 

More than 5,000 Irish immigrants died on the 
island in 1847 

 
The small island of Grosse Île is located in the St. Lawrence River, downstream from Quebec 
City.  Largely because of its strategic location, it began to play an important role in Canadian 
history in 1832, functioning as a quarantine station that received newly arriving immigrants 
from Europe and the British Isles before they reached the mainland.  During the peak of the 
Great Famine in Ireland in 1847, tens of thousands of Irish immigrants came to Quebec City.  
Weakened by malnutrition, waves of typhus-inflicted passengers overwhelmed the Grosse Île 
quarantine station.  
 
Of those, more than 5,000 died on the island in that year and are buried there today. It has 
been a pilgrimage site for Irish-Canadians since the late 1890s. It functioned as an immigrant 
quarantine station until 1937, and then as a center for biological military research and animal 
quarantine. In 1984, it was recognized as a National Historic Site by the Canadian 
government, and has since been managed by Parks Canada. When Parks Canada presented its 
management plans to the Canadian public in 1992 to use the site to tell the national story of 
immigration, but remained silent about the Irish tragedy (and in fact stated that the tragedy 
should be de-emphasized so as not to detract from the national message), Irish-Canadians 
responded in outrage.  This public outcry led to the extension of the public consultation 
process from local to national scale and planning time period, a revision of the management 
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plan the following year and the creation of an Irish Memorial, which is now referenced in the 
site’s name.  
 

Initial Parks Canada management plan was to use 
the site to tell the national story of immigration 

Public outcry led to the creation of an Irish 
Memorial 

 
The controversy involving Irish-Canadians demonstrated that unexpected stakeholders may 
step forward and demand inclusion. In this case, it included some stakeholders who had never 
visited the site. Using a term from economics, the site held a stong existence value to these 
stakeholders. They may have never visited the site, but it is important to them that the site is 
protected and well taken care of. 
 
3. Port Arthur Historic Site – Tasmania, Australia 
 
Port Arthur Historic site is located on the Tasman Peninsula in southeast Tasmania. Tasmania 
is Australia’s only island state, located to the south of the Australian mainland. Port Arthur 
served as a British convict settlement from 1830 until 1877. Since the settlement’s closure, 
both its beauty and its macabre history have attracted large numbers of tourists, providing the 
region as well as the state with a prime source of revenue. Dozens of buildings stand on the 
site, some in ruins, some restored as museums, some adaptively reused in a variety of ways. 
The site is also rich in archeological resources.  
 

 
Port Arthur served as a British convict settlement from 1830 until 1877 

 
The state provided for the first protection of ruins at the site in 1916. After years of shifting 
management authorities and fluctuations in funding for conservation, management 
responsibilities were transferred in 1987 to the Port Arthur Historic Site Management 
Authority (PAHSMA), a government business enterprise (GBE).  
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In 1996, a lone gunman massacred 20 people out of a total of 35 killed in the vicinity. After 
the Cafe was partially demolished during a time of conflicting emotions and opinions, site 
management commissioned a study assessing the social value of the Cafe site to a wide range 
of stakeholders. This study revealed a deep attachment to the Cafe site, and led to the creation 
of a memorial there. The presence of the memorial has presented management challenges both 
in terms of adding an additional layer of interpretation to an already complex site and how to 
sensitively present it to site visitors. In 2000, the Authority adopted a management plan based 
upon the principles of the Australian Burra Charter. 
 

  
In 1996, a lone gunman massacred 20 people  The memorial presented management challenges  

 
4. Hadrian’s Wall World Heritage Site – United Kingdom 
 
Hadrian’s Wall World Heritage Site encompasses the remnants of the Roman military defense 
network constructed under the Emperor Hadrian in the 2nd century A.D. It is located in 
northern England, stretching nearly eighty miles in length, roughly between the cities of 
Newcastle and Carlisle. UNESCO recognized it as a World Heritage Site in 1987. While 
English Heritage is the one agency with a remit for conservation throughout the WHS and 
coordinates management activities there, the entire management team is comprised of a 
complex amalgam of national, county, and local authorities.  
 

 
Hadrian’s Wall is located in northern England, stretching nearly eighty miles in length; it was built under 

Emperor Hadrian in the 2nd century A.D. 

 
Management is complicated even further by the fact that about 90 percent of the site is in 
private ownership. About 10 percent of the site is covered by modern town, with the 
remainder primarily farmland, principally used in the raising of livestock. Large numbers of 
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visitors travel to Hadrian’s Wall not only to see the Roman ruins, but also to walk through the 
region’s picturesque, pastoral landscape.  
 
When foot-and-mouth disease ravaged through the region in 2001, thousands of livestock 
were slaughtered and the countryside was closed for all but ten days of the year. Local farms 
were devastated and the local economy suffered heavily from a lack of tourist income 
normally generated by the Wall. As farmers consider shifting land use to crop agriculture or 
forestry, site managers now face the challenge of working with landowners to maintain the 
pastoral landscape that visitors value as well as try to encourage continued livestock farming, 
a land use that has limited negative impacts on the region’s extensive buried archaeology. 
These issues are addressed in an updated management plan, which was adopted in 2004. 
 

  
Foot-and-mouth disease ravaged through the 
region in 2001 

Farmers wanted to shift the land use from livestock 
to agriculture and forestry; this would have 
threatened the archaeological remains 

 
What is “site significance”? 
It is the overall importance of a site, determined through an analysis of all of the values 
attributed to it. 
 
What are “values”? 
They are the positive characteristics attributed to heritage places and objects by legislation, 
governing authorities, and other stakeholders. These characteristics are what make a site 
significant, and they are often the reason why society and authorities are interested in a 
specific cultural site or object. In general, groups within society expect benefits from the value 
they attribute to the resource. 
 
Conclusions 
The four case studies have helped the participants to draw a number of conclusions: 

• Managers responsible for historic sites are different from managers of other types of 
facilities because not only do they have to manage assets (buildings, roads, water 
supply, vehicles, ruins etc.) and people (those who work there and those who visit) but 
they also have to manage values  

• Values are at the base of any planning scheme 
• Values are the reflection of stakeholders concerns 
• Managers must also comply with national laws and regulations that impose certain 

values not specifically related to a site, such as environmental values  
• Values change over time and need to be reassessed regularly 
• Managers must bring out, understand and manage the values associated with the site 
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The difficult challenge facing heritage site managers is to bring out, understand, manage and 
mitigate the impact of values on the cultural property. 
 

 
 

 


