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Literature Review 

• Heritage Concept and scope 

– This study refers to immovable heritage sites 
including architectural or archaeological 
monuments.  

• Strategic Policy Implementation – Few studies 
provide guidelines (Assi, 2000; Hitchcock, 2002; Krutwaysho 

and Bramwell, 2010; Lai et al., 2006; Yasarata et al., 2010) 



A framework for the implementation 
process of policy planning for heritage 

site management  
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1. Implement Policy 2. Compliance 3. Policy Evaluation and 
Learning 

• Include detailed 

measures for plans to 

be executed 

• Implement policy 

according to the plan 

• Delegate a manager 
or team to monitor 

• Install a system of 
compliance 

• Monitor hard, soft or 
mixed factors 

• Include a framework 
for evaluation 

• Keep communication 
channels open 

• Perform corrective 
adjustments 

• Document changes 



Implement Policy According to the 
Plans 

• Policy is not implemented because… 

– Top management vs. operational practices of 
employees (Hrebiniak, 2006; Krutwaysho and Bramwell, 2010; Lai et al., 2006) 

–  Misunderstandings (Lai et al., 2006) 

–  Policy is implemented differently than what is 
originally planned (Krutwaysho and Bramwell, 2010; Noble, 

1999; Noble and Mokwa, 1999; Peng and Litteljohn, 2001; Rapert et al., 

2002; Stevens et al., 2010).  
 



Compliance 

• Tourism and heritage literature focusing on 
compliance is scarce.  

• Health Management (Murer, 2000) 
– Delegate a compliance officer or committee 

– Conduct training 

– Maintain communication 

– Perform internal audits 

– Enforce standards through guidelines 

– Respond to offenses 

– Develop corrective actions 



Policy Evaluation 
• Improves performance, strategic 

planning, stakeholder 
involvement, compliance and the 
processes that highlight 
intervention (Hoerner and 
Stephenson, 2012; Olejniczak, 
2013)  

• Policy Evaluation research is 
missing from heritage and 
tourism research 

• Political documents (EU & Policy 
Administration) 
 

• ***Put less emphasis 
on accountability (McCool, 
2009)  

• Document corrective 
adjustments, 
interventions, 
emergent decision-
making 

• Use a committee or 
involve ALL 
stakeholders 

• Policy learning is 
limited when the 
evaluation is measured 
against objectives.  

 



METHODOLOGY 



Implement according to the plans- 
Document Analysis 

"Municipality has experience in 
implementing projects funded by 
operational, international and 
other donor programs. To 
improve management capacity 
and implementation of projects, 
the City Council employed 15 
qualified experts responsible for 
developing, preparing proposals 
and coordinating the 
management and implementing 
approved projects. EP has a key 
role in implementing the policy of 
the municipality." 

• No details or 
procedures for 
implementation 

• No details about the 
15 qualified experts 

• The policy handbook 
includes a wide 
range or sectors 



Implement Policy According to the 
Plans- Interview Results 

• “We have policy books. In each one there is a special section 
written with assessments on the implementation process such as 
reporting." 

• “Strategies are developed, so much money is spent, and there are 
so many ideas. But they never match our vision or the vision for the 
cultural heritage.” 

•  "Most of the time, policy or plans are realised differently and are 
not done properly.  It is not professional or cultural like the way it is 
done in Western or Northern Europe. This may be because of 
builder capabilities and competencies, money, financing."  

• "We did some work on restoration, conservation and preservation, 
but things have happened, and I don't know how to describe this 
other than to say it is contrary to all the international documents 
and policies that were written. They built structures which had 
never been there in the past.” 



Ensure Compliance- Document 
Analysis 

• "Indicators for monitoring and evaluation 
are defined according to the strategic 
objectives and priority areas of the 
strategy. The system of monitoring 
combines two main components - impact 
indicators tracking the degree of 
fulfillment of the objectives and outcome 
indicators measuring the effects of the 
implementation of measures under the 
priority areas. Both types of indicators are 
introduced due to the requirements of 
methodological guidelines for 
development of the Municipal 
Development Plans for 2014-2020 year.”  

• “Timelines should be used for action.” 

 

• More details are 
needed  

• Timelines- What is the 
duration? 



Ensure Compliance- Interview Results 
• “We have internal monitoring and a special structure in the 

municipality. We have another financial body that is 
governed for finances. A few different authorities are 
monitoring the municipalities."  

• "With compliance on heritage sites, you have a builder, the 
author of the project, a supervisor who is private and 
commissioned by the municipality. Then, after, when it is 
already built, they come to accept the project."  

• “A few projects have been done and supervised better than 
a lot of others."  

• "There are companies employed to make sure the work is 
done properly, but with cultural heritage, it is complicated.  
There needs to be people that have knowledge and 
experience with heritage."  
 
 
 
 



Perform Corrective Adjustments- 
Document Analysis 

• "The objectives of the 
system are to determine 
the extent of 
implementation of the 
planned objectives, 
monitor compliance of 
the plan with the 
changing conditions and 
to justify the need to 
update it. The municipal 
council is designated as 
the primary supervisory 
authority".  

• No details how changes 
are made or justified 

• No details whether the 
process or changes are 
documented or recorded. 



Perform Corrective Adjustments- 
Interview Results 

• "Sometimes things are changed on the spot such as 
materials.  Changes in the law are not required for such 
things.  If a project is created and the corrections are 
made by someone on the top, the people then just have 
to do what they are told.  The key players are informed 
and then the change is done.”  

• "When change deserves something important, we seek 
the full cooperation of the local authorities and then 
are obliged to inform the Municipality. The 
Municipality makes the final decision."  

 



Policy Learning- Document Analysis 

• Nothing was included in the Municipal 
Planning Document 2014-2020.  



Policy Learning- Interview Results 

• “For sure we have a lot of problems. But also 
for less than 20 years we have tripled our GDP 
and we have had a lot of successes.” 

• "The success of the institution may be 
measured if you judge the objectives that 
were set and if these were achieved. And if we 
compare 2012, in 2013 we had 100% growth 
of our revenues from sales in visitors in sites.” 

 



Policy Learning- Interview Results 

• "When we raise the awareness of the people 
through realising heritage in a proper manner, 
this is the greatest success.” 

• All respondents blamed the system. Other 
respondents who worked at the local and 
national level blamed certain stakeholders 
who have decisional and managerial power.  



Overall Results 

• Process of implementation is an informal 
process 

• Issues with trust and transparency 

• Issues with the dynamics between different 
hierarchies, coordination and control 

• Issues with different priorities- this impacts 
how policy is processed and implemented 

 



Implementation 
Framework 

Recommendations (Managerial Implications) 

1. IMPLEMENT 
POLICY 
ACCORDING TO 
PLANS 

1. A more formal process for implementation is recommended 
2. Guidelines for implementation ought to be created and added to the 

Municipal Development Plan (specifically for heritage sites) 
3. Guidelines need detailed measures to specify what happens first, 

second, etc. 

2. ENSURE 
COMPLIANCE 

1. It is recommended to have explicit steps for compliance within the 
guidelines (Murer, 2000) 

2. It is recommended to consider hard, soft and mixed factors (the 
system and the process is rigid) 

3. The frequency of audits ought to be considered specifically for the 
heritage sector 

3. ENSURE 
POLICY 
LEARNING 

1. Less emphasis needs to be on accountability 
2. The details regarding the process for modifying plans need to be 

transparent and added to the Municipality Development Plan 
3. It is recommended to have an expert committee or a mediator 

document suggestions, change, methods for implementing change 



Future Research 



Strategic Management Planning 

Assess 
- Prepare time 
frames 
- Determine the 
vision 
- Assess 
Environment 

 

Create 
- Conduct Research 
- Create Scenarios and 

Prioritise Actions 
- Ensure Transparency 

Implement 
-Implement  
- Ensure 
Compliance 
- Ensure  
Policy 
Evaluation 

Stakeholders 

Specific 
Tourism 

Activities 
Identify 

Assess Power 

Assess 
Priorities 

Conceptual Framework: 
Bruehlmann (2017) 



Limitations 
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