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SUMMARY

Introduction

1. The overall aim of the research was to investigate how Historic Scotland’s key partners and stakeholders view Scotland’s built heritage and the work that Historic Scotland undertakes to protect and conserve this heritage.    Within this overall aim the research had a number of more specific objectives.  These were to:

· review existing literature and research relating to public attitudes towards the built heritage in the UK;

· investigate how Historic Scotland’s key partners and stakeholders view the built heritage; and

· consider how Historic Scotland’s partners and stakeholders perceive the work of the Agency.

2. The research comprised two phases:

· Phase 1 involved a review of existing literature to assess current knowledge about public attitudes towards the built heritage in the UK; and

· Phase 2 involved seeking the views and opinions of a range of Historic Scotland’s key stakeholders and partners through a series of interviews and focus groups.   

Attitudes to the Built Heritage

3. There is currently no single source of reliable statistical information about the Scottish public’s attitude towards the built heritage.     It is, however, possible to gain an indication of society in the UK's views towards the built environment from three key sources:    

· major public opinion surveys conducted by English Heritage and in preparation for the BBC television programme, Restoration;

· ad-hoc surveys conducted in three cities in England and Scotland; and

· proxy indicators such as visitor numbers to historical properties and viewing figures for TV programmes about the built environment. 

4. While there is limited hard evidence about the attitude of the Scottish public towards the built heritage based on the evidence that is available it is possible to identify a number of key issues.   These can be summarised as follows: 

· there appears to be strong public support for conserving and maintaining the built heritage.   This can be seen in the results of the various surveys conducted by English Heritage as well as the survey conducted by Glasgow City Council;  

· people seem to value the built heritage in terms of its importance to tourism and as a way of encouraging people to learn about the past as much as for its intrinsic architectural or historical merit.    They are less likely to value the importance of the built heritage as a way of promoting regeneration or creating employment;

· there is strong public support for spending public money on maintaining and preserving the built heritage.   However, the literature reviewed does not provide evidence about how people would rate spending money on the built heritage against other competing priorities for public expenditure;  

· there is some evidence to suggest that older people and people from higher social groupings are more likely to place a high importance on maintaining and preserving the built environment.   They are also more likely to spend some of their leisure time visiting built heritage attractions;  

· the built heritage is a key element of Scotland’s tourism infrastructure.  This can be seen in terms of the factors which attract overseas visitors as well as the numbers of  domestic  tourists who say that they have visited a built heritage attraction;  and

· the viewing figures for television programmes such as Time Team and Restoration, the growth in the civic trust movement and the success of events such as Doors Open Days can all be taken as indicators of a growing awareness about and interest in the built heritage.

Perceptions of Historic Scotland

5. A key objective of this study was to examine the perceptions of Historic Scotland’s key partners and stakeholders about the work of the Agency.   The stakeholders who participated in the research were extremely diverse and came into contact with Historic Scotland in a variety of different ways.   Despite this there were some consistent themes that emerged from the research that clearly indicate how stakeholders view Historic Scotland.   These can be briefly summarised as follows:

· stakeholders are generally supportive of the need for a national agency with overall responsibility for the protection and conservation of the nation’s built heritage.   This is perhaps unsurprising given the involvement and interest of most of the stakeholders in issues related to the built environment.   It does, however, suggest that there is an underlying level of support for the work of Historic Scotland that can be built upon;

· there are some concerns that Historic Scotland does not have a high profile and that it is perceived to lack influence within the Scottish Executive.   There is also a feeling that the built heritage is not seen as a political priority and as a result its importance has not been emphasised in a range of policy initiatives;

· there is also strong support for Historic Scotland’s regulatory powers as a necessary part of the framework for protecting and conserving the built heritage.   There is also evidence to suggest that most stakeholders recognise that in exercising these powers Historic Scotland will often have to make difficult decisions that will not always be popular;

· stakeholders think that Historic Scotland needs to be more flexible in the way it exercises its regulatory functions.   They also believe that there is a need to be more open and to communicate the reasons for taking decisions more effectively;

· Historic Scotland’s technical expertise as well as the knowledge and expertise of its staff are highly regarded.   There is, however, a danger that this can sometimes result in an overly academic approach or be perceived as ‘intellectual arrogance’;

· there are mixed views about the presentation and management of properties in care.  It is acknowledged that many of these properties make an important contribution to the tourism industry.  There are, however, some concerns about the impact of the ‘commercial imperative’ on other aspects of Historic Scotland’s work.    In particular there are concerns that it may compromise the conservation of the properties and restrict Historic Scotland’s ability to promote the wider built heritage, including other visitor attractions; and

· many of the challenges that Historic Scotland will face in the future relate as much to the way it does things as to what it actually does.    In particular, there appears to be a need to improve its approach towards working in partnership, engaging stakeholders and managing its relationships with the individuals and organisations it comes into contact with.

Key Findings and conclusions

6. The absence of any reliable statistical data makes it difficult to state with any degree of certainty the extent to which the Scottish public supports the need to protect and conserve the country’s built heritage.  The evidence that is available from UK surveys and other sources suggests that the public is likely to be instinctively supportive of the built heritage and recognise its importance.   However, the research also suggests that there is a need for a clearer articulation of the wider economic, social and environmental benefits of the built heritage.   This would help raise awareness of the built heritage’s importance amongst both the general public and policy makers.  It would also emphasise the importance of the built heritage in relation to a range of other policy priorities and the contribution it can make to the achievement of wider policy objectives.    
7. There are clearly a wide range of organisations and individuals with an active interest in the built heritage either professionally or on a voluntary basis.   This should be seen as a major strength and an indication of the importance attached to the built heritage by a large number of people.   However, the built heritage sector is currently very fragmented and lacks either a unified vision or clear leadership.   Historic Scotland is well placed to provide both this vision and leadership by encouraging and supporting greater co-ordination, co-operation and collaboration between various ‘players’ with an involvement or interest in the built heritage.   This in turn would raise the profile of the built heritage and help promote greater recognition of its importance.
8. The importance of Historic Scotland’s functions and responsibilities are widely recognised by stakeholders.   Most stakeholders feel that these functions need to be carried out by a national agency with strong statutory powers.   There is also a general recognition that Historic Scotland’s staff have the knowledge and expertise to perform these functions effectively.    

9. Stakeholders clearly want to see Historic Scotland taking on a stronger leadership and enabling role demonstrating its concern for the built heritage in its widest sense rather than simply administering a discrete range of functions.    This would imply a need for a stronger corporate working approach within the Agency itself as well as more effective partnership working with external organisations at both a national and local level.

10. The key areas where stakeholders would like to see improvements in the way Historic Scotland conducts its business relate to internal management systems, organisational culture and style, as well as the need for developing improved relationships with external stakeholders.  The research suggests that relationship management is a key issue that needs to be addressed, both in terms of the Agency’s engagement with the wider built heritage sector and in terms of how it relates to individuals it comes into contact with in undertaking its functions.  External communication is also an area where there appears to be scope for improvement; this is necessary in order to raise greater awareness of the importance of the built heritage.  It is also seen as being important to increase an understanding of Historic Scotland’s role in protecting and conserving it.
CHAPTER ONE

INTRODUCTION & METHODOLOGY

BACKGROUND

1.1 Historic Scotland is an Agency of the Scottish Executive.  Its mission is to “safeguard the nation's built heritage and promote its understanding and enjoyment”.    In order to achieve this Historic Scotland currently has four main objectives. These are to:

· protect and conserve Scotland’s built heritage;

· encourage public appreciation and enjoyment of Scotland’s built heritage;

· play an active role in the development and success of social, economic and environmental policies; and

· be effective and efficient in its work.

1.2 Historic Scotland is currently working on the development of a new ten year plan.    The brief for this research suggested that the development of this plan would be influenced by the views and opinions of:

· Historic Scotland staff;

· Ministers in the Scottish Executive;

· key partners and stakeholders; and 

· the Scottish public.

This study was commissioned in order to satisfy the third of these criteria by investigating how key partners and stakeholders view Scotland’s built heritage and their perceptions of how Historic Scotland performs its role.

Research aims and objectives

1.3 The overall aim of the research was to investigate how Historic Scotland’s key partners and stakeholders view Scotland’s built heritage and the work that Historic Scotland undertakes to protect and conserve this heritage.    Within this overall aim the research had a number of more specific objectives.  These were to:

· review existing literature and research relating to public attitudes towards the built heritage in the UK;

· investigate how Historic Scotland’s key partners and stakeholders view the built heritage; and

· consider how Historic Scotland’s partners and stakeholders perceive the work of the Agency, including their:

· awareness of Historic Scotland’s work;

· satisfaction with the effectiveness of Historic Scotland in protecting, conserving and interpreting the built environment;

· opinions about how Historic Scotland could improve the way it delivers its services; and

· satisfaction with Historic Scotland’s approach to partnership working.

Research methodology

1.4 The research comprised two phases:

· Phase 1 involved a review of existing literature to assess current knowledge about society’s attitudes towards the built heritage in the UK.

· Phase 2 involved seeking the views and opinions of a range of Historic Scotland’s key stakeholders and partners through a series of interviews and focus groups.   

Phase 1 – Literature Review

1.5 The first stage of the research involved a short literature review.   The purpose of this review was to identify, collate and synthesise evidence about the public’s attitudes to the built heritage in the UK.   The review focused on publications that considered how members of the public viewed the built heritage and what value they placed upon it.    It also included reports that contained information that could be taken as giving an indication of the extent of the public’s interest in the built heritage e.g. visitor numbers to heritage attractions and sites.  A full list of the publications that were reviewed is attached as an appendix to this report.      

Phase 2 – Stakeholder Research

1.6 The second stage of the research involved examining the views and opinions of a range of Historic Scotland’s key partners and stakeholders.    This was done in two ways: through a series of semi-structured interviews with individual stakeholders and a number of focus groups in different locations throughout Scotland.

Stakeholder interviews

1.7 A list of key partners and stakeholders was drawn up in discussion with Historic Scotland.   This list comprised senior managers in organisations that have a strong interest or involvement in various aspects of Historic Scotland’s work.    These stakeholders came from a range of different backgrounds and interests including other public agencies with an involvement in the built heritage, voluntary organisations, professional bodies and tourism related organisations.     

1.8 The interviews were semi-structured which allowed the questions to be tailored to the experience and circumstances of individual stakeholders.    A standard topic guide was used to ensure that all of the interviews covered the key research questions.   A copy of this topic guide is attached as an appendix to this report.    The majority of the interviews were conducted on a face to face basis and generally lasted about an hour.   A small number of the interviews were conducted by telephone, where it was not possible to arrange a face to face meeting. These interviews tended to be shorter, lasting approximately 40 minutes.  

1.9 By the end of the research fieldwork period it had only been possible to arrange interviews with 26 out of the original list of 35 key partners and stakeholders identified by Historic Scotland.  However, those who were interviewed represented a good cross-section of the various categories of stakeholders with a range of different interests and perspectives.   It also became apparent that there were a number of key themes emerging from the interviews and it is doubtful whether conducting many more interviews would have added substantially to the final research findings.

Regional focus groups

1.10 Most of the stakeholders who were interviewed represented national organisations and most were based in central Scotland.  In order to get a more localised perspective five focus groups were organised in different locations throughout Scotland.    These focus groups were designed to allow stakeholders who operated at a more local level to contribute to the research.    The main groups who were invited to participate in the focus groups were people working for local authorities with an interest in the built heritage, people who had practical experience of conservation projects e.g. professionals or members of building preservation trusts and people involved in local civic or amenity societies.    

1.11 Five focus groups were organised in Edinburgh, Glasgow, Inverness, Orkney and Perth.   These focus groups were attended by over 50 people representing a broad cross-section of the groups of stakeholders that were invited to participate.     

Report structure

1.12 The following chapters of the report describe the main findings and issues that emerged from the research.

Chapter 2 summarises the key issues that were identified in the literature reviewed and describes the evidence that is currently available about public attitudes towards the built heritage.   

Chapter 3 outlines the main findings resulting from the interviews and focus groups involving Historic Scotland’s key partners and stakeholders.   It highlights the key issues that emerged from this element of the research about stakeholders’ attitudes towards the built heritage and perceptions about the effectiveness of Historic Scotland.

Chapter 4 summarises the key findings to emerge from the research and presents some conclusions based on these findings.

CHAPTER TWO

LITERATURE REVIEW

INTRODUCTION
2.1 Over the last 50 years successive Governments have given high priority to conserving and protecting the country’s built heritage. There is now an extensive legislative and policy framework that provides for the conservation and protection of the built heritage.   The main elements of this framework include:

· Historic Buildings and Ancient Monuments Act 1953;

· Ancient Monuments and Archaeological Areas Act 1979;

· Town and Country Planning (Scotland) Act 1997; and

· Planning (Listed Buildings and Conservation Areas) (Scotland) Act 1997.

The legislation covers the listing of buildings, the scheduling of ancient monuments and the designation of conservation areas, amongst other measures designed to protect and conserve the built heritage.   Responsibility for exercising these powers rests with a range of different organisations most notably Historic Scotland and local authorities.

2.2 In addition to the primary legislation there are also the Memorandum of Guidance on Listed Buildings and Conservation Areas and two important National Planning Policy Guidelines (NPPGs) – NPPG 18 which deals primarily with listed buildings, conservation areas, world heritage sites, historic gardens, designed landscapes and their settings and NPPG 5 which sets out the role of the planning system in protecting ancient monuments and archaeological sites and landscapes.   NPPG 18 sums up the value of the built environment as follows:

“The historic environment is a fundamental part of Scotland's cultural heritage and exists as an irreplaceable record which contributes to our understanding of both the present and the past……. It has tremendous visual appeal, provides inspiration and enjoyment and helps reinforce a sense of local, regional and national identity. The historic environment is of immense importance for education, recreation, leisure, tourism and the wider economy”.

2.3 As well as recognising the intrinsic value of the built heritage it has increasingly been seen in terms of the contribution it can make to environmental stewardship and sustainable development which has been at the heart of Government policy for a number of years.    The role of conservation and protection of the built heritage in promoting sustainable development was set out in the Stirling Charter.  The Charter sets out broad principles for the conservation and protection of the built heritage in Scotland.   Article 1 of the Charter states:

“Actions taken in respect of Scotland’s built heritage should secure its conservation for the benefit of present and future generations” (Historic Scotland, 2000)

2.4 The Stirling Charter makes it clear that Scotland’s rich and diverse built heritage encompasses ancient monuments, archaeological sites and landscapes, historic buildings and townscapes, parks, gardens and designed landscapes.    It also states that the built heritage is valuable in a number of different ways.    These values are expressed as follows:

“In addition to its own intrinsic worth, the heritage is vital to an understanding of our archaeology, history and architecture. It provides a sense of place and national identity and contributes to the fascinating diversity of townscape, landscape, ecology and culture of Scotland. It is also an important social, economic, recreational and educational resource. It is a rich source of enjoyment and inspiration, touching most aspects of everyday life and offering lessons from the past for the present and the future”.

Public attitudes towards the built heritage

Introduction

2.5 There is currently no single source of reliable statistical information about the Scottish public’s attitudes towards the built heritage.     It is, however, possible to gain an indication of society in the UK's views towards the built environment from three key sources:    

· a major public opinion survey conducted by English Heritage;

· ad-hoc surveys conducted in three cities in England and Scotland; and

· proxy indicators such as visitor numbers to historical properties and viewing figures for TV programmes about the built environment. 

English Heritage Public Opinion Survey

2.6 In February 2000 English Heritage was asked by the Department of Culture, Media and Sport and the Department of the Environment, Transport and the Regions, to co-ordinate an important and wide-ranging review of all policies relating to the historic environment in England. A Steering Group, chaired by English Heritage Chairman Sir Neil Cossons, oversaw the work of the Review. It included members of key heritage and environment bodies in England, as well as observers from both Government Departments. 

2.7 As part of the review process English Heritage commissioned MORI to undertake some research into the public’s attitudes towards the built environment.  The objectives of the research were to gather information about:

· general perceptions/attitudes towards the concept of heritage and what it means to people; 

· people's participation in heritage activities; and

· attitudes towards the heritage among people of ethnic minority background. 

2.8 The research involved four distinct approaches: 

· omnibus survey research of residents in England; 

· a face to face quantitative survey of residents in England; 

· a series of three focus groups, among specifically invited audiences; and 

· analysis of data contained in MORI's Socioconsult Monitor. 

2.9 The research findings showed that there was strong support for heritage amongst those that were surveyed.  Amongst the key findings were the following: 

· 98% think the heritage is important to teach children about our past and that all schoolchildren should be given the opportunity to find out about this country's heritage; 

· 96% think the heritage is important to teach us about our past; 

· 95% think heritage is important for giving us places to visit and things to see and do, for encouraging tourists to visit (94%) and creating jobs and boosting the economy (88%); 

· 77% disagree that we already preserve too much of this country's heritage; and 

· 76% agree that their lives are richer for having the opportunity to visit and see examples of this country's heritage. 

2.10 Respondents were also asked to state the importance of the heritage in relation to a number of other issues including its contribution to job creation, regeneration, tourism, culture, and to ‘teaching us about the past’.  The responses to these questions are shown in Figure 1 below.   

Figure 1 – Importance of heritage

	How important do you think the heritage is in...? 

Base (2002)
	Very important
	Fairly important
	Not very important
	Not at all important
	Don't know
	

	Teaching children about our past
	81
	17
	1
	*
	1
	%

	Teaching us about our past
	70
	26
	3
	1
	1
	%

	Encouraging tourists to visit
	60
	34
	5
	1
	1
	%

	Giving us places to visit and things to see and do
	57
	38
	3
	1
	1
	%

	Creating jobs and boosting the economy
	55
	35
	8
	2
	2
	%

	Enhancing English culture
	45
	42
	8
	2
	4
	%

	Promoting regeneration in towns and cities
	42
	43
	10
	3
	2
	%


The most important tasks of the heritage are seen to be its educational value and its importance in generating tourism. Heritage was seen as being less important in terms of creating jobs and boosting the economy and promoting regeneration in towns and cities.

2.11 The findings of the English Heritage survey are supported by the results of another MORI survey conducted on behalf of the Commission for Architecture and the Built Environment (CABE, 2002).    This found that the vast majority of respondents (85%) said they were interested in how the built environment looks and feels, with 34% saying they agreed strongly.   A similarly high proportion of respondents said they felt that the quality of the built environment made a difference to the way they felt and helped improve the quality of life.

2.12 The research conducted for English Heritage asked people whether they agreed or disagreed with a series of statements about heritage. The key responses to these questions were as follows:

· the vast majority of people (85%) agreed with the statement that ‘heritage plays a valuable role in the life of the country’.  This included 37% who said that they agreed strongly with the statement.  It also found that around three-quarters of people agreed with the statement that 'what I love about Britain is its heritage';  

· very few people agreed that too much of the heritage is already preserved and nearly nine in ten (87%) are quite happy for public funds to be made available to preserve the heritage in this country; 

· over three-quarters of respondents (76%) agreed that their lives are richer for having the opportunity to visit or see examples of this country's heritage. For four in five people (82%), information about the heritage adds to life-long learning, the ability to carry on learning new things; and

· four in five people said they agreed that more effort should be made to make the heritage more accessible to them. The people most likely to strongly agree were those most likely to be affected by issues of cost and access - people over the age of 65, those in the DE social groups, people with an annual household income under £9,499 and people with a disability. This finding implies that the vast majority of people expect those responsible for the preservation of heritage to do more to improve access. 

2.13 To help determine the factors that prevent people from experiencing more of their heritage respondents were asked what could be done to make heritage more relevant to their lives. These results are shown in Figure 2 below.   One-fifth of all people said that there is nothing that could be done to make heritage more relevant. Nearly two in five (38%) however, mentioned access issues including reducing the entrance fees charged and making the heritage more accessible generally.
Figure 2 – Making heritage more accessible

	Base 2002
	%

	Improving access generally
	38

	Cheaper entrance fee
	14

	More accessible
	 6

	Cheaper for families
	 4

	Better transport facilities
	 4

	Free entry
	 3

	Improve disabled access
	 2

	More accessible for families/children
	 2

	More multi-cultural
	 1

	More access for all/appeal to a wider range of people
	 1

	Cheaper for elderly/OAPs
	 1


Source MORI (2000) for English Heritage

Attitude Surveys in London, Liverpool and Glasgow

2.14 English Heritage has also conducted surveys in Liverpool and London to gather information about local people’s attitudes towards their heritage.   In the Liverpool survey local residents were asked what sort of things they associated with the word ‘heritage’.   The responses to this question are shown in Figure 3 below.

Figure 3 – Things associated with heritage

	
	%

	Historic buildings and stately homes
	73

	Art galleries and museums
	62

	Historic gardens, parks and cemeteries
	61

	Local history
	56

	Ancient monuments
	54

	Archaeology
	30

	Canals and rivers
	28

	Countryside/landscapes
	26


2.15 The survey of London residents found similar results with almost two thirds of respondents (65%) saying that they associated heritage with historic buildings.  This was by far the highest response and was followed by ‘local places and history’ (26%), art galleries and museums (10%) and ancient monuments (10%).

2.16 The two surveys in London and Liverpool also confirmed the findings of the national survey conducted by English Heritage showing that people place a high degree of importance on the built heritage.    In the London survey 86% of respondents said that they agreed that heritage played an important part in the cultural life of the city.  This included 62% of respondents who said that they agreed strongly.    The equivalent figures in the Liverpool survey were 86% and 34%.     These figures can be compared with the fact that very few respondents to either survey said that they had no interest in the heritage whatsoever – 8% in London and 12% in Liverpool.

2.17 As well as recognising the cultural importance of the built heritage residents in both London and Liverpool could recognise its importance in relation to regenerating towns and cities.   In London 84% of respondents said that they thought heritage could play an important role in regeneration (including 53% who said that they agreed strongly).    The equivalent figure in Liverpool was 89% although here only 36% said that they agreed strongly.     

2.18 The importance placed on the heritage as a means of regenerating towns and cities by the people who responded to the surveys in London and Liverpool supports the findings of a report by the Joseph Rowntree Foundation which linked the maintenance of local buildings and heritage as a key factor in social cohesion and urban inclusion.  Indeed, in relation to one research site the report concluded that:

‘the closure/deterioration of ‘landmark’ local buildings has led to a loss of pride

in the area’s heritage, feelings of powerlessness, and a lack of confidence’.

Joseph Rowntree Foundation (1999)

2.19 Glasgow City Council conducted a survey of its Citizens’ Panel members in 2001 as part of a Best Value review of its heritage functions.    This survey found that the vast majority of respondents (73%) said that they were aware that the Council was involved in protecting the city's heritage.  The level of awareness rose with age, and was more pronounced among better off and more middle class households.   The survey also found that a high proportion of people were aware of terms relating to the protection of the built heritage such as ‘listed buildings’ (93%) and ‘conservation areas’ (86%).

2.20 Like the surveys conducted in England, the Glasgow survey showed that there were very high levels of support amongst local residents for the need to protect the built heritage.    Overall, 97% of respondents to the survey said they agreed that it was important to protect Glasgow’s built heritage, including 71% who said they agreed strongly.    Residents also agreed that the built heritage was important in terms of attracting investment and jobs to the city (86% agreed) but were slightly less likely to say the built heritage enhanced their enjoyment of the city.  Although 69% of respondents did agree with this statement only 30% said they strongly agreed.

2.21 As well as agreeing that it was important to protect Glasgow’s built heritage, the vast majority of respondents also agreed that the City Council should spend money to do so.   While the intensity of feeling was a little lower (only 54% strongly agreed) over 90% said they agreed with the council spending money in this way.

2.22 Research commissioned in preparation for the BBC2 television series Restoration provided a recent insight into public attitudes to the built heritage.   The research was based on a self-completion questionnaire that was completed by over 4,500 people including 321 in Scotland.   The key findings of this research can be summarised as follows:

· two-thirds of respondents said they were very or quite interested in the history of buildings in the area they lived in;  

· interest in the history of local buildings was substantially higher amongst older people (45+) and higher socio-economic groups;

· 13% of Scottish respondents said they were very interested in the history of local buildings and a further 50% said they were quite interested;

· the majority of respondents felt it was important to save a wide range of different types of buildings, however, more importance seemed to be placed on the oldest and highest profile buildings, including stately homes, castles and churches;

· 45% of respondents said that historical buildings should be restored wherever possible, compared to only 19% who said they should only be restored if they had a practical use today and 8% who said they should be knocked down to make way for something new;

· two-thirds of respondents claimed to visit a historical building at least once a year;  and   

· respondents were particularly interested in seeing what historical buildings looked like in their ‘heyday’ and finding out about the role of the building in history and about people who used to live in the buildings.  They were less interested in facts and figures about how it was built and the architectural or artistic importance of the building.   

Visits to heritage attractions

2.23 Another source of evidence about the public’s attitude towards the built heritage is their likelihood to visit heritage attractions and the claimed frequency of these visits.  There are a number of reports that show that visiting heritage sites is a popular activity amongst a large proportion of the population.   

2.24 The Heritage Monitor Report completed for the English Tourist Board in 2000/2001 estimated that 54 million people had visited heritage sites during the year and that two-thirds of these visitors had been UK residents.    The latest Tourism in Scotland report produced by Visit Scotland shows that visiting castles, monuments and churches is the single most popular activity with both UK visitors (39%) and overseas visitors (83%).

2.25 The MORI survey for English Heritage found that a total of 48% of respondents said that they would visit at least one historic/heritage site in the next year.    However, the survey also found significant variations in those saying they would attend an historical/heritage site based on age and social class.   Those aged between 45 and 64 were more likely than average to say they would visit an historic garden or park (51%) or go to an historic building or palace (49%).  The 16-24 age group, on the other hand, are particularly likely to say they will not visit such sites.  Those in social groups A and B, and to a certain extent C1s, were significantly more likely to say they were likely to visit historic sites than those in groups C2DE.  Those with children in their household, and non-whites were also less likely than average to think that they will visit an historic garden or park, building or palace, or ancient monument.   

2.26 The figure of 48% saying they expected to visit at least one heritage site in the next twelve months was mirrored by the same proportion claiming to have visited at least one historic building or palace in the last three months.  In fact, 13% said they have visited three or more such properties in that time period.  Among all visitors, the average number of visits was 2.2.  Again the highest average number of visits was among ABs (21% claimed to have made at least three visits) and people with degrees (30%).   These figures can be compared with the fact that in the same survey around half (48%) had been to the cinema in the last three months, averaging 2.8 visits each. 

2.27 These figures were supported by the results of a survey of visitors to Historic Scotland’s own properties conducted in 2002 (Historic Scotland, 2003).   This found that while almost two-fifths of the sample had not made any other visits to historic properties in the last year the average number of visits was 3.3.  The types of visitors more likely than average to visit other historic sites included Scottish residents (5.2 visits), day trippers (5.6 visits) and repeat visitors (4.8 visits).  Another survey commissioned by the English Arts Council in 1991 found that 33% said they visited historical or stately homes ‘nowadays’.     This was higher than for any other single category of cultural activity other than going to the cinema.  Of those who said they did visit historical properties, 30% did so 2 or 3 times a year and 20% claimed to make visits 4 or more times a year.   (Arts Council of England, 1991)

2.28 A 1999 survey for the Scottish Tourist Board and Scottish Natural Heritage (System 3, 2000) found that 65% of visitors from England and overseas associated Scotland with ‘interesting history and culture’.   The same survey found that in terms of the range of activities undertaken while on holiday in Scotland 69% said they had visited a built heritage site, whilst for 30% visiting castles, historic houses and stately homes and gardens was the main activity of their holiday.  This was by far the most popular of all of the main activities listed in the survey.    

2.29 Another indication of the appeal of the built heritage is the success of the annual Doors Open Days.  Originally launched in 1990 in two locations – Glasgow and Ayr – it hasand now expanded to be a national event featuring several hundred properties.    Given the nature of the event, it is difficult to estimate the number of people who visit participating properties.   However, in 2001 visitor surveys were distributed to over 19,000 people visiting participating properties.     This survey also revealed the strength of support amongst a section of the population for Scotland’s built heritage.   Amongst the key findings were the following:

· 96% of respondents said they thought Scotland’s built heritage was important;

· 88% of respondents agreed that public money should be spent on preserving the built heritage;  and

· 94% of respondents thought architectural and built heritage issues should be taught to children.

While this was clearly a self-selecting sample of people who were interested enough to visit a property during the Doors Open Days programme, it is another indication of the strength of support for Scotland’s built heritage.   

TV programmes relating to the built heritage

2.30 Another indication of the public’s interest in issues relating to the built heritage is the popularity of a number of television programmes about heritage related issues.   There has been a substantial increase in the number of programmes relating to the built heritage in recent years on both terrestrial and satellite/cable television channels. Many of these programmes have attracted substantial numbers of viewers across all age ranges and social groupings.    Channel 4’s Time Team archaeological programme, for example, regularly attracts between three to four million viewers for every programme shown.    The final of the BBC’s recent Restoration programme attracted 2.7 million viewers, with 2.3 million voting for the various properties featured.    In fact, the most popular programme was a programme that featured three Scottish properties – The Burra Croft in Shetland, the TB sanatorium in Aberdeenshire and Kinloch Castle on the Isle of Rhum.    This programme attracted some 3.4 million viewers of whom 86,000 voted for one of the three properties.

Young people’s attitudes towards the built heritage

2.31 A number of the surveys and reports described above have highlighted the fact that the built heritage appears to be less important to younger people than to older people.  This is evidenced by the fact that young people are less likely to say they have visited a historical property and are less likely to say they agree that it is important to protect the built heritage.   For example, in the Glasgow City Council survey while young people were as likely as older people to agree that the built heritage was important, they were substantially less likely to ‘strongly’ agree.    

2.32 The English Heritage survey suggested that one reason for this might be that  there were clear differences in time perspective between older and younger people, and this had implications for what counted as an historic site or building. Thus, for example, younger people in the survey were much more likely to feel that buildings and objects dating from the 1950s and 1960s counted as ‘heritage’. The authors of the report also stated that that their research suggested that when young people think about heritage, they focus on the individuals and the personalities involved and are less engaged with the building or the physical site involved. 

2.33 This view is echoed by Burke et al. (2001) who state that ‘young people’ and ‘heritage’ do not sit very comfortably together.  They argue that “Heritage doesn’t somehow seem a youthful word” and that for many young people heritage conjures up images of ‘day-tripping pensioners visiting country houses’  

Summary of key findings

2.34 While there is limited hard evidence about the attitudes of the Scottish public towards the built heritage it is possible to identify a number of key issues based on the evidence from elsewhere as well as other ‘‘proxy’’ indicators.   These can be summarised as follows: 

· there appears to be strong public support for conserving and maintaining the built heritage.   This can be seen in the results of the various surveys conducted by English Heritage as well as the survey conducted by Glasgow City Council;  

· people seem to value the built heritage in terms of its importance to tourism and as a way of encouraging people to learn about the past as much as for its intrinsic architectural or historical merit.    They are less likely to value the importance of the built heritage as a way of promoting regeneration or creating employment;

· there is strong public support for spending public money on maintaining and preserving the built heritage.   However, the literature reviewed does not provide evidence about how people would rate spending money on the built heritage against other competing priorities for public expenditure;  

· there is some evidence to suggest that older people and people from higher social groupings are more likely to place a high importance on maintaining and preserving the built environment.   They are also more likely to spend some of their leisure time visiting built heritage attractions;  

· the built heritage is a key element of Scotland’s tourism infrastructure.  This can be seen in terms of the factors which attract overseas visitors as well as the numbers of domestic  tourists who say that they have visited a built heritage attraction;  and

· the viewing figures for television programmes such as Time Team and Restoration, the growth in the civic trust movement and the success of events such as Doors Open Days can all be taken as indicators of a growing awareness about and interest in the built heritage.

CHAPTER THREE
STAKEHOLDER PERCEPTIONS

introduction

3.1 A key aim of the research was to investigate how Historic Scotland’s key partners and stakeholders perceive the work of the Agency. The research aimed to answer a number of questions about the perceptions of stakeholders:

· what are their attitudes towards the built heritage of Scotland?

· what do they know about the work of Historic Scotland?

· how satisfied are they with the effectiveness of Historic Scotland in the conservation, protection and interpretation of the built heritage?

· how could the services Historic Scotland provide be improved?

· how satisfied are stakeholders with Historic Scotland’s approach to partnership working?

3.2 Historic Scotland has a wide range of different stakeholders ranging from individual property owners to voluntary and public sector organisations with an interest and involvement in the built heritage.    This element of the research focused on stakeholders who could be regarded as ‘‘key influencers’’ given their interest and involvement in issues relating to the built heritage and the work of Historic Scotland.    The semi-structured interviews focused primarily on organisations that are active on a national basis, either within Scotland or on a UK basis, while the focus groups involved people with an interest in the built heritage at a more local level.

3.3 It is recognised that this does not necessarily represent a cross section of all Historic Scotland’s stakeholders; in particular it does not include individuals who have received grants from Historic Scotland or have been involved in consent casework with the Agency.   Nevertheless, it presents evidence based on the views and perceptions of a group of stakeholders who have considerable knowledge and understanding of Historic Scotland and its work.

3.4 Around 35 key stakeholders were initially identified by Historic Scotland.  These were drawn from a wide range of diverse organisations including other public agencies, voluntary organisations with an involvement in the built heritage, professional bodies and agencies involved in promoting tourism.   For a variety of reasons it was only possible to interview 26 of these stakeholders. By this stage in the research, however, it was apparent that there were a number of common themes emerging from the interviews.  It is, therefore, doubtful whether any additional interviews would have added significant insights.    

3.5 The focus groups were held in five different locations – Glasgow, Edinburgh, Perth, Inverness and Orkney.    They were attended by over 50 stakeholders drawn from three main groups – local authorities, professionals with an involvement in the built heritage and volunteers involved in civic and amenity groups. 

3.6 All of the interviews and focus groups covered a number of common themes which reflected the key questions set out in the research brief.   These issues were as follows:

· attitudes towards the built heritage;

· overall perceptions of Historic Scotland, including awareness of its work, level of contact and reputation;

· the effectiveness of Historic Scotland, including its main strengths and weaknesses;

· potential improvements, including areas where stakeholders felt Historic Scotland could be more effective; and

· the challenges that Historic Scotland would be likely to have to face in the future.

Attitudes towards the built heritage

3.7 While all of the stakeholders who participated in the research expressed strong support for the need to protect and conserve Scotland’s built heritage there were mixed views about its value to society.   Some stakeholders placed strong emphasis on the built heritage’s intrinsic value and the merit of conserving and protecting it as an end in itself.   Others were more likely to emphasise the value of the built heritage in educational terms and its role in teaching people about the historical heritage of the nation.    Finally, some stakeholders, particularly those from the tourism sector, placed most emphasis on the role of the built heritage as a visitor attraction and its subsequent economic value to Scotland.    These different perspectives about the value of the built heritage were inevitably reflected in different attitudes towards the approach that should be taken towards conservation and protection.   

3.8 Those stakeholders who emphasised the intrinsic merit of the built heritage were more likely to support protecting and conserving the integrity of buildings based exclusively on their architectural merit and significance.  Others, however, were more likely to place an emphasis on ‘living’ buildings and the need to ensure that they adapt to modern times in order to maintain their continued relevance.  A number of stakeholders said that they felt more emphasis had to be given to the end use of buildings rather than their physical features alone.  They argued that it was better to have derelict buildings brought back into use, even if this meant they had to be adapted and altered, rather than see them fall into further disrepair.    

3.9 A number of stakeholders questioned the use of the term ‘built heritage’ as they felt it placed too much emphasis on buildings.    Many of these stakeholders came from an archaeological background and felt that the term ‘built heritage’ did not fully reflect the significance and importance of many archaeological sites.  Other stakeholders felt that the use of the term ‘built heritage’ suggested that a clear distinction could be made between the ‘built’ and ‘natural’ heritage.   They suggested that in practice it was not possible to make such a clear cut distinction and that it was important to see buildings and other ‘manmade’ structures within the context of their setting and environment. 

3.10 While some stakeholders raised doubts about the use of the term ‘built heritage’ there were few suggestions of suitable alternative phrases.    What appeared to be more important to people was that whatever term was used, greater emphasis needed to be placed on the fact that the built heritage includes a wide range of different types of structures and not just ‘historic buildings’.   

3.11 Many stakeholders said that they felt that the general public were generally supportive of the need to protect and conserve the country’s built heritage.   While few were able to point to any statistical evidence to support this view, a number of stakeholders could cite specific examples where there had been strong public support for campaigns to protect specific buildings or structures.     A number of stakeholders also quoted the public interest in events such as ‘Doors Open Days’ and the interest stimulated by the recent TV programme Restoration as evidence of the fact that the public were concerned about the future of the built heritage.

3.12 While most stakeholders said they thought there was a strong natural support amongst the public for protecting and conserving the built heritage some said that this often only became apparent when a particular building or other structure was under threat.    Some stakeholders said it was difficult to get the public interested in issues relating to the built heritage except when a building that was seen as being significant to the local community or to individual members of the community was seen to be under threat of demolition.   A number of stakeholders felt that there was a need for more public education to raise awareness about the importance of the built heritage in general rather than simply focusing on specific buildings or other structures.

3.13 Some stakeholders said that they felt that the public were naturally sympathetic to ‘old buildings’ partly through a dislike for modern architecture and partly for nostalgic reasons.   However, they doubted the extent to which this natural empathy would extend to spending more public money on the built heritage if this was seen in the context of other competing priorities for public expenditure.  Many stakeholders felt that ultimately the public would only support the protection and conservation of the built heritage if they could be convinced of the wider economic and social benefits of doing this.   To some this meant being able to clearly demonstrate that ‘old buildings’ could be put to practical uses that would bring economic and social benefits to current generations as well as preserving the buildings for future generations.

3.14 A number of stakeholders, particularly those involved in tourism, said that there was evidence to suggest that most people who visit heritage attractions do so because of their historical significance rather than their intrinsic value as buildings.    They felt that the main thing that attracted many people to visit heritage attractions was they could identify with historical events or characters associated with the building or site.    This emphasises the importance of good quality interpretative materials that allow people to understand the historical significance of the built heritage in addition to the intrinsic value of the site in its own right.

Perceptions of historic scotland

Importance of Historic Scotland’s functions

3.15 The stakeholders who participated in the research were selected on the basis of their interest and involvement in the work of Historic Scotland.  It was, therefore, expected that they would place a high level of importance on the need to conserve and protect the built heritage.   This proved to be the case with all of the stakeholders, regardless of their interest or level of involvement, emphasising the importance of the built heritage as a national asset.    

3.16 There was also strong support for the role of Historic Scotland as the main body responsible for protecting and conserving the built heritage. Some stakeholders emphasised the importance of Historic Scotland’s statutory powers and its national remit, which they felt gave it a status and authority that other bodies in Scotland did not have.    Many stated that there was a need for a strong national Agency to perform the functions currently carried out by Historic Scotland and that ‘if it did not exist it would need to be invented’.

3.17 The vast majority of the stakeholders who were interviewed were aware that the Scottish Executive was reviewing the role and functions of Historic Scotland at the same time as this research was being conducted.    Many stakeholders had or were preparing to submit evidence as part of the Scottish Executive’s review and some had strong views about whether Historic Scotland should continue in its current form or whether it should continue to have responsibility for all of its functions.  While these questions were outwith the scope of this research it is fair to say that all the stakeholders recognised the importance of the functions currently carried out by Historic Scotland, regardless of their views about how these functions should be carried out in the future.

Contact with Historic Scotland

3.18 Almost all of the stakeholders who were interviewed said that they had regular contact with Historic Scotland.  Many people said that their contact with Historic Scotland was both formal and informal.   The formal contact tended to take the form of regular liaison meetings that were generally convened once or twice a year.   Formal contact also takes place in a range of different forums and working groups that Historic Scotland participates in along with other organisations that have an interest or involvement in the built heritage.   Informal contact is more regular and is more likely to be about operational matters.    This type of contact is also more likely to involve a wider range of Historic Scotland’s staff dealing with different aspects of the Agency’s activities.    

3.19 While most stakeholders welcomed the opportunities they had to have contact with Historic Scotland through formal liaison arrangements most of them seemed to place more value on the informal contact they had with staff at an operational level.    Staff were generally seen as being open, accessible and helpful and most stakeholders said they had good working relationships with staff at different levels within Historic Scotland.   Some stakeholders said that they had built up these working relationships over a number of years and that it helped if you knew which members of Historic Scotland’s staff dealt with particular issues.    These stakeholders said that it might not be as easy for someone who did not have regular contact with Historic Scotland to know which members of staff dealt with specific issues or had responsibility for particular activities.

3.20 Many stakeholders said their contact with Historic Scotland was primarily or even exclusively with one part of the organisation.   Those involved in tourism, for example, mainly had contact with staff from the Properties in Care Group (PIC) while others said that their contact was limited to staff from the Technical Conservation Research and Education Group (TCRE).    This clearly influenced the comments these stakeholders were able to make as they only felt able to comment on the activities of the part of the organisation that they had regular contact with.

3.21 A number of stakeholders who had regular contact with different parts of the organisation commented that, while they generally had good working relations with individual members of staff, there were sometimes difficulties in dealing with issues that cut across the responsibilities of different sections or teams within the organisation.  This was often attributed to poor internal communications within Historic Scotland with different sections of the organisation not knowing what was happening outwith their individual ‘silos’.      This was a source of frustration for some stakeholders who felt that it sometimes resulted in inconsistent decisions being taken with different parts of the organisation adopting different stances on particular issues.

Historic scotland’s strengths and weaknesses

Introduction

3.22 Stakeholders were asked about their perceptions of Historic Scotland’s main strengths and weaknesses as an organisation.  Some stakeholders said that they found it difficult to comment on the organisation as a whole as they felt that different parts of Historic Scotland had different strengths and weaknesses.    Others said that they were only able to comment on some parts of Historic Scotland as they did not have any knowledge of or contact with other parts of the organisation.    Many stakeholders, however, said that they were able to identify some strengths and weaknesses that they felt applied to the organisation as a whole, albeit that different parts of the organisation might demonstrate these to a greater or lesser extent.

3.23 Stakeholders identified a wide range of strengths and weaknesses that they felt Historic Scotland exhibited.  When these were analysed it became apparent that these could be clustered into a number of clear themes that were identified by a substantial number of stakeholders.    Some of these emergent themes apply to the organisation as a whole while others are more relevant to specific parts of the organisation.     This reflects the fact that some stakeholders only felt able to comment on those parts of the organisation with which they had regular contact.  However, it also reflects the fact that many stakeholders were able to identify strengths and weaknesses that they felt applied to specific parts of the organisation.

3.24 Strengths and weaknesses are often portrayed as opposite extremes.   In practice, they often form part of a continuum and reflect the fact that most organisations have clear strengths but also have areas of activity where there is scope for improvement.   This link between strengths and weaknesses was often emphasised by stakeholders who would say that Historic Scotland was strong in relation to one particular aspect of an activity but would go on to identify ways in which they could improve the way they carried out other aspects of the same activity.   It is, therefore, often possible to pair a perceived strength with an equivalent weakness or area where there is scope for improvement in the way the same activity is performed.      In other words, strengths and weaknesses can often be seen as ‘opposite sides of the same coin’.

3.25 The following sections summarise the main strengths and weaknesses identified by stakeholders.   These have been divided into those issues that appear to relate to Historic Scotland as an organisation and those that stakeholders felt applied to particular parts of the organisation.

Overall strengths and weaknesses

3.26 The key strengths and weaknesses which stakeholders perceived were demonstrated by Historic Scotland at an organisational level are summarised in Figure 4 below.    The following sections discuss the key issues emerging from the research in relation to stakeholders' perceptions about Historic Scotland’s main strengths and weaknesses.

Figure 4 – Organisational wide strengths and weaknesses

	Overall Summary



	Strengths
	Weaknesses

	Agency status is seen as a symbol of government commitment to the built heritage and providing the potential to influence other parts of the Scottish Executive.
	A perceived lack of influence within the Scottish Executive and with other agencies and organisations.

	National perspective giving a broad overview and ability to look at issues on a national basis.
	Centralised structure is seen as being a weakness when it comes to dealing with local issues and engaging with local communities.

	Statutory powers that allow HS to intervene in order to protect and conserve buildings and monuments under threat.
	Implementation of statutory powers can lead to conflicts and frictions resulting in negative publicity.

	Staff who are professional, committed, enthusiastic and knowledgeable.
	Bureaucratic systems and procedures are seen as being inflexible and stifling creativity and innovation.

	Reputation as being ‘best in field’ in terms of technical expertise and experience.
	Expertise can sometimes be perceived as being ‘intellectual arrogance’ or a ‘we know best’ attitude of mind.

	Funding to support the conservation and preservation of the built heritage is seen as a major strength.
	Funding is limited and there is a perceived need for more transparency about how funding priorities are established.

	Properties in care are seen as being a major asset that can be used to ‘showcase’ the best aspects of the built heritage in Scotland.
	The commercial aspect of the management of properties in care is sometimes seen as being in conflict with the need to conserve and protect the assets.

	A recognised source of expertise and knowledge about the built heritage.
	Fragmented organisational structures and poor internal communications are perceived as barriers to the sharing of expertise and knowledge within the organisation.


Status and influence

3.27 A number of stakeholders said that they thought it was important that there is a national agency linked to the Scottish Executive that had overall responsibility for the conservation and maintenance of the built heritage.  These stakeholders felt that this status is important to emphasise the importance of the built heritage and as a symbol that the Scottish Executive is committed to conservation and protection.   However, there was also a strong perception amongst many stakeholders that, despite its status as an agency of the Scottish Executive, Historic Scotland is not very influential and has a lack of ‘clout’ with both Ministers and other parts of the Scottish Executive.    There was also a perception that this lack of influence has resulted in the built heritage being ‘sidelined’ and a failure to emphasise its importance in relation to a number of the Scottish Executive’s policies e.g. the National Cultural strategy, Tourism strategy and the Architectural policy.

A national organisation

3.28 Many stakeholders said that they thought that one of Historic Scotland’s key strengths is that it is a national organisation and therefore able to take a national perspective on issues related to the built heritage.  In many stakeholders' minds this was linked to the question of the status of the organisation as a national agency.  There was also a strong perception that it gave the organisation a scale and scope that would not otherwise be possible.    Some stakeholders also felt that as a national agency, Historic Scotland is able to attract talented staff and act as a centre of excellence in terms of knowledge and expertise.

3.29 While stakeholders generally saw the fact that Historic Scotland is a national agency as an important strength there were some who felt that it resulted in the organisation operating in a highly centralised manner.    Most of these stakeholders supported the need for a national agency to protect and conserve the built heritage but felt that Historic Scotland could operate in a more decentralised or devolved manner.      A number of these stakeholders said that they felt there is a strong perception that Historic Scotland is very ‘Edinburgh centric’ and as such is not sufficiently sensitive to the needs of local communities throughout Scotland.   The perception of centralisation was often expressed in general terms, however, it was also made specifically in relation to Historic Scotland’s Inspectors with several stakeholders saying that this aspect of the Agency’s work should be more decentralised.

3.30 A number of stakeholders recognised that there is a need to achieve economies of scale and ensure that Historic Scotland has access to specialist skills and expertise.   They acknowledged that there is a danger that decentralisation could result in a dilution of these skills and expertise.   However, many also felt that this danger needed to be seen in the context of a need to be seen to be more sensitive to the needs of local communities and to work closely with local organisations.

Statutory powers

3.31 Many stakeholders said the fact that Historic Scotland has a range of statutory powers that could be used to ensure that the built heritage is protected and conserved is a major strength.    There was a perception that it is the existence of these powers that gives the Agency its ‘teeth’ and the power to intervene when an aspect of the built heritage is under threat.     Most stakeholders felt these regulatory powers are necessary but there were mixed views about how Historic Scotland actually uses these powers in practice.

3.32 A number of stakeholders commented that any organisation which has to exercise regulatory powers will from time to time find itself being unpopular with some people and may even have to take decisions that will be controversial.     However, there was also a perception that one of the reasons that Historic Scotland in particular seemed to be open to criticism for the way that it exercises its regulatory powers is that it is not good at explaining the reasons for its decisions.    A number of stakeholders said they felt that Historic Scotland often found itself being criticised, not necessarily because of the merits of a particular decision, but because it had not properly explained the reasons for taking the decision.    

Quality staff

3.33 Many stakeholders praised the quality of Historic Scotland’s professional staff.    Staff appear to be generally regarded as skilled, experienced, enthusiastic and committed to the conservation and protection of the built heritage. This is viewed as being one of the organisation’s major strengths by stakeholders.    The quality and commitment of individual members of staff was one of the reasons why many stakeholders said they had positive working relations with Historic Scotland at an operational level.   

3.34 Stakeholders were more likely to ‘blame’ systems and procedures than individual members of staff for any problems or frustrations in working with Historic Scotland. A number of stakeholders said they thought that many of the Agency’s procedures, particularly its financial procedures, are unnecessarily bureaucratic.    There was a strong view amongst some stakeholders that many of these procedures could be simplified and made more ‘user friendly’.     Some stakeholders went as far as saying that they thought Historic Scotland’s procedures sometimes got in the way of it achieving its objectives.

Technical expertise

3.35 Technical expertise was the strength that was most frequently cited by stakeholders.   Most stakeholders acknowledged that Historic Scotland had a very good reputation in terms of its technical skills and expertise.    Many stakeholders said they would look to Historic Scotland to provide them with technical advice and assistance and that the quality of the advice they receive is generally of a very high standard.   There was also a strong feeling that this role as a ‘centre of excellence’ could really only be provided by a national government agency with the ability to attract quality staff with the necessary skills and expertise.    

3.36 While almost all of the stakeholders who were interviewed said that the expertise of the Agency’s staff was one of Historic Scotland’s main strengths some also said it could equally be seen as a potential weakness.    Some stakeholders said that Historic Scotland staff are experts in their field and are often personally committed to a particular aspect of conservation of the built heritage.  While this was often seen positively there was also a feeling that it could sometimes lead to a perception of a ‘we know best attitude’ or as one stakeholder described it a tendency towards ‘intellectual arrogance’.    This could cause problems in relationships with external stakeholders, particularly when they do not have the same level of professional expertise as Historic Scotland’s own staff.

Funding

3.37 The funding that Historic Scotland provides to individuals and organisations to support the protection and conservation of the built heritage was cited as a key strength by a substantial number of stakeholders.    This appeared to apply equally to the provision of repair grants to property owners and the funding of external organisations, including voluntary groups involved in promoting the built heritage.   Both of these forms of funding were seen as essential elements of the overall framework for protecting and conserving the built heritage.   The fact that Historic Scotland is able to provide this funding was seen as a major strength by many stakeholders who said without it the built heritage in Scotland would be ‘poorer’.

3.38 While many stakeholders said that Historic Scotland’s funding was a key strength they were equally likely to cite the overall level of funding available as a weakness.   Many stakeholders said the amount of funding available, particularly for repairs grants to property owners, is not sufficient to meet the need for finance.   To some stakeholders their perception that the level of funding available to support the protection and conservation of the built heritage was a key barrier to Historic Scotland fulfilling its objectives.    
Properties in care

3.39 A number of stakeholders said that Historic Scotland’s property portfolio is a major strength for the Agency.  Several stakeholders said that the scale and breadth of the portfolio is a major asset that could be used to ‘showcase’ best practice in terms of the management, protection and conservation of the built heritage.    Other stakeholders said that the Agency’s own properties could be used to get people interested in the built heritage and as such performed a major educational role.  Stakeholders from the tourist sector emphasised the importance of Historic Scotland’s properties, particularly some of the high profile sites such as Edinburgh and Stirling castles, in forming an important element of Scotland’s tourism ‘product portfolio’.

3.40 There were more mixed views amongst stakeholders about the commercial aspects of the management of Historic Scotland’s properties.  While a few stakeholders felt that the properties could be more effectively managed on a commercial basis there was a substantially larger number who had some doubts about the commercial dimension to the management of Historic Scotland’s properties in care.   These doubts ranged from tolerating ‘commercialism’ as long as it clearly benefited Historic Scotland’s wider objectives of protecting and conserving the built heritage to outright opposition to the Agency having any commercial role.

3.41 As previously described a number of stakeholders identified strengths and weaknesses that were more specific to particular aspects of Historic Scotland’s work.   The following sections summarise the key strengths and weaknesses identified by stakeholders in respect of the Agency’s three principal operational groupings, namely:

· Heritage Policy Group (HPG)

· Properties in Care Group (PIC)

· Technical Conservation Research and Education Group (TCRE)

Heritage Policy Group – strengths and weaknesses

3.42 The Heritage Policy Group (HPG) within Historic Scotland is responsible for carrying out the Agency’s responsibilities for listing buildings, scheduling ancient monuments and associated consent casework.    It is also responsible for administering the repair grants scheme and providing funding to voluntary organisations.      Many of these functions are regulatory in nature and bring the Agency into direct contact with owners of individual properties and heritage sites.     HPG is, therefore, in many ways the ‘public face’ of Historic Scotland particularly at a local level.   

3.43 The key strengths and weaknesses which stakeholders perceived were demonstrated by the Heritage Policy Group (HPG) within Historic Scotland are summarised in Figure 5 below.    The following sections discuss the key issues emerging from the research in relation to stakeholders' perceptions about HPG’s main strengths and weaknesses.

Figure 5 – Heritage Policy Group – strengths and weaknesses

	Heritage Policy Group (HPG)

	Strengths
	Weaknesses

	Statutory powers to list historic buildings and scheduled monuments together with the associated consent requirements is seen as being an essential element of the framework for conserving and protecting the built heritage.
	Inconsistency in the implementation of statutory powers, particularly in relation to issuing of consents, is perceived as being a weakness by many stakeholders.

	The setting of uniformly high standards for the repair and maintenance of historic buildings is seen as being important to preserve the built heritage for present and future generations.
	Lack of flexibility and an overly ‘purist’ approach which leads to an unwillingness to compromise or negotiate is seen as a weakness by many stakeholders

	The availability of repairs grants for owners of historic buildings is seen as being an important incentive to encourage conservation and preservation work.  
	The limited amount of money that is available and a perceived lack of clarity about how funding priorities are determined is seen as a weakness in the system.

The inability to fund on-going maintenance costs is also seen as being a weakness in the system.

	The knowledge and expertise of individual members of staff including Inspectors is widely acknowledged. 
	The knowledge and expertise of individual members of staff is felt to be variable.   In addition, there is a perception that some staff have different views that can lead to inconsistencies in approach.   

	Funding to voluntary organisations is seen as being important and necessary to encourage greater interest and involvement in areas such as archaeology and the built heritage.  
	While the funding is welcome it is seen as being limited and generally only available to fund specific initiatives rather than core costs.   


3.44 As previously discussed most stakeholders see the system of listing, scheduling and associated consent requirements as an essential element of the framework for protecting and conserving the built heritage in Scotland.     Most people said that they saw these powers as being necessary to safeguard the built heritage and also felt that they should be administered by a national body, in order to ensure that uniformly high standards are applied throughout the country.   The potential to bring a consistent approach to exercising these regulatory powers was, therefore, seen as one of Historic Scotland’s key strengths.   However, there were mixed views amongst stakeholders about the extent to which this consistency is actually being achieved in practice.

3.45 Stakeholders were generally supportive of the need for a regulatory system and Historic Scotland’s role in administering this system.   The main weaknesses that were identified by stakeholders concerned the way the system is administered rather than the substance of the system itself.    Some stakeholders felt that there is a lack of consistency in terms of the approach taken towards individual consent cases.   This was attributed to the fact that different members of Historic Scotland staff can take different approaches in similar circumstances.    Most stakeholders felt there is a need for flexibility and an element of individual discretion is required to ensure that each case is dealt with on its individual merits.    However, there was also a strong feeling that apparent inconsistencies in how casework is handled by Historic Scotland staff are perceived to be one of the organisation’s main weaknesses.   Some stakeholders said this is sometimes based on misunderstandings or poor communications, which means that the reasons for particular decisions are not always explained effectively.   Others said that there was a perception that the system is too subjective and that individual members of staff are able to take decisions based on their personal preferences rather than a consistent set of rules or guidelines.

3.46 A major concern for a substantial number of stakeholders was the approach taken in dealing with consent cases.   Some stakeholders said that there is often a strong perception that Historic Scotland is inflexible and sometimes takes a ‘purist’ approach when considering individual consent cases.    This was seen as sometimes leading to unrealistic demands that are either not practical or economically feasible.    Another commonly cited area where there was a perception of inflexibility is the need to adapt buildings to meet modern standards, both in relation to modern living conditions, for example, the need for central heating and double glazing, or to meet statutory requirements, for example, for disabled access or building regulations.   A number of stakeholders said that there was often a feeling that Historic Scotland is unwilling to compromise or negotiate over these issues when dealing with consent cases and that this reinforces the ‘we know best’ perception of the Agency.

3.47 The ability of Historic Scotland to award repairs grants to property owners was seen as an important strength that has a significant impact on the protection and conservation of the built heritage.   Repair grants were generally seen as a ‘carrot’ to encourage property owners to conserve and protect their property as opposed to the ‘stick’ of regulatory powers.    Stakeholders generally welcomed the availability of funds to finance repairs grants but they also identified a number of weaknesses in the way the system operates currently.

3.48 Inevitably the amount of funding available for repairs grants was seen as a weakness that undermined the system.   Many stakeholders felt that there is a need to provide substantial additional resources in order to meet demand for repairs grants.   There was also a strong view that if funds needed to be rationed there also needs to be more clarity about how relative priorities are determined.   Some stakeholders said that there is currently a lack of transparency about how priorities are set and how decisions about applications for repairs grants are determined.   Other stakeholders said that they thought a more pro-active approach should be taken to administering the repairs grants system with funds being earmarked for specific types of project or types of building that have particular merit in relation to the built heritage of Scotland.   

Properties in Care Group – strengths and weaknesses

3.49 The PIC group within Historic Scotland is responsible for the management and presentation of over 300 properties and historical sites.   The stakeholders who were interviewed during the research generally felt that these properties are well managed and that they have an important role to play in ‘showcasing’ Scotland’s built heritage.   They also acknowledged that Historic Scotland’s properties included some major visitor attractions that are important in terms of the tourism industry.    
3.50 The key strengths and weaknesses which stakeholders perceived were demonstrated by Properties in Care (PIC) group within Historic Scotland are summarised in Figure 6 below.    The following sections discuss the key issues emerging from the research in relation to stakeholders' perceptions about PIC’s main strengths and weaknesses.

Figure 6 – Properties in Care – strengths and weaknesses

	Properties in Care (PIC)

	Strengths
	Weaknesses

	Scale and breadth of property portfolio and its geographical spread are seen as being a major strength.
	Some stakeholders feel that promotion and marketing focuses too much on those properties that are commercially successful.

	Quality of interpretative materials and programme of events is seen to have improved considerably in recent years.
	While most stakeholders think that events help attract people to properties, some think that they detract from their intrinsic value.

	Presentation and management of properties in care is generally seen to be good and demonstrate best practice.
	Some stakeholders think that the ‘commercial imperative’ has resulted in works being undertaken that conflict with the conservation of buildings.

	Commercial marketing materials generally seen as being professional and effective. 
	Some stakeholders felt that more effort should be made to jointly market the totality of the built heritage in an area rather than just HS’s own properties. 

	Educational materials and outreach work in relation to properties in care is generally viewed positively.
	More efforts could be made to provide educational materials relating to the less well known properties.

	Efforts to promote access to properties and sites are generally seen to be improving.
	Some stakeholders felt that the charging regime at some properties prevented access.  Others thought that some form of discount should be available to encourage members of local communities to visit properties.


3.51 The scale and breadth of Historic Scotland’s property portfolio is seen by stakeholders as being one of its main strengths.   The fact that it is geographically spread across Scotland is also perceived as a strength, as it is seen as being a genuinely national portfolio.  A number of stakeholders, however, felt that the Agency does not actively promote or market all of its properties with equal vigour.    Some said that they felt that Historic Scotland devotes most of its marketing activities to its most popular properties and in particular those that generate income through admission charges.    This was seen as being a direct result of the ‘commercial imperative’ which means that Historic Scotland has to be seen to be competing for market share and generating revenue from its property portfolio.    Some stakeholders said that they perceived that leading attractions such as Stirling and Edinburgh castles were being used as ‘cash cows’ in order to generate revenue rather than promote Scotland’s built heritage.
3.52 Most stakeholders felt that the presentation of Historic Scotland’s properties in care is generally very good.  A number of stakeholders said they felt that the quality of interpretative and educational materials relating to many of the properties had improved over recent years and is now of a high standard.   There were, however, a minority of stakeholders who felt strongly that the commercial dimension to the management and presentation of some properties is in danger of detracting from their protection and conservation.  These stakeholders generally acknowledged that a balance has to be struck between attracting visitors and conserving the integrity of buildings and sites but many felt that in some cases the ‘commercial imperative’ is the overriding factor that is driving decisions.   There was also a perception that the commercial dimension could sometimes lead to works being done to properties that other owners of heritage attractions are not  allowed to carry out.    They felt there is a danger that this could be perceived as sending out a negative message that essentially said ‘do as we say not as we do’.
3.53 The vast majority of stakeholders accepted that Historic Scotland needs to manage its properties in a professional and commercial manner.   There are, however, more doubts about the extent to which this is perceived to lead to the Agency promoting its own properties in competition to other heritage attractions.   A number of stakeholders felt that there is more scope for Historic Scotland to work in partnership with the owners and operators of other heritage attractions.    A number of stakeholders said they felt that there should be more joint promotion and marketing to present a more holistic picture of the built heritage at both a national and a local level.    
3.54 Historic Scotland was generally seen to be taking positive steps to promote access to its properties and this commitment was seen as a strength by many stakeholders.   There were, however, some stakeholders who felt that the level of charges at some properties is a barrier to access particularly for people who are socially excluded.   Some stakeholders also suggested that some form of discount scheme for local residents would help encourage local communities to take a greater interest in their built heritage. 
Technical Conservation Research & Education Group – strengths and weaknesses

3.55 The Technical Conservation Research and Education Group within Historic Scotland supports the practical conservation of the built heritage through research, technical publications, promoting best practice and support for skills training.

3.56 The key strengths and weaknesses which stakeholders perceived were demonstrated by the Technical Conservation Research and Education Group (TCRE) within Historic Scotland are summarised in Figure 7 below.    The following sections discuss the key issues emerging from the research in relation to stakeholders' perceptions about TCRE’s main strengths and weaknesses.

Figure 7 – Technical Conservation Research and Education Group – strengths and weaknesses

	Technical Conservation Research and Education (TCRE)

	Strengths
	Weaknesses

	Staff are seen as being professional, enthusiastic and committed.
	Some stakeholders felt that the lack of recent practical experience of working on conservation projects was a weakness.

	Viewed as being a centre of excellence that can provide expert advice and assistance to practitioners.  
	Viewed as being open and accessible but only to those ‘in the know’.  Need for more promotion to a wider audience.  

	Commitment to work with others to promote skills development and the use of traditional materials.
	Some stakeholders feel that sometimes  a ‘purist’ approach is pursued that might not be practical or commercially viable.

	Technical publications seen as being informative and well researched.
	Some stakeholders felt that there should be more consultation about the topics to be covered by technical publications. 

Other stakeholders felt that the publications could be made more accessible both in terms of the language used and the way they are marketed.  

	Forward thinking and prepared to be innovative to find solutions to problems. 
	Some stakeholders felt that the need to work within the constraints of being a public Agency was sometimes a barrier to innovation.  

	Good at networking with other organisations and professional bodies. 


	While this was generally seen as a strength some stakeholders felt there could be closer joint working particularly at the early stages of preparing advice and publications etc. 


3.57 The vast majority of stakeholders said that the staff in TCRE are highly skilled and that their expertise is one of Historic Scotland’s main strengths.   The staff were also regarded as being strongly committed and enthusiastic advocates of the need to protect and conserve the built heritage.  Many stakeholders said that the technical staff employed by Historic Scotland have very good reputations and are often the leading experts in their field nationally and sometimes internationally.     This was seen as being a major strength not just for Historic Scotland but also for the benefit of the wider built heritage movement in Scotland.

3.58 Those stakeholders who had worked closely with TCRE said that they felt that its staff are committed to working in partnership with others and are generally willing to share their expertise and provide advice to others.     A few stakeholders said that while many TCRE staff are technically skilled and knowledgeable, some may lack recent practical experience of working on conservation projects and that this can sometimes be perceived as a weakness.    Some suggested that there is perhaps a tendency to be too academic at times and a failure to recognise some of the practical constraints of working in the ‘real world’.   

3.59 Many stakeholders praised the technical publications produced by TCRE.   Those who had seen them said they were generally comprehensive and informative, demonstrating the technical expertise of the staff responsible for producing them.  Some stakeholders did, however, raise one or two doubts about the accessibility of the technical publications.   Some said they weren’t sure how aware people are of the existence of the publications and how widely they are promoted.    Others felt that the language used in some of the publications is sometimes too technical and that this might be a barrier to some people using them.    Finally, a few stakeholders suggested that there should be more consultation with others, not just about the content of technical publications but also about the topics for future publications to make sure they are relevant to the needs of potential users.

3.60 Some stakeholders said that while TCRE did have a bit of a reputation for being academically focused it also works closely with others to develop innovative solutions to problems facing those involved in practical conservation projects.    The work in relation to addressing skill shortages and promoting professional development was often cited in this context.   This was seen as being an area where the Agency is taking a leading role and was prepared to ‘think out of the box’ in order to find solutions to problems.

3.61 Some stakeholders said that while TCRE generally works well with other organisations and is effective at networking it sometimes appears to work in isolation.    This was felt to be the case particularly at the early stages of developing new ideas or initiatives where stakeholders felt they could have more input.    There was also a feeling amongst some stakeholders that TCRE is fairly isolated within Historic Scotland and perhaps does not have a great deal of influence over the work of other parts of the Agency.    As a result some stakeholders felt that the Agency does not make effective use of the expertise that exists within the group.

Challenges for the future

3.62 The final thing stakeholders were asked during the interviews and focus groups was to identify what they thought would be the key challenges that Historic Scotland would face during the next few years.  A wide range of varied issues were identified in response to this question.  In analysing these responses, however, it is possible to identify some clear clusters of responses that relate to specific themes.    These themes can be divided into two broad categories.  Firstly those issues which relate to the policy environment within which Historic Scotland will need to operate over the next few years and secondly operational delivery issues where stakeholders felt there is scope for improvements in the way the Agency undertakes its activities.     

3.63 The main themes that were identified by stakeholders as potential future challenges for Historic Scotland are summarised in Figure 8 below.     The main challenges identified by stakeholders are then discussed in greater detail in the following sections.  

Figure 8 – Future challenges

	Policy Environment
	Operational Delivery

	Move the built heritage further up the political agenda.

Demonstrate the economic and social value of the built heritage and the contribution it can make to urban regeneration.

Establish stronger linkages between the built heritage and other policy agendas.

Develop a more integrated approach to dealing with the built and natural heritage particularly in conservation areas.

Continue to address issues related to skill shortages and continued professional development in building conservation.

Deal with issues relating to climate change including the threat of coastal erosion.

Develop sectoral strategies concerning specific aspects of the built heritage e.g. churches, agricultural buildings etc.

Take a leading role in developing a  strategic approach to promoting the tourist potential of the built heritage

Increase interest in the built heritage through education, life long learning and public awareness campaigns.
	Better public relations and external communications to develop a higher profile for the Agency and the built heritage in general.

More effective partnership working by building stronger relationships with key stakeholders.

Building better relationships with local authorities and working in partnership to develop local built heritage strategies.

Responding to local needs within a national framework.

Developing simpler and more transparent procedures for setting priorities and taking funding decisions.

Continuing to refresh and improve the presentation of properties in care to continue to attract new visitors.

A more effective approach to customer care needs to be adopted.  Staff need to be equipped with people skills to complement their technical expertise and skills. 

More integrated working and improved internal communications to break down internal organisational barriers.

More support for voluntary organisations involved in promoting the protection and conservation of the built heritage.


Policy challenges

Promoting the value of the built heritage

3.64 A major challenge identified by a large number of stakeholders was a need for Historic Scotland to improve its public relations and develop a higher profile.   This was seen as being necessary not only to improve the image of the Agency itself but also to raise the profile of the built heritage as a policy issue in an effort to move it further up the political agenda.     Stakeholders generally felt that Historic Scotland is good at promoting its own properties but is less effective in promoting other aspects of its work.   There was also a strong feeling that the Agency should play a greater role in promoting the value of the built heritage in general in order to emphasise its importance to decision makers and the general public.

3.65 Most stakeholders were strong supporters of the built heritage for its intrinsic value.  However, they also recognised that there is a need to demonstrate the economic and social benefits of protecting and conserving the built heritage in order to build up a larger constituency of support for the work of Historic Scotland and other heritage organisations.   A number of stakeholders said that there is a need to place more emphasis on the role the built heritage could play in regeneration in towns and cities as well as the contribution it could make to improving the quality of life for local communities.   This was part of a wider theme touched upon by many stakeholders, which concerned placing the built heritage in the context of other wider policy agendas such as sustainability and social justice.   

Stronger links with other policy agendas

3.66 The relationship between the built and natural heritage was a theme that was also mentioned by many stakeholders.   Some felt that there is often a false distinction made between the built and the natural heritage when in fact they are in many ways indivisible.   This led many people to suggest that one of the key challenges that Historic Scotland would face over the next few years would be to build closer links between the built heritage and the wider environmental movement.    This could include greater joint working with Scottish Natural Heritage at a national level but a number of stakeholders also suggested that there is a need for Historic Scotland to give greater attention to the integrated management of heritage buildings and sites within their natural setting.    

Skills development

3.67 A number of stakeholders suggested that a key challenge for the future protection and conservation of the built heritage in Scotland would be the need to ensure there are sufficient people with the skills required to undertake conservation work.    There were two aspects to this that were mentioned frequently by stakeholders.  The first related to the need to ensure that there is a sufficient supply of tradesmen with traditional skills such as stone masonry while the second involved the promotion and encouragement of continuing professional development for professionals such as architects, surveyors and engineers.   Both of these issues were seen as being key challenges in order to ensure that there is a good supply of trained and experienced people available to undertake conservation projects to a high standard.   

Climate change

3.68 Climate change was seen as being a major challenge for the built heritage by a number of stakeholders.   There were particular concerns about the potential impact of coastal erosion and the subsequent threat to some important aspects of the built heritage.    It was recognised that this is an issue that Historic Scotland has already started to address but that it is likely to become even more important in the future.   This was also an area where Historic Scotland’s ability to take a national overview of the issue was seen to be a major strength and one of the reasons why stakeholders felt that the Agency should take a lead on the issue.

Sectoral strategies

3.69 As well as developing an overall strategy for the conservation and protection of the built heritage in Scotland, a number of stakeholders suggested that there is a need for Historic Scotland to take a lead in developing ‘sectoral’ strategies for particular aspects of this heritage.    This suggestion was often based on a strong view that there are certain types of buildings or sites that are perceived to be under particular threat or that required specific measures to ensure they are protected and conserved for the benefit of future generations.   Examples cited by stakeholders included churches, agricultural buildings and certain types of vernacular buildings, particularly in rural areas.

Developing the heritage tourism market

3.70 Most stakeholders recognised that the built heritage is going to continue to play an important role in relation to tourism.   However, there was also a perception amongst some stakeholders that the heritage tourism sector is fragmented and lacks a unified strategy for promoting the built heritage as an important strand of the tourism industry.    There was also support for Historic Scotland taking a leading role in co-ordinating and promoting the heritage tourism sector as a whole rather than just focusing on its role as a provider of specific visitor attractions.    This could include undertaking an audit of the economic value of the built heritage from tourism that could be used to attract further investment into the sector.

Education and life-long learning

3.71 The final key challenge identified by stakeholders was the need to increase public awareness of the importance and value of the built heritage.     Education was seen as playing a vital role in this context both in terms of formal education, within schools, colleges and universities, but also in relation to informal education at a local community level.   In the latter context a number of stakeholders said there is a need for Historic Scotland to build closer links with voluntary and community organisations involved in delivering community learning opportunities.   It was also suggested that more support should be given to local amenity and civic societies to allow them to undertake educational and promotional activities designed to increase public awareness of the importance of the built heritage.

Operational challenges

More effective partnership working

3.72 There was a strong view amongst many stakeholders, particularly although not exclusively from voluntary organisations, that Historic Scotland could be more effective in working in partnership with others.  This was often based on a perception that there is a need for greater coordination in the wider built heritage sector encompassing national agencies, local authorities and voluntary and community based organisations.     Some stakeholders felt that this wider sector was extremely fragmented and that Historic Scotland could play a role in supporting and encouraging more liaison and joint working between different organisations.   

3.73 There was also a clear expectation that Historic Scotland could take a more pro-active role in establishing partnerships with local authorities.  Many stakeholders felt that local authorities had a key role to play in protecting and conserving the built heritage but that many currently did not have either the political will or the resources required to fulfil this role effectively.   There was also a feeling that the development of Community Planning provided an opportunity to develop a more integrated approach towards the built heritage at a local level and that Historic Scotland should be seeking to exploit this opportunity by encouraging Community Planning partnerships to develop built heritage strategies.

Responding to local needs

3.74 While there was strong support for a national agency responsible for promoting the protection and conservation of the built heritage there was also a strong feeling that Historic Scotland needed to do more to demonstrate that it is responsive to the needs of local communities.    Many stakeholders said that the Agency is perceived as being highly centralised and as a result not responsive to the needs of local communities.    A key challenge, therefore, is to balance the need for a national perspective with an understanding of the different needs of different communities.    This may involve introducing an element of decentralisation and devolved decision making as well as developing closer working relationships with local authorities and other local organisations with an interest in the built heritage.  

Streamlining procedures and making them more transparent

3.75 The need to streamline and simplify many procedures, particularly financial procedures, was highlighted as an issue by a number of stakeholders.    There was a strong perception that many of these procedures are unnecessarily complex and bureaucratic, designed for administrative convenience rather than the needs of ‘customers’. The need for greater consultation with stakeholders prior to the introduction of new systems was also an issue raised by a number of stakeholders who felt that this would help ensure that procedures met the needs of users and are ‘fit for purpose’.   

3.76 There was recognition amongst most stakeholders that resources for the repair and restoration of the built heritage would continue to be limited.    As a result many stakeholders emphasised the need for a clearer system of priorities for targeting resources at areas of greatest need.  It was also suggested that the procedures for making funding decisions need to be more transparent to ensure that resources are being distributed on the basis of these agreed priorities.   

Managing properties

3.77 Stakeholders clearly see the management of properties in care continuing to be an important aspect of Historic Scotland’s work in the future.   In this context two key challenges were identified.   Firstly, many stakeholders felt there is a need for better promotion and marketing of some of Historic Scotland’s less well known properties and not just the major visitor attractions.   This was seen as being important in order to raise greater awareness about the breadth of different types of properties and sites that contribute to Scotland’s rich built heritage.  The second issue, which was raised by those with an involvement in tourism, was the need to continually refresh and improve the presentation of properties in order to create new visitor experiences.    This was seen as being essential if the properties are to continue to attract visitors in an increasingly competitive tourism market.   Investment in good quality interpretation and events that would help visitors enjoy the experience of visiting a property was perceived as being an essential aspect of the effective management and presentation of Historic Scotland’s property portfolio.
Relationship management

3.78 The final challenge identified during the research was the need for Historic Scotland to develop a more effective approach to managing relationships with stakeholders and others who have contact with the Agency.     There were a number of issues raised by stakeholders that suggest that Historic Scotland needs to improve the way it interacts with individuals and organisations that it has to work with on a regular basis.

3.79 There was a strong perception that Historic Scotland needs to improve the way it communicates with stakeholders.    Regular communication is one of the most effective ways of building strong relations with stakeholders and the research suggests that many stakeholders feel that Historic Scotland should improve the way it communicates with external organisations.   This applies in particular to the development of new policies or procedures and setting priorities for funding.

3.80 The technical expertise and skills of Historic Scotland’s staff are highly regarded but there was a perception that more work needs to be done to develop their interpersonal and ‘people’ skills. Perceptions of an organisation are driven by people’s experience of contact with the organisation’s staff.   It is, therefore, important that staff who have regular contact with external individuals and organisations have well developed ‘people’ skills as well as good technical skills.     

3.81 Finally, there was a strong perception amongst stakeholders that Historic Scotland is internally fragmented and that internal communications are poor.   There was a strong view that there is a need for a more ‘joined up’ approach to dealing with individual issues as well as in the development of new policies and procedures.    This suggests a need to find ways of breaking down internal barriers and promoting more integrated working across different parts of the Agency.    

Summary of key findings

3.82 A key objective of this study was to examine the perceptions of Historic Scotland’s key partners and stakeholders about the work of the Agency.   The stakeholders who participated in the research were extremely diverse and came into contact with Historic Scotland in a variety of different ways.   Despite this there were some consistent themes that emerged from the research that clearly indicate how stakeholders view Historic Scotland.   These can be briefly summarised as follows:

· stakeholders are generally supportive of the need for a national agency with overall responsibility for the protection and conservation of the nations built heritage.   This is perhaps unsurprising given the involvement and interest of most of the stakeholders in issues related to the built environment.   It does, however, suggest that there is an underlying level of support for the work of Historic Scotland that can be built upon;

· there are some concerns that Historic Scotland does not have a high profile and that it is perceived to lack influence within the Scottish Executive.   There is also a feeling that the built heritage is not seen as a political priority and as a result its importance has not been emphasised in a range of policy initiatives;

· there is also strong support for Historic Scotland’s regulatory powers as a necessary part of the framework for protecting and conserving the built heritage.   There is also evidence to suggest that most stakeholders recognise that in exercising these powers Historic Scotland will often have to make difficult decisions that will not always be popular;

· stakeholders think that Historic Scotland needs to be more flexible in the way it exercises its regulatory functions.   They also believe that there is a need to be more open and to communicate the reasons for taking decisions more effectively;

· Historic Scotland’s technical expertise as well as the knowledge and expertise of its staff are highly regarded.   There is, however, a danger that this can sometimes result in an overly academic approach or be perceived as ‘intellectual arrogance’;

· there are mixed views about the presentation and management of properties in care.  It is acknowledged that many of these properties make an important contribution to the tourism industry.  There are, however, some concerns about the impact of the ‘commercial imperative’ on other aspects of Historic Scotland’s work.    In particular there are concerns that it may compromise the conservation of the properties and restrict Historic Scotland’s ability to promote the wider built heritage, including other visitor attractions; and

· many of the challenges that Historic Scotland will face in the future relate as much to the way it does things as to what it actually does.    In particular, there appears to be a need to improve its approach towards working in partnership, engaging stakeholders and managing its relationships with the individuals and organisations it comes into contact with.

CHAPTER FOUR
KEY FINDINGS AND CONCLUSIONS

4.1 This research had two broad objectives. These were to:

· examine attitudes towards the built heritage in Scotland; and

· consider the perceptions of Historic Scotland’s key partners and stakeholders about the work of the Agency.

The following sections consider the main findings to emerge from the study in relation to each of these objectives.   It also draws some conclusions about the implications of these findings for Historic Scotland.

Attitudes towards the built heritage

4.2 There is an absence of any primary data about the attitudes of the Scottish public towards the built heritage in Scotland.   There has been no Scotland wide survey of public opinion to examine attitudes towards the built heritage.   There have, however, been surveys of this type conducted in England and occasional studies conducted in some parts of Scotland.  Many of the stakeholders who participated in the study felt there was a need for a large scale survey to examine public attitudes towards the built heritage on a similar basis to the MORI polls conducted by English Heritage.   There was also an expectation that the responsibility for commissioning such a survey clearly rested with Historic Scotland as the main Agency with responsibility for the protection and conservation of the built heritage in Scotland.

4.3 The studies of public opinion which have been conducted suggest that there is strong public support for the built heritage and that people value it as an important part of the cultural life of the country.   There is also evidence to suggest that people recognise the educational, economic and social benefits of protecting and conserving the built heritage.   The polls also suggest that people agree that it is important to spend public money on protecting and conserving the built heritage, however, there is limited evidence of the extent to which people would rate this as a priority in relation to other calls on public funds.

4.4 Public interest in the built heritage can also be deduced from a range of proxy indicators including visitors to heritage attractions, viewing figures for television programmes about the built heritage and the numbers of people participating in events such as ‘Doors Open Days’ and ‘National Archaeology Week’.    The growth in the voluntary built heritage sector, measured by a substantial increase in the number of local civic and amenity societies as well as archaeological and historical societies is also an indication of growing awareness of the importance of the built heritage.

4.5 There are concerns amongst many stakeholders that there is no overall strategy or vision for the protection and conservation of the built heritage in Scotland.    This is perceived by many to be an indication that the built heritage is not a political priority within either the Scottish Executive or the Scottish Parliament.  This lack of political support is partly attributed to the fact that the wider economic, social and environmental benefits of protecting and conserving the built heritage have not been demonstrated or clearly articulated.   

4.6 There are a large number of statutory agencies, voluntary organisations, businesses and individuals who have an involvement or interest in the built heritage.   The research suggests that there is a need for better networking between different parts of the sector and for more effective partnership working.   A more unified sector would potentially have a stronger voice which would help raise the profile of the built heritage and promote greater public understanding of its importance. 

4.7 There are clear expectations amongst many stakeholders that Historic Scotland as the lead agency with responsibility for the protection and conservation of the built heritage should be taking a more proactive role in promoting greater public awareness of the importance of the built heritage.    There is also a strong view that the Agency should work more closely with other stakeholders at both a local and a national level to develop an overall vision for the future of the built heritage in Scotland.    

Conclusions

4.8 The absence of any reliable statistical data makes it difficult to state with any degree of certainty the extent to which the Scottish public support the need to protect and conserve the country’s built heritage.  The evidence from elsewhere suggests that the public are likely to be instinctively supportive of the built heritage and recognise its importance.   However, a national public opinion survey, similar to those conducted by English Heritage, would provide much more reliable evidence of public attitudes towards the built heritage.   Historic Scotland is the natural body to commission such a survey and this is something that would be widely welcomed by those involved in the built heritage movement.
4.9 There is a need for a clearer articulation of the wider economic, social and environmental benefits of the built heritage.   This would help raise awareness of the built heritage’s importance amongst both the general public and policy makers.     It would also emphasise the importance of the built heritage in relation to a range of other policy priorities and the contribution it can make to the achievement of wider policy objectives.    
4.10 There are clearly a wide range of organisations and individuals with an active interest in the built heritage either professionally or on a voluntary basis.   This should be seen as a strength and an indication of the importance attached to the built heritage by a large number of people.   However, the built heritage sector is currently very fragmented and lacks either a unified vision or clear leadership.   Historic Scotland is well placed to provide both this vision and leadership by encouraging and supporting greater co-ordination, co-operation and collaboration between various ‘players’ with an involvement or interest in the built heritage.   This in turn would raise the profile of the built heritage and help promote greater recognition of its importance.
Perceptions of historic scotland

4.11 Historic Scotland has a wide range of stakeholders, ranging from other government agencies to individual property owners.   The stakeholders who were involved in this research all had an interest or involvement in the built heritage, to a greater or lesser extent.   In most cases this was an ‘institutional’ involvement.  In other words their involvement in the built heritage came through either being employed by or being a member of an organisation with an interest in the built heritage.   The research did not seek to examine the perceptions of individual stakeholders such as owners of listed buildings, repair grant recipients or members of the general public.      

4.12 The stakeholders who participated in the research were generally fairly well informed about and interested in the work of Historic Scotland.   They were also generally supportive of the functions and activities that Historic Scotland currently undertakes.   There was a recognition that the statutory powers and duties undertaken by Historic Scotland were necessary in order to protect and conserve the built heritage.  It was also widely acknowledged that these functions were appropriate to be undertaken on a national basis by some form of government agency.
   

4.13 Most of the stakeholders involved in the research were supportive of Historic Scotland’s role and functions and felt these are important in order to protect and conserve the built heritage.   However, it is fair to say that many of the stakeholders would probably describe themselves as ‘critical friends’.    

4.14 Historic Scotland was generally viewed positively in terms of many of the individual activities it undertakes.   Properties in care were seen as being well managed and well presented, the Agency's technical expertise and knowledge was highly regarded and the provision of funding to property owners and organisations was appreciated. It was also acknowledged that the Agency carried out its regulatory functions efficiently, although there was also a recognition that this could result in it having to make difficult decisions that were not always popular.   In other words there was general satisfaction with what Historic Scotland does as an agency and a recognition that its role is important in relation to the protection and conservation of the built heritage.

4.15 There was more dissatisfaction amongst stakeholders about the way Historic Scotland conducts its day to day business.   This appears to be more about the way the Agency does things rather than what it actually does in terms of activities and functions.  There was a general perception amongst stakeholders that the Agency is centralised, inflexible, insensitive to local needs and does not engage effectively with external stakeholders.     There was also a strong feeling that many of Historic Scotland’s procedures, particularly its financial procedures, are unnecessarily complex and bureaucratic.   In other words the main concerns about the way Historic Scotland operates focus on whether it is doing things right in terms of its organisational culture, management style and operational systems and procedures.

4.16 There is also evidence to suggest that many stakeholders would like to see Historic Scotland taking on a wider enabling or leadership role rather than, as they would see it, simply delivering a range of discrete functions.    Many stakeholders felt there is a lack of an overall vision for the built heritage in Scotland and were clearly looking to Historic Scotland to provide this.     

4.17 There was also a strong feeling that the Agency needs to improve the way it engages with external organisations and individuals.    This applies at both strategic and operational levels.   At a strategic level there was a perceived need for an overarching strategy for the built heritage that would be developed in consultation with a range of stakeholders who have an interest or involvement in the issue.    This would provide a strategic framework not just for Historic Scotland as an agency but for all organisations involved in the protection and conservation of the built heritage in Scotland.   At an operational level there were concerns about the effectiveness of Historic Scotland’s communications and consultation with individual stakeholders.   There was a strong perception that poor communications and a lack of consultation is often the source of many of the criticisms and complaints about the way Historic Scotland conducts its business.

4.18 The final key area where many stakeholders had concerns related to the management of Historic Scotland’s own properties.   There were concerns that the need to act commercially, in order to raise income, was perceived as being a barrier to the Agency promoting the built heritage in general rather than simply its own properties.   Many stakeholders felt that Historic Scotland should be more active in forging partnerships with other providers of built heritage attractions at both a local and a national level.    There was also a strong feeling that more of the Agency's marketing resources should be devoted to promoting the built heritage in general rather than a limited number of its own properties.

Conclusions

4.19 The importance of Historic Scotland’s functions and responsibilities are widely recognised by stakeholders.   Most stakeholders feel that these functions need to be carried out by a national agency with strong statutory powers.   There is also a general recognition that Historic Scotland’s staff have the knowledge and expertise to perform these functions effectively.    

4.20 Stakeholders clearly want to see Historic Scotland taking on a stronger leadership and enabling role demonstrating its concern for the built heritage in its widest sense rather than simply administering a discrete range of functions.    This would imply a need for a stronger corporate working approach within the Agency itself as well as more effective partnership working with external organisations at both a national and local level.

4.21 The key areas where stakeholders would like to see improvements in the way Historic Scotland conducts its business relate to internal management systems, organisational culture and style, as well as the need for developing improved relationships with external stakeholders.  Relationship management appears to be a key issue for the Agency both in terms of its engagement with the wider built heritage sector and in terms of how it relates to individuals it comes into contact with in undertaking its functions.     

4.22 Communications is also an area where there appears to be scope for improvements.  This is necessary in order to raise greater awareness of the importance of the built heritage.  It is also seen as being important to raise greater awareness about Historic Scotland’s role in protecting and conserving it.
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	Sean O'Reilly
	Architectural Heritage Society Scotland

	Sid Patten
	Scottish Building

	Stephen Spencer
	National Trust for Scotland

	Susan Denyer
	International Council on Monuments and Sites UK

	Terry Levinthal
	Scottish Civic Trust

	Tom Wright
	VisitBritain

	Victoria Collison Owen
	Scottish Churches Architectural Heritage Trust


ANNEX 2:
Participants in Focus Groups

Glasgow

	Name
	Organisation

	Mr James Miller

Ms Beverley Ballin Smith

Mr Paul Hughes

Professor Arthur Morris

Mr Hugh McBrien

Mr Henry Abram

Mr Patrick Lorimer

Mr Michael Hitchin

Ms Helen Barnard 
	North Ayrshire Council

Department of Archaeology

East Renfrewshire Council

Helensburgh and District Civic Society

West of Scotland Archaeology Service

The Trades Hall of Glasgow 

ARP Lorimer and Associates

Kyle and Carrick Civic Society

Pollokshields Heritage Society


Edinburgh

	Name
	Organisation

	Ms Fiona McDonald

Mr Andrew Millar

Mr Alan Rodger

Dr Stuart Eydmann

Mr Oran Campbell

Mr Mark Douglas

Mr Barry Teasdale

Mr Steven Edwards

Mr Alan Stevens
	Edinburgh World Heritage Trust

Clackmannanshire Council

Falkirk Council

West Lothian Council

Lincoln and Campbell Architects

Scottish Borders Council

Peebles Civic Society

Inveresk Village Society  

Musselburgh Conservation Society  


Perth

	Name
	Organisation

	Dr Micheil MacDonald

Mr Ian McLaren

Dr Alistair Mason

Mr Graham Stephen

Mr Raymond Sutton

Mr Geoff Moy

Ms Rachell Tilling

Mr John Stevens

Ms Chartrose Baillie
	Strathearn Society

Perth Civic Trust

Banff Preservation Society

The Montrose Society

The Montrose Society

Fife Council

Perth and Kinross Heritage Trust

Dollar Civic Trust

Dollar Civic Trust


Orkney

	Name
	Organisation

	Ms Caroline Wickham-Jones

Ms Anne Brundle

Ms Daphne Home Lorimer

Ms Julie Gibson

Ms Sheila Faighney

Mr Bill Hamilton

Iain Hiddle
	The Orkney Museum

Orkney Archaeology Trust

Archaeology Department, Orkney Islands Council

Orkney Tourist Board

Orkney Heritage Society

Orkney Heritage Society


Inverness

	Name
	Organisation

	Mr Peter Winthorpe

Mr Alastair Hamilton

Mr John Duncan

Mr John Wood

Mr Colin Munro

Mr Richard Leith

Mr Fergus Murray

Mr Lachlan Stewart

Mr Iain Wilson
	Highland Council

Shetland Islands Council

Planning and Development Services

The Highland Council

Thomas Munro and Company Architects 

Aberdeenshire Council

Shetland Islands Council

ANTA

Western Isles
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� Some stakeholders clearly had strong views about the future structure and functions of Historic Scotland.  However, as these questions were the subject of a separate review being undertaken by the Scottish Executive it was felt that they were outwith the scope of this review.





PAGE  

