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Revised draft - Paris 26.03.98

DRAFT OF A STRATEGIC PLAN 1999 - 2002 FOR ICOMOS,
ITS NATIONAL AND
ITS INTERNATIONAL SCIENTIFIC COMMITTEES

INTRODUCTION

In developing a Strategic Plan, ICOMOS has set forth its mission and the aspirations
of the organization.

The mission responds to the questions: "What is ICOMOS today? and What does
ICOMOS aspires to in the future?"

The Goals answer the question: "What is ICOMOS committed to achieving?" The Goals
set overall objectives that take the long term view.

The Strategies answer the question: "How is ICOMOS going to make its goals a
reality?” And the Strategies guide ICOMOS in its day-to-day operations and decision-
making.

Tasks respond to the question: "What short term initiatives does ICOMOS need to
establish in order to support a particular strategy?"

MISSION STATEMENT

ICOMOS - the International Council on Monuments and Sites - is the internationai
non-governmental organization of professionals, practitioners, institutions, and other
bodies committed to and supporting the conservation/preservation of the cultural
heritage of all peoples. ICOMOS is collegial and committed in spirit, and universal in
its concerns. Through its membership and the exchange of information and
expertise, ICOMOS forms an international network that defines, improves and
promotes conservation/ preservation principles, standards, research, responsible
practice and innovation.

GOALS

1. TO PROVIDE LEADERSHIP IN THE CONSERVATION/PRESERVATION OF THE
WORLD'S CULTURAL HERITAGE

Strategies:

a) To define and refine conservation/preservation philosophy, standards and
practice by development of charters, recommendations, guidelines and
other statements of principle such as the Declaration of Rights to Cultural
Heritage or Codes of Ethics.

b) To promote the exchange of expertise and information in order to
stimulate and extend the state-of-the-art in conservation/preservation
practice worldwide.

¢} To establish collaboration, partnerships and alliances with related
professional bodies and institutions,

d) To promote, through its membership, the participation and sense of
belonging to a dynamic international community of professionals and
experts in the field of conservation/preservation.

e} To provide a framework for organising on an interdisciplinary basis the
professions involved in the conservation/preservation of cultural heritage.



TO PROVIDE A FORUM FOR THE EXAMINATION OF ISSUES RELATING TO
CONSERVATION/PRESERVATION OF THE CULTURAL HERITAGE
THROUGHOUT THE WORLD

Strategies:

a) To provide a relevant forum for examining conservation/preservation issues
among international and national bodies, practitioners and others through
various means such as International Scientific Committees, symposia,
triennial general assemblies, publications, activities of National
Commmittees, local and regional activities, and the Internet.

b) To offer its members the mechanisms for examining and analysing
conservation/preservation practice and issues, as well as an opportunity for
involvement in their examination through the work of National and
International Scientific Committees or partnerships such as the Blue Shield
and other initiatives.

c) To provide mechanisms for the exchange of information on the state-of-
the-art in conservation/preservation, and on cultural heritage at risk.

TO PROVIDE EXPERT ADVICE IN THE FIELD OF CONSERVATION/
PRESERVATION OF THE CULTURAL HERITAGE THROUGHOUT THE WORLD

Strategies:

a) To mobilize expertise through its membership and its partnerships by the
work of its National and International Scientific Committees, through
programs such as Blue Shield and by commissioning expert missions.

b) To assist governments and institutions in the development and review of
conservation/preservation programs, and the examination of
conservation/preservation issues through missions, symposia, workshops,
program and project development, partnerships.

c¢) To examine issues relating to the World Heritage Convention including
advising the World Heritage Committee on nominations, expert missions
and reporting, and on related ideas and intellectual development.

d) To work with and through regional and intergovernmental organizations
such as the World Bank, IDB, OAS, ALECSO, Council of Europe, and SPAFA.

e) To inform and influence decision-makers at all levels.

TO SERVE AS A FORCE FOR EDUCATION & COMMUNICATION IN THE FIELD
OF CONSERVATION/PRESERVATION OF THE CULTURAL HERITAGE
THROUGHOUT THE WORLD

Strategies:

a) To promote education and training as a means for improving the quality of
practice, work and standards by offering continuing education for
practitioners, by disseminating information concerning professional
standards, by coordinating training programs, disseminating Charters and
Guidelines, and by offering and advising on academic programmes.

b) To develop and implement communication, through publication and
information activities such as a serial ICOMOS Newsletter and ICOMOS
Scientific Journal, by occasional publications like the “20 Books" on
national conservation/preservation practices, by producing working papers
and reports on conservation/preservation practice, by making use of new
information technologies i. e. the Internet, and by managing and
disseminating information through the Documentation/Information Centre.



TO BE AN ADVOCATE FOR THE CONSERVATION/PRESERVATION OF THE
CULTURAL HERITAGE THROUGHOUT THE WORLD

Strategies:

a)

b)

c)

d)

e)

To defend the cause of conservation/preservation and act as an
independant and dedicated supporter for its integration in public policy
making concerning economic and social development.

To promote public awareness, appreciation and involvement in heritage
conservation/preservation.

To play an intermediary role between those with different perspectives
including owners and managers of the cultural heritage, conservation
professionals, decision makers, policy makers, the general public and
others.

To promote the adoption of international conventions and other standards
designed to protect and preserve the cultural heritage such as the World
Heritage Convention, The Hague Convention, and the Convention on Illicit
Tralffic.

To disseminate information concerning the environmental, social,
educational and economic benefits of conservation/preservation.

TO ENSURE THE SUSTAINABILITY OF ICOMOS

Strategies:

a)

b)

c)

d)

e)

f)

To ensure effective management, administration, and a strong international
Secretariat.

To ensure financial stability through the yearly payment of national
membership dues, marketing programs, project management and
fundraising.

To establish ICOMOS membership as essential to professional conservation/
preservation practice in both public and private sectors, in academia and
training programs, and among related disciplines.

To develop the ICOMOS membership base through the articulation and
implementation of a membership development strategy, and to adopt and
achieve specific target figures for all categories of membership including
supporters, sponsors and corporate membership, governmental and
institutional membership.

To develop, maintain and service a broad-based, active ICOMOS
membership worldwide and among the disciplines of conservation/
preservation through, for example, a membership directory, a database for
missions, and through the development of attractive membership services,
privileges and benefits.

To encourage membership among a variety of disciplines, supporters,
sustainers, governmental and non-governmental institutions, and young
professionals through program for membership development and students
membership and exchanges.

This Strategic Plan is to be reviewed at the beginning of each triennum.
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CONCLUSION

On the whole the present draft of the "Principles" is appropriate
and approvable. ICOMOS should have such a doctrinal text as the
addendum to the Venice Charter covering the specific field con-
cerned. We will support its adoption at the 1999 General Assembly
in Mexico.

SUPPLEMENTAL COMMENTS

During our discussion, only three portions of the present draft met
with somewhat severe criticism, as follows

(1) Paragraph a) in Article 5 had better be deleted

Some colleagues insist that any intervention can not be "reversible"
in the strict sense of the word. Other colleagues, referring to
unclearness of the word "reversible", still understand that the true
intention of Paragraph a) is to make any steps of an intervention
capable of being restored at the next intervention when deemed nec-
essary, because we must always examine well balanced ways of inter-
ventions particularly for historiec timber structures, which require
periodic preservation treatments of various degrees. In our opinion
Paragraph a) has no significance other than that of two Paragraphs
b) and c¢) combined.

(2) The logic structure of Article 8 is not agreeable

Its first half should be revised so that its second half may be in-
troduced with an affirmative adverb such as "consequently" or
"therefore" instead of "however".

As stated in the preamble, the "Principles" consider "the great
variety of actions and treatments required for the preservation and
conservation" of historic timber structures. We believe that the
preservation treatment through +the dismantling and reassemling
process can be, according to circumstances, not only the best or
"ideal" intervention but also "the minimum intervention" from a long
-range view.

(3) The first sentence of Article 8 seems to be insufficient.

We propose to insert the words "its earlier state" between "its his-
toric integrity” and "or its original design". Even if this isertion
is not allowed with reference to the Venice Charter, we would like
to understand that the intention of the present wording is not con-
tradictory to "earlier state" prescribed in the Burra Charter.

E - 3

These are our conclusion and supplementary comments on the draft of
the "Principles for the Preservation of Historic Timber Structures”.
We would be grateful if the International Wood Committee could
review the portions indicated above and make amendments accordingly
in due course
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6th DRAFT, FOR REVIEW BY ALL ICOMOS COMMITTEES AND OTHERS

ICOMOS CULTURAL TOURISM CHARTER
MANAGING TOURISM AT PLACES
OF HERITAGE SIGNIFICANCE

Introduction
The Charter Ethos

Cultural heritage encompasses artefact collections, cultural landscapes, heritage
places and built environments, as well as past and continuing traditions and activities.
It records and expresses long processes of cultural change, forming the essence of
diverse national and regional identities and is an integral part of modern life. The
collective memory and particular cultural heritage of each community or locality is an
irreplaceable resource and a central basis of future cultural development.

ICOMOS, the International Council on Monuments and Sites, in collaboration with
other international organisations, is dedicated to the protection, conservation and
presentation of cultural heritage. It recognises that individual heritage places have
differing levels of cultural significance, some with manifest universal values, others of
regional or local importance. Management of those resources within a framework of
internationally recognised standards, appropriately applied, is usually the
responsibility of their particular community.

Among the primary objectives for managing cultural heritage is the communication of
its significance and need for its conservation, both to its host community and to
visitors from elsewhere. Reasonable physical or intellectual access to cultural
development and cultural heritage, should be accepted as a basic human right. This
right of access brings with it a duty of respect for the heritage resources, interests and
equity of the present-day host community and for the culture or cultures from which
that heritage evolved.

The Dynamic Interaction between Cultural Heritage and Tourism

Tourism has long been and remains one of the foremost vehicles for cultural
exchange, providing a personal experience, not only of that which has survived from
the past, but of the contemporary life and society of others. At a time of increasing
globalisation, the protection, conservation and presentation of cultural diversity and
cultural heritage, at regional, national and intemnational levels, is an essential
challenge for all peoples.

ICOMOS recognises that the achievement of a sustainable balance between modem
life, the expectations of visitors and conservation objectives, presents many
challenges and opportunities. Excessive or poorly-managed tourism and tourism
related development, associated with heritage places, can threaten the physical
integrity and significant characteristics of those places, including their natural and
ecological setting . It may also adversely affect the intangible culture and lifestyles of
host communities and degrade the quality of the visitor's experience of the place.
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Tourism has become an increasingly complex phenomenon, bearing economic,
social, cultural, educational, scientific, ecological and aesthetic dimensions. It is a
major factor in many national and regional economies and can be an important
generator of development, when managed successfully. Cultural diversity, cultural
heritage and living cultures are major attractions and generators of sustainable
tourism.

ICOMOS recognises the benefits that tourism can bring to individual communities and
acknowledges that tourism can provide an important means and motivation for
communities to care for and maintain their heritage places and continuing traditions.
Co-operation among conservationists, the tourism industry, owners, policy makers,
those preparing national development plans and site managers can lead to a
sustainable tourism industry and protect heritage resources for future generations.

Objectives of the Charter
The Objectives of this revised ICOMOS Cultural Tourism Charter are:

* To encourage those involved with the conservation and management of heritage
places and collections to make them accessible to the host community and visitors.
Conservation and presentation of cultural heritage resouirces must be undertaken
in an equitable manner, in order to achieve the high degree of public awareness
and support necessary for their long term sustainability.

» To provide a basis for dialogue and co-operation between conservation interests
and the tourism industry, as both are aware of the importance and fragile nature of
cultural heritage resources and the need to achieve a sustainable balance between
conservation objectives and the economic development of the host community.

* To provide decision makers with guidelines for the formulation of strategies and
policies in the field of culture related tourism.

In addition,

¢ The Charter supports other ICOMOS objectives and initiatives in cultural heritage
conservation at regional, national and intemational levels.

* The Charter recognises that there are many individuals, organisations and
govemnment agencies who have interests, responsibilites and obligations in
managing the interaction between cultural heritage resources and tourism. It
encourages their involvement in achieving the objectives of the Charter.

* The Charter recognises the opportunities and challenges inherent in making
heritage places and collections physically or intellectually accessible to visitors,
while accepting that the long term sustainability of cultural heritage resources
requires that priority is given to their careful and co-operative management.

* The Charter's Principles provide a framework for achieving a sustainable balance
between conservation, tourism and the economic development of the host
community. It encourages the formulation of detailed guidelines by interested
parties, reflecting their specific circumstances or the requirements of particular
organisations and communities.
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Cultural Tourism Charter Principles
Principle 1

Since tourism is one of the foremost vehicles for cultural exchange,
conservation of the significant characteristics of heritage places should
include the provision of opportunities for a personal experience and
understanding of cultural heritage by the host community and visitors.

1.1

Cultural heritage is both a material and spiritual resource, the narrative of cultural
development, within a natural and ecological context. It has an important role in
modem life and should be made physically or intellectually accessible to the general
public. Management of heritage places and collections should go beyond the
protection and conservation of the physical remains, artefacts, intangible aspects and
cuitural context, by facilitating reasonable and well managed personal access and
interpretation programmes for the host community and the visitor.

1.2

Interpretation should make the cultural significance of heritage resources relevant to
the everyday life of the host community and the visitor, by using appropriate forms of
media to present historical and cultural information, in a contemporary manner.

1.3

Interpretation programmes should present the significance of heritage places within
the past experience and present cultura! diversity of the area and the host community,
including that of minority cultural or linguistic groups. The visitor should be informed
of differing cultural values that may be ascribed to a particular heritage resource.

Principle 2
The dynamic relationship between Cultural Heritage and Tourism should
be managed to achieve a sustainable future for both.

2.1

Heritage resources have an intrinsic value for all people as an important basis for
cultural diversity and social development. The protection and conservation of heritage
places and collections should take precedence over other considerations, however
justified these may be from social, political, economic or cultural viewpoints.

2.2

The retention of the authenticity of heritage places and collections is important. It is
an essential element of their cultural significance, as expressed in the physical
material, collected memory and intangible traditions that remain from the past.

23

The interaction between heritage resources and tourism is dynamic and ever
changing, generating both opportunities and challenges. It is important to minimise
potentially adverse implications for the heritage place or collection when planning or
evaluating related tourism projects and developments. A sustainable balance must be
sought between the protection of the heritage resource, retention of significance, the
needs of the visitor and the values and aspirations of the host community.
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Principle 3
Conservation Planning for Heritage Places should ensure that the Visitor
Experience will be worthwhile and enjoyable.

3.1

The planning and implementation of conservation, interpretation, visitor management
and development activities should be based on a clear understanding and continuing
research, of the specific, often complex cultural significance of the particular heritage
place or collection, including its relative significance at intemational, national and
regional levels.

3.2

Respect for the sanctity of spiritual places, practices and traditions should be given
precedence by site managers, visitors, policy makers, planners and tourism operators.
Visitors should be encouraged to behave as welcome guests, respecting the values
and lifestyles of the host community, rejecting theft or illicit trade in cultural property
and conducting themselves in a manner which would generate a renewed welcome,
should they retum.

3.3

Comprehensive programmes for tourism activities at heritage places should optimise
the visitor's understanding of the significant characteristics and enable them to enjoy
the visit in an appropriate manner. Visitors should be able to experience the place at
their own pace, if they so choose.

3.4

Tourism development projects should take account of the aestheticand cultural
dimensions, cultural landscape, natural characteristics and ecological context of
heritage places when building infrastructure. Preference should be given to using
local materials and to take account of local architectural or vernacular styles. When
establishing the visitor carrying capacity of a place, consideration should include the
access and transportation implications generated by excessive numbers of visitors.

Principle 4
Host communities and indigenous peoples should be involved in planning
for tourism to heritage places.

4.1

Representatives of the host community, at national and local levels and relevant
indigenous peoples who may exercise traditional rights or responsibilities over their
own significant sites, should be involved in the process of establishing goals,
strategies and protocols for the identification, conservation, presentation,
management and interpretation of their irreplaceable cultural heritage resources.

4.2

While cultural heritage has a universal value, the wishes of some communities or
indigenous peoples to restrict or manage physical, spiritual or intellectual access to
certain traditions, beliefs, activities, artefacts or sites should be respected.
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Principle 5
Conservation of Cultural Heritage in the context of Tourism should
generate employment and educational opportunities for local people.

5.1

Conservation and tourism policy making should promote measures for an equitable
distribution of the benefits and burdens of tourism between developed and developing
countries or regions.

5.2

Tourism activities at heritage places should aim to provide equitable employment and
training opportunities at all levels, for the host community, especially for women, in
order to raise the level of socio-economic development and contribute to poverty
alleviation.

5.3
Consideration should be given to including skilled or well trained site interpreters from
the host community when communicating the cuitural values of a heritage place.
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Heritage interpretation and education programmes, both at the place and elsewhere,
should engender a knowledge and respect for cultural heritage, while encouraging the
relevant community to take a direct interest and involvement in safeguarding its
heritage resources.

5.5

Management programmes for tourism at heritage places should include education,
research and training opportunities for policy makers, planners, architects,
interpreters, conservators and those in the tourism industry. Participants should be
aware of the issues, opportunities and problems encountered by their colleagues.

Principle 6
Tourism Promotion for Heritage Places and Collections should be based
on their identified Cultural Heritage characteristics.

6.1

Tourism promotion programmes and products for any heritage resource should
responsibly inform potential visitors of the specific and authentic heritage
characteristics and of the need to protect and conserve that heritage. Realistic
expectations will enhance the visitor's understanding of the place or collection, their
respect for its integrity, context, intangible nature and enjoyment of the experience.

6.2

Tourism promotion programmes, which generate excessive numbers of visitors at
particular heritage places or collections should be avoided, since the visitor
experience and potential to understand the place will be degraded.

6.3

The promotion, distribution and sale of local crafts, in the tourism context, should
provide an economic return to the host community, assisting them to safeguard their
cultural and heritage resources and their related traditional activities.
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