CHAPTER 1: INTRODUCTION 

Introduction
This study has been designed to analyse the provision, by the Welsh Archaeological Trusts (hereafter WATs), of archaeological planning advice in Wales. The effectiveness of the service will be evaluated, and the current level of expertise assessed by data gathering and analysis.  Unusually for this type of service, it is provided by a third sector organisation as a statutory function for Welsh Government, and provides the means within the development process of managing the impact of development of the buried and upstanding archaeological resource, and its setting, to preserve this cultural inheritance for future generations.

This chapter provides the background and context to the study, and the key issues that are apparent, leading to the rationale as to why this study is necessary; the efficacy and provision of the service has not previously been evaluated 

Policy
The archaeological planning service, its operation and strategy, is set within the hierarchy of The Well-being of Future Generations (Wales) Act, introduced in 2015 (Welsh Government, 2015b), and includes the Planning (Wales ) Act 2015 (Welsh Government, 2015a) and the Historic Environment (Wales) Act 2016. The hierarchy relationship chart can be viewed in Appendix One. As an overarching broad scale strategy, this aims to create a sustainable country, with seven goals of well-being, by making public bodies “think more about the long term, work better with people and communities and each other, look to prevent problems and take a more joined-up approach” (Welsh Government, 2015). This impacts on every aspect of life in Wales, and emphasises “A society that promotes and protects culture, heritage and the Welsh language, and which encourages people to participate in the arts, and sports and recreation.” The aim is for this to be achieved by partnership and collaboration between public bodies and the third sector, and involving people. Involvement will be measured by indicators and milestones (Welsh Government, 2015). The WATs archaeological planning service forms an important, statutory element of this. This can be viewed in the context of social policy, discussed and defined by Titmuss (1974) as the principles that govern action directed towards given ends (Chapter 5), for example, the government’s role in increasing and modulating life standards. 

The Well-being of Future Generations (Wales) Act, promotes the importance of cultural heritage, and recognises in regard to heritage, that Wales is a nation blessed with thousands of archaeological sites.  Some of those, such as the Roman fortress and amphitheatre at Caerleon (Cadw, 2017), the great Medieval castles at Cardiff and Caernarvon (Cadw, 2017) and modern tourist attractions such as Big Pit (National Museum of Wales, 2017), are familiar to most people; all are part of our cultural heritage, with a huge range in date and differing management needs. The aim of the Act and supporting Policy relating to heritage (Welsh Government, 2016) is to involve the public in Welsh heritage and culture, and a route to achieve this is via the delivery of archaeological planning in Wales. The public generally, however, do not see how these are managed, and nor do they see the mostly buried remains of associated settlements, burials, transport networks and industry; the everyday remains of how people lived, worked and died. Increasingly, via outreach as a result of the planning system, via websites and open days, is a growing means of education (Glamorgan Gwent Archaeological Trust, Ynysfach Ironworks micro-site, 2017). 

The greater sites and buildings are all statutorily protected, but these only amount to less than around 2% of all archaeological sites and monuments (GGAT HER, 2017). The other 98% of archaeological sites are managed, in Wales, by the landowners, who are a variety of private, local authority, or corporate (Cadw, 2017). Changes to these sites and these settings can have sudden, severe, or minor and accumulative impacts, resulting in an impact on the wellbeing of cultural inheritance, and therefore these changes must be monitored and managed.

These sites vary in date from the early pre-historic period, tens of thousands of years old, to the twentieth century, and are a mix of types, including upstanding buildings, ruins, earthworks, deserted sites, habited buildings, scatters of flint tools, shipwrecks, religious sites, human remains and industrial landscapes (GGAT HER, 2017). All are vulnerable to pressures from a number of sources, climate, pollution, changing natural habitats, but mainly by proposed developments: some 30,000 applications are submitted in Wales each year on average and of these approximately 10% require archaeological planning input (GGAT, 2017). The archaeological planning service manages this on behalf of local government and Cadw.
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Figure 1: Funding cycle for archaeological planning delivery

Background and Context
Provision of archaeological planning advice in Wales to the Local Planning Authorities is currently delivered by the WATs (Welsh Government, 2016; Planning Policy Wales, 2016). Required by legislation (Welsh Government, 2016) the Archaeological Planning advice to local Planning Authorities is provided by the four Welsh Archaeological Trusts; a statutory function provided by third sector. The Trusts, established during the mid-1970s, are not for profit organisations which are charitable trusts; they are: Glamorgan Gwent Archaeological Trust, Dyfed archaeological Trust, Clwyd Powys Archaeological Trust and Gwynedd Archaeological Trust. They cover Wales as geographical areas, covering a number of local authorities.

To assist in defining archaeological planning, the term heritage planning appears to be used in the wider academic analysis; van Assche and Duineveld (2013) state “Heritage planning is an integrated approach for dealing with traces of the past in spatial organisation.” The integrated approach analysed in this study is that provided by the WATs, as charities which are limited companies, on behalf of both local and national government, as a statutory function. Corry (in Taylor, 2010) notes that the third sector is unsuited in its nature to a single definition, and is open to confusion with voluntary action and social enterprises. He does state that the third sector definition is it’s “not being part of the state or the market sectors” (2010).

Figure 2: Hierarchy for the Glamorgan Gwent Archaeological Trust (GGAT).

Within the Trusts, there is also a separate administration section that includes administration and financial service (for example, HR, billing and invoicing). The Historic Environment Record (HER) is a separate charitable Trust that operates within the WATs system. Funding for this was originally from the Royal Commission on Ancient and Historic Monuments of Wales (RCAHMW), but the grant responsibility moved to Welsh Government via Cadw, and is now paid as part of the grants for archaeological advice to the WATs (Cadw, 2017). The Archaeological Planning area is ring fenced, as a statutory function, meaning that funds allocated for this purpose are not transferrable to any other function. This service is delivered also to other statutory bodies, Natural Resources Wales - a recent change - and Cadw. Indirectly, via archaeological consultants and contractors, it is delivered to developers and to other WATs, and by way of involvement in the planning system, to members of the public. 

This system, whereby a statutory function as a service is delivered by a third sector organisation is more commonly seen in health, social and education related industries; this sector, which includes not for profit organisations and NGOs  has become one of the main channels for employment services in Europe (Clark et al, 2009). 

However, the context under discussion is different from many of the relationships stated above, as the WATs archaeological planners are currently the only means of achieving the service delivery Welsh Government, 2016). In contrast to the current business world, where there is competition and organisations seeking to win contracts usually tender for them, the WATs service is a monopoly. This is unusual and there is not immediately an apparent measure for analysing the system and the efficacy of its strategy and operation.

Rationale
The importance of the service essentially lies in two relationships, the organisational and social policy aspect where the heritage, archaeology and historic assets are protected; and the cultural relationship of Wales’ residents to the heritage in the current day. Studying the legislation and policy, the current means of service delivery and associated outreach, enables questions to be raised and answered, concerning how the partnerships, strategy and delivery can be understood, evaluated and assessed for efficacy. 

Aims and objectives
The aim of this study is to critically evaluate the archaeological planning function in Wales, and in order to achieve this, this will undertake the following objectives. 

1. To analyse the current system in relation to efficiency during falling government grants using strategic analysis models and theories 
2. To evaluate the efficacy of using Welsh Archaeological Trusts by means of gathering data by survey and interview
3. To assess the current level of expertise in this field gathering data by survey and interview
4. Upon analysis, to potentially make recommendations relating to the system to create stronger relationships

Therefore, this study aims to research the current situation, evaluating its governance and structure, culture and organisational change.

Structure
In order to achieve these aims, and expand upon these points, Chapter Two will examine the available literature concerning the relationships between government and third sector, governance of organisations in this context, financing, the wider aspects of managing heritage and archaeological planning.  Any topical literature that is directly relevant will be examined. 

From the results of Chapter Two, points and issues raised lead to the content of Chapter Three, identifying the philosophy, the appropriate methodology and leading to the process of devising suitable questionnaires and interviews.    

Chapter Four will provide the collation and analysis of both the online questionnaires, which provide the bigger picture, and the more detailed questions which have arisen from the results of the large scale questionnaire. 

Chapter Five will be the discussion of the results of the analysis, and lead to recommendations for further research topics, and potential recommendations to allow a more effective operation for the service. The benefits of this will allow greater understanding of the current situation, shaping future strategic development and consistency, and also to undertake a re-survey at some point in the future. 

Pressures which affect this sector, both internal and external, are financial and economic, and are likely to have impacts that are both strategic and long term. Planning issues often create public, often heated, campaigns and the process must be clear, auditable and transparent (Wales Audit Office, 2017). Policy has developed since the introduction of Planning Policy Wales (Welsh Government, 1991) and the creation of this, and subsequent Policy and suites of supporting documentation has been created via the process of consultation, both initially with heritage professionals and subsequently public consultation via the Welsh Government website.


Personal note
The researcher brings tacit knowledge of this subject, from thirty years of professional, practical experience. 

Two specific business challenges were faced in undertaking this study. Firstly, that archaeological planning does not fit any specific business module, being rather a mix of different areas. Secondly, it is a specialist, esoteric sector, somewhat overlooked, where little research of any type has been undertaken. 

Additionally, there was the challenge of a change of dissertation tutor part way through the process, with associated changes in direction.


Conclusion
This chapter has detailed the aims and objectives of the study, and how the research process will be delineated and followed.  It has provided a background to the organisational structures and funding of the system, and also the hierarchy of the delivery set within the legislative process.  

Chapter Two, as stated, will seek out relevant literature on a legislative, academic and topical basis, from a range of published sources in order to identify and assess relevant key issues and themes.


CHAPTER 2: LITERATURE REVIEW

Introduction
In this chapter, the existing literature will be reviewed, and as noted previously, this includes the Welsh Government Legislation, Policy, Technical Advice Notes and Best Practice Guidance, which provides the framework of the archaeological planning service, as well as peer reviewed journal articles relating to the management of heritage, and academic theories which are identified as relevant to this study. 

The current literature is primarily legislative, and at the outset there is a paucity of academic theory, frameworks and models which relate directly to the topic, showing there is a gap in the academic understanding of the arena. The business discipline of the organisational sphere of archaeological planning difficult to establish and does not fall into any particular arena of operation.  

As stated within the introduction, the aim of this dissertation is:

To analyse the current system in relation to efficiency during falling government grants using strategic analysis, models and theories 

The first aim is analysed in this chapter, and there are three categories of literature that are applicable to the study; these are:
· policy, which in this study has a high relevance relating to the current issues; 
· theoretical, referring to the concepts and frameworks around the wider strategy of the topic; and 
· topical, which in this study is the relationship of heritage to both legislation and as the delivery of a service in Wales.

Legislation and Policy
With the introduction of The Historic Environment Act (Wales) 2016 (Welsh Government, 2016), the supporting changes in Planning Policy Wales (Welsh Government, 2016) and the supporting TAN 24 and best practice guidance  (Welsh Government, 2017), much has changed in Wales over the last two years regarding statutory regulation and how protection of the archaeological resource and cultural heritage is implemented. The Act is the first piece of legislation passed following the extended legislative powers of the Welsh Government, and also the first legislation on the historic environment ever drafted specifically for Wales (Cadw, 2016) and clearly shows the importance to Wales of the historic environment. 

Supported by a suite of policy, advice and guidance that the Cadw website details will “keep the management of the Welsh historic environment in step with current conservation philosophy and practice” (Cadw, 2017) the documents are the result of extensive consultation with heritage professionals from various specialisms, as well as public consultation.  The four levels of legislation (the Act, Planning Policy Wales, Technical Advice Notes and Best Practice Guides) whilst the result of consultation, are extremely detailed and subject to re-consultation, alteration, reading by legal teams, ministers, professionals and so on. Therefore the high end of legislation and policy is structured and sets a strong basis for the WATs to functions upon.

They are the result of hierarchical government and civil service, organisations not noted for speed in process or determination (Lynch, 2003). Essentially, they leave little room for interpretation of delivery, but with providing a framework can be seen to be a progression in management, having started with protection of individual monuments, moving towards identification of the landscapes in which they are located, then the wider aspects of enhancement and understanding as well as preservation (Cadw, 2011). These Principles are based on the then English Heritage Conservation Principles (English Heritage, 2008); there had been calls for such measures in Wales, but these had not been developed in tandem, or solely for Wales from an archaeological or cultural aspect, but appeared to some heritage professionals at the time to have been simply reactive to pressure.  It can be argued that the framework of delivery and reasoning behind it, clearly defined, can be seen to be the systems relationships defined by Luhmann in his systems theory (1997), Senge (2006) and expanded upon by van Assche and Duineveld (2013) in relation to heritage planning, with shared values and meanings. Senge (2006) also notes the shared vision can provide courage, quoting Maslow (1965) that “task is no longer separate from self”, but also noting the crucial contribution of investment in capacity building to achieve this (Senge, 2006).

Whilst this suite of legislation is live and worked to, there are following this, further consultations which will affect the working of the archaeological planning service. The White Paper on Regional Working is currently out for consultation (Welsh Government, 2017c); this appears to be looking towards a strategy for Wales’ local government, of partnerships and regional working, and indicates that the government would look favourably on organisations which are aligned in strategic direction, both in local government and third sector organisations which provide statutory services (Welsh Government, 2017, WCVA, 2013, and Kramer and Pfitzer, 2016).  Particularly, the Wales Council for Voluntary Action (WCVA[footnoteRef:1]) document draws attention to this in that the fulfilment of provision of statutory services by the third sector organisations (TSOs) reflects the need to achieve maximum financial value via the procurement system (WCVA, 2013), and that this can be accomplished by combining services.  [1:  Wales Council for Voluntary Action: the national membership organisation for the third sector in Wales.] 


The Heritage Services Review, a current Welsh Government consultation (Welsh Government 2017b), is a framework for future working which will “create a stronger unified identity”, and leads on from previous attempts to merge services, which were rejected in March 2017. The potential for strengthening the system has therefore been proposed. This, although it has not succeeded previously, is clearly the way forward; it follows the Randerson Review of 2016 and the resulting PWC report (2016) and is again promoted and relates to four aspects. These are: joint working of heritage organisations; a new charity; a new executive agency; and merger of existing national heritage organisations. These have been examined as a framework by Hudson (2011), in which Arsenault’s Typology of Mergers (1998) is quoted. Looking at these, the four types of Horizontal, Vertical, Conglomerate and Concentric are assessed on aims, with Horizontal representing organisations in the same field, with aims of economies of scale appears to fit, although is used with takeovers, and Vertical uses the continuity of relationships with users and implemented as a group structure; Arsenault in her work (1998) also notes the move towards shared regional organisational conferences, with shared problems and approaches, experiences can move towards adding value to such organisations. It can be argued that these aspects, which encompass finance, economy of scale, staffing and organisational and strategic alignment can be seen in current government guidance.

The latter two Reviews have been put out for consultation since the title of this dissertation was submitted, and within the political realm the relationships between third sector and statutory government are high profile and contemporary. The Welsh heritage legislation is purposeful, ground breaking and provides a strong foundation on which the WATs can build.

Comparative situation outside Wales
The emphasis appears globally to be on collaborative working between government and universities; and generally developers are required to employ and involve archaeologists at early stages of planning (Davies and Parker, 2016). Ireland (National Monuments Service, 2017) and Italy (Pompeii, 2017) both have government funding and directed guidance service. Australia varies between States, with some legislation being stronger for indigenous sites, and government funded for mining (Victoria, 2017, and Queensland, 2013). Davies and Parker (2016) describe the evolution of archaeology relating to urban development, and the differing styles of delivery which are mainly the result of issues of finance. As far as can be ascertained, the Wales situation where a not-for profit, third sector organisation provides a statutory function is not replicated elsewhere. There is a growth of partnerships such as Planning and Heritage, an EU funded research network which examines the governance and regulation of heritage and urban planning (Planning and Heritage, 2017). It can be argued that the arrangement and delivery of heritage planning is growing in importance, especially on a European basis. The exit of the UK from the EU should be considered as part of this study, however, the details and forward strategies relating to heritage and its management are unknown at this time (May 2017).  

External analysis
Essentially, this study is a topical timeshot of the provision of this service. A PESTEL analysis (political, environmental, socio-cultural, technological, economic and legislative/legal) provides the background to the situation and gives reasoning for the influences and causes of the strategic direction and operational style. Lynch (2003, and 2015) describes this as a step in the environmental analysis which allows analysis of both the wider environmental and general sector trends; and will forecast all factors that are likely to have an impact on the organisation, whether positive or negative. Lynch (2015) notes the complexity of the process when applied to government, particularly economic and legislative, where macro decisions and policies have a micro effect, and where the PESTEL system is usually based on past events, can be used to forecast future events (Lynch, 2015, Chapter 3).  

A study of these six factors (described in Lynch, 2003; Johnson et al, 2013; amongst others) shows that two are of particular relevance in the archaeological planning situation, legislation and political. These two influences are the basis, as the Welsh Government legislation in the form of the Historic Environment (Wales) Act, which states the delivery of the service must be provided (Welsh Government, 2016); although the Policy statements in PPW from 1991 onwards also state this, there had been no legislative basis, and rightly or wrongly, the WATs system was the only facility available.  In fact, whilst strengthening the position of the current system with the Act, the supporting policy also weakens it by stating that the service could be provided by “for example” the WATs but does not give any indication that such expertise that has been developed is in fact available elsewhere. The political drive behind this is also a consideration in that the less funding there is for the service, there appears to be an increased link between third sector organisations undertaking what was formerly provided by local government, particularly relating to health and social care (Hudson, 2011).It could be argued that this is due to financial considerations or necessity, or political ideology.

The current system has been in place since the WATs started to operate in the mid-1970s as a response to the destruction of Medieval town centres as the pressure of motor traffic became intense, although the pressure to halt or record the buildings and archaeological deposits came from local volunteer groups at that time (Field, 2001). The official legislative power was introduced only in 1991 with the introduction of PPG 16, followed by the Welsh equivalent with Planning Policy Wales 1991 (UK Government, 1991). This therefore shows that whilst the introduction of the system was cutting edge, it is also static and requires change as the development of computerisation, changes to HR and employment law, and more complex planning regulations have all taken place without movement.

There have been many reviews following this introduction. Pickering (2002) is typical in that it shows an analysis of legislation that is England focused and particularly on urban London. Having reviews is positive, although an analysis of the Wales situation and delivery could not be found. Whilst this may show a need that has arisen, it leaves out the differing elements of rural, small urban archaeological management in England, and also Wales, Scotland and Northern Ireland. Reliance on the expertise of staff with a Wales based knowledge has been achieved but not necessarily by design. Each review, whether academic (Manley, 1987, Pickering, 2002) or political (Randerson, 2016) is valid as they have been examined and founded from the perspective of the commissioning requirements, and Manley particularly explained the then process in a Welsh context. Elements of the various works can be useful, as some of the main actors remain, but their analyses and conclusions were based on what are now outdated assumptions and scenarios. 

With the introduction of PPW Wales (Welsh Government, 1991), the WATs archaeological planning teams had a firmer base from which to operate, and this formed the basis of the service, its system and delivery. Details of funding were not included in any Policy or supporting documents, so whilst a string framework is positive, there is no certainty of future funding.    

Relationships
Later recognition of the changes in relationships between government and third sector providers, again in the health sector is given in WCVA (2013) explaining changes in phraseology from a legal point of view.  Grant funding, as the grant was received by the WATs from Cadw and local government (Cadw, 2017), is now not referred to as a grant but as a contract, thereby identifying the recognition from Government of the role of the third sector in delivering public services (WCVA, 2013). 

A better understanding of this can be gained by compiling an Inter-organisational Relationships infographic, following the model given by Narasimhan in Daft (2001), see Figure 1 below. This does produce a complex and network of relationships, and illustrates the direction the system has grown. 

Whilst it is applicable to many business and organisational relationships, and has been so here, the naming of elements could be considered to be constrictive. For instance, all networks collaborate in the Wales system, and Cadw, using a hierarchical system of governance, could be considered as “Institutionalism” rather than Collaborative Network.  It is helpful to separate the types of organisation or section responsibilities, but also limiting in the sense that the “real world” cannot necessarily be boxed. Senge (2006) examines this complexity and the need for an organisation to have a metanoia, a mind shift to allow sustainable change and growth in complex relationships. This, it could be argued, would be a positive element to promote within the WATs, potentially as strength for future organisational change.
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Figure 3: Inter-organisational Relationships: After Narasimhan, in Daft, 2001. Organisation Types: Resource Dependence and Population Ecology are Competitive in nature; Collaborative networks and Institutionalism are Co-operative in nature



Theoretical Studies

The theoretical studies examined for this chapter referred to aspects of the delivery, and strategic and operational aspects of modern business practice. Many did not necessarily address the issues included in this study to any great depth, or could not be adapted with any degree of success, and were therefore not included in the chapter. The elements of theories which follow were chosen for their adaptability and relevance to the major aspects of business, policy and organisational relationships.

Policy
Differing from legal policy, in this case the wider examination of an agreed course of action, the delivery of WATs archaeological planning is essentially governed by Planning Policy Wales (introduced 1991, current edition 9, 2016). As noted above, the relationship between the WATs and Welsh Government is unusual and frameworks for analysis of the overarching policy could not be found in the Welsh Government or archaeological sector. The model proposed by Shouwstra and Ellman (2006) whilst addressing the “how to” aspect of policy analysis, appears focussed on more project specific frameworks. However, the National Collaborating Centre for Healthy Public Policy (NCCHPP) in Quebec has a framework for the analysis of policy (Morestin, 2012) and this appears to be applicable to the WATs situation, in that whilst WATs archaeological planning is a project, it is cyclical and continuous, and requires analysis of the various stages within the cycle. 


	Effects
	Effectiveness
	What effects does the policy have?

	
	Unintended Effects
	What are the unintended effects of this policy?

	
	Equity
	What are the effects of this policy on different groups?

	Implementation
	Cost
	What is the financial cost of this policy?

	
	Feasibility
	Is this policy technically feasible? 

	
	Acceptability
	Do the relevant stakeholders view the policy as acceptable?


Figure 4: Dimensions for analysing public policy



As can be seen above, the two main areas of the framework, effects and implementation, lead to subsections with spurs for analysis. The framework is intended for use in monitoring policy during preparation of and implementation policy; however, it could be applied to an ongoing policy by means of the audits from Welsh Government. 

It could be argued that effectiveness can be measured by the fact that the policy and system are still workable, and have regular updates, the expected effects being that the policy guides and allows WATs planning to function, amongst other planning guidance, although this does not allow for knowledge that there may be room for improvement. Regular audits are undertaken for and by Cadw, although these primarily measure achievement with figures. Unintended effects are perhaps more difficult to assess, and given that the model was intended for a health service, effects were more predictable. It can be argued that pressures of limited time with limited staff within WATs to deal with upwards of 20,000 applications a year is unintended, if applications increase with no subsequent major increase in funding or staffing. This impacts on the organisations themselves and therefore also becomes part of the equity and the effect on differing groups. Developers, planning authorities and archaeological contractors all are also under pressure and time limited by the planning regulations. The implementation aspect appears to be intended for test prior to rolling out, although the checks could be applied to an ongoing policy, by checking financial cost on a regular basis. The feasibility and acceptability are obviously acceptable, although gathering the views of relevant stakeholders for this study would ensure effective feedback. 

Planning
There are many theories and academic works that have analysed, examined and described the nature of urban planning, planning as an element of government control, or of independence from it, post-modernism, and modernism. Allmendinger in his works of 1998, and 2009, has evaluated theory relating to planning although it is purely dealing with its philosophical nature. His examination of the post-modern (1998) does suggest that this aspect of interpretation and delivery could equate to neoliberalism.  Lord (2014) questions whether or not moving into the 21st century is matched by an increase in uncertainty over the purpose of planning theory, and what the extent of planning theory should be. 

In relation to this, Lord (2014) also asks how and if such theories should relate to making sense of the system, or to establish a methodological system to forecast the outcomes of planning and policy. If the setting of planning, not necessarily archaeological planning alone, does have such a wide scope, then the control of regulation could be argued to be an increase in neoliberalism. Lord (2014) also states Friedman (2008) arguing the long history of relevance and impact of planning outside the academic sphere. This, whilst not referring directly to archaeological planning, could be used to create a model to reflect its delivery and process, leading to opportunities for further study in the future. 


Stakeholder 
It is useful to identify the type of stakeholder involved and how they sit together, as there are a large number of stakeholders in the Wales archaeological world, with differing standpoints and differing responsibilities. Primarily, Welsh Government Ministers, Cadw and Local Government are the financiers and the policy guiders, and data is collected for the Government in order to trigger further grants. The WATs as planners, HER data, all archaeological contractors who benefit from undertaking work, and the consultancies who represent developers, all have a part in knowing, being kept informed, expecting an adherence to codes of practice and conduct. It can be argued that all of the stakeholders are involved in the governance of archaeological planning, being related organisations where relationships influence systems by increasing diversity and strength (Senge, 2006).

Carroll (2009) questions whether having such codes goes far enough, but at the same time acknowledges that these codes give confidence to customers and other professionals, who expect responses that are timely, accurate and beneficial to the client and, in this case, the archaeological resource. Carroll (2009) also expects services that are “truthful and honest” and here, if the service is maintained as independent from client pressure, then the stakeholders can have confidence in it. As the WATs adhere to the Chartered Institute for Archaeologists (CIfA[footnoteRef:2]) Code of Practice and the Welsh Curators’ Code of Conduct (WATs websites, 2017), and are auditable as Registered Organisations (RO[footnoteRef:3]) with CIfA, and as receivers of government monies, this ensures transparency.  From the ethics management view, this has both self-regulatory and external regulatory elements, and both ensure that the service should be delivered professionally. If there is any perceived shortcoming in standards, then there is a pathway that a complainant could follow (CIfA, 2017). In reality, regular audits are more likely to pick up any divergence from the standard,   and as the WATs are subject to audit by both Welsh Government and CIfA, the criteria ensure that checks and balances are in place. [2:  Chartered Institute for Archaeologists: the leading professional body representing archaeologists working in the UK and overseas.]  [3:  Registered Organisation: CIfA's Registered Organisation scheme is a unique quality assurance scheme. There is no equivalent in the historic environment. It is a ‘kite mark’ of commitment to professional standards and competence (http://www.archaeologists.net/regulation/organisations).] 


The Association of Local Government Archaeological Officers (ALGAO[footnoteRef:4]), 2017) states its aim is to represent the local authority archaeologists although the web details are more than two years out of date and given the speed of change appears not to be part of guidance or voice. The Earl of Clancarty, speaking in the House of Lords in March (Hansard, 2017), raises the importance of archaeology as culture and states clearly that government should support local government in its management, stating “90% of known archaeological sites are undesignated and rely on local planning”  and that “local archaeology cannot be divorced from the work of local authorities”. [4:  Association of Local Government Archaeological Officers: provides a forum representing archaeologists working for local authorities and national parks throughout the UK. http://www.algao.org.uk/] 


Governance and Structure
With the governance of these organisations (Raffel et al, 2009 and Hudson, 2011) there are a number of factors that influence a service - archaeological planning - and its delivery (Mallin, 2013). Hudson (2011) reviews the nature, roles and structure of governance in a third sector organisation and in defining the meaning of the term “third sector” concludes that the definition has “fuzzy” boundaries as a sector. This can be true, but with the WATs the boundaries must be clear and align with ethical codes, HR laws, Government regulations, financial audits and metrics. Examining charitable status, there appears to be a dichotomy between the general understanding of what a charity is and the WATs. Whilst they are charities, not for profit organisations, they employ professional staff members who undertake a statutory function on behalf of government; they maintain a hierarchical structure, and are regulated by the Charities Commission (Charities Commission, 2017) which is a non-ministerial government department. 

There is potentially a conflict in the theories of power and resources, leadership and management, as in an autonomous organisation there should be. This is discussed by Foucault (1982), and whilst it is a deeply philosophical examination, it does bear examination in that the WATs are acting perhaps as civil servants, as agents of the government in this instance. In his power relations theory (ibid) defining the totality of the state in governing the individual at all levels could be interpreted as existing within the relationship between the government and a third sector organisation delivering policy.  The power and resource strategies are also examined by Daft (2001) in his resource dependency theory, where he considers the dependency of service or product users on an external monopoly, when the organisation minimises its dependence on other organisations, influencing its environment. In the WATs, this can be seen as the archaeological planning service being ring fenced, giving some independence, but being dependent of external bodies for continuance. 
Usually, the relationship between government and the third sector is seen as the delivery of a service, especially in the health and social care sector (Eastern Cheshire NHS, 2012). However, theories and frameworks can be employed to improve service delivery, metrics and auditing. Standfield (2005) designed “intangible finance” to measure performance and value in time, rather than solely production costs, and applied it to services, which could be said to be of interest in government and third sector.  Measuring and tracking processes appropriately should ensure the identification of key areas that would need development, and allow prioritisation and thereby progressing sustainability and longevity (Eastern Cheshire NHS, 2012).

Although this referred to health and local government, the application of a framework such as McKinsey 7S Model with success can be shown to balance different hard and soft elements of strategy, and recognises wider issues that are also interlinked (Peters and Waterman, 2004). The development of such a model and its application to many areas of business show that it is applicable to a system such as the WATs, where there is a mix of hierarchical, set elements from government and legislation in authority relationships, and more creative, less hierarchical relationships in the WATs and between clients and partners. Style (culture) and skills (Bryan, 2008) are noted within this re-examination as of importance if change is necessary, enabling moving forward in an informed and aligned way; this meets the WATs service delivery in the current changing economic and cultural climate. 

Partnership, collaboration and joint working are necessary to allow the WATs planning to be funded and function. Daft (2001) has examined joint working, and appears have a similar outlook to the McKinsey 7-S in that his sociotechnical systems model (2001) identifies two broad groups based largely on technical or social which must be considered in joint working. The collaborative aims are the shared goals, values and skills and abilities that enable achievement, the interaction that is at all levels.  The organisational ecosystem (Daft, 2001) allows identification of the spectrum of relationships of stakeholders, primarily a product, not service organisational base. It can be readily understood from viewing the relationships that they are complex, multi-stranded and often appear to be replicating sections, which again could form the basis for further academic study with a view to practical application, where recognition and pooling of strengths produces a stronger organisation and system. The results of this could form a strategy for further investment, or to generate financial resourcing from other areas.

The WATs are not a competition based system, although they have a contracts section that undertakes fieldwork (WATs websites, 2017) they tend to remain mainly in regions of Wales reflecting organisational expertise. The archaeological planning service within the WATs is not competitive, and this could raise the question, examining the literature, if it does somehow need to be.   Whilst the ecosystems relationships are based on shared visions, the elements of hierarchy, collaboration and partnership relate to manufacturing and supply, there are transferrable skills and strategies relating to lean systems that may be applicable.  If the services areas or Trusts were to be merged then the ecosystem would be simplified. The ecosystem is good in that it illustrates the complexity and extent of the everyday relationships; however, it also appears complex and somewhat unclear to trace, but this also shows the complexity of the relationships themselves. Billis (2010) has considered the structure and governance of third sector organisations against the delivery of their aims, and in his model, the WATs are certainly hybrid organisations, having differing core elements from public, private and straightforward third sector organisations.  


Organisational Change
In a relationship such as the WATs, Welsh Government and Local Government, there will be an element of hierarchical management and culture as governmental organisations tend to be more rigid, with compliance with the more traditional management (Carroll, 2009, and Daft, 2001). From a strategic direction viewpoint, any change that occurs could be argued to be imposed rather than generated from teams at the active front (Lynch, 2015); where experience may drive change that could be more strongly embedded. Lynch (2015) also notes that in implementing public sector change, identifications of added value and budget constraints led to a more smooth implementation, and quotes Reich (1988) noting “ the core responsibility of those who deal in public policy” is to stimulate deliberation of what is desirable and possible, with the value here of cultural protection by the best means.
WATs may be vulnerable to current and further financial cutbacks and these may have significant impacts on staffing and operation, as well as governance. The life cycle of the organisation must also be considered; WATs were established in the mid-1970s in response to a specific threat[footnoteRef:5], their relationships internally and externally reflect the situation then (Welsh Trusts websites, and Archaeology in Trust, 2015), and forward strategies have been produced (for examples, GGAT website, 2017). Daft (2001) notes periods of crises and change in leadership and systems occur to meet needs, whilst an increase in bureaucracy details a need for further examination. Culture in older organisations is often rigid in hierarchy, whilst needing a strong framework for implementation of change, and implementing mergers or partnerships can lead to a single imposed culture.  The impact of change, and change itself could be argued to have both a positive and negative impact on WATs. [5:  Many major cities in England and Wales had their Medieval and early post-Medieval narrow streets, buildings, bridges and layouts demolished and removed due to the pressure of access for modern traffic and the need for updated safety and services in buildings. ] 


As with any organisation, there are day to day changes as well as large scale changes in policy, direction or governance that require successful implementation in order to ensure the continuance of service or product delivery. Lewin’s change model (1947) is broad and not detailed as to how changes are implemented, but necessarily describes the process of “unfreeze – change – refreeze” that ensures the ongoing circular embedding that must take place. 

Change is more likely to come from the top down, although if the WATs are dependent on government policy there can only be a certain amount of autonomy in changing aspects of hierarchy, methodology of delivery and auditing the delivery. However, as Pascale (2016) and others have found, a measure of positive deviance using the expertise of staff at the cutting edge can ensure change is more effective, as it is based on experience of delivery. 

Being agile, either in responding to change, or being proactive and instigating change, whether large or small, will ensure organisational survival and growth, and sits with the Theory X and Y (McGregor, 2006) examined below.


Agency and Stewardship
Daft (2001) also examines the agency theory where there is a need for a strong, adaptive culture which is healthier. This is more likely to inspire input and allow a flowing change, which aids the decision making processes in team meetings within a flat organisation. In relation to the WATs archaeological planning, it sits within a set framework which generally would not allow a swift flowing change to its structure. Theories X and Y (McGregor, 2006) are clearly described and seen as the Government element of the partnership and by the WATs, where the civil service naturally has a Theory X style, traditionally bureaucratically shaped and which is a clash against Theory Y, which allows higher motivation, and a realisation of the organisations and individuals goals. McGregor (2006) describes the Y theory in the 21st century as more agile for encouraging and inspiring collaboration.  This line should ensure achievable goals and aligned working between government and third sector, especially in Wales, although again the set structural framework and hierarchy would have to be significantly altered to achieve it. 

Van Slyke (2006) and Macmillan (2013) have examined agency and stewardship theories in a government – not for profit relationship, as have Donaldson and Davis (1991), proposing that where agency theory invests a modicum of self-interest in the actions of managers, stewardship is a more responsible governance of these assets. The neoliberalism of deregulation could apply in this situation, although if the parameters are controlled by government, such as legislation sitting with the Well-being of Future Generations (Wales) Act (Welsh Government, 2015) then it could be argued that there is no great autonomy for the WATs planning service in which to operate. Stewardship does involve responsible governance and could be argued to apply to the WATs position, in order to comply with codes of practice and remain as a RO with CIfA. However, it is not clear that one theory would apply overall as both agency and stewardship have aspects which could apply to the WATs, whereby the responsibility of the WATs as stewards could be argued to be appropriate, the agency of the multi organisational operation could cause unaligned interests.

Collaboration and Partnership
Hughes and Weiss (2007) emphasise the importance of collaborative working, and given that collaborative working in partnership with a range of organisations. How far partnership could fully be achieved in the third sector relationship with government is limited by legislation and political hierarchy. Usually, partnerships are viewed with the intention of shareholder benefit and profit maximisation (Levin and Tadelis, 2002); although the aspect of sector prominence may be relevant here.  Levin and Tadelis (2002) also show that whilst their theory is based around products, the trend was even then towards collaborative, regional working and partnerships, identifying partnership equilibrium as a major factor in ensuring the balance of interests is maintained for the greater good. 

If the WATs were to be merged, for instance, there may be a loss in local expertise which is vital in maintaining knowledge of the archaeological resource, and thereby confidence in giving advice. Wider research and guidance relating to mergers and shared services is mooted by Welsh Government (Welsh Government, 2017c) in the Local Government Reform White Paper, and further explained by WCVA (2013) where services which benefit two or more parties are promoted. Regional expertise would need to be considered in techniques relating to identifying periodical settlement in varying geological areas. One Trust rather than four could also lead to a reduction in independent negotiating power as well as skills. It is known (Billis, 2010) that grants are more likely to be awarded even if they cover part of a regular service, if there have been considerations and moves towards effective partnerships and collaborative working, a fact also noted by the Welsh Government (Audit Office, 2016).

Finance
Although non-statutory (Keep, 2016) finance for the devolved Wales government is regulated by the mechanisms within the Barnett Formula, for block funding public spending (HM Government, Welsh Government, 2016). Alterations to this have left less spending per head than other home nations (Bristow, 2001) whilst allowing access to European Objective 1 Funding, although between 2007 and 2013, Wales benefitted from £1.8bn of EU funds (Welsh Government, 2017a).   

In respect of understanding this in relation to the WATs services, the efficacy of the archaeological planning provision is dependent on appropriate funding from national and local government, and cuts (or a reduction in real terms) in grants from all areas of government (National, local and via Cadw) will have a significant effect on the service. A model for monitoring this is developed by the Chartered Institute of Procurement and Supply (CIPS, 2017) as a Risk Impact Grid, against which factors can be plotted with a probability of occurrence against severity of impact, with red, amber and green indicators (see below, figure 2). 

CIPS’ recommendations, not only assessing where on the grid the risk may lie, but managing risk through a process chain of collaboration, communication, prioritisation, show a transferrable framework. Both strategic and operational areas are considered, and these are also in relation to people skills and capabilities to enhance resilience.  A continuing follow on process of monitoring identifies strengths and weaknesses; this can be applied logically to any business in any situation. 
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Figure 5: Risk impact and management grid: adapted from CIPS Brexit Health Check


Funding is necessary for the provision of the service, although its origins within government face severe cuts and are likely to have to change (Wales Audit Office, 2016). The Audit Office found that local authority financial management must be resilient in order to face the “seismic” changes that must be addressed in order to deliver their budget commitments; the finance received from the Welsh Government budget is decreased overall but aspects of the grant to local authorities remains the same (Welsh Government Budget, 2016). 

Raffel et al (2009) have recognised and examined the theory of shortfall, and balance it with a rise in the shift from government responsibility for certain areas of work to a more dispersed responsibility in the third sector, in not for profit organisations. Any strategy for long term aims requires robustness in all aspects, yet the third sector when it undertakes statutory work, cannot raise funds by leverage due to its very nature.  Financial shortfall would adversely impact on the quality of staff, as described by Dobbs et al (2016); the importance of expertise is recognised by Carnwell and Carson (in Carnwell and Buchanan, 2009), and by Macmillan (2013) in their assessments of partnership processes and collaboration between the third sector and government. Macmillan also quotes Salamon (1987) emphasising the importance of the growth of this relationship although it is generally overlooked in research analyses. A robust optimisation theory would be required to be developed and implemented to take the organisations forward sustainably, taking into account the growth of interdependence between third sector and state (Salomon, 1987). 

Topical Literature 
Academic articles analysing any aspect of this unusual provision by a third sector not for profit organisation are rare, and therefore a true strategic analysis of the situation is limited in this area: this study is the first to address this provision in the current Welsh context. Mainly dealing with an English perspective, which has a different system in implementing archaeological planning, there are only three journal articles that have some direct relevance (Wainwright, 1983, and Manley, 1987 and 1987). In evaluating the planning function in Wales, therefore, there are no current academic articles, theories or frameworks to consider.

Firstly, Wainwright (1983) in response to the pan-European Charter looked towards a hopeful heritage, managed not only by site, by country or by volunteers, but by a partnership that covers a thoughtful, focused long term management with clear goals that are achievable (strategy). It is useful to note that whilst Wainwright does refer to Wales, this in the context of the legislatively conjoined “England and Wales” prior to the establishment of the Welsh Assembly and with more power the Welsh government. Wainwright (1983) does not refer to the differences of the Welsh system, and it can be argued that Manley (1987) although also pre-Welsh Government, does more to acknowledge the speciality of the Welsh arrangement. However, where Manley misses an opportunity is to look for analysis of the provision in the local government structure plans to protect archaeological remains. He is dismissive of the system in which he worked and quotes Hedges (1985) as supporting his belief that the WATs is “too expensive”. This is not supported in the current system, as there is no in-house local government expertise in archaeological planning, and it can be argued that this surmise was a false premise as it is based on an English system viewpoint.    Given the current situation in England with severe financial cutbacks (CIfA, 2017, and Hansard, 2017) the Welsh system still is delivering what it was established to do.      
Of more modern date is Forrest (2010) which whilst being more concerned with the impact of damage, theft and war on tangible heritage, considers the variety of the meanings of heritage and looks at how it can be protected within the scope of international law and conventions. This is viewed from an international point of view, and it is also weighted towards physical site and artefact management and does not look at how protection is delivered. However, the reasoning behind this is topical to current affairs, and relevant in this study as the WATs have powers within the scope of the Treasure Act Code of Practice (DCMS, 2008) as local government archaeological officers.  Forrest does however ask a pertinent question when considering how to provide a regime to protect culture, which is essentially what archaeological planning in Wales is, when he queries what are we trying to protect, how and why are we attempt to do so?. The definitions are helpful in a legal sense, but against a prescription for a methodology for a sound delivery of protection for archaeology in the planning system, it is a reactive rather than proactive analysis and approach. 

The same issues are dealt with by other authors, especially Paterson and Karjala (2003) who have examined intangible areas and how they can be protected.  Neither they nor Forrest (2010) propose how this can be achieved, although they agree it must have balance. This can be difficult to achieve and is recognised in Conservation Principles (Welsh Government, 2011). How this can be monitored and understood is partly explained in the Wales Audit Office document of 2016, where there is expansion of key strategies especially in aligned provision. The use of Key Performance Indicators (KPIs) is part of government audit metrics; however if the number of applications varies (approximately 15,000 for SE Wales), and there is up to five years to reapply, then unless individual applications is tracked, there cannot be a true audit figure for archaeological planning services.

Van Assche and Duineveld (2013) make an analysis of heritage planning looking at Luhmann’s systems theory. A great deal of what is examined is relevant in some way to the WATs archaeological planning, although the terms van Assche and Duineveld use are much broader. It is helpful to define heritage planning, although their scope includes other specialisms such as art history, geography, anthropology and sociology. The reasoning for the inclusions can be understood as an input to broader planning and development; however, these other areas are not relevant to the Wales situation. The relationship of archaeology and planning is defined in the planning policies (Welsh Government, 2016); a seemingly unique relationship that does not exist elsewhere.

In summary, having examined the available literature, what is relevant to the delivery in Wales by the WATs appears to be legislation and supporting guidance, and two articles, both of which pre-date the establishment of the Welsh Assembly and local government re-organisation in 1999 and 1996 respectively. The content of the latter in the current situation is not relevant to the relationships of the WATs and the Welsh Government, or to the WATs and local government, given that there is more alignment and collaborative working towards a pan-Wales system. Much literature is primarily international, and artefactually or site based. Academic theories whilst not targeted at archaeological planning allow understanding of relationships with stakeholders, patterns of management in third sector, and emphasise a basis for moving forward in aligned and collaborative strategic directions.

There is an inherent dichotomy between the hierarchical system that has provided the legislative basis for the undertaking of the service, and the delivery of the service which increasingly requires agile, aligned and collaborative systems.  There appears to be a lack of research in understanding Welsh archaeological planning and its delivery, post The Heritage (Wales) Act and post Planning Policy Wales. This gap also appears in the metrics for feedback from the local planning authorities to Cadw, and from the WATs to the local planning authorities. 

The legislation and policy show what must be delivered, and taken into consideration, the legal framework, which highlights an absence of methodology for delivery, and absence of funding and governance direction. The Heritage Act and supporting documents are cutting edge, and this analysis of Welsh archaeological planning is timely with the regional working and heritage review.

Conclusions
This chapter has reviewed all the appropriate and, as far as possible, up to date material; many theories and models are available for the individual areas of planning, policy analysis, governance, organisational change and other business sectors, although there is no specific area for archaeological planning in Wales. It has highlighted a gap in our knowledge which this study will address.

The next chapter explains the methods that will be used to address this by means of undertaking a mixed methods survey, by quantitative online questionnaire and qualitative targeted email interviews.
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