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Abstract

Professional management literature suggests tredtsgiting is one of the most
important steps in the organizational process assgwovide a clear understanding of the
directions in which the organization is heading.eimsuring that each member of an
organization is aware of its goals, the goal comigation process is viewed as a central
part of everyday management.

Goal communication between managers and intergrate©ntario heritage sites
is the focus of the present study. Three sites vilevestigated, and three different
research methods were used to obtain the data:stemtured interviews with managers
and interpreters; analysis of documentation reldatedhe operation of the sites; and
participant observation.

The study’s findings revealed that: 1) not all tege sites have their goals
documented; 2) the documentation of site goals dw#snecessarily guarantee that
interpreters are aware of them; 3) goals of thessdire communicated to interpreters by
only two means — orientation, and reading materaisl 4) more training is required for
interpreters in order to implement their site’s Igauccessfully and consistently.

A number of recommendations for heritage site mamesmt were developed,
which include extending goal communication techegjto daily site interaction and to
daily assignments given to interpreters, as welexgsloring new goal communication

channels and providing opportunities for continutraging of interpreters.
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1. Introduction

Plans for the future development of Canadian toulmve been emphasized in
various Canadian Tourism Commission (CTC) documgr@99, 2004). The main goal
of these plans has been to help Canada becomdstarming cultural destination for not
only local but also for international tourism makendeed, the best way to succeed in
these endeavors is to ensure that staff at eattrakiheritage site understands the site’s
functions and successfully accomplishes its goEés mandate is especially important
today because of the intense competition for pémgdksure time among different
services in general and different tourist attraddion particular (Herbert, 1995).

This study is based on the assumption that no mietype of organization — a
private company, an NGO, or a government agencyt shobuld have a clear
understanding of the direction it pursues and shbel able to measure the results of its
endeavors. Indeed, both are achievable when amiagg®mn has a number of clear,
measurable, and attainable goals outlined in a gemant plan or any other similar
document (Alderson & Low, 1976; Rouillard, 1993)owkver, simply having goals is
not enough; each manager and each employee ofasuclhganization has to keep these
goals in mind and has to be goal-oriented in ofdethis organization to succeed (Daft

& Fitzgerald, 1992).

What are the goals of cultural/heritage sites? Omeario Heritage Act (2006)
describes the objectives of the Ontario Heritagasti{OHT). The last three of these

objectives underscore the goals of heritage sitéshM will be addressing in this study:

! Ontario Heritage Trust is the province’s heritagency that is dedicated to preserving, protectng,
promoting of Ontario heritage.



a) to advise and make recommendations to the Bfirst any matter relating to

the conservation, protection and preservatiomefteritage of Ontario;

b) to receive, acquire and hold property in trostthe people of Ontario;

c) to support, encourage and facilitate the corsem, protection and

preservation of the heritage of Ontario;

d) to preserve, maintain, reconstruct, restore raadage property of historical,

architectural, archaeological, recreational, ag¢stheatural and scenic interest;

e) to conduct research, educational and commuaitaiprograms necessary for

heritage conservation, protection and preservdfeation 7).

It should be noted that the Ontario Heritage Tavehs and operates only a small
fraction of heritage sites in Ontario. However, Mahthe majority of the sites are operated
by local governments and conservation authoriireshe absence of a clear policy we
can assume that these sites operate under obgettaeare similar to those of OHT.

This study seeks to investigate the degree to wimtgrpreters at heritage sites
are aware of these goals and how effectively tiges¢és were communicated to them by
their managers in order to contribute to the exgstbest practices in heritage site

management.

1.1 Research question and objectives
The study aims to answer the following questiorw ledfectively do managers of
Ontario heritage sites communicate the sites’ gtmktbeir interpreters? The purpose of

this investigation is to develop recommendations tlee most effective manager-



interpreter goal communication at Ontario heritages with the help of information
gathered through site visits, document analysispamnsglonal interactions.

To measure the effectiveness of goal communicatidopk not only at how
managers communicate the sites’ goals, but aldooat interpreters implement those
goals in their everyday interaction with visitorBhe following objectives guide the
research:

1. to determine the goals of each heritage site;

2. to determine the means of communicating goals letwenanagers and
interpreters;

3. to evaluate the implementation of the goals byrpriers;

4. to evaluate the effectiveness of goal communicadidmeritage sites;

5. to develop recommendations for the most effectiagswof goal communication

between managers and interpreters.

1.2 Study areas

Three heritage sites are studied in the preseaarels: Doon Heritage Crossroads
(Kitchener), Westfield Heritage Village (Rocktoand Dundurn Castle (Hamilton). The
main reasons for choosing these particular site:wB they are publicly ownédso
their managerial documents are readily availabjeh&y offer comparable services and
programming; and 3) they are located close to tmivessity of Waterloo for the
convenience of conducting the research. Descriptafithe sites and their management

structures are provided in Chapter 4.

2 Doon Heritage Crossroads is owned by Region ofevitai, Westfield Heritage Village is operated by
Hamilton Conservation Authority, and Dundurn Cagleperated by The City of Hamilton.



1.3 Definitions

The following definitions were employed in this gy

Heritage site — “an individual building, complexes of buildings, landscapes or
other places of historical interest or significabgereason of age or architectural design”
(The cultural tourism handbook, 1993, p. 28).

Manager — an executive whose function is to plan, orggrézel control, and to
make decisions in order to achieve organizatiomgtatives (Daft & Fitzgerald, 1992;
Curtis, 1994).

Interpreter — an individual who interacts with participants t@yde interest, to
promote understanding, and to encourage a pogkigerience of a natural, historical, or
cultural theme. The interpreter presents infornmatlny relating the subject to the
participant’s frame of reference, through, for epéen culture, ethnicity, or language
(CTHRC, 2008).

Goal — a specific statement of what the organization fjis study — a heritage
site) is planning to accomplish (Daft & Fitzgeral®92; Rouillard, 1993).

Communications — the process of conveying messages (facts, idegtsides,
opinions) from one person to another so that theyaderstood (Cuming, 1985).

Effectiveness— the degree to which the organization achieves taecstabjective
(Daft, & Fitzgerald, 1992).

Evaluation — “the judgment or assessment of achievement sigaome
predetermined criteria, usually a set of standamdsbjectives” (Hockings, Stolton &

Dudley, 2000, p. 3).



1.4 Thesis structure

The first chapter of this study briefly describé® tresearch background, the
research question and objectives, and introducegid¢finitions employed. The second
chapter reviews academic and professional liteeatnm heritage, management, and
research methods that provide the framework forstinely. The reviewed literature is
summarized in checklists for research purposes.p@&haThree describes the
methodology of the study; in particular, the stapdertaken in the research process, the
methods of data collection, and the data analysisgss. Chapter Four summarizes and
describes the data obtained during the field rebedsy means of interviews,
observations, and secondary data collection. Intiadd Chapter Four introduces and
describes the three study sites: Doon Heritage Stwads, Westfield Heritage Village,
and Dundurn Castle. Chapter Five discusses thénfisdand presents the results to the
investigation of the objectives and the answerht research question. As the result of
the research, Chapter 5 also provides recommemdatm heritage site professionals
about the most effective ways of goal communicakietween managers and interpreters.
Finally, in chapter six the contribution of the @dyuis discussed and future research

opportunities are proposed.



2. Literature review

The academic literature containing different aspeftheritage interpretation and
management was reviewed and analyzed to providebdéises for this research. The
literature review is divided into two main sectiofi$e first section provides a general
understanding of heritage, interpretation at hgétsites, as well as actual principles and
techniques for practicing interpreters. The seceection highlights the main principles

of management in regard to communication and gd@akaement.

2.1Heritage

Multiple academic sources about heritage cover dewariety of themes.
Preservation, authenticity, and interpretation thee most discussed topics (Alderson &
Low, 1976; Barthel, 1996; Boyd, 2002; Chang, 199@rgrove, 1999; Kelleher, 2004;
Lowenthal, n.d.; Wang, 1999; Young, 2006). An inpat subject of these discussions
(Barthel, 1996; Jamieson, 2000), preservation idamger seen as the process which
attempts to stop cultural change. Rather, it ispifaetice of managing change and facing
challenges brought by the combination of tourisnd gmweservation. Among these
challenges are: maintaining and conserving cultbeaitage, achieving a better state of
economic and social well-being, achieving sustdeatourism development, and
providing tourists with a quality experience (Jasoie, 2000).

An increasing inability to discern between autherdnd inauthentic heritage
experiences is a major concern for heritage adkersthere is always a risk that the
amount of reproduced heritage will devalue thearobtf historic materials preservation

and distort the public’s understanding of histaself (Kelleher, 2004). There is a fine



line between what we call real heritage and repreduheritage. For example, in the
discussion of heritage villages, some of theirdings are real and historically belong to
their current location; some buildings are brouffoim their original sites, raising
guestions about their integrity and authenticityd @aome buildings are built to appear
historic (Young, 2006). Apparently, while on a sitdl three types of buildings look
similar, and for a non-professional it would befidiflt to distinguish between an original
and a reproduction.

A very important place in academic literature isvated to the questions of
heritage interpretation and presentation (AldergonLow, 1976; Anderson, 1982;
Edwards, 1984; Herbert, 1995; Hewison, 1987; Howa@D3; Hunt, 2004; Malcolm-
Davies, 2004; Masberg & Silverman, 1996; RobertsH#397; Roth, 1998; Tivers, 2002;
Van West, 1989). Following tourist demand for meseiting and unique experiences,
instead of regular museum exhibitions, a relativedyw phenomenon of “living history”
(when actors are used for history representatiohesatage sites) emerged (Anderson,
1982; Hunt, 2004; Malcolm-Davies, 2004; Robertsha987; Roth, 1998; Tivers, 2002).
The notion of “living history” generally includesghory representation techniques such
as first-person interpretation (when an actor pkggpecific historical role and speaks “in
character”), third-person interpretation, battleeractments, craft demonstrations, and
games. Each of the mentioned history representéicmiques can be seen in Ontario
heritage sites. Unfortunately, first-person intetption is difficult to find; instead, third-
person interpretation with costumed guides is va@mmon in Ontario (Doon Heritage
Crossroads, Black Creek Pioneer Village, Land Rionéllage, Dundurn Castle, and

others). In spite of the obvious educational vadfiéliving history” (Malcolm-Davies,



2004), some opponents think that people do notivecan actual critical discourse in
history, but more drama and entertainment, fromerr@etments (Hewison, 1987).
Following this idea, Herbert (1995) does not badiethat standards of heritage
presentation might be developed because everyitbdave its own features and will
encounter its own challenges in providing a relévaresentation. However, many
believe it is possible at a heritage site to oatlihe main patterns for presentation that
would contain educational value and authentic agpee while performing in an
exciting and interesting manner. | will talk morgesifically about the principles and

techniques for the successful heritage interpateguggested by field professionals.

2.1.1 Heritage interpretation

The subject of interpretation at historic sites ridatively new. Tilden’s
Interpreting our heritage (first edition: 1957), which is considered to bee thrst
manuscript of this type, covers the basics of histinterpretation and begins the
discussion about the philosophy and psychology&frpretation. Another classic book,
Interpretation of historic sites (1976) by Alderson and Low, sets up the main [pies
of presenting the site, interpreting for differage groups, and selecting and training of
interpreters. These books form the basis of thisqfahe literature review.

Most of the definitions of interpretation (Pear®,78 sited in Marsh, 1986; Taylor
2006; Wagar, cited in Boulanger & Smith, 1973) egeer from Tilden’'s definition:
“Interpretation is an educational activity whichnai to reveal meanings and relationships
through the use of original objects, by firsthangbexience, and by illustrative media,

rather than simply to communicate factual informati (1957, p.8). The purpose of



interpretation is to make people more aware ofplaees they visit, provide knowledge
and, thus, understanding, and to stimulate intessth, according to Herbert (1989),
“leads to greater enjoyment and perhaps respoigil{ph. 191). Good interpretation can
raise the value of a site for visitors, and, intiten, “greater value will lead to greater
conviction of the need to preserve and protect’rigde, 1989, p.191). The following
concept of interpretation was first presented itddn’s Interpreting Our Heritage:
“Through interpretation, understanding; through enmsthnding, appreciation; through
appreciation, protection” (1957, p.38).

A great shift in the methods of interpretation atitage sites has occurred in the
last 50 years. Before this shift, wall panels, medeisplay items, writing materials, and
audio-visual materials were the most common methodsnterpretation. Personal
interpretation was described as a new, rare buiraids approach (Edwards, 1984;
Herbert, 1989; Tilden, 1957). Nowadays, more reqmriilications (Robertshaw, 1997;
Roth, 1998; Tivers, 2002) discuss personal (otirfvhistory”) interpretation as the main
interpretation method while other methods are aw®rsid additional. This shift from
impersonal to personal methods of interpretatiah amen further, to visitor participation
in interpretation is not surprising as psycholobregearch has proved that “people retain
about 10% of what they hear, 30% of what they r&8&p of what they see, and 90% of
what they do” (Lewis, 1988, p. 27).

Authors (Alderson & Low, 1976; Boulanger & Smith9713; Marsh, 1986;
Tabraham, 2006; Wagoner, 1989) agree that gootpnetation is achieved only through
good planning. To this end, the major decision dosite would be to determine its

primary goal and secondary objectives that shoaltetirely compatible to the primary



one” (Alderson & Low, 1976, p.11). The primary geahecessary in order to determine
the directions for reconstruction and interpretataf the site; and a set of secondary
objectives “can increase substantially the cond#i@ site can make to the visitor's
understanding of our heritage” (Alderson & Low, 69p.18). The secondary objectives
are usually the core historic facts that it is hbgee visitors will learn as a result of the
visit. Both the primary goal and the secondary ciojes have to be documented because,
on the one hand, “the plan is a blue print foracti(Tabraham, 2006, p.60) and, on the
other hand, in that case every committee chairnmthewvery staff member will know
what direction the site is taking and will coordmadheir actions towards this direction
(Alderson & Low, 1976). In addition, the majority professional management literature
believes that setting goals is the first step ig planning and organizational process. |
will discuss in greater detail goals and goal sgttin the Management part of the
literature review.

It is not only important to communicate the rightormation to visitors; it is also
important to communicate it properly so that th&ters understand what the site is about
and the value it offers to the society. In thist®eg | have summarized from different
sources the main principles that interpreters shawde for better results of their
interpretation.

1) The topic of the interpretation should be relate the day-to-day life of
visitors (Boulanger & Smith, 1973) because “anyeiptetation that does not somehow
relate what is being displayed or described to s$obimg within the personality or
experience of the visitor will be sterile” (Tildeh957, p.11). The best way to do it is to

develop analogies between different aspects ofidifdtne past with those in the present.
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For example, an interpreter can describe a lifarohverage farmer, inviting visitors to
compare it with their lives: at what time a per$ad to wake up, what was the regular
agenda for the day, how much money a person wastal@arn and what he/she could
have bought on that amount of money. Taylor (2680i§)gests choosing themes based
around customs such as eating, sleeping, workimdpailding a home because everyone
can recognize and relate to them.

2) “Interpretation is a two-way communication pregejust telling people facts
may not enthuse and enrich their understandingylffa2006); therefore, it is important
to engage visitors in participation. Upper Canadéalfe, with its new program started
last year, is an example of how visitors can beassfully involved in the interpretation.
On some weekends regular visitors have an opptyttmibecome 19 century Village
inhabitants: first, they dress up in period-specdlothes. Then within two days they
participate in all kind of activities such as cauki handiwork, and mill work. They are
also engaged in old-fashioned singing and dandtitally, for a night they stay in an
old-furnished 19th century residence. Thus, thegqanm creates an effect of a time-
machine and provides visitors with a better un@eding of how it was like to live in the
19" century. According to Lewis (1988), an easy wajnimlve visitors in participation
is to ask questions: What would you serve for ge&Vhat would you wear? What
would you been doing during long winter eveningeew there is no other source of light
other than a candle?

3) An interpreter should be able to adjust hisfherpretation according to the
age of visitors and the amount of interest thetaisi show, which means that the

interpreter has to listen carefully to the questibe/she is being asked.

11



4) Interpreters have to be as accurate as pos#ilelghave to avoid using period-
inappropriate objects such as watches, glassesmattern frames, earrings, and make-

up (Lewis, 1988).

2.2 Management

Management is most commonly defined as the attaibwieorganizational goals
in an effective and efficient manner through maarfprocesses: planning, organizing,
leading, and controlling organizational resourcBsegardus, 2004; Daft & Fitzgerald,
1992). Planning includes selecting goals and waystlieir attainment; during the
organizational process, responsibilities for taskomplishment are assigned; leading
uses personal resources to motivate employeesfiaatly, the process of controlling is
responsible for monitoring and making correctiobsff & Fitzgerald, 1992; Dessler,
1995; Dixon, 2003).

Planning is considered the first and the most inigmrfunction, because all the
other processes are the results of planning. Thwreéffective planning is a key for an
organization’s overall performance (Daft & Fitzgdrgl992). During planning, the goals
of an organization and the necessary managemeaohsdor their implementation are
chosen and documented. This document is usualledcal management plan. The
necessity for a management plan is difficult to resémate; depending on an
organization or a site, the management plan andytia¢s may be elaborated or may
contain only a few points, but the plan has totetxisensure the opportunity for growth

(Tabraham, 2006). Goal setting is the first elenténbe planning process.
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2.2.1 Goal setting

Goal setting is an essential part of the plannirggrg@ss because goals provide an
understanding of what an organization (or a heegitsige) is intending to pursue in the
future. Even though not all authors agree on thmgefor example Shoemaker (1984)
uses the term “objective” instead of a “goal”, thedinition and the idea remain the same:
a goal is a specific statement of what the orgdioizas planning to accomplish (Daft &
Fitzgerald, 1992; Rouillard, 1993).

In addition to providing the main direction for ddepment, goals carry out
several other functions. First, they summarizeshiart and clear statements, the work that
should be done and point out the areas for devedoprfShoemaker, 1984). Second, a
number of researchers in psychology as far badk e 1980s proved that setting goals
motivates individuals to perform better (lvanceyid®77; Konar, Meyer & Schacht,
1983; Locke, 1968; Locke, Shaw, Sarri & Latham, 1.9Blento, Cartledge & Locke,
1980). Finally, goals serve as standards of controbrganizations as managers can
compare the outcome with the original intention androve performance where needed
(Shoemaker, 1984).

The majority of authors writing about goal settif@hoemaker, 1984; Rouillard,
1993; Sternbergh & Weitzer, 2001; Bogardus, 2004ye@ on five essential
characteristics of a successful goal: it has tefecific, measurable, attainable, output-
oriented, and timed.

Specific: a goal has to include as much detailassiple.

Measurable: a goal has to identify “quantitativegéas” (Sternbergh & Weitzer,

2001, p.23) for tracking progress and results.

13



Output-oriented: a goal has to acknowledge thequéar requirements necessary
to accomplish it.

Attainable: a goal has to be realistic about theeframe and the available
resources.

Timed: a goal has to have a specific deadline.

Other than setting the goals, management actiorttéa achievement have to be
developed and described, and they have to ackngeleertain steps, a timeframe, and a
number of supporting resources for completing exdhe goals (Sternbergh & Weitzer,
2001).

Two main considerations for successful implememtadf goals are: 1) the goal
must be written (Alderson & Low, 1976; Rouillardda3), and 2) a person/organization

has to be committed to the goal (Konar, Meyer &&th, 1983; Shoemaker, 1984).

2.2.2 Communication strategy

Communication between managers and employeesey alkment of the whole
labor process. In fact, it is impossible to imagmeompany or an organization without
people communicating with one another on diffeteméls and about different aspects of
work.

Everyday communication with employees, trainingrffal and occasional), and
feedback are the elements of a communication giyate any organization. Bogardus
(2004) defines communication strategy as a plandéscribes different circumstances in

which the organization will convey information tomployees and identifies

14



communication methods to be used by different dian organization. The other
functions of communication strategy are:

1) providing shared understanding of goals;

2) providing understanding of individual contributiotasthe overall success; and

3) minimizing effects of misinformation (Cuming, 1985)

Cuming (1985) elaborates on the types of infornmatithat should be
communicated to employees and especially emphasiizesnportance of management
plans and policy, goals and targets, day-to-datyunsons, and the quantity and quality
of production. There is also a separate topic albdhen the information should be
dispersed, who should do it, and how to dispersethie best way.

Authors identify three main methods of communiaatio

1) one-to-one meetings between supervisor and employee

2) written materials such as personal/mass e-maiisulars, bulletin board letters,
newsletters, and employee newspapers; and

3) team/group meetings (Bogardus, 2004; Cuming, 188§nor, 2004).
It is also important to note that these methodslavawork best if they were used

in conjunction with one another, rather than indinally.

2.2.2.1 Training

Training is defined by Armstrong (2006) in two way#$e first definition is more
general: “the modification of behavior through expnce.” The second definition is
more specific: “bringing about of a significant inngement in performance as a result of

instruction, practice and experience” (p. 506). §htlhe purpose of training is to give

15



employees sufficient instruction and guidance tabd: them to perform their jobs
effectively and to contribute to the achievementafporate goals.

The objectives of training are:

1) to provide the necessary knowledge and skills;

2) to assist employees in becoming capable of assuathrey responsibilities in an
organization; and

3) to help employees adapt to changing circumstaramsdg organizations (Cuming,

1985; Grant & Smith, 1984).

A wide range of different methods and techniquesalhing are practiced today,
and new ones are constantly being developed arlda¢gd. The most general methods
include lectures, group discussions, case studles hembers are given a written
summary of a business problem prior the discussama, they jointly try to find the
answer), role-playing exercises, projects (the ymmal of practical problems), and
business games (Armstrong, 2006; Daft & Fitzgerdl@92; Dessler, 1995; Grant &
Smith, 1984). Day-to-day coaching is consideredimaportant as formal training
(Bogardus, 2004) because it provides employees avitlopportunity for improvement
and managers with a means of control.

In the literature, interpreters are described wadety of ways. They are even
compared to marriage brokers as they bring “th#oviand the environment together in
an atmosphere of mutual trust and pleasure” (GAL988, p.20). As well, no matter how
often authors talk about the natural talent necgstéar being an interpreter, most
(Alderson & Low, 1976; Boulanger & Smith, 1973; Rotshaw, 2006; Tabraham, 2006)

agree on the importance of appropriate trainingterfront-line staff. Moreover, “if such

16



training fails, bad ‘living history’ is certainly erse than poor static displays, graphic

panels or computer programs” (Robertshaw, 200&)p.5

Alderson and Low (1976) suggest the following elataeof an interpreter

training program:

1)

2)

3)

4)

Questions and references. Each trainee should bedpd with a syllabus
containing the basic information that is neededini@rpret a site, a list of
guestions that visitors most frequently ask, antkremces to recommended
reading.

Lectures and workshops. Lectures by experts inofyistdecorative arts,
architecture, gardens, and related topics are diefpf all the interpreters no
matter how long they work on a site.

Site tours. To teach the trainee how to apply tii@rmation he/she has learned, a
site tour should be given that includes such ingrdriaspects as architecture,
furnishings, gardens, and other physical features.

Demonstration tours. Trainees should join a regulsitor tour to see how a
mature interpreter does his/her job (interprets dite, manages the group, and
answers the questions). Alderson and Low (197Ggwelthat this is one of the
most helpful procedures in training a new intergret

In addition to the initial training, Alderson anaw (1976) stress the importance

of continuous training as it contributes to new enstindings of the site and its history.

Eventually, the more facts an interpreter knows, rtiore confident and flexible he/she

will be while giving a tour or answering questio@ontinuous training can be done in
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many ways, including lectures and workshops, cellegurses, and visiting other

heritage sites in the area.

2.2.2.2 Feedback

Another important element of communication stratéggt is emphasized by a
number of authors (Bogardus, 2004; Cuming, 1985/nGa 2004) is feedback. The
feedback is a two-way process: from employees toagers and from managers to
employees. On one hand, the feedback from emplate®mst instructions or plans makes
managers sure that their directions have been studel. In addition, depending on the
nature of this feedback, original ideas and corecegy need to be altered before finally
being put into effect. On the other hand, to ensuresffective employee performance,
managers have to be ready to instantly providebf@eld to their staff for good work as
well as for work that needs improvement. Bogard2@04) argues that if employees
receive regular feedback they are more likely tdquen better.

With respect to the nature of feedback, it showddspecific and based on facts
rather than opinions, rumors, or judgments (Bogar@004). How feedback is presented
— especially negative feedback — is very importé#ntannot become personal, even
though it is often difficult to avoid personal catation (Gaynor, 2004). Also, feedback
should be presented in a respectful manner sathamployee does not feel attacked or
embarrassed. After all, the whole idea of feedlaakot to criticize but to help to do a
better job.

Motivation, which can be considered a part of agaaization’s communication

strategy, was discussed by a number of authors @&itzgerald, 1992; Dixon, 2003;
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Gaynor, 2004; Kleinbeck et al., 1990). Motivatiolays an important role in how well

the organization’s goals are implemented; and ie tesearch of management
effectiveness the topic of motivation should not desrlooked. However, since the
present study focuses solely on goal communicattdmeritage sites, motivation has not
been discussed in the literature review, nor hastapic been included in the research

objectives or in the interview questions.

2.2.3 Evaluation
The concept of evaluation is closely related to tencept of feedback.
Essentially, they both intend to achieve the sarfeative: to provide an unbiased
opinion on the employee’s work in order to imprawveé key difference, however, is that
evaluation is a part of company’s management ashaley it is not simply one
component of communication strategy.
The two main reasons for conducting performancduatian (as identified by
Bogardus, 2004; Dessler, 1995; and Euske, 1984) are
1) It is a formal (and sometimes the only) opporturfity managers to provide
feedback to their employees;
2) It is an opportunity to review the quality of thegloyees’ performance and the
progress they made, and to plan the correctioepksif necessary.
Since the employee performance is supposed to béuated against some
predetermined criteria, Bogardus (2004) talks abtw different approaches to
evaluation: one of them is traditional and basetherperformance standards drawn from

job description, the other one is relatively newd dased on performance objectives
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developed by both supervisors and their employ&pproaches are similar with regard
to performance evaluation and are illustrated guFe 1.

The chart illustrates very well the three processasally undertaken during the
performance evaluation. In addition, Bogardus (2q0496) offers three questions that
can help managers to identify the effectivenessvafuation in their companies:

1) Do employees know what they need to do?

2) Do employees have a way to measure success?

3) Do employees receive feedback on a regular andéragdasis?

As identified in the chart, it is important to ndteat the first step in the performance

evaluation is to define the business goals.

Figure 1: Performance evaluation process (Boga2i®}, p.195)

Define business unit

Objective-based approach goals Traditional approach
[
v v
Define results to be Write job description
™ accomplished
A 4 v
Observe progress Define performance
standards
A 4 v
Provide feedback Observe performance

A\ 4
Provide feedback

It is also important that managers provide empleyeih instant feedback, both

positive and negative (Bogardus, 2004; Dessler, 5199f these performance
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conversations happen on a daily basis, they becoeweed as customary to employees
and supervisors and are no longer seen as intimgdan addition, “when employees
receive regular positive feedback, they are morenojp receiving negative feedback

when it is necessary” (Bogardus, 2004, p.199).

2.2.3.1 Evaluation of interpreters’ performance

The evaluation of interpreters’ performance israpdrtant as the evaluation of
employees in any other occupation and is usuallyedihve same way. Marsh (1986)
summarizes the reasons for the evaluation of ireéapon as listed below.

1) “Evaluation forces an individual or agency to calesiinterpretation objectives
more carefully” (p.12). Often, in the past, interfation was assumed to be a
public good, and objectives were not stated, dedtan such a general way that
they provided little operational guidance.

2) To determine more precisely the educational andeational impact of
interpretation. This may include the quantity, tygrel quality of impact.

3) To assess the effectiveness of different interpicetanethods and, as a result, to
continue or discontinue using some of them.

4) Since most of the heritage sites are public fundeely have a responsibility to
perform effectively.

According to Alderson and Low (1976), another rease the encouragement of
interpreters — can be added to this list. Evalmaisousually done through the observation
of an interpreter's performance. The manager orisgn who conducts the training

observes an interpreter “in action” and pays clageention to the quality of
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interpretation; the interpreter’'s attitude and i&pilto handle groups; personal
characteristics, such as voice, poise, appearaiiter the observation, the manager
provides an interpreter with suggestions on hownfarove the performance (Alderson &
Low, 1976).

Undoubtedly, the communication culture in each camypor organization is
unique; however, some universal patterns can leadffective goal communication
between managers and employees. Recommendatioms pgfrofessionals include the
following:

1) Provide extensive job descriptions (Bogardus, 2004)

2) Create communication within the team (Blacklockaks, 2007). One of the
examples of such communication may be an excharigpedormance
feedback (Elliott, 2004).

3) Hold team meetings regularly (Cuming, 1985).

4) Seek input and guidance about the team’s directi®lacklock & Jacks,
2007).

5) Gather feedback after every innovation and useritirhprovement (Elliott,
2004; Blacklock & Jacks, 2007). This recommendatxoubly rewarding:
first, the necessary alterations may be undertakeéime; and second, it is
important for future performance that employeesrmaeagers’ sensitivity to
the feedback.

6) Provide extensive feedback to employees to helmtimaprove everyday
performance, thus achieving the organization’s gjoal

7) Evaluation of interpreters’ performance has to élel lon a regular basis.

22



8) Involve employees in the planning process (Bogar@@94): it may bring
“fresh” ideas and also encourages individual penforce as the involvement

gives a feeling of being an important part of thgamization’s success.

2.3 Chapter summary

The academic literature in the present researciotisised to identify and fill in
knowledge gaps. Rather, it builds a solid basettiercomparison between theory and
practice, between the recommendations of acadeands professionals and the real
actions undertaken daily at heritage sites. Tha dathered through the field work will
be compared to the recommendations pointed outhbyliterature, which has been
summarized in two checklists for convenience.

The first section of this chapter is intended tovile an understanding of
historical interpretation at heritage sites anddlsnments it includes. Since interpretation
has great educational value and creates the meahiaglace, time, or activities, it has
to be very genuine and thoughtfully executed. Iditgah, being an educational activity,
interpretation has to be comprehensible, engagiteyactive, and age appropriate.

The second section of this chapter reviews thecbasfithe management process
such as goal setting, training, feedback, and ewalu in order to outline the most
necessary actions to be performed in any orgapizéitncluding heritage sites) on a daily
basis. Employee trainings, team meetings, activenconication between team members
and with the manager, as well as adequate andytiieetiback are some of the necessary

elements of the management process. When one og ofothese elements is not
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performed, one has a reason to question the eféeess of an organization’s goal

implementation.
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3. Methodology

Three heritage sites were studied in the preseséareh: Doon Heritage
Crossroads (Kitchener), Westfield Heritage VillagRockton), and Dundurn Castle
(Hamilton). The chosen sites are similar in termhdhe experience they offer to the
public: all of them have costumed third personrretation and similar programming.
However, with unique organizational structures amanagement strategies, each site
brings different perspectives to the study.

To evaluate the effectiveness of goal communicasib@ntario heritage sites, a
combination of investigative methods were usedjutlinog a discourse analysis of
managerial documentation, on-site observations, ame-to-one, semi-structured
interviews. For a fair comparison among the sikagh site was visited the same number
of times, and the same number of respondents wéeeviewed for approximately the
same duration, using the same interview questibne.description of the research study

framework and methodological steps that were ua#ert follows.

3.1 The research study framework

To answer the research question (How effectively danagers of Ontario
heritage sites communicate the sites’ goals to therpreters?), a clear understanding of
how to measure the effectiveness of communicat®nreiquired. Built upon the
definitions of communication and effectiveness &guplin this study, effective
communication would mean that, as a result of défie communication methods used
simultaneously by the management of a heritage isiterpreters know and implement

the goals of their site consistently.
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In the study, | introduced two checklists that &@sed on the academic and
professional literature and that help me to sunmeaand analyze the research findings.
The first checklistGoal communication at a heritage site (Appendix D) summarizes
possible management actions that are necessattyef@ffective communication of goals
from managers to interpreters. Even though eachaber site chosen for the present
research has its unique management structure aliy,pthe more these actions are
applied by the managers, the more effective overalhnager-interpreter goal
communication will be. The checklist helps to stane and summarize the interview data
in order to obtain research objective #4 (to eualuthe effectiveness of goal
communication at heritage sites).

The second checklisinterpretation at a heritage site (Appendix E) has an
appearance similar to the Likert scaling (Reseavigthods Knowledge Base, 2006).
However, it was created not to collect opinionsaocertain topic but to summarize and
visualize the overall impression that | have abeath site after conducting the
observational visits. The checklist was composedcrordance with the main principles
of heritage interpretation gathered from profesaiditerature; and observations were
conducted by paying close attention to these ppiesi Being very illustrative, the
checklist reflects the impression made by eachositthe researcher and helps to evaluate
the implementation of the site’s goals by interpretobjective #3).

In this checklist, the overall perception of thie s evaluated on the 5-point scale
with 5 being excellent, 4 — good, 3 — average, f2oer, and 1 — bad. This scoring is
personal, intuitive response to the experiencelthat at each of the sites. The scoring is

also based on other characteristics outlined smdhecklist.
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3.2 Research design

The research was undertaken according to the foltpateps:

First, | contacted the manager of each heritagelsitemail, introducing myself
and discussing the following points:

1) the purpose and nature of the study;

2) the benefits of the study for management of hegitites; and

3) the assistance that | needed from each managentiuct the study.

Appendix A provides the sample of the email.

Originally, three heritage villages were chosen floe research study: Doon
Heritage Crossroads, Westfield Heritage Villaged dslack Creek Pioneer Village.
Managers of two of these three sites agreed tacpte in the study, and the manager of
the third site declined an invitation for persoredsons. As a result, | had to enroll one
more site in the study. Since the season for lgeritallages was almost over, the only
heritage sites that stayed open were in-door sieh as museums. | chose Dundurn
Castle as a third site for the following reasons:

1) the castle has costumed interpreters like two cites;

2) it was open during the study period; and

3) itis located in the area of my research.

While having a lot in common with two other sitdse castle also introduced to the study
a different dimension since it is a National Higtdite. That provided the opportunity to

compare its management approach to the managep@oiaghes of regional sites.

27



The managers were asked to provide any availalterdentation related to the
operation of the sites such as mission reportsagement plans, annual reports, research
studies conducted at the site, job descriptions,eanployee handbooks.

Next, interviews with managers and interpreterseath heritage site were
conducted as a second step in the research studgyadédrs were asked about goal
communication strategies, interpreters’ performanoe its evaluation (Appendix B
provides interview questions). Each interview tagproximately 50-60 minutes, was
digitally recorded, and then transcribed.

Similar interviews with three interpreters were docted at each of the sites. The
selection of participants was done in the follownay:

1) during the site visits | selected three interpietbat | wished to interview;

2) | obtained permission from the manager to condatérviews with the

selected interpreters on the site; and

3) with the assistance of the manager | arranged #he athd time for the

interviews.

Three interviews per day were conducted at eadhefites; they usually took
place during the operating hours when there werevisitors, and each lasted
approximately 30 minutes. The interview questiomsifterpreters (Appendix C) were
similar to those for managers (Appendix B) in ortteobtain different points of view on
the same issues. The interviews were digitally e and, then, transcribed.

To ensure anonymity, the recorded information amadhscripts are stored in a
secure location. Citations from the interviews ased in the discussion section without

naming the person who provided them. For purposesarmnymity, instead of
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participants’ names, | use the combinations oétstand numbers (e.g., 2 T, 1 B, 2_Al)
when quoting.

Finally, as one of the components of the resedrdatyson-site observations were
conducted from October $12007 to February" 2008; each site was visited three
times. In order to compare interpreters’ perfornearnin different situations, two
observations were conducted on regular days andobgervation was done during a
special event: Christmas celebration.

Because each site differs in size and in numbexcttities, the amount of time
dedicated to each on-site visit varied from twalicee hours. To ensure that each site
was given equal attention, | had to visit everyropeailding on a site, listen to every
interpreter, and participate in every activity tlveds offered at the time of the visit.
During these observational visits, | took pictusesd made descriptive notes for later
analysis.

Site visits were conducted for two reasons. Hostmake myself familiar with the
site: its layout, number and type of buildings amtifacts, interpretation practices, and
overall atmosphere. Second, they helped me to rbettderstand how interpreters
implement their everyday job (assuming that it $tidead to the implementation of the

site’s goals) and whether certain goals of thelsiee actually been carried out.
3.3 Data analysis

According to Creswell (2003), the data analysiings “preparing the data for

analysis, conducting different analyses, movingpeéeand deeper into understanding the
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data, representing the data, and making an intatme of the larger meaning of the
data” (p. 190).

Three main bodies of data were collected during fibll research period:
managerial documents from the sites, interview$ wianagers and interpreters, and on-
site observations. This section describes the proes that were undertaken to organize,

analyze, and interpret the obtained data.

3.3.1 Secondary data analysis

During the first part of the research, secondarta dach as management plans,
annual reports, staff manuals, newsletters, andratievant documents were examined
to identify the goals of each heritage site. Thalgsis was done to achieve objective #1
(to determine the goals of each heritage site)s Step was complicated by the fact that
not every site had documented goals. Moreover, damiitage site uses its own
terminology in documents; therefore, in the abseategoal statements, objectives,
operating principles or vision were consideredtf@ research.

Confusion between explicit (documented) and implimentioned by managers
but not documented) goals also complicated thearebe Although the identification of
implicit goals is not a part of this investigatidhey nevertheless will be mentioned in the
following section since implicit goals often explaertain management actions and add
extra information to the analysis of managemergrpreter communication as a whole.

The ethnographic approach, as described by Coffept€inson (2004) and
Silverman (2006), was used as the most appropsayeto analyze the sites’ documents,

treating them as “social facts” as oppose to “fewmdence of what they report” (Coffey
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& Atkinson, 2004, p.58). According to this approadhe researcher is constantly
guestioning them, e.g., for what purpose the tex¢swritten, what is recorded, what is
omitted, and what is taken for granted? (HammerseyAtkinson, 1983). These

guestions helped to look deeper into the contenthef documents, understand what
information is present and what is missing, anciaeine the goals of the sites or their

equivalents.

3.3.2 Interviews

Semi-structured interviews with managers and ime&tgps were conducted to
achieve objective #2 (to determine the means ofngomicating goals between managers
and interpreters), objective #3 (to evaluate theplementation of the goals by
interpreters), and objective #4 (to evaluate tlfecéfeness of goal communication at
heritage sites).

Transcripts of interviews were analyzed to uncotrer themes related to the
effective communication of goals from managersterpreters, paying close attention to
positive and negative aspects of the way goalseirand delivered, training conducted,
and feedback provided.

Interviews were analyzed in accordance to qualgatesearch strategies: initial
coding and then focused coding (Charmaz, 2006; viaigs 2003) were used to
summarize responses and identify the main themssa Airst step (initial coding), |
conducted a line-by-line analysis of the transsript highlighting key words and phrases
and assigning them two- or three-word codes. Fon @derview with a manager, | made

separate lists of codes. Codes from interviews imiirpreters were combined in one list
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for each site and organized by questions. The stext was focused coding — combining
similar codes under one, more conceptual categanich allowed me to come up with
five main themes that reflect my objectives andimlber of secondary themes. The five
main themes are:

1) Communication on the site;

2) Goal communication;

3) Goal implementation;

4) Performance evaluation; and

5) Daily routine.

The question about the daily routine at the sitd@¥Wo you usually do when
there are no visitors in the village?/ What do ymierpreters usually do when there are
no visitors in the village?) was asked to gainghsinto the interpreter’s job beyond the
interpretation and to see how daily assignment$trbg adjusted to provide interpreters
with more information about the goals of the site.Chapter 4, these themes are

described in detail and illustrated with quotesfrihe interviews.

3.3.3 Observations

Three observational visits were conducted at eddheo locations to make me
familiar with the sites: their lay-out, types of usgs/rooms, costuming, types of
characters presenting history as well as the typsmmunication between interpreters
and visitors. For example, | paid attention to Weey the visitors are greeted and to the

amount and the content of information being prodidey interpreters. Ultimately, the
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observations were conducted to achieve objectivéat8valuate the implementation of
the goals by interpreters).

Observations in the form of field notes were rdeor during and immediately
after each visit (Emerson, Fretz & Shaw, 1995)tUPes taken on the site helped me with
the recollection and description of places and fgeop

During the analysis, the observation notes weratdte the same way as
interviews: they were printed; differences and knties among the data as well as the
information that supports or disproves interviewdfngs were highlighted and coded,
then codes were put together into larger themese(gon, Fretz & Shaw, 1995;
Silverman, 2006).

Observations are always subjective because thethareesult of a researcher’s
perception; they are also limited by the time amchtion. Therefore, to avoid drawing
false conclusions based solely on the data obtaimedigh observations, in my notes, |
was simply describing (without judging) what | sawd heard. However, observations
supported or contradicted by the data from therwee/s or documents provide an
opportunity for a constructive discussion in Chapige.

In Chapter Four, the results of observations agardzed in checklists (Appendix
E) that are complemented by commentarielse checklists and commentaries were
completed after visiting each site three times. [&/htried to be as unbiased as possible,

there is a chance that my opinion may differ frévose of other visitors.
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3.4 Chapter summary

The research study was conducted at three Ontaritape sites: Doon Heritage
Crossroads (Kitchener), Westfield Heritage VillagRockton), and Dundurn Castle
(Hamilton). Three methods of inquiry were usedddilitate the research: secondary data
collection, semi-structured interviews with manageand interpreters, and on-site
observations.

Management documents such as management plansy| agpaorts, staff manuals,
and newsletters were collected. One interview &itimanager and three interviews with
interpreters were conducted at each of the siieall¥, three observational visits per site
were carried out. All the gathered data is sumredriand described in Chapter 4. Then,

Chapter 5 performs the analysis of this data basdtie five research objectives.
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4. Findings
This chapter describes all three study areas aminswizes the findings gathered
there by the means of semi-structured interviewssite observations, and secondary

data collection. The information is organized irethmain sections by location.

4.1 Doon Heritage Crossroads
Doon Heritage Crossroads (Doon) is a recreatedhghiristory museum that
represents a typical rural Waterloo County villagel914. The site is promoted as an

educational place for families, and the majorityaofivities are designed for both adults

Figure 2: Map of Doon Heritage Crossroads
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(source: http://www.region.waterloo.on.ca/
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and children. Except the period from January to Ma&gn the village is closed to public
visits (even though some workshops are still offgr®oon is open five to seven days a
week depending on the season. The main charamerddtthe site are summarized in
Table 1; however, the type of interpretation anoigptmming will be described in more
detail.

Doon uses only costumed third-person interpretatidmch is reflected in how
the interpreters construct their speech. Similamtsseum guides, they use descriptive,
explanatory sentences that frequently start witht“ivere in 1914...” or “He/she/they
would have been...” However, the main difference leetwrecreated village interpreters
and museum guides is that interpreters actuallylat they are talking about or showing
to visitors: they cook, wash the dishes, or makeneds, using old recipes and tools.

In terms of programming, Doon focuses mainly onegahpublic and school
educational programs. In general public programsitovs of different ages come
anytime during operating hours, walk around théag#, and talk to interpreters. School
programs are more organized; for each educatiaogram (depending on the grade and
the type of unit), Doon has an educational manha states the goals of the particular
unit in the school curriculum and describes thevdigts involved in the program. For
example, in the grade two curricula, there is & ahbout traditions. Instead of teaching
this lesson in class, schools bring their childiehe Village, and interpreters teach the

unit interactively. Thus, every school programigsltto the curriculum.
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Table 1: Doon Heritage Crossroads - summary

Name of the site

Doon Heritage Crossroads

Type of the site

Living history museum

Location

Kitchener, Ontario

Owner

Region of Waterloo

Operating budget

$1,789,960

Number of visitors

38,264 visitors in 2007

Period of history

1914 (or in general early @&entury)

Number and type of
buildings

18 buildings + locomotive

Type of buildings: regular houses, township haliway
station, fire hall, church, barn, grocery storackkmith shop,
post office/tailor shop, print shop, repair shogicher shop,
harness shop, sawmill, weavery

Additional buildings and constructions: Hall of fam
Curatorial centre (administration), gift shop/adsioss office,
covered bridge, gazebo

Interpreters

Seasonal employment.

Mostly students as interpreters.

About 25 paid interpreters in summer and abounhlinter.
Over 1000 volunteers engaged in different jobs,ayalit 150
of them volunteer as interpreters during specieahé&y

Type of interpretation

Costumed third-person interpretation

Programs

School and public programs are offered regularly.

Special programs and events vary and may include:
- Crafts: Evergreen Wreaths (making wreaths to tekae),
Apple Harvest Day (making apple butter, cider artth#zel)

- Christmas events: Country Christmas, Starry Night
Doon by Lantern Light Tours

Additional services:
- Workshops (e.g., seed saving workshop, genealogy
workshop, crewel embroidery workshop, bread maidd)

- Festivals (e.g., Children’s Groundwater Festitzalmily
Water Festival)

- Kitchener-Waterloo-Cambridge Post Card Club nmegsti
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Figure 3: Doon Heritage Crossroads: village street
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(source: Photos taken by the researcher)
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Special events are hosted several times a yeaallysane per season and on
major holidays such as Christmas, Halloween, Easted Canada Day. During
Christmas events, for example, the public has gt of riding a horse-drawn wagon,
tasting apple cider and other treats, listenin@lwistmas carols in Freeport Church, or
taking a lantern-lit walking tour of the village.

In addition to these special events, Doon reguladsts craft activities (e.qg.,
Evergreen wreaths, Gifts in a Jar), hands-on wansHhe.g., Pruning Trees and Shrubs
Workshop, Christmas Breads, Growing and Using Herfestivals (e.g., Children’s
Groundwater Festival, Family Water Festival), anttiener-Waterloo-Cambridge Post

Card Club meetings.

4.1.1 Management structure

The Doon website mentions two main missions ofviiage: 1) interpretation of
a re-created village and two farms, and 2) collecand preservation of artifacts. These
two major directions are reflected in the manageméuncture of Doon, which has two
main departments: Public Programming and Collest{igure 5).

Under Public Programming there is a manager whaegponsible for all
programming on the site, and Education and Vill&@gordinators report to him. The
Education Coordinator develops and implements dghragrams: he arranges for school
groups to come to the village, develops new prograand trains interpreters to
implement the programs. The Village Coordinatorreges the day-to-day operation of

the village: e.g., buys supplies, arranges costgmand manages the animal and
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gardening programs. Either one or both of the doatdrs lead the daily morning 10-

minute meetings with interpreters, explaining tafskghe day, and evening debriefings.

Figure 5: Management structure of Doon Heritages€haads

Manager/Curator
- Volunteer
/ \ coordinator
Public Programming Collections
A 4
Manager Register
(supervisor of programs)
(legal documentation, N
primary research)
Education Coordinator
. _ ] Conservator
g (school groups, school bookings, <
developing new school programs) (repair work)

Village Coordinator

» (supplies, arranging costuming, animal
program, gardening)

Interpreters

Y

A 4

Interpreters hold seasonal positions and are masilersity students who work
during their summer breaks and co-op terms; howduaar contract positions are filled
by non-students based on eight month of full-timgpeyment: 1) blacksmith, who is
also in charge of other trades; 2) domestic inetgor 3) gardener; 4) farm and

agriculture worker.
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The Collections Department and Volunteer Coordingdosition are separate
branches of Doon’s management structure. The \dlldgas approximately 1000
volunteers who help with collections, constructigardening, costume maintenance, and

interpretation during special events.

4.1.2 Site documents

Documents obtained at Doon Heritage CrossroadsdecStatement of Purpose,
Annual Report, Seasonal Staff Manual, Educationahdl, and an issue of a newsletter.

Statement of Purpose, a document published oninéhe Region of Waterloo
website, applies to all public museums and otheitdge assets owned by the Redion
including Doon Heritage Crossroads. The documeesgnts the general goal statement
for the regional museums and its implementatiorwalh as a specific purpose of the
Doon Heritage Crossroads.

The Annual Report is dated April 2007 and addredeetthe Planning, Housing
and Community Services Department of the Regiowaterloo. The report summarizes
the operations of Doon Heritage Crossroads in 20@bhighlights initiatives planned for
2007. In particular, the report provides informatiabout the attendance, public and
educational programs, capital investments, volunteentributions, and curatorial
achievements in 2006 as well as initiatives fodding a civic park, introducing a new
full-day school program, and changing existing puptograms in 2007.

Based on the report, the main areas of developateddbon Heritage Crossroads

are:

% Doon Heritage Crossroads, McDougall Cottage, JoSgneider Haus Museum and Gallery, Waterloo
Regional Curatorial Centre, and West Montrose Ged@ridge
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1) attraction of visitors (attendance decreased fr@m28 in 2004 to 37,449 in
2006; therefore, the new full-day school progrard additional activities to
public programs were developed);

2) artifact collection (the staff started writing a lf@éating Development Plan,

outlining how the museum should improve its artifealection); and

3) facilities maintenance and construction (buildingaimenance and site

development projects are planned every year).

SeasonaSbtaff Manual is a practical handout given to theripreters on their first
day of work. The manual covers a wide variety afhtécal information: schedules,
safety tips, building cleaning and closing procedurcostume and artifact handling
information. There is information about who to amitif an interpreter encounters a
specific problem and the list provides seven naimesoose from.

Educational Manual is a large brochure also givennéw interpreters that
describes school educational programs (e.g., alGHiife: 1914, Our Pioneer Heritage,
Early Settlement in Upper Canada, Amazing Maching$sle manual provides very
detailed information for each house and each prograhow to host school groups: what
to show, to say, and what games to play.

A newsletter — Events and Exhibits sued by the Department of Planning,
Housing and Community Services every four montht@ios cultural news, historical
information, and announcements of upcoming exhibitsl events at the Region of

Waterloo museums. The newsletter is distributedrajramployees and visitors.
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4.1.2.1 Statement of Purpose

According to the Region of Waterloo official welssithe Mission Statement of
Doon Heritage Crossroads is currently under devedy; however, the Statement of
Purposé (last revision: June 2002) that applies to alithge museums of the Region has
some information regarding the site’'s goals. Acoggdto the Statement, the goal of
Doon Heritage Crossroads and of other heritage umiseof the Region is to provide
“...heritage programs and services responsive to ttegests of the residents of the
Region of Waterloo.” It is stated that the goal barmachieved “by the effective use of our
human and financial resources to collect, presestugly and interpret the heritage of the
Region.” Further, implementation of the goal isrséferough the following actions: 1)
collection, preservation, research, and interpaatof artifacts and buildings; 2)
maintaining and operation of heritage facilitie};,cBoperation with other heritage sites
and organizations within the Region of Waterlood &) advising the general public
about the preservation of culture and heritage.

The purpose of Doon Heritage Crossroads as a p#rederitage community of
the Region is “to maintain a living history musewnd maintain other appropriate
facilities to convey the history and the culturdloeé Region of Waterloo in an interesting,
exciting and accurate manner by collecting, presgrvresearching, and interpreting
appropriate objects, specimens and buildings.” Staéement of Purpose also documents
how the aforementioned will be achieved:

The site will attempt to create an accurate hisébri
environment in which the variety and range of hurtifen

and activity within such a community can be preserb
the public.

4
Source:
http://lwww.region.waterloo.on.ca/web/region.nsf82810b5f420d7a685256bf40061f71f?OpenDocument
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Saying that, the museum takes a responsibilityrtwige “living history programming;
resource areas for use by the staff and generdicpw#alequate storage facilities for
artifact and archival collections; educational ansitor orientation facilities; ancillary
public facilities such as picnic facilities, foodcaretail sales facilities; ancillary staff
facilities, such as offices, workrooms, etc.; andepresentative landscape historic
environment.”
To simplify, 1 have organized the above into sewsparate goals of Doon

Heritage Crossroads:

1) To collect artifacts, archival materials, specimersl buildings.

2) To preserve artifacts, archival materials, specsnand buildings.

3) To research artifacts, archival materials, specsnand buildings.

4) To interpret artifacts, archival materials, specisjeand buildings.

5) To maintain the buildings and other appropriatditas in the village.

6) To advise the general public about the preservatiaulture and heritage.

7) To present the history of the region in an intengsand accurate manner.

4.1.3 Interviews at Doon Heritage Crossroads
The analysis of the interview data revealed fivemown themes:
1) Communication on the site; 2) Goal communicati8h Goal implementation; 4)

Performance evaluation; and 5) Daily routine.
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Communication on the site

Daily meetings are the main means of manager-ireggp communication at

Doon Heritage Crossroads. The meetings happen @agryn the morning and in the
evening and take approximately 10 minutes. Mormmegetings “are very factual kind of
meetings: who’s coming today, what school groupatgthool program will be taught,
who’s getting lunch at what time” (D_M). The jobs the day are also assigned at this
point. The interviewees support one another sajtiag they really appreciate having
these meetings because they receive informatiout atdwat to expect during a day:

| like the way that we do morning and evening nregsi it

gives them [managers] a chance to tell us whatisggon

during a day. It's not like we show up and don’blknwhat

to expect (2_A2).
In other words, meetings with the managers corgilio the feeling of confidence
among the interpreters and consequently help tocowse apprehensions on a given day.
The second reason why the meetings are appredmtbdcause of the guidance that
interpreters receive:

It's pretty important because otherwise the jobbpldy

won’'t be done if they don'’t tell us every day whatdo

(2_B).
Evening meetings are organized similarly. All ipieters pointed out that in the evening
they have an opportunity of two-way communicatiathwhe managers:

At the end of the day — same thing: we go over what

happened that day, and we have a chance to giveneota

or suggestions or any notes (2_Al).
In addition, during the day managers “...come in tillage every once in a while”

(2_A2) and that is the reason why interpreters fbelt “there is always someone

available for us to talk to, they are always phgiychere” (2_A1l).
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A newsletter can be considered as an alternativenmef communication at the
site. Even thought it is mostly oriented toward éx¢ernal public, “every employee gets

a copy and we [management] hope they read it (D'_M).

Goal communication

With regard to goal communication at Doon Herit&g@ssroads, it is mostly
done through orientation training. The orientatisra week-long event happening at the
beginning of each season. All kinds of informatiare being presented to new
interpreters:

This orientation involves everything from how toeufire

extinguishers and safety issues to how to greepulic as

well as what some of the upcoming projects are (D_M
Both interpreters and the manager named the ofientgaining as the main source of
information regarding the goals of the site:

[The manager] goes over the goals, what's happenitig

the museum, goals for not just what we want to stwthe

public, but long-term goals for the museum (2_A1).

At the beginning of the season we give them aypgibd,
but general overview of our mission (D_M).

However, the main purpose of the training is tovpe interpreters with enough factual
information necessary for everyday work on the sitel, therefore, the goals of the
institution may not receive adequate attention:

We probably don’t focus on it [goals] very much bese

the reality is there is so much that we need tm fpaople

in a week that there are frankly some more impoitsues

that they need to understand for the day-to-dayabipas
(D_M).
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During the training, interpreters are provided witading materials that include Seasonal
Staff Manual, Educational Manual, and manuals &mhebuilding:

Its a lot of reading right of the bat. But throudbur
months we’ve got most of it done (2_B).

The large amount of information during the training addition to readings about the
houses, artifacts, and educational programs caonbeso excessive that by the end of
the week interpreters may have forgotten everythingy were told at the beginning of
the week “because they are overwhelmed with thaildetf the new job (D_M).” This,
according to the manager, is the main reason wtergreters may not remember the
goals of the site and, consequently, this is whg tianager does not consider goal
communication on the site to be very effective. Titerpreters somewhat corroborate
this position by saying that:

| vaguely remember them [goals] and | was probablg

about them but | don’t really know [...] In that resp they

probably didn’t drill them into our heads (2_A2).
However, all interpreters believe that overall commimation at the site is effective
because “we know what our day-to-day job is andtwietry to achieve” (2_A2). The
main reason for it is a well organized and specifemagement structure where “certain
people do certain things” (2_A1):

The system that we have now when there is always
someone to report to works very well (2_A1).

The interpreters pointed out the alternative wéylsarning about the goals of the
village. One of these ways has been through awesfdheir job descriptions:
....when | was interviewed for this job we had a job

description. [...]JAlso, maybe on the web page thaént to
check before the interview... (2_A2).
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In the discussion of how well the interpreters knibv goals of the Village, the
following responses were given to the first intewviquestion (What are the goals of your
heritage village?):

To provide an opportunity for children, adults, ises,
everyone to understand what the past was like and t

understand what the things were like in 1914 (2.A2)

For us the goal is to preserve that bit of histomg to show
it to the public (2_A1).

| can’'t say a clear cut of goals, but these willrbg two

guesses: educate people about history and to peeser

history through artifacts (2_B).
To sum up, all three interviewees talked aboutgresg history to the public and two
out of three interpreters also mentioned presemats another goal of the site.
Comparing the answers with the actual goals of Dideritage Crossroads, it can be said
that the interpreters are fairly well informed abthe purpose of their job and the duties
expected of them. Other goals of the village sichadlection, research, and maintenance
were not mentioned.

An interesting fact was revealed during the intams when the manager and one
of the interpreters were talking about providingg@ustomer service as one of the goals
of the Village:

When we train our staff, we are less concerned tabou
making sure that they have all the historical ddiat we
are more concerned that they are friendly, goodocusr
service, pleasant [...] This is a part of the misgimrhave

those things in place (D_M).

We want to be the best museum; we want to offerdgoo
service (2_A1l).
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The fact that representatives from both sides thit®out customer service suggests that,
although this goal has not been documented amangttter goals, it plays an implicitly

important role in the day-to-day operation of Doon.

Goal implementation

Both the manager and interpreters believe thatyéhvieg the front-line staff does

implements the goals of their Village:

Everything they do in many ways, more than peopléthe

office do, conveys to the general visiting public the

goals (D_M).

...really it's just talking to people. This is how we

implement it [...]. Of course with the kids it's theet

programs that we do (2_A2).
Acting period appropriate as much as possiblees &y the interpreters as an important
part of goal implementation mostly because thismel& of their job was strongly

emphasized during the orientation training:

They communicated it: you are not supposed to have
anything on a site that’s not period appropriateA2).

Another way in which the goals are being impleménie by means of continuous
learning through additional readings:

...making sure that | know the correct facts, malsoce if

| talk about the store, that I've done some readinghe

store, so that when people ask me questions, | ensw

(2_B).

Other interpreters also mentioned doing refereeegling when they have free time in

between school programs and occasional visitors.
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Performance evaluation

The evaluation of interpreters’ performance at Dblemitage Crossroads happens
twice during a 4-month season and is based onvdleation process for co-op students
required by universities, since almost all intetpre are students in their work term. The
first evaluation is done early in the season to ensikre that an interpreter implements
his/her job correctly. A representative of the pemgming staff — the supervisor of
programs or the education coordinator — watcheb gderpreter administering a school
program and looks at the following:

...your presentation style, how you're interactingthwi

children, how you are dealing with disruptive chéd, the

historical information you’'ve got, factualism.... whgou

are saying that we asked you to say (D_M).
Then there is a meeting with each interpreter wh#réhese issues are discussed. If there
is a problem, the coordinator and the interpreate adbout how the performance can be
improved.

Another evaluation and a formal “sit down” takdage at the end of the season;
“they call it an exit interview; just to say thaeWwe been doing good, if they want to hire
us back and so on” (2_B). At the same meetingypné¢ers are usually being asked for
feedback:

...S0 what do you think about the training, did wagrtryou
the right things, what did you need to know thatdidn’t

tell you? So there is a whole sort of back andhfat the
end of the four month (D_M).

50



Table 2: Checklist: Communication at Doon Herit&yessroads

Elements of communication

strategy YES | NO Details
Formal training/orientation J Week-long
provided

At the time of orientation, the previous

Demonstration tour is a part of the . , |
\ | season is over and trainees do not have gn

training opportunity to watch life interpretation
. : : Seasonabtaff Manual, Educational
Reading materials provided N Manual, and manuals for each building.
Also, an access to the research materials
Continuous training provided N “Follow ups” about some technical issues
are possible
One-on-one meetings with the There is no official need for this type of
\/ \/ meetings, but one-on-one encounters

manager are commbdn happen during a day and possible questigns

and tasks can be discussed at that time

Active e-mail communication \ | Emailing is not necessary

Bulletin board/ mail boxes exist(s)|

News-letter exists Seasonal newsletter exists; however, it is

N N not oriented on interpreters and does not
include internal messages and
announcements

Team meetings held on a regular J 10-min meetings are twice a day

basis (weekly/biweekly/monthly)

Managers provide feedback on a _Because of the frequent encounters with

interpreters, there is an opportunity for
regular basis (daily/weekly) \ v | managers to provide feedback often.
However, the feedback is mostly provided
after evaluations

During evening meetings the feedback

Interpreters provide feedback on a N about the daily activities can be provided

regular basis (daily/weekly)

Interpreters know the goals of preservatio

N and presenting heritage to the public;
however, other goals (collection, research,

and maintenance) were not mentioned.

o
>

Interpreters are aware of the goals
of a site

Performance evaluation is regularly J Twice during a season (4 month)

conducted (seasonally/ early)
Interpreters perform the activities that were

Interpreters participate in the N already planned ahead of time and that can
planning of activities & events be found in the Educational Manual

® When both YES and NO are check marked, the saeisapiossible but normally is not performed.
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Daily routine
Interpreters’ daily routine consists of the follogistandard elements and occupy

most of their time: educational programs, intermiien for general public, special
projects, housekeeping work, preparation for fupnegrams (such as baking), reference
research reading, and, if there is still time lsficializing with peergOften, it does not
matter what interpreters do as long as the maisuimplemented:

They ask that we do period appropriate activiteeg, we

can play horse shoes because technically it's gerio

appropriate (2_B).
4.1.4 Observations at Doon Heritage Crossroads

Checklist: Interpretation at Doon Heritage Crosdsoa

Interpreters provide analogies with day-to-day dfevisitors

always — most of the time - sometimes — never

Comment Only some of the interpreters relate their intetation to the day-to-day lives
of visitors. This might be explained by a lack &perience and nervousness since most
of the employees are students, or by a lack ohitrgi or scripting in this area. In
addition, at some of the buildings it is easiedtaw analogies with modern life than in
others (e.g., at the barn, old breeds can be cadpampresent-day animals). While many
artifacts do not require much explanation and compa (e.g., old German Christmas
three), some of artifacts, such as a shoe buttok;hmay be missed without an

interpreter to point them out.
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Interpreters engage visitors in their interpretatio

always — most of the time - sometimes — never

Comment Interpretation for adults may not seem very engadecause there are few
interactive activities during the regular seasorthwivhich adults can be involved.
Holidays, however, offer more opportunities foreiraction. For example, during the
Christmas special events visitors were able to takeagon ride and to sing Christmas

songs with a chorus.

Interpreters ask questions

always — most of the time - sometimes — never

Comment Most of the interpreters start with giving gerenmsformation about the
building and its owners and then, if visitors anéerested in something in particular,
answer the questions. Overall, visitors are thes @s&ing questions.

Interpreters recognize the needs of different agags and adjust interpretation
accordingly

always — most of the time — sometimes — never

Interpreters use time appropriate tools and drpsecaordingly

always — most of the time — sometimes — never
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Interpreters are available at the site

always — most of the time — sometimes — never

Comment Some buildings on the site do not have interpsetait they are open for
visitors to come in and see the exhibition. Themimiildings, at the same time, have one

and sometimes two interpreters.

Amount of information provided

Comment Interpreters approach visitors as soon as theyedato a building and give a
short introduction to the place. Then, depending@ icertain reaction (some visitors do
not like to ask questions and want to be left diptieey either let visitors explore the
building on their own, or follow them and answeeithquestions. The amount of
information provided by interpreters directly degeron the interests of a visitor. During
my visits, for example, the blacksmith neither gedenor talked to visitors unless he was

called upon.

Overall perception of the sfte

Comment On one hand, visitors have the freedom to wabkiad the village at their own

pace, to visit buildings in which they are inteegktand to have access to most of the

® 5 — excellent, 4 — good, 3 — average, 2 — poat,lan bad
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displays. On the other hand, the experience tlsébvs gain is more observational rather

than interactive.

4.1.5 Summary

To sum up, as a result of manager-interpreter goahmunication at Doon
Heritage Crossroads, interpreters are aware albeugdal of presenting history to the
public and the goal of preservation of artifacteweéver, other goals such as collecting
and researching artifacts and archival materialntaining the buildings, and advising
the general public about the preservation of calamd heritage were not mentioned by
the interpreters. The lack of knowledge can be arpl by the fact that interpreters of
Doon Heritage Crossroads do not participate in nodshese processes and are only
responsible for the interpretation on the site. ifiterviews also revealed that an implicit
goal — good customer service — is greatly emphdsisethe management during the
orientation training and later in the season thhocontinuous reminders.

As a result of conducting on-site observations, ¢herall perception of the
interpretation at Doon Heritage Crossroads is 4afub since interpreters pay enough
attention to visitors and are able to provide thveith new information; at the same time,

the interpretation is not always interesting oraaigg.

4.2 Westfield Heritage Village
Westfield Heritage Village (Westfield) is anothevihg history museum that
recreates rural life during five different hist@ieriods: 1775-1825, 1825-1850, 1850-

1875, 1875-1900, and 1900-1925. Westfield has g lostory itself: it was first open to
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the public in 1964 as a community project initiateg two school teachers from
Brantford. The first building in the village wasethl896 Jerseyville station of the
Toronto, Hamilton and Buffalo Railway. Throughous imore than 40-year history,
Westfield acquired many other buildings and became of the biggest living history

museums in the region. Interestingly, operation emerpretation in the village is done
entirely by volunteers, who are organized and doateéd by only four full-time and two

part-time staff. Volunteer base is the major ddéfere between Westfield and similar
living history museums in the Southern Ontario.

Even though costumed third-person interpretatiomidates in Westfield, |
encountered first-person interpretation creatiy@hsented by one of the volunteers who
introduced himself as Capitan Charles, the heatth@fQueen’s Rangers, and who kept
“in character” while | was challenging him with maiquestions about different tools in
“his” log cabin.

The gates of Westfield are open to the generalipebiery Sunday and holidays
from March until the middle of December; speciakms are also hosted only on
weekends; whereas school programs are run yead rdurning the week. Other services
such as weddings and private visits are availapl@ppointment throughout the year.

School programming is organized by a specific graipvolunteers whose
background is usually teaching. Generally, schaogmams at Westfield are presented
the same way as those at Doon Heritage Crossrégukcial events include some
traditional and popular ones such as Ghost Touasinkéd Halloween, and 'Twas the
Night Before Christmas, as well as some new events, Maple Syrup Candlelight

Special on the 50°’th anniversary of the Hamiltom&srvation Authority.
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Figure 6: Map of Westfield Heritage Village

(sourcehttp://www.westfieldheritage.ca/index.htm

A new special event — Maple Syrup Festival — wass@nted to the public in
March. During their visit, guests participated Ire tprocess of making maple syrup in
three different time periods (how it was made ie #8" century by Canada’s First
Nations, in the early 0 century by pioneers, and in modern times) and Lemedi
compared techniques and tools appropriate to e&dheoperiods. Westfield used to
regularly hold battle re-enactments, now they arly beld occasionally (e.g., this year
Battle of Cullodehwas performed as a part of the Victoria Day celgbn). Additional

information about Westfield Heritage Village is smarized in Table 3.

" This battle took place in Scotland in 1746.
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Table 3: Westfield Heritage Village - summary

Name of the site

Westfield Heritage Village

Type of the site

Living history museum

Location

Rockton, Ontario

Owner

Hamilton Conservation Authority

Operating budget

Unable to obtain

Number of visitors

31,000 visitors in 2006 and close to the same ama2007

Period of history

5 periods of history: 1775-1825, 1825-1850, 1850518
1875-1900, and 1900-1925

Number and type of
buildings

34 buildings + locomotive

Type of buildings: regular houses, railway staticimjrch,
native log chapel, barns, general store, drug stivyegoods
store, blacksmith shop, print shop, cabinetmakgtsp, boot
and harness shop, ice house, smoke house, harstoeze
inns, trading post, sawmill, school

Additional buildings and constructions: IronwoodaTldouse
(restaurant/lunch facility), administration officgft shop,
covered bridge, bake oven, bandstand

Interpreters

All interpreters are volunteers.

Mostly people on their retirement, however theeeaso
youth and children.

About 250 volunteers engaged in different jobslendite;
30-40 of them are very active

Type of interpretation

Costumed third-person interpretation primarily, asonally —
first-person

Programs

School and public programs are offered regularly.

Special programs and events vary and may include:
- Statutory holidays celebration: Family day, Cam@xay,
Victoria Day (British battle re-enactment),

- Festivals: Maple Syrup Festival, Annual Ice Crefaastival

- Christmas events: 'Twas the Night Before Chrigma
Moveable feast, Christmas table

- Other special events: Strawberry Social, Ghostr3,0
Haunted Halloween

Additional services: weddings
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Figure 7: Westfield Herltage Vlllage Entrance

-

(source: Photos taken by the researcher)
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4.2.1 Management structure

The operation of and interpretations at Westfiekllzased entirely on volunteers,

and only four full-time and two part-time staff argze and coordinate the volunteers

(management structure of Westfield Heritage Villageepresented in Figure 9). Full-

time positions include Westfield Manager, Facil®ental Administrative Assistant,

Program Officer, and Maintenance Foreman (hightighth green); Collections Officer

and Volunteer Coordinator are two part-time posgi¢highlighted in pink).

Figure 9: Management structure of Westfield Hest&glage
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The Special Events Group organizes events on thethe Education Program
Group plans and implements school programs, an@dstume Group is responsible for
making costumes for interpreters. These groupsistoos volunteers and report to the
Program Officer who also holds additional meetingth these groups depending on
what questions need to be decided. The MaintenBaceman heads the groups that are
very important for the operation of Westfield besauhey provide maintenance and do
gardening on the site.

Building Parents are volunteers who are responéiblparticular buildings in the
village; a building parent “keeps an eye” on theldimg and its artifacts, and also
schedules other volunteers assigned to the buildinghould be noted that the same
volunteers can be involved in a number of grougbaan perform a number of jobs (e.g.,
gardening, maintenance, construction, collectionanagement, public and school

programming, fundraising) depending on their peas@nailability and interests.

4.2.2 Site documents

Documents obtained at Westfield Heritage Villadges traft of the Master Plan,
Volunteer Handbook, and two issues of the Villadgeddicle.

Master Plan (serves as a Management Plan) protidesision statement and
objectives of Westfield Heritage Village (quoted4ir2.1.1) as well as other information
related to the operation of the site: managemeuctsire, description of the facilities and
public participation opportunities. Unfortunatelyywas able to obtain only the draft of a

Master Plan as the manager could not find the hda@ment.
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Volunteer Handbook contains general informationowtb volunteering at
Westfield, brief description of the positions arebsponsibilities, vision statement and
objectives of the village as well as specific instrons about housekeeping and handling
of artifacts.

The Village Chronicle, the Westfield’s bimonthly newsletter, is a venyportant
communication tool. Since it is almost impossildecontact all 250 volunteers by phone
(and most of them do not have emails), a serioadlesige for the management is to
inform everyone about upcoming events and to infatevolunteering at these events.
The Chronicle, in its part, serves as a bulletin board. Thersftine newsletter usually
contains announcements of the events, news, aed ioformation that may be important
and useful for volunteers. | was able to obtaio tesues of th€hronicle from March

2004 and September 2007.

4.2.2.1 Vision statement and objectives
Westfield Heritage Village has the following visisetatement:
To foster an appreciation of the Cultural and Natur
Heritage of the City of Hamilton and this area otithern
Ontario among local residents and visitors to theaa
through heritage restoration, collections manageémen
creative programming and natural areas protection.
In other words, the purpose of the village is “t@gerve the history of this area by
restoring historic buildings, collecting artifacteeping alive the skills and trades of an

earlier time and recreating the lives of people¢his area from 1790-1925” (from other

correspondence with the manager).
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The fulfillment of the vision statement is plannédl achieve through the
following objectives:

1. To utilize, protect, preserve and exhibit the exgstesource base on site —
the natural setting, the artifact collection, regé buildings and site
features such as trails.

2. To provide visitors with a setting reflective ofutbern Ontario, in which
our heritage can be experienced and appreciated.

3. To provide a range of interpretive, educational gadsive recreational
programs.

4. To provide opportunities for community involvemeartd to encourage
co-operative programs with other appropriate groups

5. To continue to develop a viable cultural touridtaattion for the city of
Hamilton and local area.

6. To acquire and preserve artifacts as required andnaintain them
according to recognized standards.

7. To create a better understanding of the inter-catnveness of the cultural
and natural environment of the site.

4.2.3 Interviews at Westfield Heritage Village

Communication on the site

With approximately 250 volunteers, some of whiclmeoalmost every day and
some occasionally, manager-interpreter communicaten be an issue of concern for
Westfield Heritage Village especially when it comiesorganizing large events that
require much help. It is even more complicatedh®yfact that the majority of volunteers
do not use email. In this situation, the main wdycommunication on the site is a
bimonthly newsletterThe Village Chronicle:

The big instrument is the newsletter, and | knowat tthe
essentials are definitely there, especially theouopog
events and requests for people to help (1_M).

Everything that should be communicated to all vi#ers is printed in th€hronicle and

it is hoped that they will read it.
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When interpreters come in the morning, they angpsesed to go through the
office building where they sign up in a signing kaand pick up their costume. This
allows management to meet interpreters at the hegrof the day and to communicate
up-to-the-moment news. However, a number of voknstéave their own costumes and
do not spend a lot of time in the office; they jgststraight to their buildings. Moreover,
there are no official daily or weekly meetings be&nw managers and interpreters. Extra
meetings and trainings only take place within tde¢ation Program Group:

As a school group of people — we have more meetings

They [Program Officer] put together the programlioat

and we have a meeting where we discuss it (1_B).
However, according to the manager, “when volunteeeson site they will always come
in contact with at least one staff member somewhereunofficially” (W_M).

In terms of other ways of communication on the,sit®rkshops and special
meetings through the year can be considered. Woplssare meant to provide additional
training for interpreters:

. we sometimes have a speaker come in to talk adout
specific topic, we also have our own volunteersdtoa
workshop if they have a special skill that they wanshare
(W_M).

Special meetings are dedicated to the discussiorupagbming events. For
example, when a Maple Syrup Festival was plannedAfaril, at the beginning of
February all volunteers were invited to discussdetils. As well, a general meeting for
all volunteers — a Volunteer Forum — happens ongeaa, usually in February, as a part
of the preparation for a new season:

This is just a meeting to talk about what we am@nping

for the upcoming year and get their [volunteergdieack
(W_M).
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They will present to us what happened here last, ydlehe
numbers. They will tell what projects are goingbi this
year, maybe we can help them with something (1_B).

To sum up, manager-interpreter communication attié&s Heritage Village
consists of the following: the newsletter; unofficand unregulated everyday encounters
on the site; occasional meetings during a year;taadvolunteer Forum, a large yearly
event. A need for more manager-interpreter meetengs a reason for why they probably
do not happen, was expressed in one of the intesvie

The ideal would be to have more training and more
information sessions, but when you are dealing with
volunteers, they are not always willing to show(lipM).

In addition, “Timing is a big issue too. How muamé can they spend on training

sessions, how free are the volunteers?” (1_M).

Goal communication

The following methods are used by the managemeodriamunicate the goals of
Westfield Heritage Village: Volunteer Handbook, MasPlan, and orientation session.

The vision statement and objectives appear in tlast®d Plan and on the first
page of the Volunteer Handbook. Old issues (20@eslier) of thevillage Chronicle
also used to contain the vision statement on tfremt page, right under the title.
However, according to the manger, because of the dwsign of theChronicle, the
vision statement is not there anymore.

Goals of the Village are also briefly covered dgrithe yearly, half-day
orientation sessions. The main purpose of thessiogessis to make new volunteers

familiar with the Village and its organizational rstture, different volunteer
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opportunities, safety issues, costuming, schedales village policies. At the end of the
day, there is usually a short tour of a site. Iditoh to the orientation, new volunteers
“usually go to about four different buildings fon® day and see how they like it” (W_M)
and then choose the place in which they wouldtiikerork.

The orientation has two main drawbacks. First, ardw volunteers participate in
the orientation, and those who join the villagedah the year have missed it and usually
do not attend the next annual oneecond, neither during the orientation nor latethie
year are the volunteers taught the techniques amttigles of interpretation and
communication with the visitors.

With respect to the effectiveness of communicatiovg interviewees believe
that, in general, communication on the site isatife because “it is certainly the open
door policy” (1_D) and managers are very responsive

| feel they are successful here, they are willmgry some
new things, listen to ideas that are presented)1_B

However, nothing was said specifically about g@shmunication which could mean that
goals are not being emphasized with the interpgedara daily basis. This suggestion is
somewhat corroborated by the manager, who beli¢gkias goal communication at
Westfield is not effective enough because 1) atotfientation session “we talk about it
[goals] briefly” (W_M); and 2) even though the geahre printed in the Volunteer
Handbook and Master Plan, ‘if.you asked them to quote the mission statemémety t
won't be able to quote it, even where to find W (M).

An interesting position was expressed by the tmtdrviewee who believes that
management does a fine job of making the goaldablaj and that is the responsibility

of an interpreter to learn about these goals:

66



If you really want to know, then you'll find out drthere

are ways to find out; if it's not your interest,uygan walk

in and just miss all of that and not be aware ef history

of the village and the goals (1_M).
In addition, the same interviewee believes that kil interpreters know the goals of
the village depends on how they entered voluntgeatiVestfield:

If someone came as a volunteer because they l&kélda

of having something to do and dressing up and bé¢heuwe,

they may not investigate the real goals (1_M).

Talking about the site’s goals, the following respes were given to the first

interview question (What are the goals of your tage village?):

The original goals were to establish the villagat tivould

share with the general public and with school c¢kiid

especially life up to 19 century [...]JAnd the big ¢as a

hands-on experience so when the visitors come, dbejt

just sit and listen (1_M).

...to present the history of this country, of thdagk in this
case (1_D).

I know what we are trying to do here is to pregenthe

public an honest interpretation of the period ofdj tell

about some of the buildings, some of the life stykbout

pioneer life here in Ontario from a rural commuraspect

(1_B).
Summarizing the responses, all interviewees taldgmnlit the goal of presenting period
life to visitors; this can be compared to Westfiglsecond objective (“to provide visitors
with a setting reflective of southern Ontario, ifieh our heritage can be experienced
and appreciated”). The third objective (“to provideaange of interpretive, educational

and passive recreational programs”) was also parégtioned by one of the respondents

who talked about the goals of providing hands-opeeence for visitors. The goals of
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collecting and preserving artifacts, maintainingldings, involving the community, and

developing a tourist attraction were not mentioned.

Goal implementation

According to the manager, the goals of Westfield faist interpreted and then
implemented through programming:

In a lot of ways we interpret the written goals a&y in
this building this is what we are going to do (W.M)

As well, interpreters see the implementation ofghe’s goals through the development
of new programs and the teaching of school childidre interpreter’'s background and
knowledge gained in the previous occupations i) s&e an asset for adequate goal
implementation:

| guess it's because | know what the curriculumssalyout

the goals of this particular unit, so | try to séethe

program really fits these goals (1_M).

Gaining additional knowledge on the topic of theerpretation, especially for the
school programming, is seen by theerpreters as another way of implementing thesit
goals:

If I'm dealing with the school kids, there is &létbit more

knowledge | think that you have to look at. You éaw be
flexible; we have a few more meetings (1_B).

Performance evaluation

Performance evaluation at Westfield Heritage Vilag not being conducted
because “there is no time to do that very effetivéW_M); however, the manager

affirmed that unofficial monitoring still takes ke

68



We [management] do work with them, staff works with
them, we are also monitoring but not officially (W).

A need for an official performance evaluation wapressed by one of the interpreters:

It would be a great idea to actually sit down witie

volunteers and actually have an appraisal [...]It \doe

good if it could happen annually: they would sitwhoand

tell you: good and bad (1_M).
The same interviewee gave the reasons why it majiffieult for Westfield to conduct
such evaluation regularly. First of all, “it reqesy, that the staff and the program officer

has the time to go around and observe you in dcfiiorM); and second, volunteers may

be intimidated by evaluations and this, as a resalild affect their participation.

Daily routine

At the time of my on-site visits, the Village wastrvery busy and | have seen
interpreters visiting each other’s buildings ortjuslking around. However, according to
the manager, this is only permitted when theretare or more people working in the
same building. Otherwise “they have to be in thmiilding and they have to wait if
somebody [a visitor] comes around” (W_M). Besidhatt the daily routine usually
includes cleaning of the building, preparing forcoming programs, and doing certain
jobs (e.g. in the cabinet making shop interpreteage different tools, cabinets or other
furniture; in the grocery store they sell candied aouvenirs). Overall, both the manager
and the interviewees talk about being on site agglfat home”:

They are there [in the buildings] like being at lenso

there is always stuff that they can be doing. Taeyreally
dedicated (W_M).
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Table 4: Checklist: Communication at Westfield thge Village

Elements of communication

strategy YES | NO Details
Formal training/orientation J Half-day orientation.
provided
; : New volunteers stay in up to four different
Demonstration tour is a part of the buildings for one da);/ andplearn the
training \ interpretation of these buildings from mature
interpreters
Reading materials provided N Volunteer Handbook. Also a large library with
research materials available for volunteers
Continuous training provided Workshops are held in average twice a year. A
N guest speaker or one of the interpreters shdre a
special knowledge or skill
One-on-one meetings with the One-on-one meetings are not common but
N | possible in certain circumstances
manager are common
; _mai PR Not many volunteers have emails; however
Active e-mail communication N those who have emails are being notified by
an email
Bulletin board/ mail boxes exist(s)| v
News-letter exists \ Issued bimonthly and oriented on volunteers
Team meetings held on a regular J 'g‘ntfsg)ggf“”g (Volunteer Forumy is held
basis (weekly/biweekly/monthly)
: There is no official instructions to provide
Managers provide feedback on a J | feedback to interpreters P
regular basis (daily/weekly)
: . Interpreters have an opportunity to provide
Interpreters provide feedback on 4 feedback through informal interactions with
regular basis (daily/weekly) v \ | the staff, however, there are no official
conditions (meetings/ forms) to provide
feedback on the regular basis
X Interpreters know the goals of presentin
Interpreters are aware of the goals historr’y ‘o the public ang ; develé’ping 9
of a site N interactive programming; however, other
goals (e.g., collection and preservation,
maintenance, community involvement) were
not mentioned
PR Evaluation is not conducted. The reason
Performance evaluation is regularly N | declared: the lack of time to do it effectively
conducted (seasonally/ early) Unofficial monitoring is conducted
Interpreters participate in the Some interpreters (most active volunteers)
N plan activities and events and then invite other

planning of activities & events

interpreters discuss the details and their

feedback.

8 When both YES and NO are check marked, the saeisapiossible but normally is not performed.



4.2.4 Observations at Westfield Heritage Village

Checklist: Interpretation at Westfield Heritagel&ge

Interpreters provide analogies with day-to-day difevisitors

always — most of the time - sometimes — never

Comment Only some of the interpreters relate their intetation to the day-to-day lives
of visitors. Overall, interpretation at the village limited to the simple explanation of

artifacts.

Interpreters engage visitors in their interpretatio

always — most of the time — sometimes — never

Comment:If a specific building allows, visitors are offer¢o try old-fashioned tools

(e.g., for woodcutting or fine printing).

Interpreters ask questions

always — most of the time - sometimes — never

Comment:Interpreters engage in conversations easily angl ask questions; however,
frequently such questions are not related to teeors’ experience of the village. Rather,

they are typical conversation starters like “Whare you from?” or “Nice weather, isn’'t

it?”

71



Interpreters recognize the needs of different agags and adjust interpretation
accordingly

always — most of the time — sometimes — never

Interpreters use time appropriate tools and drpsscaordingly

always — most of the time — sometimes — never

Comment Interpreters dress in costumes and most of tlektime appropriate (e.g., no
jewelry, no watch or old-fashioned watch on a chamowever, during my visits some

period-inappropriate objects such as water botiée® been seen in the buildings.

Interpreters are available at the site

always — most of the time — sometimes — never

Comment:Even though volunteers are normally scheduledetlage days when some
buildings stay empty and other interpreters havdate® these buildings under their

responsibility.

Amount of information provided

Comment Some interpreters try very hard to be informatared interesting in their
interpretation. Earlier | gave an example of “Capt@harles”, the head of the Queen’s
Rangers, who stayed in character for the duratiomyovisit to his building. However,
overall interpreters do not tend to approach wisitirst, and unless a visitor asks a

guestion, the conversation may not happen. In addituring my visits | noticed less
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interpretation and more ordinary or pleasant cosat@n between visitors and

interpreters.

Overall perception of the site

Comment: Westfield Village is a very large, beautiful, agdiet heritage site with a
variety of buildings and a number of activities.vitver, there is a sense of awkwardness
when a visitor enters a building and must be the tonask questions in order to start a

conversation with interpreters.

4.2.5 Summary

The vision statement and objectives of Westfieldritdge Village are
documented in a management plan available forpreezrs to look at; they are also
duplicated in a Volunteer Handbook that each neterjmeter receives. As a result,
interpreters are aware of the goals of presentistpiy to the public and developing
interactive programming. Other goals of the sitehsas collection and preservation of
artifacts, building maintenance, and community lagment were not mentioned during
the interviews.

After conducting on-site observations, the ovepaliception of the interpretation
at Westfield is 3 on a 5-point scale since the arhobfiinformation provided to visitors is
not always enough, and the way the informationrés@nted is not always interesting or

engaging.

5 — excellent, 4 — good, 3 — average, 2 — poat,lan bad
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4.3 Dundurn Castle

In 1984, Dundurn Castle (Dundurn) as well as thenitan Military Museum
located in a neighboring building, other outbuilgbn Kitchen Garden, and adjacent
grounds were recognized by Parks Canada as Dumhtional Historic Site. The Castle
obtained national status because of its architaecsignificance for Canadian heritage
and because of its owner — Sir Allan Napier MacNal person very important to
Canadian history. The Castle has been restorezptesent MacNab’s life in 1855, when
he, a lawyer, landowner, and railway magnate, wa$rime Minister of Canatfa

Dundurn Castle is more like a museum in a hougeeotslly the main floor and
the upstairs: visitors have only limited accesgh®rooms and cannot touch most of the
artifacts. However, Dundurn can also be calledviadi history museum because, in the
other areas — in the historic kitchen (basemend)iarthe Kitchen Garden — the life of
1855 is actually being represented by interpraeteessed and performing as servants of
the Castle. Dundurn is open to the public year dpsix to seven days a week, depending
on the season, and, according to the curator agitviery busy place: there may be just one
day in the whole year when no one visits the House.

School programs are very similar to those at Dowth Westfield: they are also
tied to the curriculum and include a number of iatéive activities. Because of a close
connection between the house and the garden, npetjat events have botanic themes,
e.g., Straight from the Garden, an event with destrations of beer brewing and local
food growing; Botanical Drawings at Dundurn Cas#lepther special event that teaches

the art of 18 century Botanical drawing.

19 MacNab was the Prime Minister of Canada accorthrte plaque at Dundurn Castle; however,
technically he was the Premier of the United Proggof Canada.
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Table 5: Dundurn Castle - summary

Name of the site

Dundurn Castle

National Historic Site

Type of site _ _

Historical house/museum
Location Hamilton, Ontario
Owner The City of Hamilton

Operating budget

Unable to obtain

Number of visitors

Unable to obtain

Period of history

1855

Number and type of
buildings

Dundurn Castle: 3 floors and about 40 rooms (riaifdhem
are open) + Kitchen Garden and grounds

Type of rooms:

The main floor and the upstairs — rooms for theiligand
guests (e.g., bedrooms, tearooms, dining roormdivdoms,
halls, library, classroom)

The downstairs: kitchen, basement, laundry rooewbry,
storage rooms, living quarters for servants)

Additional buildings:
Military museum, Museum Gift shop, the Coach Hofise
corporate meetings and events), neighboring owtimgis

Interpreters

About 12 part-time interpreters in the “house”,tba kitchen,
and in the garden. 1 full-time garden coordinambefipreter.
No volunteers in the house, 2-3 volunteers helhéngarden

Type of interpretation

Costumed third-person interpretation

Programs

School and public programs are offered regularly.

Special programs and events vary and may include:
e.g., Straight from the Garden, Botanical drawingstorian
Christmas, Christmas Family Evening Tours

Additional services:
- Workshops (e.g., Fearless Gardener, Cooking wops,
Christmas Craft workshop).

- Birthday parties for children

- Music concerts in Dundurn park (e.g., An Evenimg
Scotland)

75




Figure 10: Dundurn Castle: Front view

(source: Photos taken by the researcher)
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One of the main additional services that Dundurrsti€aprovides is diverse
workshops. Gardening (Fearless Gardener) affti cBtury cooking workshops take
place every two weeks. Fearless Gardener is assefri@orkshops focusing on different
types of work in a garden: grafting, pruning, chingsseeds, and planting. Cooking
workshops take place in the historic kitchen aratheparticipants how to cook different
dishes from foods available during certain seasssisg only authentic 19 century
recipes and supplies, e.g., Spring Greens, Me#ledbs, Christmas Baking workshops.
Free music concerts held in Dundurn Park are antgpe of service offered by Dundurn

Castle.

4.3.1 Management structure

The head of the management structure (Figure 1Rumdurn Castle is a curator
who has four assistants: Assistant for Programmifggistant for Collections and
Exhibits, Assistant for the Property, and Admirasitre Assistant. The Assistant for
Programming is responsible for hiring, trainingpmtinating, and evaluating interpreters.
In the present study this assistant is called manéay convenience. The Assistant for
Collections and Exhibits does collection work amdsents the results of new findings in
staff meetings.

Among interpreters, there are two coordinator fpmss: Kitchen Coordinator and
Garden Coordinator. Interpreters who are also ¢oatdrs do not manage other
interpreters but, rather, make sure that the dhegsare responsible for run smoothly: all

the supplies are purchased and all the plannedtaditake place.
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Figure 12: Management structure of Dundurn Castle

Curator

Assistant for > Assistant for
Programming Collections and Exhibits

> Assistant for

the Property
A\ 4

> Administrative

Interpreters Assistant

4.3.2 Site documents

The only document obtained at Dundurn Castle was Dlundurn National
Historic Site Commemorative Integrity Statement3;idated May 1999. This is also the
only document that currently governs the Castlg@srations.

CIS is required for each national historic site daexe it identifies what is
nationally significant about the site and what rages about this significance should be
communicated to the public. Specifically, the CIDaindurn Castle describes the land
and its buildings, their historical background ardhitectural features; it also specifies
the messages that are essential for an understardirthe site’s importance. For
example, the main message states: “Dundurn is eeplar national historic and
architectural significance because it is a rareigung example of a Picturesque estate in
Canada.” The document provides the learning ohljestifor messages of national

significance; and they all return to the same nramssage: “As many Canadians as
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possible will know that Dundurn is a place for pafil historic and architectural
significance because it is a rare surviving exaropke Picturesque estate in Canada”.

It should be noted, that even though CIS provideshkiasis for managerial and
planning documents, it is not a management docuitegif: it does not contain a goal
statement, nor does it provide specific directiftmnduture development.

An information package given to every new intetgras called an Interpreter
Manual. It is a big binder that contains the sit€l§, museum policies (e.g., for public
programming, exhibit development, admissions); emies of archival materials related
to the house, its owner and his family, and diffém@tifacts in the house. The newsletter
— Dundurn Chronicle — is published seasonally, three or four time®ar,yand contains

the site’s news, announcements, and recently dssedvarchival information.

4.3.3 Interviews at Dundurn Castle

The fact that Dundurn Castle does not have spegials documented in the
Commemorative Integrity Statement or any other dwent made some of the questions
not applicable to the interviewees at the Castlewéier, one of the conditions of the
research process was to ask the same questiorsclatoé the sites. The responses
received at Dundurn and presented here show ttexpneters understood the questions

and did not feel uncomfortable answering them.

Communication on the site

Because the Castle has limited space, the intergretoordinators, and the

immediate manager have to share the offices andaimenon area. This makes everyday
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communication at Dundurn continuous and “open tipdn talks” (3_M): “I can talk to
my manager all day, every day, any day” (3_J). Assult, together with the positive
remarks about this ongoing interaction, a concdroutithe lack of privacy was also
expressed:

In some way it might be better if the lay out oé tbffices

was more formal, so that if you had a more sercaunsern,

there would be more opportunity for private conaém

(3_M).

With regard to the formal communication between aggment and interpreters,
monthly meetings are an important part of it. Theetings are broken into sections. First,
different assistants responsible for different area the site report the news: new
collections that are coming to the castle; consivnovork that is being undertaken; and
the financial information — the numbers, so thatefyone can see how the site as a
whole is doing” (Du_M). Then the manager goes dkierlast month’s assignments with
each of the interpreters: “what kind of program woe doing, what kind of programs you
are developing — we’ll discuss that” (Du_M). In &duh, now a new segment of the staff
meeting is being implemented in order to align‘#tery line” in each of the rooms with
the messages that should be conveyed:

Together, we go to different rooms and talk abaw kve
can get across the points of the Commemorativeyiitye
Statement in each room (3_M).
The interviewees mentioned that with all these vations the staff meetings became

more engaging and interactive:

It's better now — it is not so boring....They make d®
something, present information (3_J).
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Finally, as an additional means of communicatibe, ailbox system is used by
management for sending official notifications aoteslules to interpreters:
We each have a little box and if there are any ngemo

feedback that's been brought from the communitgyth
will stick it to the mailbox (3_M).

Goal communication

Every new interpreter at Dundurn gets two weeksaohing that includes reading
the relevant documentation (e.g., CIS) and disogssiwith the manager, watching other
interpreters giving tours, and trying to come uphwa personal way of presenting the
information to the visitors:

During the training you are expected to follow some

interpreters on the tour to learn the history, yout are also

looking at behaviors (3_J).
Because the number of employees is very small, eaaghinterpreter gets one-on-one
training with the manager who tries to explain “wirg are a National historic site and
what we do here” (Du_M). The trainee also receiaes Interpreter Manual with
references and useful information:

[...] stuff that people picked up over the yearsfeiént

tours that have been done — interpreters’ nutsloéisn’'t

really have a heritage statement or a goal state(8ed).

All interpreters talked about learning about thealgoof their heritage site from
Commemorative Integrity Statement even thought nty ocontains the message of
national significance and the learning objectived does not contain the actual goals.
The CIS is given to every new interpreter during tmaining and its importance is

stressed by the management. However, completelysitep positions regarding the

Statement were expressed by the interviewees. @rhand, an interpreter believes that
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“it is brought up frequently at staff meetings andtasual conversations” (3_M). On the
other hand, an interviewee doubts that “most pergdd it and understand it [...] it's not
something that’s talked about all the time (3_&ysBnal perception and different amount
of time spent on the site may influence these tifferént points of view.

Interpreters noticed that the emphasis on goasirfi@eased for the last several
years:

Its been more and more pushed in the past fewsyear
build, go, write, develop (3_J).

As a result of such a policy, “historic informatitimat we pass on has been increasing —
we restored the garden and now we have workshogry evonth in the kitchen, before
we had one or two a year” (3_J). The same interéewifers a possible reason for these
changes:

The Cultural Department, | think, has become more

interested and has made a big financial investrretiie

garden, in the kitchen and in the staff to do tegearch

(3_).

More programming ideas, new approaches to the istadttings and overall active
communication on the site give interpreters a fepthat the management communicates
goals effectively:

| think she [the manager] tries really hard to emege us,

to remember the goals, to remember what we aretabou

(3_M).
The personality of the coordinator plays an impdrteole in the perception of the
effectiveness of communication: “She tries verydhso that we don’t get relaxed about

things” (3_J). At the same time, there is a cergamount of doubt about these endeavors:

How much the staff listens and does with commuroocais
a separate subject. | think management tries tsard).(
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The manager, in her turn, hopes that her commuarcawvith the interpreters is as
effective as possible; she tries to achieve itdhiynty the interpreters everything:

If it's good or bad I think they still need to knomwhat is
going on (Du_M).

Even though the goals of the site are not mendioime any of the existing
documents, a fair number of responses suggestmBuindurn’s goals were given during
the interviews:

Our goal is to engage with the public and the comitglas
much as possible and to have to be integral pdrtheo

interpretation of the site (3_S2).

To have a life connection between the community twed
site (3_S2).

To highlight the fact that this building is remalka in
Canada (3_M).

In addition, other goals such as protecting theeuasresources and meeting curriculum
objectives were mentioned as well. Summarizing rb&ponses, the interviewees are
familiar with the CIS and its main messages; thisp dave an understanding of the
common goals of heritage sites such as preserviifgcss, involving the community,

and providing educational experience.

Goal implementation

The manager believes that the goals of the sitebeanonsidered implemented
only when every visitor by the end of the visit wbilbe able to describe the main
message of the Castle. This is what interpretevaldraim for; how they implement this
task depends on the responsibilities at the sierdinators among the interpreters try to

implement the goals through developing and runspegial programs:
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One of programs we were introducing yesterday was a

program that linked the house and the garden. Armgcd

lots of various curriculum links (3_S2).
The other way of implementing the goals mentiongdabl interviewees is through
reading and conducting research:

That makes job more interesting, because obviolisly

learning information that | can then integrate inty tour

(3_M).
Alternatively, being a part of a heritage assoocigtikeeping in touch with similar
museums and sharing the information with othertage professionals can be also
considered a part of personal development:

| call other museums, and | go to other museums land

make recipes at other houses (3_J).

Performance evaluation

Official performance evaluation or — how it is ealin Dundurn — performance
appraisal takes place once a year. However, thegearaffirms that “if there is an issue,
| talk to them right away” (Du_M). The appraisabpedure is divided into two parts.
First, an official evaluation form is completedn& Dundurn is operated by the City of
Hamilton, a standard form is used to evaluate e@dnys employee:

We sit down and there are certain sections thatgwe

through. They write down their examples and | wdtsvn

my examples and then | give them a rating (Du_M).
According to one of the interpreters, “nobody likdse format of the performance
appraisal” (3_J):

Staff is being intimidated when we have to do these
appraisals because it is being judged” (3_J).

84



Therefore, in the recent years more emphasis engio the second part of the procedure
when the manager and interpreter talk about thedytrogramming and set the goals for
the upcoming year:

We talk about what they want to do in the future:tdey

want to develop new program, do they want to dpexigl

event (Du_M).
This new, more personal, approach to the performappraisal got positive responses
and is perceived by interpreters as “an improvenoydr the last couple of years”
(3_S2).

According to the manager, in addition to the yeaagpraisals, unofficial

monitoring also takes place, especially with netgnpreters:

I will go and listen to them on the tour, | wilsten them on

a school program so that | know how things are gam
the house (Du_M).

Daily routine

Other than giving tours for visitors, interpretexs Dundurn can be busy with
work in the office such as reference reading, dgia new programs, or conducting
research. The latter is a significant part of ta#ydroutine at the Castle:

That's certainly encouraged here by the manageas th
during our downtime we are doing research (3_M).

[...] and it's wonderful: 1 do so much research, drieed
tons of things (3_J).

Special projects (e.g. crafts) are the other thivag interpreters can be busy with. The

only condition that applies is that everything domest be period appropriate.
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Table 6:Checklist: Communication at Dundurn Castle

Elements of communication

strategy YES | NO Details
Formal training/orientation J Two-week training
provided
Demonstration tour is a part of the Within the two-week training, a trainee is
N supposed to follow tours given by other
training interpreters
Reading materials provided N Interpreter Manual. Also a large library with
research materials available for interpreters
Continuous training provided Technically th_e continuous training is not
N provided, but interpreters are encouraged tq
make connections with heritage associations
and other heritage sites
One-on-one meetings with the There is no official need for this type of
N N meetings, but one-on-one encounters happen
manager are common during a day and possible questions and tasks
can be discussed at that time
Active e-mail communication \ | Email communication is not necessary
Bulletin board/ mail boxes exist(s)|
News-letter existd 3-_4 issues ayear, and even though it is _
N N oriented on interpreters, it does not contain
internal messages and announcements
Team meetings held on a regular J Monthly meetings
basis (weekly/biweekly/monthly)
Managers provide feedback on a _Because of the fre_quent encounters with
interpreters, there is an opportunity for the
regular basis (daily/weekly) \ v | manager to provide feedback often. However,
the feedback is mostly provided during the
performance appraisal
Interpreters provide feedback on a Frequent communication with the manager
_ _ N N give interpreters an opportunity to provide
regular basis (daily/weekly) feedback; however, it is not officially
requested from interpreters
Interpreters are aware of the goals Even though I_Dundurn does not have its goals
documented, interpreters mentioned the
of a site N following as the goals of their site: community
involvement, educational experience, and
protection of resources
Performance evaluation is regularly Once a year. Unofficial monitoring is also
N conducted.
conducted (seasonally/ early)
Interpreters participate in planning Interpreters_ and, especially, coordinators
1 4 among the interpreters are responsible for

of activities & events

program planning

™ When both YES and NO are check marked, the saeisapiossible but normally is not performed.



4.3.4 Observations at Dundurn Castle

Checklist: Interpretation at Dundurn Castle

Interpreters provide analogies with day-to-day difevisitors

always — most of the time — sometimes — never

Comment: There is no specific script, but interpreters gilie same information and
make the same comparisons during each of the tdims.rooms in the Castle and
different objects are usually compared to their eradequivalents (e.g., toilet system,

laundry room, brewery).

Interpreters engage visitors in their interpretatio

always — most of the time - sometimes — never

Comment:Visitors are mostly listeners on a tour. In aduiti they are not allowed to
touch most of the artifacts. However, sometimestons are also engaged in the
interpretation (e.g., on the Historic Kitchen thésealways some samples of food to try

that is made in accordance with old recipes).

Interpreters ask questions

always — most of the time — sometimes — never

Comment In almost every room an interpreter would poiat an object and ask how it

could have been used or what can it be made ofstius are a significant part of a tour.
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Interpreters recognize the needs of different agags and adjust interpretation
accordingly

always — most of the time — sometimes — never

Interpreters use time appropriate tools and drpsscaordingly

always — most of the time — sometimes — never

Comment Even flour that is used for cooking is not blesatl{because this is the only

type of flour available in 1850-s).

Interpreters are available at the site

always — most of the time — sometimes — never

Comment Visitors to the Castle are never alone; theralugys an interpreter giving a

tour that usually takes from one to two hours. $tze of a group differs and may be as
big as just two people. To make sure that neworsi(no matter if they are alone or in a
group) do not wait for more that 15 minutes, theme usually two groups having tours at

the same time but on different floors.

Amount of information provided

Comment: Since interpreters give tours, are always arowamt] are ready to answer

guestions, the amount of information that visit@seive is maximized.
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Overall perception of the site

Comment Visitors never walk around the house alone. Oa loand, it is good because
you will never completely escape the informatioattimterpreter provides; on the other
hand, more freedom may be desired in a museuntHike A group may have different
interests and may move fast from one room to amp#rel a single visitor should have

an opportunity to explore the place at his/her paoce.

4.3.5 Summary

Dundurn Castle is the only study site that doeshade its goal documented.
Nevertheless, interpreters of Dundurn mentionedfdhewing as the goals of their site:
community involvement, educational experience, pradection of resources.

As a result of conducting on-site observations, ¢herall perception of the
interpretation at Dundurn is 4 on a 5-point sc@le.one hand, interpreters do a good job
providing a large amount of information in an i&ting manner. On the other hand,
interpretation could be more engaging and moredfreeto just walk around the house

could be given.

4.4 Chapter summary
The goal of this chapter was to summarize and destihe data obtained at the

heritage sites using three different types of ingquisecondary data collection,

125 _ excellent, 4 — good, 3 — average, 2 — poat,lan bad
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observation, and interview. Secondary data cotbactind analysis were the first parts of
the research. They revealed that only Westfielditeige Village holds an actual
management plan with the vision statement and tbgsc in it. Doon Heritage
Crossroads operates on the base of the Stateménirpbse issued for all heritage sites
of the Region of Waterloo which still contains argggaph with the purpose of the
village. Finally, the main document of Dundurn Gass the Commemorative Integrity
Statement that provides the messages of natiogaifisance but does not include any
reference to the site’s goals.

Twelve interviews — 3 with managers and 9 with ripteters — were conducted
and analyzed to attain some of the research obgsctDuring the analysis of interviews,
five main themes were identified: communicationtlodé sites, goal communication, goal
implementation, performance evaluation, and dailytine. The interviews revealed that
even though manager-interpreter communication atage sites can be very active, the
actual goals are communicated to interpreters adnigugh orientation and reading
materials. Other elements of communication strategof each of the sites are
summarized in checklists for each of the studyssite

Finally, observations were conducted in order toobee familiar with the sites
and their interpretation practices. Following myetlh observations at each of the
locations, the heritage sites were evaluated oipairit grading scale with five being the
highest grade. The overall evaluations varied frBm(Westfield) to 4 (Doon and
Dundurn) and were mostly based on the amount ofnmdition provided by interpreters

and the ways in which this information was provided
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5. Discussion
The main purpose of this chapter is to discusseabkearch findings outlined in the
previous chapter in order to combine them in arcéal unified picture. The chapter is

divided into five sections with each section dising a certain research objective.

5.1 Determining the goals of heritage sites

According to the secondary data and interviewsjrigaa management plan with
goals for heritage sites appears to be an excegtber than a rule. Indeed, only one out
of three sites studied in this research currentlg fits objectives documented in a
management plan. Two other sites appear to havstigued the lack of actual
management plans with other documents such as ten#mat of Purpose or
Commemorative Integrity Statement. And while that&nent of Purpose gives an idea
of the purpose of a site and actual actions forfuléiliment, the Commemorative
Integrity Statement provides only the message ef dite’'s significance and nothing
specific about the actual management actions.

The next question that comes to mind is “So wha&h the lack of documented
goals affect the site’s performance? After conchgetihis research, | would say the
answer to this question is “no”. The fact that Dumd— a National Historic Site that
draws far more public attention than others — du#shave a management plan supports
such position. In addition, | have not witnesseq direct relationship between the
presence/absence of documented goals and therateng awareness of them during the
interviews. For example, both managers and inteeeof Doon Heritage Crossroads

talked about providing good customer service asra @f their site’s mission; however,
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nothing even resembling this goal is mentionedhigirtdocument — the Statement of
Purpose. Moreover, interpreters from Dundurn ansgehe interview question about
the goals of their site provided more answers theerpreters from Westfield, meanwhile
the former does not have its goals documentedtanthtter do€'s.

At first glance, it may look that the previous pgnaph contradicts the research
idea and devalues the rest of the discussion. Hemvévis is not the case. That the goals
are not documented does not mean they are complatsient. The point here is that
without even looking at the goals, interpreterstimtsively answered the questions
because all heritage sites fulfill similar functsoand try to attain similar goals that are
comprehensible from a common sense perspectiven theeigh these goals may slightly
vary from site to site, the review of the documedntsl the interview data revealed that
the main ones include:

1) To protect and preserve artifacts and other ressurc

2) To research and adequately interpret history afyaegion, and

3) To provide educational and recreational experiefmegisitors.

Other goals of heritage sites may be:

1) to provide opportunities for community involvement,

2) to collect and research artifacts,

3) to perform maintenance of buildings, artifacts, attter resources,

4) to advise general public on preservation of heetagmd

5) to provide a cultural tourist attraction.

13 This could also be influenced by the fact that graup is made up primarily of professionals arel th
other — of amateurs.

92



As can be seen in the Findings chapter, the andWatsnterpreters gave me were based
on the understanding of these general goals ofdgerisites. The discussion of how well

interpreters are familiar with these goals follows.

5.2 Determining the means of goal communication beeen managers and
interpreters

In the previous chapter, as a result of summarighegginterview findings, two
separate topics emerged: Communication on theasile Goal communication. Before
conducting the interviews, these two topics weredistinguished from each other: any
communication on the site was thought to be goahmanication. However, the
interviews revealed that even though overall maragerpreter communication at
heritage sites can be very active (the elementiisfcommunication will be discussed
further), the actual goals are communicated onisough orientation and reading
materials and only to new interpreters who just starking at the sites.

1) Orientation or training. What it is — a two-weking training or a half-day
orientation — depends on the amount of informatiderpreters need to learn and the
time that managers can allocate to provide trainifige data obtained during the
interviews shows that less time is spent by Wadstfa training its volunteer interpreters
than by the two other sites on training their ergptbinterpreters. This can be explained
the lack of time and resources available to theagars for training a large number of
volunteers, some of which may only be volunteerpegiodically. In addition, new
volunteers are never left alone in a building; theg often paired with other volunteers

who have worked in a village for a while and wha gaovide training “locally.” Being
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very hands-on, “local” training can save managérse and efforts and can greatly
benefit new interpreters even though certain drak®asuch as the communication of
incorrect information or bad habits are inevitaliw effective such training is and
whether to use it or not is something that manageg wish to consider.

Orientation/training is the first activity that erpreters participate in, and, thus, it
is a good opportunity for managers to convey thgoirtant information about a site and
its goals effectively. At the same time, interpretbave to learn a large amount of
information in a short period of time, so that soaofethis information gets forgotten
relatively quickly. As it often happens, when tryito remember details, a person forgets
the essentials. It was also noticed during themdess that large amounts of information
provided at the orientation are often confusedrtgrpreters with the information about
the actual goals. Therefore, more attention cowdphid to alternative informational
channels such as reading materials, team meetindsjaily encounters.

2) Reading materials. From the data collected etstbdy areas, two out of three
sites include their managerial documents (or etdrdiom them) in the interpreters’
reading packages. The advantages of this methodhateinterpreters can take time
reading over the information and they get to kdepnd come back to it if needed.
Among the disadvantages are that interpreters &y the information only once at the
very beginning and never come back to it or they mgen ignore it completely.

The third heritage site has its Statement of Pwpasted on the official website.
In this case, with the same advantages and distaty@mentioned above, the likelihood

that the information may be completely ignored tgiipreters may be higher because of
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a lack of accessibility or the unwillingness to “@o extra mile” to seek additional
information.

In contrast to goal communication specifically, @le manager-interpreter
communication at heritage sites can be very acthteDoon Heritage Crossroads, for
example, team meetings take place twice a day. & because of the Dundurn Castle’s
lay out, interpreters share the common area wihntnager and, thus, feel the constant
contact: “I can talk to my manager all day, evéay, any day” (3_J).

Manager-interpreter communication includes theofeihg: daily encounters,
team meetings, newsletters, mailbox system or toulld®oard, evaluations, and
continuous training. Even though none of the mewiibis presently used by heritage
sites to communicate goals to interpreters on alaegasis, each of the methods has a
great potential to do so in the future. A comparisd the different communication
practices of the three study sites and a discusgibow these practices can be enhanced

with goal communication follow.

5.3 Evaluating the implementation of the goals bynterpreters

Interpreters are responsible for implementing ardystain goals of their sites. To
be precise, their major responsibility is site iptetation for the general public and
school groups. Interpreters may be also partly lired in program development;
research; artifact preservation, since they dedh artifacts in their buildings; and
community involvement. Other goals of heritage ssituch as artifact collection,
restoration, as well as artifact and building mamaince are usually beyond the scope of

interpreters’ responsibilities.
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To understand the implementation of goals by im&tgs, | conducted on-site
observations. This method gave me enough datadluae the implementation of the
main goal for which interpreters are responsiblaterpretation of the sites. However,
since | conducted my visits during regular publaufs and behaved as a regular visitor
would behave, | was not able to observe interpsetaplementing other goals of their
sites; therefore, | will not be discussing thenmiy research.

According to interpreters, the goal of site intetption is being implemented
through conducting public and school programmingstimg special events, gaining
additional knowledge on the topic of interpretatiand dressing period appropriate. For
visitors all these actions become visible throubhwhat interpreters tell about the site
and the buildings; 2) how they tell it; and 3) hmterpreters look.

First, it should be noted that interpretation aithge villages differs from those
at Dundurn castle. In the villagesyhat interpreters tell about the site is usually
determined by the building they are in. Generabiimiation about the owners is usually
supplemented by background of some of the artifagitel then interpreters either
continue with answering questions or let visitoxplere the rest of the house alone.
From what | experienced during my on-site obseoveti interpreters begin by giving as
much general information as possible. When theydaree after a couple of minutes, a
silent moment occurs because interpreters do n@ &aything further to say and visitors
do not yet have anything to ask. Therefore, it ts@ynore efficient for interpreters at the
end of their interpretation to continue working samething: forging tools, feeding
animals, or baking. This is also a point when jotteters could pose questions in order to

alleviate the silence and engage visitors intartberpretation.
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At some of the buildings of Westfield, the amouftirdormation conveyed to
visitors is minimal and mostly repetitious of whaher interpreters have already said:
how old the site is, from where the buildings wereught together, how many buildings,
and so on. The tendency of interpreters to talkuabe buildings in more general terms
might be a result of the all-volunteer staff's laakadequate trainingOverall though,
how much information, how interesting, and how ejig@ this information is vary from
one interpreter to another and depend on the imtEnps experience, confidence,
knowledge, and obtained training.

At Dundurn, the situation is different because ititerpreters actually give entire
tours, so they keep talking about a certain roorth@ncastle until the group moves to a
different room. In this case, the type and the am@f information that visitors receive
are relatively similar and may vary only slighthpin one interpreter to another.

How interpreters tell about the site is often evenamamportant than what they
tell. The proposed checklist (Appendix E) calls éuch principles of interpretation as
analogies with day-to-day life of visitors, adjustmi of the interpretation to the different
age groups, questions to visitors, and overall gegent of visitors in interpretation.
During my observations, it was noticed that villageerpreters provided less analogies
and asked less questions than interpreters atagteecThis can be explained by the fact
that interpreters at Dundurn have to keep visitatgntion for about an hour during a
tour and for this purpose they try to use differattention-grabbing techniques that
include asking questions to visitors and making gansons with present time. As for
engaging visitors in interpretation, Westfield ssetm do a better job compared to the

two other sites because it provides more interactixperiences. Most of its buildings
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carry artifacts and tools that can be used byorsitConversely, at Doon and Dundurn
visitors get more observational experience.

Finally, the way interpreter®ok is also an important part of interpretation. All
three study sites are consistent with trying todseperiod appropriate as possible,
dedicating a lot of time and effort to conductimgearch on costuming and paying close
attention to details. One site, however, did ndtesd to as stringently to a code of
appearance as the others. While period appropelateing was followed, some of the
all-volunteer interpreters at Westfield could bersearrying period inappropriate objects
such as water bottles. The infrequency with whiolunteers work at the site may be an
explanation for why these kinds of small details fargotten.

The overall site experience may also be influenogdhe number of buildings
that are open. Since the presence of interpretergquired for buildings to be open,
interpreter shortage can be a problem. At Doors, phoblem occurs very rarely because
an adequate number of interpreters are initiallechi At Westfield, however, this
problem seems to happen more often and may beieggdlay the fact that volunteers are
not being paid and they are under less pressigieaw up for work.

To sum up, site interpretation includes severatiatielements: the amount and
the type of information presented; the way the rimiation is presented; the way
interpreters look; and the availability of interfanes. If all of these elements are not fully
carried out, then the goal of effective site intetption is not completely implemented.
The weaknesses with an interpreter’s performanoebeaand should be identified soon
after a new interpreter starts working with the lpubAnd if there is no opportunity to

conduct full evaluation early enough, other wayscofrecting the interpretation (e.g.,
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monitoring and providing feedback) could be consdeby management. All of my
study sites perform relatively well in terms of theverall perception of their
interpretation, varying from 3 (Westfield) to 4 (@oand Dundurn) on a 5-point scale.
However, many of the shortcomings of interpretatieentioned above can bemedied
by a number of management actions targeted atnitial iand continuous training of

interpreters. This will be addressed in the Recontagons section.

5.4 Evaluating the effectiveness of goal communigah

According to the definition applied in this studyaluation is “the judgment or
assessment of achievement against some predetdroritexia, usually a set of standards
or objectives” (Hockings, Stolton & Dudley, 2000,3). | evaluated the effectiveness of
goal communication at each site against two pred@ted criteria: 1) the stated goals of
each site and whether interpreters are familian whem and implement them; and 2) a
number of elements of effective manager-interprgi@al communication that | have
determined from scholarly literature and summarired checklistGoal communication
at a heritage site (Appendix D).

1) Interviews revealed that interpreters are yaivell familiar with the goals of
their heritage sites or at least with the goaly thee personally trying to achieve. For
example, historical interpretation and preservatdrartifacts were mentioned by the
majority of interpreters; community involvement amderactive programming were
mentioned by interpreters whose responsibilitieduitie development of new public
programs. Such goals of heritage sites as buildiaghtenance, artifact collection, and

historical research were not mentioned by integsseivhich can be explained by the fact
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that interpreters are not personally responsible dod are not involved in these
processes.

How goals are being implemented by interpreters diacussed in the previous
section. The results of the discussion reveal tiiatmain goal for which interpreters of
heritage sites are responsible — site interpretatiois performed relatively well.
However, goal implementation could have been méfective if interpreters had better
training with an emphasis on how to present infdiomato the public. In other words, it
is important to communicate not only the goals, aiso the most effective ways of
implementing them.

2) Looking at the checklists, it can be said th@nagers use a variety of
communication channels to communicate with theiterporeters at work. Regular
personal encounters, team meetings, newsletterse stements of continuous training,
performance evaluations, and active involvemenintdrpreters in program planning —
are common examples of communication activities] anhleast two out of three sites
regularly perform each of these examples. The coatinins of these communication
practices may vary from site to site depending e unique characteristics of each of
them. Table 7 summarizes the communication aawitised by each of the studied sites
for better comparison.

We can see that some of the means of communicat®more popular among
management of heritage sites than the others.Xamn@e, email is never used at heritage
sites simply because there is no need for it: ¢hérg that managers want interpreters to
know may be announced through a bulletin boardeosgnally in everyday interaction.

The manager of Westfield could have used emailatifynvolunteer interpreters about
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special occasions; however, the majority of intetgns are retirees who do not use the

Internet and do not have email accounts.

Table 7: Means of goal communication used by dfféheritage sites: a comparison

Means of goal Doon Heritage | Westfield Heritage

. 9 . Dundurn Castle
communication Crossroads Village

Training/Orientation N \ N

Demonstration tours

\/

\/
Reading materials N N N
\/

Continuous training

One-on-one meetings N N
with manager

Email communication

Bulletin board/
mail boxes v v

Newsletter for N
interpreters

Regular team
meetings

Feedback from
managers

Feedback from
interpreters

Performance
evaluation

< | 2| 2| =<

P A A I -

Interpreters plan N
activities & events

More personal approaches to supervision of integmewith regular team
meetings and everyday encounters are used at DubrDandurn. Westfield, though,

does not have such an opportunity because thessteis bigger; it has more interpreters

14 Check mark means that scenario is implementdukagite.
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working at the same tim& and the type of interpreters is different — tiaeg volunteers,
which make their supervision more complicated. Ilddigon, only one or two
coordinators are responsible for communication witarpreters and they do not have an
opportunity to supervise everyone on a daily babiee same reasons are used by the
management of Westfield to explain the lack of iipteter performance evaluation. If
this shortage of staff is to be maintained and hé tpresent approach to goal
communication at Westfield is to remain the sameremattempts could be made to at
least provide interpreters with regular construetigedback, if not regular evaluations.
Other study sites seem to carry performance evahsategularly and, according to the
interview data, try to improve their methods sa thgerpreters do not feel intimidated by
being judged.

In terms of goal communication, providing regulaedback about interpretation
and implementation of other goals of a site cap ngnagers to set the pace for ongoing
improvementslin the Table 5.4 | identified that mutual feedbaskbeing provided at
Doon and Dundurn; however, this is not completelsuaate. These sites do not have any
special forms, meetings, or instructions to do Rather, an opportunity to provide
regular feedback exists in the form of active dayglay communication.

Interpreters of Westfield Village and Dundurn Casparticipate in program
planning and development. At Dundurn Castle alenpteters are involved in the
planning because it is a part of their daily assignts together with the site
interpretation. At Westfield, there is a certairogy of people who is responsible for

developing new programs; however, anyone who wishéglp can do it. Interpreters of

15 Comparing three sites: 3-8 interpreters work atshme time at Dundurn, 10-25 in Doon, and 30-40
(sometimes more) in Westfield.
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Doon Heritage Crossroads do not participate in gamogplanning since they are mostly
seasonal employees; all the programs they perfoere womposed in advance and
documented in an Educational Manual that each preggr obtains at orientation.

Program planning can also be an important elemiegwa communication strategy since
it requires interpreters to work with site docunsemore closely and to incorporate site
goals into actual events and activities.

Finally, continuous training can be considered oih#he most important elements
of successful goal communication strategy becauakoivs management to concentrate
interpreters’ attention on certain areas of thab j(including site goals), refresh
information provided earlier, extend interpreteksbwledge, and improve shortcomings
of their performance. Despite all these potentidaamtages, continuous training is so far
only offered at one of the three sites — Westfi¢dtitage Village.

Looking at the Table 5.4, at first glance it midi# assumed that since the
majority of its elements have been implemented, thanager-interpreter goal
communication must be effective. However, as theruiew data reveals, the actual
goals of the sites are being communicated to intéeps only through orientation/training
and reading materials. And even though both methmads be considered effective
(especially if applied together), the main critmifere is that both methods are used at
the beginning, when interpreters just start workatga site and when — with other
information being communicated at the same timeoalgycan be overlooked by
interpreters. Therefore, to ensure truly effectiv@nager-interpreter goal communication,
all methods included in the table should also beduBr communicating goals to

interpreters on a regular basis.

103



Finally, to better evaluate the effectiveness ochlgmommunication at heritage
sites, | asked my interviewees’ opinion about iedily (Would you say you are effective
in communicating the goals to interpreters?/Do tfdok your communication with the
manager regarding site’s goals is effective?). Twanagers believe that their goal
communication is not effective as goals of theiesiare not strongly emphasized in the
daily interaction with interpreters; and, accordittg the manager of Doon Heritage
Crossroads, neither were goals emphasized duriegtation: there was too much of
other information to communicate to interpreterse Thanager of the third site believes
that she is doing her best in communicating evargtpossible to interpreters despite not
having documented goals.

A positive attitude toward management and satigfactwith its everyday
communication was expressed during each intervié interpreters, and from verbal
and non-verbal cuekcan say that this attitude was sincere. Integosebf two sites
talked enthusiastically about having very well-onigad management structures headed
by the right people. However, certain concerns alaatual goal communication were
expressed by interpreters at each of the sites.ngntleese concerns were the following:
1) managers do not emphasize goals strongly enaugh;2) even if managers make
goals available, interpreters do not take timestori them. Thus, goal communication is
seen as a complicated process that requires patimn from both parties, where
managers stress the importance of the site godlsnéerpreters make a conscious effort

to retain and apply such information.
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In answering the research question, the obtainéal iddicates that the goals of
the studied heritage sites are not being commuedcabm managers to interpreters as
effectively as they could be. First, only two methare used to communicate goals of
the sites to interpreters. Second, interpretersadaeceive enough initial and continuous
training for the successful implementation of tite goals. And third, according to both
managers and interpreters, goals are not emphasimadyh in the day-to-day manager-
interpreter communication.

Currently, none of the studied sites can be comsiies a model of goal
communication for other Ontario heritage sites. de&r, by combining the most
effective techniques from all three sites into aacferecommendations for optimal goal
communication, we can improve upon the shortcomaigsach site and contribute to the

existing best practices in this important areaefthge site management.

5.5 Developing recommendations for the most effegg ways of goal communication

Even though each site has to develop its own contation strategy depending
on its specific goals, some universal recommendatifor the improvement of goal
communication practices can be given to the masagfeneritage sites as an outcome of
this research study.

1) Develop and document a set of goals that youtdge site is trying to achieve.
If the goals already exist, verify them in accom®amith the five main characteristics of
a successful goal (specific, measurable, outpetated, attainable, and timed).

2) Revise reading materials and hand-outs for pnéters to ensure that they

include the goals of the site and that this infdrorais strongly emphasized. It is even
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more important to show the connections betweergtdas and the actual programming
performed daily at the site. This kind of directkiage would provide interpreters with the
larger picture of what their daily work at the dgeabout.

3) In addition to including goal information in theading packages, always
search for other ways of conveying this informatido interpreters. Regular
communication activities such as everyday inteoactteam meetings, special projects,
and newsletters can be very effective for bondivgryday tasks to the goals of a site.
Furthermore, creative ways of goal reminders arlg encouraged (e.g., goals can be
written on the wall in a changing room or in a coommoom).

4) Create more opportunities for interpreters tanwelved in program planning
and development. By being a part of a planning gge@nd assisting in the incorporation
of site goals into the actual activities and everitgerpreters may come to an
understanding of the goals more naturally.

5) To ensure successful implementation of the ggit@s by interpreters, provide
opportunities for the skill development. Professiocertification and training resources
for heritage interpreters offered by Canadian T®uriHuman Resource Council
(CTHRC) can be the first step in this process. didi#on, lectures or professional
workshops on how to present site information inrdgeresting and exiting manner would
be very useful for interpreters. Specifically faes with all volunteer staff, Alderson and
Low (1976) suggest to make beginner’s training eodtinuous training mandatory for
persons who wish to remain as interpreters:

Under these circumstances, interpreters feel fateuro
have been selected, grateful for what they havendehin

their training, gratified to be doing something Ikea
important, and just a little apprehensive thathdy do not

106



appear when they are scheduled, someone else &ill b
given their place (p.109).

6) Use performance evaluations to make necessargcotions soon after new
interpreters start working with the public and swhagroups to ensure proper
interpretation of the site. If performance evaloatis not conducted, provide constructive
feedback to site interpreters on a regular basis.

7) Communicate with other heritage sites on anviddal basis or within certain
heritage associations to explore new managemeningergretation practices. Encourage
interpreters to visit neighboring heritage sitesl grarticipate in various heritage and
interpreter associations (e.g., Interpretation @apas a part of continuous training.

8) Create a list of Best Practices for managerseamgloyees at the site, reference
it during orientations, team meetings and perforreagvaluations, and share it with other

heritage sites.

5.6 Limitations of the research

In attempting to generalize the results of thissaesh to other heritage sites in
Ontario or elsewhere, certain limitations shouldcbesidered. First, the fact that only
three interpreters from each site were intervieway affect the study’s generalizability.
And even if all interpreters were interviewed, faet that just three sites were studied
would make the results ungeneralizable in a fidldnore than a hundred of Ontario
heritage sites.

Second, it should be considered that all sitetisfdtudy are relatively large (one

is a National Historic Site), well-known in theiormmunities, and located in highly
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populated areas. The communication practices asities like these may differ from
those at small heritage sites with fewer staff lasg visitor traffic.

Third, on-site observations (other than those durspecial events) were
conducted randomly when there was an opportunityaeel: sometimes on weekends
and sometimes on work days. Therefore, there isamae that | missed certain events
and activities where interpreters might have pentt differently and in a way that may
have changed my overall impression of the site. él@k given that | made three
separate visits (excluding interview visits), idisubtful that my impressions would have
changed significantly.

Finally, even though anonymity of the responses w@#aranteed, it is possible
that some interpreters were hesitant to say neg#tings about their managers’ practices
during the interviews. Although I did not percesech reluctance, the possibility should

still be mentioned.
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6. Conclusion

This study aimed to establish the relationship leetwthe goals of heritage sites
as reflected in their official documents and theysvan which these goals are
communicated and implemented on a daily basisraetheritage sites of Ontario. By
applying three data gathering techniques — secgndata collection, interviews, and
observations — and by analyzing the results thislystrevealed that the goals of the
heritage sites are not being communicated from gensato interpreters as effectively as
they could be. Specifically, 1) not all heritageesihave their goals documented; 2) only
two methods — orientation/training and reading male — are used by management to
communicate goals of the sites to interpretersin&rpreters do not receive enough
initial and continuous training for successful immplentation of their sites’ goals; and 4)
goals are not enough emphasized in the day-to-@mager-interpreter communication.

A comparison of the strengths and weaknesses bfsgrcled to the development
of several recommendations for improving goal comicetion at all heritage sites
similar in size and organization to the three uratelysis. Further research that employs
data gathering techniques not used here such asgetphic study, and interviews with
visitors and other members of staff, may enhaneer¢hiability of my findings and add

greater substance to my recommendations.
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Appendix A: sample of an email to the manager of heritage site

Univeraity of

Waterloo

&

Date
Dear...:

This letter is an invitation to consider participgtin a study | am conducting as
part of my Master's degree in the Department ofrBatton and Leisure Studies at the
University of Waterloo under the supervision of féssor Robert Shipley. | would like to
provide you with more information about this prdjead what your involvement would
entail if you decide to take part.

I would like to conduct the research at three Qotaeritage sites: Westfield
Heritage Village (Rockton), Doon Heritage Crossméditchener), and Dundurn Castle
(Hamilton). The study aims to evaluate the effemtess of goal communication at
Ontario heritage sites. Ultimately, the purpose tlos investigation is to develop
recommendations for the most effective goal compation at heritage sites with the
help of information gathered through site visitscament analysis, and interviews.

The study may be beneficial for the participatirggitage sites as it is conducted
by an independent researcher who aims to analyzeftactiveness of on-site manager-
employee communication regarding site’s goals. Tasults of the research and
recommendations will, upon request, be shared thilparticipating sites.

As a manager of ......... [name of the site], you cantrdoute to this research in
the following ways:

1) provide me with your site’s managerial documesutsh as mission statement,
management plan, annual reports, or any other dectmthat contain your site’s goals.

2) participate in an interview of approximately 80-minutes in length that will
contain general questions (e.g., What does yourtalgy@y communication with
employees look like?) and that will take place ahwatually agreed upon location. This
interview is needed to gather a general understgnafi communication with employees
regarding goals communication.

3) give permission to interview three of your impweters. | will follow your
directions about the time and place to conductehmterviews; each of them will take 30
to 45 minutes.

Your participation in this project is voluntary. ¥anay decline to answer any of
the interview questions if you so wish. Furtheruymay decide to withdraw from this
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study at any time without any negative consequebgeadvising the researcher. With
your permission, the interview will be audio receddto facilitate collection of
information, and later transcribed for analysid. iAformation you provide is considered
completely confidential. Your name will not app@ainy thesis or report resulting from
this study. However, with your permission, anonysiquotations may be used.

Your participation in this study will be greatly @pciated. Please contact me at
519-725-7321 or by email at irazinko@uwaterloo.0@u can also contact my
supervisor, Professor Robert Shipley at 519-888/456xt. 35615 or email:
rshipley@fes.uwaterloo.ca

I very much look forward to speaking with you ahdrtk you in advance for your
assistance in this project.

Yours Sincerely,

Irina Razinkova
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Appendix B: Interview questions (managers)

1. How do you communicate the goals of the villaggdar interpreters.g.,

training, orientation, reading materials, goalstteri on the wall)

2. What does your day-to-day communication with intetgrs look like?

(e.g., team meetings, training, feedback, emails)

3. Would you say you are effective in communicating ¢gjoals of the site to

your interpreters?

4. What do your interpreters usually do when therenargisitors in the village?

5. How do you monitor and measure the interpreterdop@ance with respect

to goals implementation?

6. How do interpreters implement the site's goals?
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Appendix C: Interview questions (interpreters)

1. What are the goals of your heritage village, ang have you learned about

them?(e.g., training, orientation, reading materialsalgovritten on the wall).

2. What does your day-to-day communication with th@agger look like?

(e.g., team meetings, training, feedback, emails).

3. Do you think your communication with the manageyameling site’s goals is

effective, and why?

4. What do you usually do when there are no visitorthe village?

5. What do you do to implement the goals of the véfag

6. How is the performance of your work being monitoaed measured?
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Appendix D: Checklist: Goal communication at a heriage site

Elements of communication YES | NO Details
strategy

Formal training/orientation provided

Demonstration tours are part of
training

Reading materials provided

Continuous training provided

One-on-one meetings with the
manager are common

Active e-mail communication

Bulletin board/ mail boxes exist(s)

News-letter exists

Team meetings held on a regular
basis (weekly/biweekly/monthly)

Managers provide feedback on a
regular basis (daily/weekly)

Interpreters provide feedback on a
regular basis (daily/weekly)

Interpreters are aware of the goals of
the site

Performance evaluation is regularly
conducted (seasonally/ early)

—

Interpreters participate in planning @
activities & events

121




Appendix E: Checklist: Interpretation at a heritage site

Interpreters provide analogies with day-to-day difevisitors

always — most of the time — sometimes — never

Interpreters engage visitors in their interpretatio

always — most of the time — sometimes — never

Interpreters ask questions

always — most of the time — sometimes — never

Interpreters recognize the needs of different agaps and adjust interpretation
accordingly

always — most of the time — sometimes — never

Interpreters use time appropriate tools and drpsscaordingly

always — most of the time — sometimes — never

Interpreters are available at the site

always — most of the time — sometimes — never

Amount of information provided

Overall perception of the site
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