PRACE NAUKOWE

Uniwersytetu Ekonomicznego we Wroctawiu

RESEARCH PAPERS 282

of Wroctaw University of Economics

Local Economy in Theory and Practice

Planning and Evaluation Aspects

edited by
Ryszard Brol
Andrzej Sztando

F Publishing House of Wroctaw University of Economics
U Wroctaw 2013



Copy-editing: Elzbieta Macauley, Tim Macauley, Marcin Orszulak
Layout: Barbara Lopusiewicz

Proof-reading: Aleksandra Sliwka

Typesetting: Adam Debski

Cover design: Beata Debska

This publication is available at www.ibuk.pl, www.ebscohost.com,

and in The Central and Eastern European Online Library www.ceeol.com
as well as in the annotated bibliography of economic issues of BazEkon
http:/kangur.uek.krakow.pl/bazy ae/bazekon/nowy/index.php

Information on submitting and reviewing papers is available on
the Publishing House’s website
www.wydawnictwo.ue.wroc.pl

All rights reserved. No part of this book may be reproduced in any form
or in any means without the prior written permission of the Publisher

© Copyright by Wroctaw University of Economics
Wroctaw 2013

ISSN 1899-3192
ISBN 978-83-7695-329-8

The original version: printed

Printing: Printing House TOTEM



Contents

TNETOAUCTION. ..ottt e e e e e e e e e eaeaeeeeeeeeeeeeeeeeenaeas

Ryszard Brol: Theory and practice of local development strategic planning.
Andrzej Sztando: Local development strategic planning and social
responsibility of communal authorities: the Polish experience..................
Tatiana Zhelyuk: Strategic planning as a tool to enhance the competitiveness
OF LEITIEOTIES .ottt ettt s
Justyna Anders, Wawrzyniec Rudolf: Placing collaboration in LED
strategies — evidence from selected Polish cities..........ccocceevieiiiiieiinnnnns
Grazyna Karmowska, Katarzyna Bilyj, Katarzyna Mazur: The
development of the Rewal and Bogdaniec communes — a comparative

Ewelina Szczech-Pietkiewicz: Competitiveness of Polish cities in a European
EINVITOMIMEIIE 1...eeteeiteeite ettt ettt ettt ettt ettt et e et e eateeabeemteeseeenneeneesneeens
Veronika Humlerova, Eva Cudlinova, Ivana Faltova Leitmanova, Renata
Klufova, Ladislav Rolinek, Milan Jilek: Rural development in terms of
economic support — a case study from the Czech Republic.......................
Janusz Sasak, Beata Domanska-Szaruga: Application of process
benchmarking in improving the functioning of public administration......
Sara Bonini Baraldi, Luca Zan: Managing heritage sites in China. The case
of the Guan Lin Temple ........ccoeoieiiiiiiiieiieeeeee e
Artur J. Kozuch, Katarzyna Peter-Bombik: Target costing as an instrument
to ensure efficient fulfillment of public needs at local government units..
Joanna Kenc: The effects of town twinning in the Lower Silesia voivodeship
—a comparison of the situation in small, medium and large towns............
Dorota Sikora-Fernandez: Private cities. Spatial and economic consequences
of gated communities in Poland .............coccoeiiiiiiiiniiii
Miroslav Zizka: Multi-dimensional evaluation of economic pillar of
territorial analytical data ...........cceeevievieriiiiiee e
Katarzyna Przybyla, Alina Kulczyk-Dynowska: Economic evolution of
the Lower Silesia SUDTEZIONS ........cecvieriieriieeiieeiieeiieesieeesveeseveeeveeeeeeenes
Edward Wisniewski: Evaluation of investment attractiveness of the Central
Pomerania communes by local governments ..........c..ccecceeveerieniienieeneeennen.

20

31

40

48

58

68

81

90

104

112

122

130

139



6 Contents

Streszczenia

Ryszard Brol: Teoria i praktyka planowania strategicznego rozwoju lokalnego

Andrzej Sztando: Planowanie strategiczne rozwoju lokalnego a spoteczna
odpowiedzialno$¢ gminnych wiadz. Polskie doswiadczenia.....................
Tatiana Zhelyuk: Planowanie strategiczne jako narzedzie do zwigkszania
konkurencyjno$ci terytorialne].......c.occvevververiiesienienienie e
Justyna Anders, Wawrzyniec Rudolf: Umiejscowienie wspotdziatania w
strategiach rozwoju lokalnego na przyktadzie wybranych miast w Polsce
Grazyna Karmowska, Katarzyna Bilyj, Katarzyna Mazur: Rozwdj gmin
Rewal i Bogdaniec — studium porownawcze...........ccceeveereenueenieeneeneeniens
Ewelina Szczech-Pietkiewicz: Konkurencyjnos$¢ polskich miast w otoczeniu
CUIOPEISKIM L.ttt ettt ste et e et e e eseeseensaens
Veronika Humlerova, Eva Cudlinova, Ivana Faltova Leitmanova, Renata
Klufova, Ladislav Rolinek, Milan Jilek: Rozwo¢j obszaréw wiejskich w
warunkach wsparcia gospodarczego. Studium przypadku z Republiki
(071 < ] P PSP RSP SRRTSUUS
Janusz Sasak, Beata Domanska-Szaruga: Aplikacja benchmarkingu pro-
cesoOw w doskonaleniu funkcjonowania administracji publiczngj .............
Sara Bonini Baraldi, Luca Zan: Zarzadzanie miejscami dziedzictwa kultu-
rowego w Chinach: studium przypadku $wigtyni Guan Lin .....................
Artur J. Kozuch, Katarzyna Peter-Bombik: Rachunek kosztéw docelo-
wych jako instrument zapewniajacy sprawne zaspokajanie potrzeb pu-
BlCZIYCh W IST ..o
Joanna Kenc: Efekty wspotpracy partnerskiej w wojewddztwie dolnoslas-
kim — poréwnanie sytuacji w matych, $rednich i duzych miastach...........
Dorota Sikora-Fernandez: Miasta prywatne. Przestrzenne i ekonomiczne
konsekwencje zamknietych osiedli mieszkaniowych w Polsce.................
Miroslav Zizka: Wiclowymiarowa ewaluacja gospodarczego filaru teryto-
rialnych danych analitycznych ...........ccoocvviiiiiiiiiiiiee e,
Katarzyna Przybyla, Alina Kulczyk-Dynowska: Przeksztalcenia gospo-
darcze w subregionach Dolnego SIaska ...........c.ooooeveveeeeeeeeeeeeeeeeeeeeen.
Edward Wisniewski: Ocena atrakcyjnosci inwestycyjnej gmin Pomorza
Srodkowego wedtug samorzadow lokalnych ...........cc.ooeeeeuveeeveeeeeeeeeenne.

19

30

39

47

57

66

80

88

103

111

121

129

138

146



PRACE NAUKOWE UNIWERSYTETU EKONOMICZNEGO WE WROCLAWIU
RESEARCH PAPERS OF WROCLAW UNIVERSITY OF ECONOMICS nr 282 e 2013

Local Economy in Theory and Practice ISSN 1899-3192
Planning and Evaluation Aspects

Sara Bonini Baraldi, Luca Zan
University of Bologna

MANAGING HERITAGE SITES IN CHINA.
THE CASE OF THE GUAN LIN TEMPLE

Summary: This paper is a result of a three-year field research project carried out in Luoyang
(Henan Province, China) by two authors in cooperation with Chinese officials. The paper
analyzes, from the managerial point of view, the case study of the Guan Lin Temple, a well-
established site with historical and religious values which attracts many visitors from all over
the country. The analysis, based on a previously developed framework, discusses curatorial
and visitors effectiveness and resources efficiency in both human and financial resources.
Despite good visitor numbers and economic performance a case of financial mismanagement
emerges, with serious problems in terms of governance.

Keywords: China, heritage management, effectiveness, efficiency.

1. Introduction

Few countries can boast of a history as long and rich as China’s (China is one of the
best-represented countries on the UNESCO World Heritage List). In addition, China
is undergoing an extraordinary process of economic growth in recent decades, with
an enormous impact on its heritage. Infrastructure construction, building activities,
and the transformation of urban contexts often involve the discovery (and sometimes
the destruction) of new archaeological finds, and represent threats to the existing
monuments [Chan, Ma, 2004; du Cros et al. 2005]. In parallel, there is a quite
deliberate use of heritage for political purposes, both internally and internationally,
as a way of fostering national identity, and as a tool of cultural diplomacy [Sofield,
Li 1998; Mitter 2000; Vickers 2007].

The changes currently affecting professional communities are also huge [du
Cross, Lee 2007]: an increasing process of ‘contamination’, if not integration with the
international community of scholars can be seen (see for instance the establishment
of principles for conservation: [Agnew, Demas (eds.) 2002; Agnew et al. 2005]), to
some extent questioning a more politically-driven agenda as compared to the past
for museologists [e.g. Denton 2005] and archaeologists [Von Falkenhausen 1993;
Bagley 1999; Loewe, Shaughnessy 1999; Shi 2001; Lee 2002; Li, 2002; Li et al.
2004; Li, Xu 2007; Lu 2002; Wang 1985].
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In such a context, serious organizational changes are involved calling for better
understanding. New managerial problems accompany the modernization of activities
in archaeological discovery, research, conservation and presentation. Identifying
“best practices” (or, indeed, understanding practices as such) and common problems
will make the diffusion of knowledge and technical and administrative innovations
easier.

This paper is drawn from a three-year field research carried out in the Luoyang
area (Henan Province) by the authors, in cooperation with Chinese officials. As the
capital of thirteen dynasties, Luoyang is one of the richest archaeological areas of
China, from the origin of civilization onward. Not surprisingly, the administrative
system for heritage management is quite complex, and cultural heritage is relatively
well-supported within the agenda of the local government compared to the rest of the
country (for a deeper understanding of the local administration for cultural heritage
in Luoyang see [Zan, Bonini Baraldi 2012]). Within this area we carried out nine in
depth case histories, involving entities at various stages of the heritage chain.

Among the nine-case history, we selected Guan Lin as the core for this paper.
Guan Lin is traditionally a well-established site, with several positive elements of
interest. First of all its historical and religious value has attracted visitors from inside
and outside Luoyang for many years, constantly ensuring good performances in
terms of numbers. Consequently, the site presents a positive financial performance
and has been able to achieve self-sufficiency (since 2001, the site does not receive
governmental support for ordinary activities). However, some recent decisions have
made things more complicated than before. Despite its good economic performance,
the institution is today operating at a loss due to a loan contracted in 2002 for the
enlargement of the square in front of the entrance of the site: a case of financial
mismanagement, which creates problems of sustainability in the long term. Economic
self-sufficiency is not coupled with autonomy in terms of decisions, especially
regarding financial issues (the debt) and human resource management. An issue of
governance is therefore emerging, with the need to better understand the distribution
of responsibility, rights and duties of the entities.

Drawing on the underlying framework [Zan 2006], the case history is organized
according to a standard format. A short characterization of the museum/site/project
is provided, in order to understand the relationship with specific curatorial aspects
and issues of organizing and resources management. An assessment of effectiveness
is then carried out, drawing on curatorial aspects and access data (section 2). The
question of efficiency is investigated in terms of human and financial resources,
linking them to the previous elements of analysis (section 3). Finally, a very short and
yet important section on recommendations emerging from the analysis is tentatively
provided (section 4).
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2. The museum and its effectiveness

2.1. Curatorial back office

Guan Lin is a unique site with two souls: a temple (with a tomb) and an adjacent
museum (see Exhibit 1). “Located in the southern outskirts of the city of Luoyang,
Guan Lin is the place where the head of Guan Yu, a famous warrior in the period of
Three Kingdoms, was buried. The people, especially those after the Song dynasty,
worshiped Guan Yu and called him Wu Sheng (Military Saint). Because the tombs of
the saints used to be called Lin (forest), the tomb of Guan was thus called Guan Lin.
Guan Lin has a history going back 1780 years, thus many important relics are situated
in the temple. [...] The Ancient Art Museum of Luoyang collects and exhibits carved
stones and stone tablets of ancient eras. More than 1000 carved stones and stone
tablets spanning different eras from the Eastern Han to the Republic of China are
preserved in the museum. Two permanent exhibitions including The Exhibition of
Stone Tablets and The Exhibition of Carved Stones are being displayed now. Visitors
can appreciate more than 500 ancient relics” (internal document).

Built mainly during the Ming Dynasty, the site covers an area of about 130,000
square meters and includes about 180 buildings. The temple was opened to the public
in 1958, being the first site accessible to visitors in the Luoyang area.

Beside its intangible significance, both the temple and the museum reflect a high
historical and cultural value. The temple itself is of particular interest, deserving
the highest position in the Chinese grading system for attractive historical places
(AAAA scenic spot): “The building group of Guan Lin is made up of the theatre
building, the main gate, the Worship palace, the big palace, the second palace, the
third palace, the stone tablet pavilion, the tomb of Guan Yu’s head, etc. Stone or iron
lions are standing on both sides of the gates and look rather terrible. The corridor,
with 104 little stone lions decorated on the top of the balusters, was constructed
during the reign of Qianlong of the Qin dynasty and is a rare treasure of stone art.
Many decorated dragons on the roofs of palaces confirm that the buildings were
constructed according to the standards of the royal family. The main doors, iron
lions, stone lions, inscribed board, etc., in the buildings are decorated elaborately and
represent the high level of construction in the Ming and Qing dynasties. The cypress
forest in Guan Lin is one of the most beautiful scenic panoramas in Luoyang”
(internal document).

Due to its cultural value, the site is of the “national level”, which means that the
responsibility for the site preservation and restoration is not on the part of the Guan
Lin institution itself, but lies at the national level (SACH — State Administration
for Cultural Heritage, the Chinese Ministry for cultural heritage). At present, the
preservation conditions of the temple are good, even if a foreign observer could
somehow be surprised by the brightness of the red paint and the reconstruction
practices, which however are common in Chinese restoration tradition.
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Figure 1. Two images of the Guan Lin Temple in Luoyang

Source: pictures taken by the authors.
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The collection of the museum is also of high value, and is composed mainly
of stone carvings, stone tablets, pottery wares, and iron wares (see Table 1).
Unfortunately, the architectonical characteristics of the ancient temple in which
the museum is embedded make it difficult to adequately exhibit and preserve it.
Deposits and preservation equipment are scarce and inadequate and the collection is
not at present in good condition.

Table 1. Collection of Ancient Art museum of Luoyang in Guan Lin

Number Stone carving . Tgmb Pottery Iron
nscriptions

Ist class 25 13 12
2nd class 303 34 267 2
3rd class 280 74 205 1
TOT 608 121 484 2 1
Others 813
TOT 1.421

Source: internal document.

2.2. Visitors

Guan Lin is a very attractive site in the Luoyang area, especially thanks to its
intangible value: “The people worshiped Guan Yu and called him a saint. Because of
the bravery, loyalty, benignity, and justice of Guan Yu, ancient people of different
classes worshiped him. Ancient rulers built so many great palaces on the site where
the tomb was located so that many people, including overseas Chinese citizens, are
attracted to visit Guan Lin every year. There is a big international worship festival in
Guan Lin every year and Chinese citizens, both domestic and overseas, worship
Guan Yu like a true God” (internal document).

Table 2. Guan Lin visitors

1995|1996 | 1997 | 1998 | 1999 | 2000 | 2001 | 2002 | 2003 | 2004 | 2005
Ticket price Y 15 15 15 15 20 25 25 25 25 30
Income from 1,01] 1,040 1,220 1,970/ 1,98| 1,60 2,60/ 2,90| 2,200 2,99
ticket(000 Y)
Total visitors 73,19| 76,92| 89,54|108,40| 109,89| 87,90| 158,00| 174,50| 134,832{156,40| 452,932
Free access 5,89 7,62| 8,24| 9,90 10,89 7,90| 28,00/ 29,50| 24,313| 32,40
(people)
Paying visitors | 67,30| 69,30| 81,30/ 98,50/ 99,00/ 80,00| 130,00| 154,00| 110,519{124,00
Foreign visitors 1,319
Domestic
visitors

Source: own elaboration based on internal documents.
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Guan Lin holds, therefore, a special position in Luoyang cultural heritage, with
numerous faithful visitors coming to visit the temple from all over the country.
Performances in terms of visitors are consequently high, constantly growing over
previous years (except for 2000), and stable at about 160,000 (2).

The growth can be partially explained by the renewal of the museum visitor
interface through the new street and square, which occurred between 2000 and 2001
(see Table 2).

Unfortunately, data on foreign visitors has been provided only for 2005, from
which emerges the domestic value of the site (99.7%). Data for 2005 is always
difficult to comment on, since it is strongly influenced by the Chinese and Henan
province “heritage days”, events strongly supported by a political campaign. During
these days, visitor performance was absolutely abnormal, with about 340,000 people
visiting Guan Lin in only 2 days (with a price of 5 Yuan). This is an astonishing
number, quite unbelievable for a Western observer, but perhaps not so incredible in
China (we were told that the event was absolutely exceptional, with people spending
the night outside the heritage sites playing card games to keep themselves awake
until the site’s opening in the morning). In any case, the phenomenon became
unmanageable, with serious risks for the people, the site and the collection. In 2006,
a different promotional day was established (the “World Heritage Day”, with less
national propaganda and communication) and the performance in terms of visitors
was much less astonishing (1,000 visitors with free tickets).

The ticket price has been rising constantly the over years, and today the price is
the highest in the area (30 RMB) after the Longmen Grottoes (80 RMB), one of the
three most important grottoes in China and a UNESCO World Heritage Site. The
free access policy seems to be unimportant as opposed to the other sites in the area,
with about 21% of free visitors in total (against an average of 61% in all the nine case
studies). Income from tickets, the result of visitor numbers, the free access policy,
and the ticket price are all consequently very good (2,990,000 RMB in 2004), making
it possible for the site to become economically self-sufficient. A point in favour of
Guan Lin is also the monitoring practice. Even if the method is a bit archaic (there
is a person at the entrance of the site who counts the visitors and classifies them as
free/paying, domestic/foreigners), the data can still be considered reliable, a not so
common feature in China. As previously mentioned, the main reason for Guan Lin’s
success in terms of visitors seems to lie more in its intangible religious value than in
the cultural importance of the building and its collection (which is also high, but not
necessarily the reason why people visit it). This assessment is somehow confirmed
by the fact that Guan Lin attracts many more visitors than the other sites in the
Luoyang area, even if it does not particularly promote itself. To better understand
the phenomenon, it would be interesting to count people who, besides visiting the
temple, also visit the museum.
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3. Resources and efficiency of the museum

3.1. Human resources

More than 90 people work in Guan Lin, of which 32-34 are permanent, 12 are
“on contract”, 38 are seasonal and about 13 are retired. Employees are organized
within five departments: research, office, logistics, safeguards and interpreters (see
Figure 2).

— Five permanent employees work in the research department. As usual in Chinese
cultural heritage institutions, “research” assumes a wider meaning than in
Western countries and includes desk and field research as well as the daily
maintenance and restoration of the temple, the tomb and the relics.

— Another Chinese peculiarity is the presence of professional positions in office
departments (all eight people working in the office are professionals and there is
no administrative staff). This is a phenomenon which is not so clear, but in our
understanding seems to be related in part to the “office” concept — which is not
merely an administrative department as could be assumed, since it is also in
charge of preparing professional reports to higher institutions — and in part to the
peculiar professionals and administrative positions and careers in China that do
not totally coincide with Western ones. In Guan Lin, in fact, out of 32 permanent
positions, only 3 are classified as administrative and cover the highest positions
in the hierarchy: the director, the secretary and the vice director.

— The other 3 departments employ 3 (logistic department),ll (safeguard
department) and 2 (interpreters) permanent staff members. Due to their less
specialized duties, these departments(especially the interpreter department) are
probably those in which contract and seasonal employees mainly work.

Director

1

Secretary

(1)

__

Vice director

1

Research Dept. Office Dept. Logistics Dept. Safeguards Dept. nterpreters Dept|
(5) (8 3) (11) (2)

Figure 2. Guan Lin organizational chart

Source: own elaboration.
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The number of permanent employees rose from 25 to 34 after 2001. As usual, the
number was decided by the local government on a rather unclear basis (working needs
or political policies?). In this case, however, the fact is even more significant because
the economic impact of the decision falls under the responsibility of the institution
itself and not under the government (since 2001, Guan Lin has been considered
self-sufficient and the salaries of permanent employees are paid by the institution).
Despite the economic responsibility, the institution does not have the possibility of
human resource management: deciding when to hire, who to hire, which educational
and professional background, under which contract conditions (permanent/contract/
seasonal), etc. Thus, the institution is paying, although not selecting, its permanent
employees. This is a governance issue that needs soon to be solved (at higher levels),
in order to regain coherence between economic responsibility and decision-making
authority.

The percentage of contract and seasonal employees seems to be higher than the
average in other institutions in the area. Unfortunately, we do not have information
on the distribution of contract and seasonal workers within the five departments, but
from what we have been told, the majority of them work in less specialized positions
compared to permanent ones, particularly in the cleaning, gardening, and cooking
services for the employees of the site. In this institution there is a mix of the old and
new system, with some positions deriving from welfare state policies and others
from real working needs and the need for flexibility.

The institution seems quite efficient in terms of human resources compared to
others, with the best visitor/permanent employee ratio among the nine case histories
(156,000/32 = 4,800) [Zan, Bonini Baraldi 2012]. A fact which can be explained by
the good visitor performance of Guan Lin, which is linked to the prominent intangible
and religious value of the site, but also by the notable presence of seasonal/contract
employees that are not included in the indicator.

The educational background is quite prominent: 19 permanent employees have a
bachelor degree or a junior college degree, two have a polytechnic diploma, seven a
high school diploma, and one a junior high school diploma.

In any case, even if efficiency and education are high, some skills seem to be
missing, such as those related to communication, marketing and accounting (as in
almost all the other case studies). The director, who has been working in Guan Lin
since 2002, graduated in Chinese studies and has had previous experience in the
other three cultural institutions of the area (the Longmen Grottoes, the Luoyang
Museum, and the Ancient Tomb Museum). Also the accountant has worked in Guan
Lin only since 2002, which is a reason behind the lack of information regarding the
previous years and particularly the details about the 2002 loan.

3.2. Financial resources

There are two specific points from a procedural point of view that need to be stressed:
on the one hand, similarly to the Longmen Grottoes [Zan, Bonini Baraldi 2012], the
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presence of a loan and associated expenditure for the servicing credit creates a lack

of transparency in the financial statement and particularly in the list of expenditure.

Given the lack of any item such as “interest”, the general item “other daily operation

expenditure” has to be used, which loses any meaning according to accounting

standards also from a procedural point of view, accounting for almost half of the
whole operating expenditure (1.9 million yuan as interest, out of 3.8 million of

expenditure = 50.6%).

At least for 2005, the result was a loss, while — if we understand it correctly
— danwei institutions (operative institution below the local government) are not
allowed to present negative results.

The main financial problems of the institution are, however, quite substantial.
As already stated, until 2000-2001 the museum was in a good condition, but recent
events have complicated things (see Table 3 and 4).

The first phenomenon regards the new economic status. Following a 1998
governmental decision which establishes that museums and sites with current
revenue greater than current expenditure would not receive any more the support
from the local administration, except for special projects — Guan Lin assumed the
status of a financially self-sufficient institution in 2001. This means that all current
expenditure, such as salaries of permanent employees, are completely charged to the
museum itself.

The second phenomenon regards the loan which today burdens the Guan Lin
administration. In 2002 the city government decided that the square in front of the
entrance of the site should be enlarged, and in 2002 the museum was pressed to
contract a debt with a bank of 13,000,000 RMB to pay for the cost of the restoration
of the square. Here again, there are two main problems, seen from the general debate
on museum management:

— On the one hand, there is the gap between formal economic responsibility and
autonomy of the museum and decision-making power (essentially at the local
government level).

— Moreover, there is a question of the amounts and of the attitude to sustain the
servicing of credit and to pay it back. Prior to this decision, the museum showed
a positive financial situation. In 2006, there was still a good attitude to produce a
gross margin, with very low personnel costs (including welfare expenses:
1,320/3,825 = about 34% of expenditure), so that the expenditure and revenue
statement could be billed extensively at 1.9 million yuan (50.6% of expenditure,
as seen above, under the item “other operating expenditure”).
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Table 3. Guan Lin Financial statement

Assets 2005 2004 2003
1 2 3 4

One: Assets 16,118.410, 16,301,359 15,999,558

13,636,041 13,867,985 13,614,099

Cash 3,450 1,639 10,720

Cash in bank 545,950 726,605 424,539

Notes receivable

Accounts receivable II (debt owed by other organizations)

Advance to suppliers

Other accounts receivable 13,,086,641 13,139,741 13,178,841
Inventory

Finished goods

Investment 700 700 700
Properties 2,481,669 2,432,674 2,384,759
Intangible assets

Liabilities

Two: Liabilities 13,313,049 13,224,974 13,080,968
Loans 12,980,000 13,000,000 13,000,000
Notes payable

Accounts payable II (Debt owed to other organizations)

Accounts advanced from customers

Other payables 333,049 192,674 80,968

Budgeted accounts payable

Public accounts payable 32,300

Tax payable

Net Assets

Three: Net Assets 2,805,361 3,076,384 2,918,589

Operations fund 149,163 418,941 300,285

Common fund 148,463 418,941 299,585

Investment fund 700 700 700

Fixed funds 2,481,669 2,432,674 2,384,759

Special purpose fund 89,529 139,770 83,546

Operational balance 85,000 85,000 150,000

Other operation balance

assets-liabilities-net assets = 0 0 0 0
2,005 2,004 2,003

Four: Income 3,611,605 3,600,776 3,317,567

Grant from the state 100,000 700,000

Grant from the higher authority

Restricted appropriation 230,000

Operation income 3,500,000 2,454,000 2,525,000

Including: Non-budgeted income

Other operation income

Payment from the auxiliary organizations

Miscellaneous gains 11,605 446,776 562,567

Five: Expenditure 3,931,623 3,540,568 3,040,738

Fund distributed
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Table 3. (cont.)

1 2 3 4

Special purpose funds distributed

Restricted fund expenditure 5,000 80,000

Operation expenditure 3,881,382 3,420,237 2,960,738
50,241 15,331

Other operation expenditure

Operation cost

Sales tax

Payment to the higher authority 100,000

Grant to the auxiliary organizations

Property constructed expenses

Differences (profit) —320,019 60,208 276,830

Source: internal document.

However, a 13 million loan would be impossible to be reimbursed by any
cultural institution, with Guan Lin’s numbers in such a context, within 3 years (the
time frame of the loan), by requiring more than the yearly budget just for the capital

reimbursement every year.

Table 4. Detail of expenditure

Item name 2005 2004 2003
1 2 3 4

Expenditure sub-total 3,825,695 3,863,357 2,846,647
Personel expenditure 1,034,925 940,660 909,368
Base salary 378,436 330,714 293,917
Allowance expenditure 196,815 141,376 124,351
Bonus 26,046 22,701
Social insurance fee 130,629 162,025 275,351
Other personel expenditure 329,045 280,499 193,049
Operation expenditure 2,505,980 2,646,329 1,747,374
Administration fee 53,136 51,196 23,114
Printing and publishing 38,260 49,150
Utilities 31,096 59,046 64,721
Correspondence 4,765 22,794 26,502
Heating 122,948 3,810 2,958
Transportantion 59,124 122,948 63,569
Travelling expenses 93,071 13,654
Conference 310 450
Training 790 1,968 1,870
Business hosting 102,998 71,304 40,378
Empolyee benefits
Service fee 30,522 176,136 213,552
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1 2 3 4
Employment compensation
Facility rent
Property management fee
Facility maintainace 77,889 25,752
Materials for specific use 8,929 53,389 31,309
Office supplies 47,450
Equipment for specific use 48,995 113,630 154,989
Organization-owned vehicles
Books 865
Other daily operation expenditure 1,926,530 1,753,509 1,110,309
Support for individuals and families 284,790 276,369 189,905
Pension 1 73,070 73,567 67,993,08
Pension II 154,080 152,795 143,739
Veteran allowance
Support of injured employees 1,120 1,320 1,210
Medical 1,395 1,885
Housing support 50,205 44321 40,100
Scholarship
Other expenditure for individuals and families 6,315 2,971 2.971

Source: internal document.

We have been told that this fact is not so unusual in China (many short-term
debts are not respected and re-contracted year by year) and that the government
was somehow guaranteeing the debt. Whatever the situation is for Guan Lin today,
however, this is a good example of a wide-spread (and very well known) problem
in China of how bad debts arise in the Chinese banking system: a general problem
of sustainability of the system which must be prevented in order to support the
internationalization process of the country and avoid the collapse of the system.

4. Conclusions and implications

As usual, positive and negative aspects in the management of various cultural
institutions can be addressed. Guan Lin is performing particularly well in terms of
effectiveness. However, good performance is more related to visitors than to the
back office, since the preservation state of the relics is not so good and desk research
(writing reports and scientific papers) seems to be a secondary activity. Monitoring
procedures are also good, even ifthey could be improved, for example communication.
From the effectiveness point of view, the site has historically been a “wealthy” insti-
tution, but the “loan effect” of recent years has created serious problematic impact
on the financial sustainability. Even if the problem is played down at high levels, the
CEO was quite worried about it during the time of our research (2006). Moreover,
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the problem is also related to a governance issue, with a serious gap between deci-
sions and responsibility (on the financial aspects, i.e. the loan, and on human re-
source management and permanent staff).

In consequence to the above comments, some final recommendations can be
elaborated. Back office activity is rather poor regarding the preservation of relics,
deposit conditions and research activity. Providing structured and systematic reports
on relic preservation could probably prevent relics from being neglected and become
a good basis for more in-depth research efforts.

To improve the site performance, it is important to expand the knowledge about
the site visitors through questionnaires or focus interviews (collecting information on
the main reasons for the visit, the knowledge of visitors on the site history, etc.). At
the same time, a better method to count visitors to the museum and the temple should
be found. Special efforts could also be made to attract more foreign visitors, perhaps
designing special tours and promotional activities, such as initiatives at special
prices, or inviting tourists visiting the Longmen Grottoes to join other interesting
sites of the city, such as Guan Lin. As always, human resources should be improved
to acquire more marketing and promotion, financial and accountability skills.

On the financial side, a better control on financial management should be made
not only by the institution itself, but also from higher institutions (government and
the CRB), to avoid similar situations in the future. A solution in this sense could
be redesigning the governance relationships between self-sufficient institutions and
governmental administrations, filling the gap between decision and responsibility,
both in financial and human resource aspects.
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ZARZADZANIE MIEJSCAMI DZIEDZICTWA KULTUROWEGO
W CHINACH. STUDIUM PRZYPADKU SWIATYNI GUAN LIN

Streszczenie: Artykul jest wynikiem trzyletniego projektu badawczego przeprowadzo-
nego przez autordw w miejscowosci Luoyang (prowincja Henan, Chiny) we wspotpracy
z wladzami chinskimi. Przedstawia on studium przypadku zarzadzania $wiatynig Guan Lin,
stanowigca znane miejsce o bogatych wartosciach historycznych i religijnych, ktore przycia-
ga wielu turystow z catego kraju. W oparciu o ramy badawcze omawia muzealng i turystyczng
skuteczno$¢ zarzadzania ta Swiatynia, a takze efektywnos¢ wykorzystania w tym procesie
zasobow ludzkich i finansowych. Artykul ujawnia powazne problemy w zakresie zarzadzania,
ktore sg wynikiem btgdow o charakterze finansowym, a ktére wystepuja niezaleznie od dobrej
skutecznos$ci w obszarach liczebnosci turystow i sprawnosci gospodarcze;.

Stowa kluczowe: Chiny, zarzadzanie dziedzictwem kulturowym, skutecznos¢, efektywnosc.





