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EXECUTIVE SUMMARY  

The aim of the two-year-long Onwards & Upwards project was to move the Norfolk 
Archaeological Trust from being at risk towards becoming a sustainable 
organisation. Opportunities and threats for the continuing work of NAT were 
identified in the previous strategy, including dependency on agricultural payments for 
over 50% of its income, and the pressure of increased volunteer interest on staff 
capacity. The project set out to develop a new strategy for creating a sustainable 
future for the organisation linked to a Business Plan with an entrepreneurial 
approach, improved financial management and rejuvenated governance.  
 
This report sets out how staff and Council Members worked with external consultants 
to research and review the organisations existing processes and practices. This 
included collecting audience survey data, one-to-one interviews with Council 
members, visits to all sites to assess potential for income generation, and preliminary 
reports from the Volunteer Co-ordinator and Rural Sites manager who were 
employed as part of the project. The consultants produced a number of reports and 
recommendations which were scrutinised by the Project Management team prior to 
regular consultation with Council Members. 
 
NAT Council agreed to adopt an aspirational business model which requires an 
increase in staff capacity in order to drive the greater commercial development and 
marketing of NAT sites, and acquisition of a new site as a ‘call to arms’ for greater 
support. The sale of NAT’s property, Pykerell’s House, will provide working capital 
for implementation over the next three-five years.  
 
Review of the governance structures of NAT, recruitment of five new Council 
Members, and a Trustees workshopping programme towards the end of the project 
has created the platform for developing and implementing the Business Plan and 
has had a galvanising effect on the organisation. 
 
This report sets out some potential improvements for similar future projects, in 
particular the importance of providing plenty of time for audience survey data to be 
collected at the front end of such a project; and to avoid anticipating concrete outputs 
for the project prior to consultant involvement. 
 
The outcomes and outputs of the project set out in this report demonstrate the value 
of bringing in fresh eyes to look at the way an organisation functions. External 
consultants were able to clearly identify NAT’s strengths and weaknesses, challenge 
some assumptions, such as the potential difficulty of recruiting new Trustees, and 
confirm others, such as the limited potential for producing significant revenue from 
existing sites.  The project helped Council members and staff identify NAT’s ‘USP’ 
and to understand the importance of using this to raise the organisations profile. The 
project has provided NAT with the ‘road map’ for taking the organisation forward, 
with a clear strategy for raising its profile and attracting more support, and practical 
measures for raising the necessary funding for implementation of the business plan.1

 
1 The Strategic Plan and Business Plan were completed before the current coronavirus lock-down. The full 
impacts of this are currently being assessed but it is clear that COVID-19 will affect NAT’s ability to raise funds 
through the sale of Pykerell’s House, and through implementation of revenue generating activities and events 
as planned this year 
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PLANNING THE PROJECT  
 
Why the project was conceived 
 
The Onwards and Upwards Resilient Heritage project was designed to address 
needs and opportunities which had been identified in Norfolk Archaeological Trust’s 
Strategic Plan (adopted April 2016) and a subsequent detailed Business Review.  
 
The most immediate threat to the sustainability of NAT’s work was identified as the 
potential reduction or loss of external revenue funds received through the EU as a 
result of Brexit. The current farming Basic Payment Scheme and agri-environmental 
schemes provide over 50% of NAT’s annual income. It was recognised that a cut in 
this revenue could undermine NAT’s current role in protecting and conserving 10 
nationally significant archaeological sites and end its capacity to take on more 
archaeological sites at risk in the future. 
 
Equally, the review had identified opportunities presented by an increasing number 
of volunteers involved in NAT’s work, who could potentially help NAT to make it sites 
better looked after, managed, understood and shared. However, the increase in 
volunteer numbers raised an issue of staff capacity to manage and support 
volunteers in their roles.  
 
Thirdly it was identified that a thorough operational review required Trust staff and 
Council members to fully participate in a governance review, in order to be prepared 
for implementation of a new strategy and the Trust’s first Business Plan.  
 
What we planned to do 
 
The project plan was to work closely with external consultants to research and 
review potential new sources of income and develop a 10-year Business Plan to 
support NAT’s conservation work into the future; and recruit new Council members 
with the skills to implement the Plan.  
 
At the same time a full-time Volunteer Co-ordinator post was created for 18 months 
to review NAT’s existing volunteer policies and procedures and to work on recruiting 
and training volunteers who would be self-sustaining after the project had finished. In 
addition, a part-time land manager was appointed to review current land 
management (for feeding into the income review). It was intended that the creation of 
these posts would also free up capacity for NAT’s director to co-ordinate the project. 
 
What difference the project was intended to make and why 
 

The proposal to develop a 10-year Business Plan, supported by audience 
research, a marketing plan, and a fundraising and asset management plan was 
intended to  

• provide the framework for developing more diverse and flexible sources of 
revenue in order to ensure the sustainability of NAT’s current role of protecting 
and conserving 10 nationally significant archaeological sites 

• develop funding and staff capacity to take on more archaeological sites at risk 
in the future.  
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• recruit and train volunteers in order to form more self-supporting groups 

• identify skills gaps in Trust Council so that appropriately skilled new Council 
members could be recruited with the skills and energy to implement the 
Business Plan. 
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PROJECT IMPLEMENTATION What actually happened  

 
Project Management 
 
The project management team met every month beginning in February 2018. The 
team initially consisted of the Director, the Chair of NAT and two further Trustees. 
This panel oversaw appointment of the main consultants, the Volunteer- Co-
ordinator and the Land Manager.  

Staffing 

Building the right team to deliver the project was a high priority. A procurement 
strategy was drawn up setting out a process and timetable for advertising, 
assessment, interviews and appointment and this was adhered to (Appendix 1). 

All roles were advertised on Jobs24 https://www.jobs24.co.uk and on NAT’s website 
and through NAT’s twitter account. In addition, roles were advertised on more role-
specific job websites: 

• Countryside Jobs: https://www.countryside-jobs.com 

• Charity Jobs: https://www.charityjob.co.uk/ 

• The Heritage Alliance: http://www.theheritagealliance.org.uk/update/jobs/ 

• Leicester University Jobs desk: 
https://www2.le.ac.uk/departments/museumstudies/JobsDesk?uol_r=68ac23
2a 

In addition, direct notification of the consultancy work was sent to a list of 14 
consultants identified from a google search for relevant suppliers. Three separate 
briefs were advertised for the consultancy work: Understanding and engaging 
audiences; Innovating our organisation; Reviewing and leveraging our assets. 
 
We received 37 enquiries for the Volunteer co-ordinator role brief and received 25 
applications of which 9 were long-listed and 4 were short-listed and interviewed by 
the project panel. Appointment was made in line with the project plan, on April 11th 

For the Rural Sites manager post we received 7 enquiries and only 4 full 
applications. Although this was a small number it was possible to short-list and 
interview 3 strong candidates and appoint in April as planned. 

For the consultancy work we received 21 enquiries. These were a mixture of 
requests for single or multiple briefs. Again, we received 4 applications. Fortunately, 
three of the four applications were of a high quality, and were short-listed. The 
chosen consultant was appointed to deliver all three briefs from May 2018. 

For all three appointments a careful assessment process was followed with each 
panel member independently assessing applications and providing quantitative and 
qualitative feedback on each candidate against set criteria. These results were then 
combined to produce the highest scoring candidates, who were invited to interview. 
Final decisions on appointment were made at a project management meeting after 
detailed discussions on the merits of each candidate.  

Once the three appointments were made, they became members of the project 
management team and reported to each monthly meeting. Detailed minutes were 

https://www.jobs24.co.uk/
https://www.countryside-jobs.com/
https://www.charityjob.co.uk/recruiters
http://www.theheritagealliance.org.uk/update/jobs/
https://www2.le.ac.uk/departments/museumstudies/JobsDesk?uol_r=68ac232a
https://www2.le.ac.uk/departments/museumstudies/JobsDesk?uol_r=68ac232a
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kept of each meeting (see Appendix 2). The project management team was tasked 
with making decisions on behalf of full Council, although all decisions were 
discussed at quarterly Council meetings, and decisions on changes in governance 
were deferred to Council (see Appendix 3 – reports and minutes of Council 
meetings) 

 

Project management team meeting in progress 

In October 2018 the Director, Caroline Davison, reduced her hours to 3 days a week 
due to embarking on external studies, but a Co-Director, Natasha Hutcheson, was 
appointed as a job share. Caroline continued to act as NAT’s project manager for 
Onwards & Upwards, but the Co-Director was included in all aspects and attended 
project management meetings. 

Timetable 
 
Slight adjustments to the project plan were proposed by the consultants and 
approved as the project progressed. These were usually to enable timely input of 
information into reporting or activities – for example, the fundraising review initially 
timetabled for August 2018 was pushed back slightly so that information from focus 
groups could be taken into account. 
 
Due to the difficulty of organising one of the proposed extra Council workshops in 
Spring 2019, adjustments to the timetable were necessary which meant that the draft 
Business Plan submitted by the consultancy in October 2020 included three options 
rather than the final option, as Council had not had the opportunity to ratify the 
document, and adopt one of the options. However, Council did adopt the Strategic 
Plan at the October meeting, and the ‘aspirational’ Business Plan model was adopted 
in January 2020.  
 
NAT requested a change in the timetable for Council Member training (see Training 
section below) plus an extension of six months to facilitate this, and this was 
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approved by the NLHF project officer. A further extension of two months until the end 
of June was requested in February 2020 due to a reduction in staff capacity - 
Natasha Hutcheson moved on to another job in December 2019 and a new staff 
member was not appointed until April 2020. 
 
Budget 
 
Overall, no major issues arose regarding the budget. This was due to the fact that the 
main budget headings – salary of the Volunteer Co-Ordinator, Farm Manager fees 
and consultancy fees – were all fixed and were paid at pre-set regular intervals.  
 
In November 2018 the Rural Sites manager ceased to be VAT registered which 
released a small amount of budget to pay for more of his time. 
 
A number of requests were made to the NLHF project officer regarding use of the 
contingency budget. These were  

• purchase of a lap-top for the Volunteer Co-ordinator 

• funding of branding design and a new website 

• production of newly branded site-signs and publicity material 
 
There was slight underspend under some budget headings such as consultancy fees, 
training and staff which resulted in a final underspend of circa £9k 
 
Approach to evaluation  
 
The Onwards &Upwards project was unlike previous lottery-funded projects run by 
NAT in that it was largely focused on process – reviews of policies, financial models 
and production of discussion papers and drafts strategies – rather than extensive 
programmes of events and activities which produce easily accessible evidence of 
community engagement; and the central output was production of a Business Plan. 
The main quantitative evidence for what has been achieved are the Strategy and the 
Business Plans themselves which form appendices 4-6 to this document. Supporting 
data are the records of consultation and debate which shaped these final documents 
as set out in project management meeting minutes and Council minutes (see 
Appendices 2 and 3). 

The work completed by the Volunteer Co-ordinator did include engagement with 
local communities through volunteer recruitment and training. Quantitative data 
includes the numbers of volunteers recruited and trained, and the policies and 
reports produced.  

Qualitative evidence has been more difficult to collect. We will learn more about the 
benefits of the new volunteering arrangements, the greater engagement with 
communities and the stronger governance model of NAT’s council over the coming 
years. The official end of the project marks the beginning of the process as the 
Business Plan is rolled out. Continued evaluation of this process will be recorded 
through a number of KPIs which were considered by Council in January 2020 and 
were due to be adopted by Council in April 2020. However, the impacts of the 
current coronavirus have required us to reassess these indicators, and they will be 
reviewed again by Council in July 2020. They will then be reviewed every six 
months. 
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Consultancy 

What was achieved 

Completion of the proposed consultancy work to review all aspects of NAT’s work, 
and the production of a Business Plan were the central deliverables of the Onwards 
& Upwards project. A number of reports were taken forward by the consultants, as 
set out in the brief, to assess the current situation, develop recommendations, 
consult with the project management team and Council and feed this into new 
Strategic and Business Plans. All the supporting consultancy reports discussed 
below form appendices to the Strategic Plan (Appendix 4) 

Governance 

During the first quarter of the project (Summer 2018) Council members were asked 
to complete anonymous questionnaires on the running of NAT; and were also invited 
to one-to-one interviews with the lead consultant, Simon Thurley. Data from these 
were used in the preliminary report (included in Appendix 4 Strategic Plan). Nine 
Council Members took part. 

Following a review of all NAT’s existing policies and procedures the consultants 
produced a Governance paper in February 2019 with recommendations to  

• Adopt a scheme of delegations setting out the responsibilities of the 
Council and those of the executive. 

• Consider establishing a combined audit, nominations and 
remuneration committee, chaired by a Council member other than the 
Council Chairman, with agreed terms of reference. 

• Implement a Policy Review Schedule and ensure the correct version 
of the document is published and for use internally.  

• Standardise the front page of each policy and procedure recording key 
information such as the date and review date. 

• Link each policy to appropriate organisational aims and objectives in 
the new 10-year business plan. 

• Seek to recruit new Council members to address the current skills 
gaps and actively encourage greater diversity. 

• Adopt a code of conduct for council members. 

• New Council members appointment should include a 5-year 
appointment review and a maximum term. A term should be agreed 
for the Chairman. 

• Implement a Council member appointment review plan linked to a 
succession plan. 

• Implement a staff appraisal process. 

These recommendations were discussed by Council at their meetings in April 2019 
and October 2019 when they were adopted. Largely as a result of the adoption of a 
maximum term of two terms of four years plus the option of up to two one-year 
extensions i.e. a maximum of 10 years, four Trustees indicated that they would be 
stepping down.  

In response to this, and information in the report on skills gaps, new potential 
Trustees were identified and approached, and four new recruits attended the July 
2019 Council meeting with expertise on finance, archaeology, heritage management 
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and project management. One of these did not seek election at the October AGM, 
but subsequently two further people were recruited with land management and legal 
expertise i.e. five in total. We continue to seek potential trustees with marketing and 
fundraising expertise. 

Audience survey and development plan 

Another early piece of research was the visitor survey. This was led by the 
consultants with the support of the Volunteer Co-ordinator. 14 volunteers were 
recruited to carry out the surveys at NAT’s three main sites (Caistor, Burgh, St 
Benet’s) and training was provided on two days by the consultant on how to conduct 
the interviews. Incentives were offered for visitors to complete the surveys (a 
monthly ‘raffle’ for an M&S voucher). 

Collection of visitor survey data was crucial for informing the Business Plan, and it 
was necessary to implement this during the summer of 2018 for the collected 
information to be fed into the review. The summer of 2018 was unusually hot, with 
drought conditions during June, July and August. This had an impact on visitor 
numbers to NAT sites where there is little shelter and no facilities. On some days 
visitor surveyors saw no-one, and it was also not safe for them to stand for very long 
out in the heat. This had an impact on the volunteers’ ability to gather in as many 
completed surveys as hoped for. However, by the end of October we had collected 
442. 

In addition, two focus groups were organised at Caistor with 14 participants. Further 
groups were planned at another site but despite wide publicity amongst NAT 
volunteers and the wider communities, and incentives to participate (M&S vouchers) 
it was not possible to recruit enough people to organise focus groups elsewhere. 

 

Caistor Focus Group 
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Information gathered from the collated data was used as the basis for the draft 
Audience Development plan which was produced by the consultants in May 2019. 
The initial draft was felt by NAT to be over-ambitious in the context of current staff 
capacity, and some adjustments to the timetable were requested to help prioritise 
actions. It was agreed that the contents of the Plan regarding potential activities and 
events was a useful resource for developing the Business Plan but that timetabling 
would depend on future staff capacity. 

Acquisition 

The fund-raising discussion paper noted the lack of a ‘strong cause’ and the 
consultants recommended that acquisition of a significant site at risk would provide a 
‘call to arms’ which could raise NAT’s profile, attract volunteers and donors, and 
demonstrate our unique role as a charity that saves Norfolk’s scheduled monuments.   

The consultants suggested that in addition to the criteria set out in NAT’s existing 
Acquisition Policy the following further criteria should be taken into account: 

• Raise NAT’s profile  

• Attract volunteers  

• Attract new donors 

• Strengthen key relationships with statutory bodies and funders  

• Provide a staffed visitor attraction 

• Generate modest but reliable income 

• Provide an identifiable centre for NAT 

Over two days in July 2018 a team consisting of Consultants, the Director, NAT 
Chair and a Historic England inspector visited selected scheduled monuments in 
Norfolk identified as ‘at risk’ on the national register, to investigate the potential for 
future acquisition, measured against the above criteria.  

A preliminary ‘scoring’ of the at-risk sites visited was produced by the consultants 
and one site was identified as offering the main criteria of raising NAT’s profile, 
providing the potential for commercial activity, and providing an ‘HQ’ for NAT. 
However, preliminary approaches to the owners of this site during the project made it 
clear that the required amount of land and buildings needed by the proposal would 
not be forthcoming.  

A second site was then explored which met the profile-raising criterion and some 
potential for commercial activity and volunteer support. This project is currently being 
explored by NAT, as well as a third option which provides a ‘call to arms’ and will be 
attractive to volunteers but is less likely to provide commercial income and does not 
provide an HQ. However, the need for an HQ has been accepted by NAT and we are 
currently pursuing the possibility of funding for a new build HQ at Caistor Roman 
Town, which could also provide opportunities for some commercial activity by 
supporting on-site events and activities. 

The consultants questioned early the utility of seeking valuations for each of NAT’s 
sites, as they all consist of agricultural land managed as pasture with minimal scope 
for development. The project management team accepted this. Potential for 
development at one site – Burgh Castle Fort coach car park – was considered, but it 
was concluded that this should not be pursued due to likely impacts on NAT’s 
reputation as a conservation trust.  
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As part of the acquisitions and disposals review, the consultants recommended the 
sale of Pykerell’s House, a residential property owned by NAT, which has a 
protected tenancy. This asset no longer requires the protection of NAT’s ownership 
(it is Grade II*), management of the tenancy takes up Director time; and 
maintenance costs erode some of the benefits of the regular rent. The purpose of the 
sale would be to provide working capital to fund aspects of the Business Plan (see 
below). 

Fund-raising review 

A fund-raising discussion paper was produced in September 2018.  This identified 
that NAT lacked an overt ‘strong cause’ or benefits to its potential members in a 
crowded market and that more work was necessary on making NAT’s ‘case for 
support’. This was followed by a Fundraising Strategy which included opportunities 
for support, detailed research on prospects for local donors, and some preliminary 
draft targets for future fundraising. This research fed directly into the developing 
strategy. 

The report also highlighted the need for NAT to have a clear ‘case for support’ with 
suggested text. This was adopted on all new branded site signs at each site and 
adapted for the new website. 

Income generation 

A site visit day to all of NAT’s sites was organised in June 2018 with attending 
representatives from the consultancy plus the Director, Farm Manager and Volunteer 
co-ordinator. This provided the opportunity to discuss all aspects of site management 
with the consultants so that they could understand at an early stage the strengths, 
weaknesses, opportunities and threats at each site, and overall as a portfolio. 

A report on the potential for income generation from existing sites was produced in 
January 2019. This identified that the lowest risk and investment options would be 
mobile-based donations and car park fees. Other ideas such as pop-up caterers, 
events and farming ventures needed time and planning plus more accurate 
information on visitor numbers.  

In response, an automatic visitor counter was installed at Caistor Roman Town in 
May 2019 (moved from St Benet’s Abbey where it had been installed for 5 years). In 
the initial eight months up to December 2019 this recorded over 25k visitors entering 
through the main gate in the car park. Taking into account visitors entering from 
three other gates, it is clear that this site receives over 30k visitors a year. These 
figures have shaped NAT’s proposal to develop a visitor reception building at the 
site, and increased parking. Preliminary discussions on potential funding and 
partnerships have taken place with South Norfolk Council and the local farm High 
Ash Farm which is adjacent to the Roman Town and provides additional access to 
over five miles of permissive tracks. 

Branding 

Branding and digital strategies were produced by the consultants using information 
and ideas generated by the Council Visioning day in October 2018. This included a 
new vision and mission statement, and suggestions for re-branding using a ‘Group of 
houses’ approach. This was based on the fact that some of the individual sites, such 
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as St Benet’s and Burgh Castle Fort are bigger ‘brands’ than the Trust so it was vital 
to link the two aspects in all publicity. 

The two strategies were used as the framework for producing a brief for local 
designers, and permission was sought from the NLHF project officer to use part of 
the contingency budget to fund re-branding and a new website. This was 
successfully produced and up and running by June 2019 with content focused on 
asking for support. The launch was accompanied by a report in the local paper 
(EDP) and an interview with Radio Norfolk and was followed up by a series of 
monthly double-page articles on NAT sites in the following six months. 

     

Old and new logos 

 

Marketing Strategy 

This document was produced in September 2019 in response to the key documents 
already produced by the consultancy – in particular, the audience development, 
branding and digital strategies and the draft business plan. It was acknowledged that 
although volunteers can support social media and website marketing activities to an 
extent, professional input would be preferable once working capital is available.  

Consultation with Council members 

Apart from the face-to-face interviews with the consultants as part of the governance 
review, two workshops were organised with Council members to ensure engagement 
and input into the developing strategy and business plan. 

The first of these was the ‘Visioning Day’ on October 9th, 2018 which was held at 
Holkham Hall. This consisted of several workshop activities which invited input from 
Council members on the future branding of NAT and how to encapsulate NAT’s 
vision and mission. 
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Visioning Day with Council Members and staff 

A second day of workshops for Council members was planned for February 6th, 
2019, but this was cancelled due to unavailability and illness, and concerns about 
the weather (snow was forecast). A viable alternative date could not be identified and 
so this workshop was eventually rearranged on the existing Council date in July. This 
had a knock-on effect on the timetable of the consultancy, as the original plan was to 
present the Business Plan to Council in July, once the Strategic Aims had been 
drafted with Council at the earlier workshop. As a mitigating measure, the Director 
joined the consultancy team for a half-day drafting session to ensure that NAT input 
was included in the drafting of Strategic Aims. These were then workshopped at the 
Council meeting in July. The five draft themes were presented to Council members 
and staff who then divided into groups and drafted definitions which were brought 
together by the consultants to produce the final Aims and Objectives. These were 
then examined in detail by the project management team, and amendments made 
prior to submission to Council in October 2019, when it was adopted.  

As a result of the delay in the timetable, the consultants presented the Business Plan 
in its draft form, showing the three options of ‘status quo’, ‘developmental’ and 
‘aspirational’. Council agreed to adopt the aspirational model.  

A further phase of consultation with Council members occurred during the training 
sessions run from September 2019 to February 2020 (see Council member 
recruitment and training below). These three day-long sessions, which focused on 
team building, fund-raising and marketing, provided Council members with 
opportunities to discuss in depth the detail of the final versions of the new strategy 
and business plan. As a result it was agreed that NAT should ‘take ownership’ of the 
aspirational business plan by producing a stand-alone document, emphasising the 
principal actions of the aspirational model, excluding the status quo model included 
in the consultant’s document, and adjusting the timetable and the funding forecasts, 
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taking into account new information. This re-drafted Business Plan was adopted by 
Council in April 2020 (Appendix 6). 

Consultation with membership and volunteers 

The AGM in October 2018 was adapted to invite the NAT membership and 
volunteers to participate in workshops on the future of NAT, similar to the activities 
run during the Council’s Visioning Day. 

The lead consultant also arranged one-to-one meetings with the chairs of the two 
existing volunteer groups, TFOSBA and CRP; and with NNAS, to discuss the 
potential for closer working arrangements. 

Progress on the project was reported to members through NAT’s Spring newsletters 
and Annual reports between April 2018 – April 2020. These can be downloaded at 
https://www.norfarchtrust.org.uk/about-us/ 

 

Workshops with membership and volunteers at AGM 2019 

Membership/supporter options 

It was identified early on (June 2018) that the complex structure of NAT’s support - 
through a combination of membership, direct volunteers, separately constituted site-
based groups, and external volunteer-run conservation groups (see diagram below) 
– was something that needed to be addressed by the consultancy. This had 
implications for one of the proposed outputs of the project which was formation of 
three ‘friends’-type groups to be delivered by the Volunteer Co-ordinator (see also 
under Volunteer-Co-ordinator section).  

https://www.norfarchtrust.org.uk/about-us/
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The consultants suggested a vision in which NAT would act as an umbrella 
organisation for site specific volunteer groups and draw on a ‘group of houses’ 
approach to brand identity. This approach was adopted, and implementation begun 
during the project. New arrangements with Caistor Roman Project, through the 
formation of a new group – Caistor Outreach Group – was successfully negotiated 
during the project. More information on this is included under ‘Volunteer co-ordinator’ 
heading below. 

In January 2019 the consultants highlighted the importance of volunteers in 
supporting/ implementing recommendations for income generation, particularly 
events and activities, and confirmed that planning for a paid volunteer co-ordinator 
would be included in the business plan. 

Council member recruitment and training 

In the initial project plan Trustee training was programmed in the first half of the 
project, but the issue was raised early on whether, rather than delivering general 
training to existing Trustees, it would be more useful to identify more specific training 
once skills gaps and specific needs had been identified as the project progressed 
and new Trustees were recruited. This approach was adopted and proved to be a 
good decision as over the next 12 months several Trustees stood down. The training 
was then focused on building the new Council team and addressing aspects of 
delivering the new Strategic and Business plans. Permission from NHLF was given 
to extend the project for a further 6 months to allow time for the training (see Training 
below). 

Strategic and Business plans 

The first draft of the Strategic Plan was presented by consultants to the project 
management team in June 2019, with a further drafting session attended by the 
consultants and NAT’s Director, followed by workshopping by Council members in 
July 2019. This input was then fed into a final draft of the Strategic Plan. The first 
draft of the Business Plan – which responds directly to the Aims and Objectives in 
the strategy – was examined by the project management team in August 2019.  
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As noted above, the draft Business Plan adopted a three-option model – do nothing; 
developmental; and aspirational models. These were submitted to October 2020 
Council and the aspirational model was adopted.  

The main aspects of the ‘aspirational model’ are 

• acquisition of a ‘call to arms’ site 

• creation of a staff role and/or consultancy to take forward commercial and 
fundraising objectives 

• sale of Pykerell’s House to free up working capital for implementation. 

Although the Business Plan covers 10 years, its emphasis is on the next 5, taking 
into account the difficulty of forecasting impacts of Brexit on the economy and the 
changes in farm payments. 

Following further discussions by Council members during the training workshops, a 
‘stand-alone’ version of the Business Plan has been produced which includes an 
introductory section setting out the new Strategic goals and objectives,  an 
introductory section on the structure and operation of NAT, and a revised Business 
Plan which sets out the priorities of the ‘aspirational’ model - the sale of Pykerell’s 
House to provide working capital for the creation of a commercial manager and 
fundraising posts in order to implement the income generation activity; and the 
acquisition of a new site at risk to raise NAT’s profile (Appendix 6).  
 
Outputs 

• Number of new Council members recruited: 5 

• Number of Council members trained: 8 

• Delivery of Strategic Plan 

• Delivery of Business Plan 

• Delivery of new brand and website 
 

What difference did it make? Consultancy outcomes 

The consultancy aspect of the project has had a number of immediate outcomes that 
have made a difference in the way NAT operates – this is particularly true of the 
changes made in governance of the Trust. Other outcomes will inevitably develop 
over a longer period - this applies to implementation of the Business Plan over the 
next 5-10 years. The section below sets out what difference the project has made 
against the outcomes anticipated in the original bid. 

Outcomes for heritage: Heritage will be better managed because: 

• The Trust now has a new strategy and business plan which, if implemented 
successfully, will provide greater financial sustainability to support the Trust's 
aims of conserving archaeological sites and encouraging community 
engagement. One of the most significant decisions taken as a result of the 
project, was to sell Pykerell’s House. This will have a pivotal role in enabling 
implementation of the Business Plan without recourse to external funding. 
NAT has begun implementation by engaging an agent to take forward 
negotiations for the sale of the property, a vital step in providing working 
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capital for other aspects of the business model. However, due to the 
existence of the protected tenancy the sale will not be straight-forward. The 
impacts of the current coronavirus lock-down on the housing market are also 
unknown currently. Sale of the house is not likely to be complete before early 
2021. In this context the timetable of the Business Plan has been adjusted, 
and it is anticipated that the main programme of the plan will begin in 2021. 

• Development of sustainable funding streams will help the Trust to continue 
repairing and maintaining its current sites to meet national standards. The 
Business Plan sets out income generating ideas for our existing sites. Some 
of these can be implemented immediately, others will require working capital 
from the sale of Pykerell’s. NAT had planned a number of fundraising events 
for this summer, including partnership with a company which runs trail 
challenge events and an outdoor theatre company, both of whom will donate 
part of their profit to NAT. Unfortunately, these have been cancelled due to 
coronavirus. A more ambitious programme of fundraising is being planned for 
2021 once working capital is available to fund a commercial manager post, as 
set out in the Business Plan. The other key fundraising activity will be 
introduction of car parking donations – but again this will require capital 
funding and is also linked to implementation of the new ‘supporter scheme’ 
which will provide the benefit of free parking. These will be taken forward by 
the commercial manager role 

• The development of sustainable funding streams will mean that the Trust will 
be able to take on new sites at risk in order to protect and maintain them and 
open them to the public. Acquisition of a new ‘at risk’ site is a cornerstone of 
the Business Plan. NAT is currently actively pursuing potential acquisition of 
two ‘at risk’ sites, as outlined in the plan, and is also exploring the possibility 
of creating an ‘HQ’ at Caistor Roman Town. 

• Through training and recruitment Council Members will be better placed to 
develop and implement the Business Plan. The recruitment and engagement 
of a refreshed Council is undoubtedly one of the main benefits of the project. 
Five new Trustees have joined the Council, and the ‘training’ workshops were 
valuable in enabling the new team to share expertise, drill down into the new 
strategy and business Plan, and take ‘ownership’ of these documents. 
 

Outcomes for people: People have developed skills in the following ways: 

• Council members and staff have received training and developed skills in 
business planning, governance, fundraising, marketing and legal 
responsibilities. 

 
Outcomes for communities: The Trust is more resilient in the following ways: 

• NAT has a business plan for the first time. The new strategy and the Business 
Plan set out a new operational model which, as it is implemented over the 
next 5-10 years, will provide greater capacity to withstand fluctuations in 
external funding.  

• The Business Plan identifies potential sustainable sources of income through 
commercial activity at existing sites as well as potential for fundraising through 
other activities such as a supporter scheme, a patrons scheme and 
acquisition of a new site with commercial potential. These will be taken 
forward over the next 5 years. 
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• The refreshed Council has a set of relevant skills and experience in order to 
deliver the Business Plan – this includes extensive experience of managing 
heritage, project management, finance, land management and law which will 
support acquisition and sale of properties. 
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Volunteer co-ordinator post 

 What was achieved 

• Full time post, 18 months contract 

Recruitment and training  

A key part of the project was production and implementation of a Volunteer 
Recruitment and Training Plan to provide longer-term support and capacity for Trust 
activities beyond the project through an expanded and committed volunteer base. 

The Volunteer Coordinator undertook an immediate review of all current volunteer 
management practices, documentation, policies and current volunteer numbers and 
relationships with the sites and other local organisations. Her Volunteer Review 
paper (May 2018) outlined the current situation, highlighting strengths, weaknesses, 
opportunities and threats (Appendix 7). She identified volunteering gaps and 
opportunities and used this as the basis for creating role descriptions, identifying 
recruitment channels and sending out advertisements for volunteering opportunities.  

The Volunteer Coordinator established a recruitment pathway for all volunteer 
inquiries to ensure consistency, quality and long-term sustainability. This was part of 
the new Recruitment and Selection Policy developed during the project supported by 
a new induction process which includes a general induction to volunteering with NAT 
and a role specific induction, to be completed and signed off by every new volunteer. 
Together, these two processes make up the volunteer recruitment and training plan 
for NAT which ensures that there are volunteers in all the roles and that they are 
trained to carry out those roles to ensure the sites are better managed, understood 
and shared 
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Volunteer Recruitment Pathway 

 

Volunteer Induction Checklist 

 

The initial review was followed by a Volunteer Development discussion paper that 
was considered by the project management team in August 2018. This took into 
account the necessity for the volunteer strategy to co-ordinate with the wider review 
being led by the consultancy, including how volunteer groups should be structured at 
individual sites i.e. either as separately constituted groups or NAT volunteers. 

A subsequent draft volunteering strategy outlined approaches to future volunteer 
management for the Norfolk Archaeological Trust which focused on establishing 
Friends-type groups at key sites but retaining direct volunteering at smaller ones 
(see Appendix 8) which aligned with the findings of the consultants. 

Alongside the draft strategy, the Volunteer Review was used to formulate an action 
plan on changes needed to improve, streamline and ensure consistency in the 
operational management of volunteers which resulted in the following: - 

• An induction process was established and rolled out to all existing and new 
volunteers in the form of an updated Volunteer Handbook 

• Role specific inductions were established and rolled out 

• Volunteering gaps were identified and recruited for, building relationships with 
other organisations like the UEA and English Heritage to source local 
volunteers to sites 

• Annual volunteering specific risk assessments were created, and signed 
records kept 

• Volunteer contact details were collected, organised and stored in line with 
GDPR  

• A Volunteer Recruitment and Selection Policy was created 

• The NAT Safeguarding Policy was rolled out to all volunteers 

• A Volunteer Newsletter was established  

• A Volunteer Summer Social was held 

• Start and end of season meetings were held for each volunteer role 



23 
 

• A calendar of volunteer operational management tasks was created 

• A communal volunteer management folder was created for all staff to use with 
every document and processes needed for the entire volunteer journey from 
recruitment through to exit 

• 120 volunteering inquiries received 

• 5 new volunteering role opportunities created to make a total of 12 roles 

• 55 new volunteers recruited 

• Approx 2000 Hours volunteered (equivalent of nearly £16.5 k in wages) 

 

Volunteer Summer Social August 2019 

The initial forecast in the application of 88 volunteers to be recruited was based on 
an aspirational figure of 8 new volunteers per NAT site and a further 8 to assist with 
visitor surveying as part of the audience development research (as well as some 
overlap with existing site volunteers to make up the total of 15 to help with surveys – 
see below). In reality, the numbers of volunteers recruited was much more varied 
across sites, with an emphasis on the larger sites. Some of the smaller or more 
isolated sites – Fiddler’s Hill, Filby Chapel, Bloodgate Hillfort – did not provide 
enough opportunities for regular volunteering.  During the period of the project, 55 
new volunteers were recruited and received induction training.  

Role specific training was carried out in three main areas, the Caistor School Guides 
Social Media Content Creators, and Visitor Surveys. The team of 5 social media 
volunteers received 2 sessions of training on how to use social media for the Norfolk 
Archaeological Trust with a total of 4 hours training given. The Caistor School 
Guides received two sessions of training on how to deliver school activities on site 
and in schools, with 9 volunteers attending the first half day session and 4 volunteers 
attending the second 2-hour session. 15 volunteers received training in how to carry 
out visitor surveys. 
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In addition, a new safeguarding policy was introduced during the period of the project 
and this was rolled out to all active volunteers at the time, a total of 80 volunteers.  

It was forecast that 15 volunteers would directly contribute to the project by carrying 
out visitor surveying to gather information for the audience development plan.  

In total, 15 volunteers specifically recruited and trained, carried out visitor surveying 
from June to September 2018, contributing 108 hours to the project. Four Council 
Members also took part.  

The Volunteer Co-ordinator also recruited and supported a University of East Anglia 
placement student from MA Cultural Heritage and Museum Studies (16th January 
2019 until Easter 2019). She focused on social media, supporting volunteers, hands-
on conservation experience and carrying out surveys at Burgh Castle to gather 
information on dog walkers at Burgh Castle Fort. 

Friends-type groups  

The intention at the beginning of the project was to establish three independent 
Friends-type groups. Two were planned as legacies from the recently completed 
NLHF-supported ‘Imagined Land’ project at Tasburgh and Burnham Norton, and the 
third was planned at Burgh Castle Fort where a group of volunteers were already 
active as a legacy of another NLHF-supported project ‘Burgh Castle: Life outside the 
walls’.   

In the early stages of the project the Volunteer Co-ordinator did not find the appetite 
in Tasburgh for committing to a Friends-type group, although local people were 
active in monitoring the site and reporting back to NAT if any issues arose. Two 
volunteers committed to more formal site wardening roles and continue to regularly 
check the site.  

A similar situation was found at Burnham Norton where the group of volunteers 
actively engaged in the Imagined Land project did not want to pursue formation of a 
separate group. However, 8 people from the local community around Burnham 
Norton Friary signed up as individual NAT volunteers and continue to support NAT’s 
work through general monitoring and some practical conservation (pulling up 
ragwort, and recording flora and fauna),  with two of these volunteers helping to run 
a Heritage Open Day event on Sunday 22 September - Burnham Norton Friary’s  
first Heritage Open Day event.  

At Burgh Castle, while active volunteers continued to deliver guided tours guide and 
school visits, and a new cohort of site wardens were recruited, the volunteers were 
not keen to form a separate group.  

At the same time, from the early stages of the project, the appointed consultants 
questioned whether forming separate ‘Friends’-type groups was the best 
organisational model to fit with the developing strategy and business plan. In this 
context the Volunteer co-ordinator was asked not to pursue this further until the 
strategy was more developed. In the event, a final model for a new supporter 
scheme was not finalised until close to the end of the consultancy period. 

However, while establishing site specific ‘Friends’ groups was put on hold the 
Volunteer Coordinator did establish two new volunteer groups which cover all sites. 
These are a group of 10 volunteer photographers established in January 2019 and a 
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group of 5 social media volunteers established in June 2019. Together they gave 
180 hours of time to the Trust (figures up to September 2019).  

Having completed the review of volunteer activity at all NAT’s sites, the consultants 
set out a proposed ideal solution for volunteer organisation where volunteers at each 
site would: 

• become the sole volunteer group for that site (i.e. not split between people 
volunteering directly for NAT and others who are members of a separate 
group) and all volunteers would join that group. These groups would recruit 
and self-manage events/activities 

• adopt NAT policies and procedures to create a streamlined approach to 
volunteer management and support 

• be represented by its Chair on NAT’s Council 

The volunteers at St Benet’s Abbey are already self-organising through TFOSBA. 
However, the organisation does not have separate volunteer policies, and this is 
currently being discussed with the group.  

The other main pre-existing group is Caistor Roman Project (CRP) a volunteer-led 
archaeological research organisation founded in 2009 to advance the education of 
the public in the history and archaeology of Caistor Roman Town and its surrounding 
region. Once the new strategy was adopted, negotiations were taken forward with 
CRP, and a new group called Caistor Outreach Group (COG) was established in 
February 2020. The group is led by a committee member of CRP. All volunteers at 
the Roman Town will now be members of CRP and a separate handbook and 
policies have been produced to support this. NAT will continue to support the group 
through payment of volunteer expenses and advice on policy such as safeguarding 
and risk assessment. Thus, although formation of a separate group at Caistor was 
not part of the original plan, this does constitute one such new group. 

Outputs 

• Delivery of Volunteer Recruitment & Training Plan 

• 2 new policies and procedures for Volunteer Management 
(Safeguarding, Volunteer Recruitment and Selection) 

• 55 volunteers recruited 

• 15 Volunteers directly contributed to delivery of the project resulting in 
108 hours of visitor surveying and 442 surveys completed 

• 80 volunteers trained 

• 1 Friends-type group established (Caistor Outreach Group) 

• 2 self-organising groups of NAT volunteers established (social medial 
and photography)  

• 80 volunteers supporting Trust after the project 
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What difference did it make? Volunteer co-ordinator outcomes  

The section below sets out what difference the Volunteer co-ordinator role has made 
against the outcomes anticipated in the original bid. 

Outcome for heritage: Heritage will be better managed because increased 
volunteer recruitment, and development of volunteers’ skills means that sites 
will be better managed through local support, and staff capacity has been 
improved. During the project, 55 new volunteers were recruited as tour guides, 
school guides, site wardens, photographers, committee members and through social 
media roles. Taking into account the subtraction of some volunteers who had 
become inactive in the preceding year, this resulted in an increase in the volunteer 
team from 50 to 80, a 37.5% increase in the volunteer team. The establishment of a 
stronger volunteer cohort has improved staff capacity, as volunteers have taken on 
more responsibility for self-organising – for example at Burgh Castle where the tour 
guides and school visits volunteers are organising their own rotas and 
communicating directly with Time & Tide Museum; and at Caistor where the new 
COG has taken on all booking and rotas for tour guides and school visits.  The 
increase in site wardens and the introduction of photographers and social media 
volunteers has saved staff time in managing social media. For example, the 
volunteer photographers were instrumental in sourcing photographs of St Benet’s 
Abbey for the ‘Images of St Benet’s Abbey’ exhibition at Norwich Cathedral 9-30 
September 2019, and the social media volunteers were able to create posts to 
promote the exhibition.  

Outcomes for people: People have developed skills in the following ways: 
Volunteers have received training and developed skills in aspects of site 
management including visitor surveying, event organising and fundraising. To 
support the delivery of the Audience Development Plan, 15 volunteers were recruited 
to carry out visitor surveying at three main sites; Caistor Roman Town, Burgh Castle 
and St Benet’s Abbey. All volunteers attended one of four half day training sessions, 
delivered by the Volunteer Coordinator and a member of the Architrave consultancy 
team, in which participants were given the skills and equipment needed to carry out 
the surveying. In total, 108 hours were volunteered towards visitor surveying and 442 
surveys were completed, which were the basis for informing the Audience 
Development Plan.  
 
Throughout the project the Volunteer Coordinator worked closely with Caistor 
Roman Project to develop their event organising skills. In 2018 NAT and CRP jointly 
planned and implemented a heritage open day event and over 2019 a small event 
organising team was established in CRP, supported by the Volunteer Coordinator, to 
plan, implement and deliver an event in September 2019. The event was well 
received with 94% of visitors saying they enjoyed the event, over 223 people 
attending, 15 volunteers involved in the day and over £60 received in donations. This 
will be a lasting legacy as COG takes the lead on delivering of HODs and other 
events at the site.  

As discussed above, specific training for establishing Friends’-type groups was not 
taken forward because of the lack of appetite to form these. However, the CRP 
committee were supported by the Director through the drafting and adoption of a set 
of separate policies and a Handbook which will support the new COG; and this has 
also led to a review of the CRP’s wider practice on volunteer management. 
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Social media posts for ‘Images of St Benet’s Abbey’ exhibition created by 
social media volunteers 

 

Images of St Benet’s Abbey Exhibition at Norwich Cathedral 

 with photographs by our volunteer photographers  

 

Outcomes for communities: The Trust will be more resilient in the following 
ways: The work of the Trust has greater capacity on the ground through greater and 
more long-term local volunteer involvement in the Trust’s conservation aims through 
the establishment of a Friends-type group and the development of relationships with 
other local groups. 
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In accordance with the recommendations of consultants the relationship with existing 
group Caistor Roman Project has been clarified and strengthened at Caistor Roman 
Town. NAT and CRP have agreed to work together through a new group called 
Caistor Outreach Group, which will consist of CRP volunteers carrying our volunteer 
roles at the Roman Town. All volunteers will now be officially CRP volunteers and a 
separate Handbook and policies have been adopted by CRP. At St Benet’s Abbey 
the existing Friends group TFOSBA continues to self-organise, and relationships 
with existing volunteer groups at Burgh Castle, Tasburgh and Burnham Norton have 
been strengthened. Volunteers (local to each site or from further afield) have 
benefited from opportunities to get involved in managing their local site, learning new 
skills, and meeting new people. Feedback from some of these volunteers 
demonstrates that they were able to get involved with their local sites: 

 “Volunteering for the NAT has been an amazing experience. It has introduced me to 
historic local sites that I had no idea existed. I have been able to pass on the 
knowledge to others and spread the word of the work that the NAT do to restore and 
maintain these sites. Being involved in the rebranding and archiving has been an 
educational and very rewarding experience. I have felt part of an important and 
worthwhile project and have been excited to see my photographs used as part of the 
newsletters and guidebooks” – Debra Stokes, Photographer 

“I volunteered for NAT at Burgh Castle partly because it was the perfect opportunity 
to gain some experience in tour guiding and conservation, and also because I 
wanted to put what I had learned during my undergraduate and postgraduate 
degrees (in Classical studies) into practice. I’ve really enjoyed getting out to the site 
every week, meeting visitors from many different backgrounds, and leading tours, 
which has all really helped me with my own confidence in communication. In 
addition, volunteering has given me invaluable work experience, that will certainly be 
transferable for potential career opportunities. As a bonus, I’ve also loved the site 
I’ve worked at and learned so much about the local history that I hope to use in my 
own research going forward.” – Fergus Ripley, Site Warden and Tour Guide 

 “I enjoyed volunteering for the Trust because it gave me a chance to learn new 
skills, I was never doing the same thing twice. The people are lovely and always 
helpful even though you may not always see them but they are always willing to help 
out where you need it.” - Emily Casson, UEA Placement Student  

"I enjoy volunteering for NAT because I’m interested in their sites, I get to interact 
with interesting people I would otherwise never have met, and because the 
organisation allows for flexible volunteering hours that fit in with my studies. NAT has 
allowed me to learn more about the ‘behind-the-scenes’ aspects of a heritage 
organisation, while developing my written and communication skills, and has 
provided me with the opportunity to have fun while promoting and sharing 
information about their sites." – Eloise Prichard, Social Media Volunteer 

“Venta is a magical site with solid evidence of life in Roman times and plenty of room 
for your imagination. As a guide I have loved sharing my fascination with the site and 
Roman life with others - both old and young. As a newcomer knowing little, I found 
the initial training and material really helpful; but I have enjoyed adding to this 
through my own reading and through talking to the many experts who have been 
digging and researching Venta for many years.” – Jim Webber, Tour Guide 
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“I think NAT are a great organisation and very worthwhile supporting as a volunteer. 
Volunteering for NAT has been a wonderful experience. I have met some lovely 
people, got fitter, got to know my local area and wildlife better and picked up lots of 
rubbish from my village. Thank you, Katie, for all your hard work.” – Richy Rushmer, 
Site Warden 

“Volunteering for the Norfolk Archaeological Trust has been a thoroughly enjoyable 
experience and has taught me a lot more about local antique history. Having finished 
four years of classical education last October, I was looking for an opportunity to 
continue working on and learning more about Greek and Roman culture, and this 
role was perfect for it. The training the tour guides received for the role was 
comprehensive and allowed me to go away with confidence and enthusiasm for 
writing up all the information given to us into a tour, and for researching more about 
the site. I really enjoyed the challenge of creating and delivering my own tour of the 
Roman site, and the engagement aspect of the role which allowed me to chat to 
members of the public about a subject I am incredibly passionate about. On the 
whole, the volunteering has been very worthwhile, and I am enthusiastic in getting 
more involved in the heritage work underway at Caistor Roman Town, and hopefully 
returning next year to give more guided tours.” – Jonathon Herman, Tour Guide 
 
“Just to say I have thoroughly enjoyed my volunteering role (albeit it has been quite a 
short time to date). I have met some lovely people (volunteers and member of the 
public) who I wouldn’t otherwise have met and been able to combine my love of 
history with that of photography. The sites I have visited have been stunning and an 
absolute joy to photograph, I am thrilled and privileged to have been given the 
opportunity” – Sue Rolfe, Photographer 
 
"I am enjoying my time as a volunteer site steward at Burgh Castle. It is a beautiful 
place to work. Nice to be out and about after being out of work for so long. Meeting & 
helping lots of people who seem to enjoy the experience of the castle and its 
surroundings” – Jim Ayers, Site Warden  

 

 

Caistor Roman Project Event Volunteers & NAT Volunteer Coordinator at 
Caistor’s Heritage Open Day Event, Sunday 15 September 2019  
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Rural sites manager 

What was achieved 

• 63 days consultancy over 18 months  

The Rural sites manager was appointed to supervise day-to-day management and 
maintenance of NAT’s ten sites, and to produce a 5-year farm plan to optimise the 
potential for increasing income and reducing costs across our sites. 

Farm plan 

The Farm Plan (Appendix 9) was delivered in July 2018. Development of the Plan 
ran parallel with the wider governance and operational review, and its 
recommendations were absorbed into the strategic plan. Key initial findings were: 

• Total NAT holdings available for Farm Management and current stock levels 
amount to an average size lowland sheep farm 

• Uncertainty over future support for agricultural production and conservation of 
built and natural heritage continues to limit options for site management 

• Current levels of revenue support from the public sector for agricultural 
activities including built and natural conservation measures amount to 
£44,319.50 annually in addition to any Capital Schemes 

• Consideration should be given to income generation through non-farm 
activities by the Trust based on a very low level of future support from the 
public purse 

• Current sheep production as livestock owner would not be a viable option for 
the Trust 

• A structured volunteer training and development programme is integral to 
future management of all sites and as a potential flagship project for the Trust 

• Centralisation and increased longevity of regular site management activities 
including tendering of grazing licences would help reduce costs 

• Natural Heritage is as important to regular visitors to sites as Built Heritage 
(subject to verification through survey) and presents as great a tool for 
engagement and awareness as Built Heritage 

• Working in Partnership with relevant organisations would help share cost 
burden and potential income generation 

• Adding value to all Farm Produce from Trust sites such as a Heritage Brand 
would increase income generating potential for the Trust and Partners 

 

The rural sites manager also investigated the potential for running training courses at 
our sites in partnerships with the local agricultural college, Easton College. 
Unfortunately, the college went into major re-structuring in 2019, and this idea did 
not come to fruition. However, it is still a possible source of income in the future. 

In terms of improving staff capacity, the farm-manager took forward the draft 
Heritage Partnership Agreement with Historic England which had not been 
progressing due to time-pressures. This draft agreement, if successful, will allow 
class consents for certain regular works at NAT sites, such as replacing fenceposts, 
so that individual applications for consent are not required, thus saving Director time. 
This draft agreement is currently being assessed by Historic England. 
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The Farm Plan’s findings and suggestions for action were discussed by the project 
management team and were followed up by individual discussions between the Sites 
Manager and the consultants in order to identify the most feasible options for 
generating income, which could be adopted into the wider income generation 
recommendations. The conclusion was that despite best efforts, there is currently 
little scope for making savings from farming-related practices, the main issue being 
the distance between sites, which prevents centralisation of resources, such as 
machinery or the use of a single contractor. In addition, few new opportunities were 
identified for income generation from farming at our existing sites – apart from 
potential to negotiate a lease on part of Fiddler’s Hill to the adjacent Camping site -  
although it was highlighted during the project that future government policy on farm 
payments will focus on environmental ‘public goods’, through the Environmental 
Land Management Scheme (ELMS), and that NAT will be well positioned to benefit 
from this. 

Although the identification of farm-related income-generation and cost saving 
opportunities would have been very welcome, this research did at least confirm that 
NAT has not been missing some obvious ‘easy wins’.  

It was concluded that apart from continuation of current grazing and hay 
management regimes which bring in agri-environmental scheme funding, non-
farming, diversification-type activities were likely to be more useful for income-
generation, such as events, and this is reflected in the Business Plan.  

Day-to-day management 

In his day-to-day management of sites, the Rural Sites Manager carried out a 
comprehensive maintenance review of fencing and hedging at each of the sites and 
made recommendations for assigning budgets for a three-year programme of 
replacement and repair which has been implemented. He also organised re-
surfacing of the track at St Benet’s Abbey – a major undertaking - and other 
necessary contracted works such as spraying of invasive weeds on the mill at St 
Benet’s Abbey and Binham Priory Gatehouse. 

In effect, he saved the Director a day a week over 18 months which enabled her to 
focus on delivery of the wider project. 

Outputs 

• Delivery of Farm Plan 

 

What difference did it make? Rural sites manager outcomes  

Outcomes for heritage: Heritage will be better managed because: The Farm 
Plan provided information on the potential for farm-related opportunities for income-
generation and cost-savings. Although the scope for these was found to be limited, 
this nevertheless informed the development of the Business Plan. In addition, the 
Rural Sites Manager took forward the HPA with Historic England and delivered a 3-
year maintenance plan which will improve efficient management of all NAT sites. 
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Council Member training 

What was achieved 

The training programme for Council Members was organised separately by the 
Director. As noted above, the training programme was moved to the end of the 
project when the outcomes of the consultancy were known, training could be 
targeted on aspects of delivering the strategy and business plan, and newly recruited 
Trustees could participate. 

In light of the number of new Trustees recruited (5), it was felt important to run an 
initial team-development session so that existing and new Trustees could get to 
know each other and discuss aspects of how to plan delivery of the Strategic and 
Business Plans. This was run by an external consultant Inspiring Works. An Action 
Plan was drawn up during the workshop which outlined ways in which Trustees 
could contribute towards taking forward the strategy and business plans.  

This was followed by day workshops on delivering the Fundraising Strategy and the 
Marketing Strategy, both delivered by the project’s consultants. The Fundraising 
Workshop took participants through the process of creating a case for support, 
understanding donor motivation, and ‘making an ask’. The Marketing Workshop 
explored opportunities and challenges for marketing NAT and produced a list of 
ways Trustees could support this. 

Half day sessions on the legal requirements of the Trustee role run by national law 
firm Birkett’s were attended by 4 Trustees and the Director; and a further 4 have 
been booked for May 2020 (now postponed to October because of coronavirus). 

Feedback for the legal courses, team development workshop and fund-raising was 
particularly positive (see summary feedback sheets Appendix 10). Trustees felt they 
gained less from the marketing session, possibly because they felt there was less 
opportunity for getting involved in this aspect of NAT’s work. 

Participant comments included: 

Birkett’s legal training 

‘I was impressed with both speakers who were very much on top of their subjects ‘ 
 
‘The lecturers had a complete grasp of the subject matter and they were very clear 
that good governance is essential to a well-run charity’. 

‘I thought it was an incredibly useful training session. I’ve already recommended to 
other charities where I’m involved. And I think attendance on this course should be 
part of our induction programme for new trustees’. 

Team-development 

The workshop enabled me as a new trustee to learn more about skills and motives of 
fellow trustees. 

Was relieved that it wasn’t overtly about Team Building! 

A very well run and helpful meeting bringing to the fore issues around taking NAT 
forward…and helping with developing solutions – good input from Trustees. 
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Very helpful session. I have a better understanding of NAT’s activities and the issues 
we face. Importantly, some clear action points have been agreed. 

The workshop achieved exactly what was hoped – a greater understanding of NAT’s 
work closer working relationships between Trustees, and between Trustees and 
staff; and commitments to active support. 

Fund-raising 

It made me realise how difficult it can be to persuade individual donors to support a 
fundraising campaign, and how important is careful preparation beforehand. 

Follow-up documents summarising the three-day workshops are included as 
Appendices 11-13. 

What difference did it make? Council member training outcomes  

Outcomes for heritage: Heritage will be better managed because: Through 
participation in the training programme Council Members were able to spend quality 
time on developing relationships as a team and sharing expertise and experience. 
These sessions definitely provided opportunities for much deeper engagement with 
the contents of the Strategy and the Business Plan and led to detailed amendments 
and adaptations to some of the detail in these documents.  As a result, the current 
council is much more pro-active in supporting the Director in her work. Recruitment 
of 5 new Council Members has helped NAT to be better placed to develop and 
implement the Business Plan through bringing in new skills and experience in 
finance, land and project management. 
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REVIEW 
 
What worked well and why 
 
The monthly project management meetings were vital in keeping on top of what was 
a large programme of consultancy work. It ensured that NAT Trustees and the 
Director were fully informed at all times about progress and had plenty of 
opportunities to discuss issues with the consultants and amend draft documents in 
detail. Overall, the documents produced by the consultancy were of a high quality 
and this was because the team included a number of highly experienced 
independent consultants from several different fields including high-level heritage 
and visitor management, fundraising and branding/IT. 
 
The main change in the timetable - moving the Trustee training to the last stage of 
the project - worked very well. It meant we were able to bring in newly recruited 
Trustees right at the beginning of this new stage in NAT’s journey, and build an 
engaged and proactive team. 
 
The Volunteer Co-ordinator post worked very well – she was successful in recruiting 
a good number of volunteers and left NAT with a well organised structure for 
recruiting and inducting future volunteers. This worked well because we were able to 
recruit a good quality candidate who was a self-starter and did not require constant 
supervision. This allowed the Director to focus on delivery of the project. 
 
 
What didn't work well and why  
 
Organising the audience survey at the outset of the project was necessary but 
difficult – at this point the new Volunteer Co-ordinator had only just started and had 
not had the chance to implement her recruitment strategy. We were also unprepared 
for the amount of groundwork we were asked to do by the consultant which took up 
more of the Volunteer Co-ordinator’s time than anticipated – delivering training, 
booking venues, entering survey results into the database. We were also hampered 
by the very hot summer which was challenging for surveyors and reduced visitor 
numbers. 
 
It was planned that the Volunteer Co-ordinator and Rural sites manager would 
produce reports on aspects of their work which would then feed into the consultancy 
programme. This did happen but it was quite a difficult exercise to co-ordinate these 
three strands given the timetable, and it did impact on the Volunteer co-ordinator’s 
ability to develop the idea of ‘Friends’-type groups. 
 
Although a travel allowance was included in the budget, the Rural Sites Manager 
found towards the end of the project that he had used up his part of the budget – this 
was due to a slightly low calculation of how often he would need to visit the ten sites. 
This restricted his ability to visit sites in the last two months of the project.  
 
 
 
 



35 
 

How much of the difference would have happened anyway 
 

• A review of NAT’s strategy was due in 2021 and would have been carried out 
in-house, but the amount of research and range of expertise brought into the 
strategy produced during the project would not have been possible  

• Production of the Business Plan would not have happened without external 
funding 

• The extent of volunteer recruitment and induction would not have happened. 
Instead, it is likely that volunteer numbers would have reduced because of 
staff lack of capacity to provide adequate support. 

• The Governance review was key in focusing NAT on refreshing Council and 
recruiting 5 new Trustees with new skill sets. In addition, the fact that NAT was 
embarking on a new Strategy and ambitious Business Plan was attractive to 
these new Trustees, who felt they could make a difference. This would not 
have happened without external funding. 

 
Summary of Lessons learnt 

Key things that the organisation has learnt 
 

• the importance of establishing a much higher public profile in order to gain 
support 

• the importance of establishing a clear message about our mission – we are 
the only organisation in Norfolk which focuses on conserving archaeological 
sites at risk – and the need to be upfront about our need for funding support. 
This message is now much clearer on our website and publicity material 

• The importance of a clear governance policy on terms of office, and an 
engaged and active board. The recruitment of 5 new Trustees has had a 
galvanising effect on the organisation 

• The importance of supporting volunteers in order to retain them, widen our 
community engagement and reach a wider audience. As a result, when the 
Co-Director left in December 2019 NAT decided to replace this role with a 
permanent part-time Volunteer Co-ordinator post from April 2020. 

 
 
What we would do differently: 
 

• The project highlighted the importance of lead-in time for gathering audience 
survey data prior to the writing of the strategy and business plan. With 
hindsight, we would have begun recruiting volunteers earlier and programmed 
this as a separate stage before other consultants were brought in. That said, 
our main problem with gathering enough data was the three months of 
drought which reduced visitor numbers to our sites. 

• I would aim not to include in an application a concrete proposed output such 
as ‘three established friends groups’ in a project that included wider strategic 
consultation. Although this would have been a reasonable expectation if the 
Volunteer Co-ordinator had been operating independently of the wider project, 
it turned out that this was not the recommendation of the consultants. 

• I would ensure that extra capacity for Council meetings was built in at the front 
end of the project rather than trying to organise these as we progressed. It 
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proved difficult to find additional dates when all Council members were 
available for extra consultation 

 

 
NAT Council members and staff at the Visioning Day October 2019 
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APPENDICES [supplied as separate documents] 

 

Appendix 1: Procurement Strategy  

Appendix 2: Project management team minutes  

Appendix 3: Minutes of Council meetings [extracts]  
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Appendix 5: Business Plan [Architrave Version]  

Appendix 6: Business Plan [Adopted version]  

Appendix 7: Volunteer Review 

Appendix 8: Volunteer Strategy 

Appendix 9: Farm Plan 

Appendix 10: Trustees training feedback summary 

Appendix 11: Team-development day actions summary 
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