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Introduction

• Heritage projects are complex and take time.

• Pre-development stage to identify viable and fundable new 

uses is extremely important.

• Research into potential uses, that will be supported by the 

community and wider stakeholders is essential.

• Consider your assets – are they a visitor draw?

• What is the demand in your area:

• How many visitors can you attract?

• What partnerships can you develop?

• What will people be prepared to pay and how often will 

they want to use the space?

• Is the building suitable for holding events and activities?

• Examples include conference centre, workshops, community 

space, concerts, café, residential, heritage attraction etc



The Project Lifecycle – Development Phase

• First Round Pass – Procure consultant team, prepare a 

Business Plan, undertake fundraising, develop an Activity Plan 

and secure planning consent.

• Identify what success looks like and prepare an Evaluation Plan.  

• Build in sensible contingencies for the capital phase and fit out 

and alterations once the building is open.

• Plan for growing income streams once HLF and other revenue 

funding has finished to continue to deliver activities and events 

at your site.

• Consider your pricing strategy carefully at this stage to avoid 

giving mixed messages.

• Engage in the Business Plan process and ensure robust 

sensitivity analysis is undertaken.

• Build in a sundries fund for omitted items. 



The Project Lifecycle – Delivery Phase

• Second Round Pass – Procure build contractor and undertake 

repairs to the building.

• Plan for the opening and operations phase early. Eg soft 

opening if visitors are to be welcomed to the building is 

important.

• Don’t raid fit out budgets for construction over-run, use 

contingencies or value engineer. 

• Recruit staff and volunteers as early as you can afford to and 

they can assist with activities on site during the construction 

phase.

• Visit other projects and generate ideas from them for income 

generation.



The Project Lifecycle – Operational Phase

• The building works are complete and open.

• Continue to recruit for volunteers as generally the more you 

have the more you can do.

• Deliver a vibrant and relevant programme of events aimed at 

your target audiences to promote income generation.

• Volunteers can act as receptionists, caterers, cleaners, 

gardeners, tour guides, schools outreach, arts and craft 

workshop delivery, social media, photography etc.

• Forge links with the community and seek out corporate 

sponsors ideally on a 3-year basis.

• Evaluate visitor feedback to improve the management of your 

site. 



Montagu Monuments, St Edmunds, 

Warkton, Northamptonshire



• St Edmund’s Church, Warkton dates from the 12th century, but the current 

church dates largely from the 15th century.

• The 18th century chancel, commissioned by Mary Churchill, 2nd Duchess 

of Montagu and designed by Louis François Roubiliac.

• Houses four Montagu family funerary monuments installed from 1749 to 

1829 restored via an £489,000 HLF funded project at 65% project costs. 

• Grade 1 Listed.



• Specialist restoration work undertaken in 2014 & 2015.

• Cleaning the monuments and replacement of damaged parts.

• Structural repairs to the monuments due to corrosion and parts of the 

chancel.

• Installation of a new heating system to safeguard the monuments and 

prevent further deterioration. 

• Development of interpretation and learning programme. 

• Employment of part-time Learning and Outreach Officer. 



Income Generation
• Developing a guide book about the church and monuments for sale.

• Develop a programme of events and activities for income generation –

includes concerts staged by local schools, arts and craft workshops, 

schools outreach and visits. 

• Apply to trusts and foundations for Learning and Outreach Officer 

funding.

• Hold congregational and crowd-funding campaigns.

• Rural location – use of social media to promote the site, increase visitor 

numbers and attract volunteers.

• Other ideas – phone masts and delivery locations for parcels and Amazon. 



Middleport Pottery, Burslem, Stoke-on-

Trent



Project vision
• Repair and restore the Grade II* listed buildings and integral equipment

• Retain the ceramics business and traditional pottery-making skills

• Create new workshop units for new and expanding creative businesses

• Save existing jobs and create new jobs in an economically deprived area

• Provide a catalyst for wider regeneration in the local area

• Create a visitor centre with café, expanded shop and function rooms

• Provide learning and participation opportunities for all ages of visitors

• Offer skills training throughout  the project and beyond 

• Catalogue and display the collections of moulds, archives and historic 

artefacts on the site. 



Funding summary

Total £ M

English Heritage 1.2

Regional Growth Fund 1.7

HLF 1.4

ERDF 1.2

Private donors & trusts 2.4

UKHBPT & Denby 1.0

8.9



A few before and after shots…























• Rent from an anchor tenant on a 25-year lease

• Rents from 10 small scale workshop tenants at £3-4psf on 3-year leases. 

• Income from the café operator at a basic rent plus 20% of turnover.

• Deal with B&L to supply gas at wholesale prices.

• Modest charge for visitors introduced, excludes access to the café and shop.

• Shared marketing costs with B&L.

• Commercial hire of function room for parties and business meetings.

• Charging for events and activities held on site ie Activity staff posts more 

than pay for themselves.

• Charging for one-off exhibitions, held bi-annually.

• Film hire eg The Great Pottery Throw down. 

• Charge for access to the archive.

• Relocate staff office to Harper Street to rent out ground floor office space.

• Sales from Guide Books and souvenirs.

• B&L has benefitted with a 20% increase in shop sales.

Income generation



Activities
• Strong engagement with local schools, colleges and universities

• Exhaustive programme of events for 2018 attracting over 40,000 pa

• Oral History Project collecting memories with booklet produced

• Great Pottery Throw Down filmed on site

• Tower of London poppies coming in July 2018.



• Cataloguing the Collections took longer than expected and is still being 

undertaken by volunteers.

• Additional snagging and building maintenance costs higher than anticipated.

• Anti-social behaviour required on-site security presence.

• Additional staff costs to deliver the Activity Plan and to cover Duty 

Management over a 7-day a week period.

Additional Costs



Internal Evaluation 
• Staff interviews were conducted and recorded after each stage to retain 

learning.

• Visitor questionnaires were developed and completed to gauge visitor 

satisfaction levels.

• KPI’s were identified and recorded on a weekly basis eg visitor numbers, 

website hits, spend in the shop, café and for entry.

• Status on trip advisor closely monitored and comments quickly responded 

to.

• Monthly meetings to assess progress and improve performance. 



Key Outputs 
• Successful capital project leading to eight local, national and international 

awards including Europa Nostra award 

• BREEAM ‘very good’ rating for building sustainability 

• 50 jobs safeguarded 

• 66 jobs created 

• 100% positive endorsement from key local stakeholders

• A minimum of eleven community partnerships established 

• Over 80 people received training  

• 1,070 school and university students have engaged in learning 

activities 

• 12 research and development projects have been undertaken

• Over 1,400 events, exhibitions and community and business meetings held 

between July 2014 and September 2016

• 45 volunteers regularly support the project plus young people 

volunteering from Staffordshire University 

• 100% positive responses from volunteers on their experience 



Key Outputs 
• 93% of volunteers report significant gains in knowledge and 

understanding of the history of Middleport Pottery 

• 85% completing the volunteer survey and 38% completing the 

community survey say that the project has provided new ways 

for them to meet people 

• 83% community respondents say the project has made the 

area a better place to live, work or visit 

• 80% of community respondents report an increased pride in the local 

area

• 77% of community respondents say that the Middleport 

Pottery project has improved their understanding of the 

industrial heritage 

• 100% positive local media coverage, 3000 Facebook ‘likes’ and 2000 

Twitter ‘followers’ 

• 93% of Trip Advisor reviews either ‘excellent’ or ‘very good’ 

• Over 177,000 views of Middleport Pottery web pages between May 

2014 and September 2016, including over 65,000 views of the ‘visit-us’ 

page. 


