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Section 1
Introduction
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Introduction
How to: Develop your Project Vision and Options is part of
The Prince’s Regeneration Trust’s innovative education
programme BRICK (Building Resources, Investment and
Community Knowledge).
The programme aims to empower community groups to find the
investment and support necessary to save their heritage and build a better
future for their local area. Over four years to March 2018 it has included
annual conferences, 35 regional training workshops, project mentoring,
community / private sector partnership brokering and a new digital
platform, BRICKwork, designed to serves as a central repository of heritage
regeneration resources and an online networking and discussion forum for
all those involved in heritage regeneration.
This guide has been written for community groups, organisations and
local trusts involved in projects to conserve, repair and regenerate
redundant historic buildings for the benefit of the communities within
which they are located. While it is intended for the non-professional and
informed amateur, we hope it will also be useful to architectural and other
professionals involved in the heritage regeneration sector.
This guide explains how to establish a united vision and explore viable new
uses for a redundant historic building. Having a strong, shared vision for
your project is essential for spreading the word and ensuring that everyone
involved is committed to the same outcome for the building. In turn,
ensuring that you have assessed what would be best for the building and
community’s future, and what wouldn’t, will help you develop a sustainable
project in the long term. This guide takes you through the early conceptual
stages of your project helping to secure a solid foundation from which to
build support and attract funding.
This guide is part of a ‘How to’ series published by The Prince’s
Regeneration Trust (PRT) which draws upon a unique ‘knowledge bank’
built up over years by its team of experts, working in partnership with other
leading specialists. These educational resources and tools are available
from BRICKwork.
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How to: Develop your Project Vision and Options has been made possible through
the support of the Heritage Lottery Fund, British Land, Alan Baxter Foundation and
Purcell.
The Prince’s Regeneration Trust
Established in 1996 by HRH The Prince of Wales, The Prince’s Regeneration Trust,
worked alongside the UK Historic Buildings Preservation Trust (UKHBPT) in socially
and economically disadvantaged areas of the UK to rescue and reuse important
local buildings for the benefit of the communities in which they sit bringing new
life and vibrancy to those areas.
In 2016 UKHBPT became an independent charity committed to saving and
repurposing important UK buildings. UKHBPT are the custodians of Middleport
Pottery and have a dynamic programme of restoration for the future. In April 2018,
PRT became part of the Princes Foundation.
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Section 2
The Anatomy
of a Successful
Heritage Project
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The Anatomy of a Successful 			
Heritage Project
A successful heritage regeneration project consists of
a project that preserves heritage, secures a long-term
sustainable future for the building and that delivers
identifiable social and / or economic benefits to the
local community. It is a project that is able to follow the
trajectory outlined in its Business Plan.
What does a successful heritage project look like?
A united vision, and developing a viable preferred use for the building, is
the foundation of a good project. However, there are a number of other key
factors that must be in place:
Ownership
There must be a willing owner. This might be a private individual who
is willing to sell the site or establish a trust, or an organisation (such as
a local authority) willing to transfer the site on a long lease. Without a
willing owner, you will be unable to progress unless you are able to obtain
ownership through a Compulsory Purchase Order but that is a lengthy and
expensive process that requires local authority support.
Governance
Ensuring there is a strong, stable Board with the required skill set and
appropriate legal model will be crucial for funders looking to award a
grant. You do not always have to be a constituted organisation to begin
undertaking a project, but you will certainly be required to be a legal
entity by the time you begin applying for large grants. Note that the skill
requirement of the Board will change as the project develops. See the
Governance Guide for the steps to take on forming and developing
your organisation.
Community / Council Support
A project will not get very far without the right support. Local communities
can be very impassioned about their local heritage and as they will often
play a large part in the building’s end use, it is important that they are
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behind the project from the beginning. Regularly consulting with the wider
community throughout the project will be the best way to keep local
stakeholders informed and to understand any thoughts or concerns they
may have.
The local authority holds key statutory powers with regards to planning
permission and building consents. Many public sector funders will also
require local authority support in order to award a grant or loan. Local
authorities can also provide support politically and specialist knowledge on
conservation or the socio-economic dynamic of the local area.
Is there a need?
To ensure the long-term use the project must answer a local need or
demand. For example, establishing an events venue in a town that already
has a variety of events spaces for hire may not be a suitable end use for
the building. Talking with the local community and council, or appointing a
consultant to do so, is the surest way to understanding how your project
could fill a gap. Carrying out detailed market research will then be required.
Can it be funded?
Public funding for heritage projects is becoming more and more
competitive. Many projects stumble at this point because they either
cannot secure a main funder, or cannot find the required match funding.
Knowing what sources of funding open to you, or not, is important. For
instance, if your building is listed or considered At Risk this will priovide
avenues of financial support not accessible to an unlisted building.
Remember to look for private sources of funding, and also consider the
option of social investment, loans and community shares as well as grant
funding. See the Fundraising Guide for information on private funding
sources.
Partnerships
Some of the strongest projects are those that collaborate with wellestablished organisations. Whether that is with the local authority, another
charity or private company, formal partnerships will lend credibility to your
project and help you reach a wider network of potential users, funders and
supporters.
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Sustainability
There is no point in pursuing a project that does not give the building a
sustainable long-term future. Nobody wants the building to end up in the
same condition, 25 or even 50 years down the line! Having a thorough
business plan will outline the trajectory of the project and ensure that
any risks that could be met along the way are either minimal or met with
mitigating controls. See the Business Planning and Operations Guide
for further support.
Communication
Effective and creative communication will be a key and ongoing component
of your project, from campaigning and fundraising right through to opening
and operations. As such your communication strategy will need to evolve as
your project does and adapt to changing target audiences. We are living in
an increasingly digital age and there is merit in having a presence on online
platforms such as Twitter, Facebook, Instagram and web hosting. The good
thing about social and digital media is that it is instant and largely free to
use, but it is also competitive and your time in the spotlight can be fleeting.
See the Digitial Innovation Guide for top tips on developing effective
online communications.

Phasing
A heritage project can be viewed as a succession of distinct phases. This is
based largely on the phasing identified by the Heritage Lottery Fund (HLF),
the foremost public funder in the heritage sector. Whilst not all projects will
apply for HLF funding, the phasing is still a useful model to follow.
Pre-development
The early stages of your project will focus on asking the big overarching
questions of ‘what do we want to do’ (this is visioning), ‘what will work’ (this
is options development), ‘who gets involved’, ‘how will it be managed’, and
‘who will fund it’.
You will first be looking to obtain small amounts of funding to answer these
questions either yourself or with the support of consultants. The funding
will need to allow for developing your vision, identifying and speaking with
key stakeholders including consulting with the wider community, carrying
out an options appraisal or feasibility study (which this Guide will address),
outline business planning and any governance work to support the
formation of the organisation that will carry out the project (if a legal entity
isn’t already in place).
All of this outline work will enable you to submit First Round applications for
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major grant funding, such as the HLF.
Pre-development, in our experience, can take anything from six months to
three years. It is not worth rushing this part of your project as it will provide
a robust foundation for the phases to come.
Development Phase
This phase will see you utilising the funds obtained from the HLF First Round
pass (and any other development funding) to begin honing in on the detail
of your project.
The first stage is to go out to tender for all the necessary specialist
consultants required to support your project. You will need to ensure you
comply with all relevant procurement guidelines. The type of consultants
required include an architect (with supporting consultants such as engineer
and Mechanical & Electrical consultants), Quanitity Surveyor (QS), project
manager, and heritage interpretation and built heritage consultants.
As part of the design development it is likely that further investigative
surveys will need to be undertaken including measured and structural
surveys, ecological surveys such as bat surveys if required. It can be helpful
if the responsibility of undertaking the management of these surveys falls to
the architect as this information will feed directly into the design drawings
and the planning and listed building consent applications.
The QS will develop a detailed cost plan for the refurbishment work involved,
the heritage interpretation consultant will prepare a heritage interpretation
plan, and also potentially your activity plan, and the built heritage consultant
can prepare any other specialist documents such as a Conservation
Management Plan. You will also need a consultant to undertake your
Business Plan. This may be your project manager or a separate organisation,
though it is advisable that you are thoroughly familiar with this document
as it is your organisation that will need to deliver it. Finally, depending on
the capacity within your organisation you may need to appoint someone to
help with your match fundraising. Some organisations have experience in a
number of the above areas so it is sensible to ensure your consultant briefs
are as flexible as possible to enable you to appoint the best fit for your
project team.
The development phase will also be a time for ironing out relationships with
potential partners and importantly securing the correct legal contracts to
take over the building either on a leasehold or freehold basis.
Finally, with all of your detailed documentation and consents in place,
you will submit your Second Round application to the HLF having secured
funding from other major funders and trusts and foundations.
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The HLF sets a maximum two years for the Development Phase. If you fail
to submit your Second Round application within this period you will need to
start again and reapply for funding with a First Round bid.
Delivery Phase
The Delivery Phase will start once you have received ‘Permission to Start’
following confirmation of your Second Round pass. This remaining funding
will now go towards delivering the project, including the capital works
and activities. Securing Permission to Start can take anything up to six
months and it has been known to take over a year in some instances so be
prepared for a potential delay at this stage in the project.
Once you have secured Permission to Start you need to either re-appoint
your existing consultant team or go out to tender to procure any new or
additional consultants. The Design Team will then lead the tender process
to appoint your specialist building contractor. This process can also take in
the region of four to eight months. The time taken to refurbish the building
will vary depending on the nature of the project.
It is highly likely that you will need to appoint new members of staff to help
you deliver your project and this should commence at the relevant time in
your project programme. You will potentially need to recruit volunteers to
help your in-house team and you should offer a wide range of training and
support to attract them to apply for relevant volunteering roles. Your new
staff members and volunteers will then be able to set about delivering your
Activity Plan for the project.
Do remember to keep your funders, key stakeholders and the community
informed of progress throughout the project and using a range of media.
Operational
You’re open! This is where the hard work starts. You will need a specialist
Health and Safety consultant to ensure the site is safe to open to the public
both during construction and once the site is open to the public.
You will also need to ensure that you secure all necessary permits and
licences e.g. alcohol, music, hygiene etc. See the Operations section of
the Business Planning Guide.
From now on it will be a case of continuingly reviewing progress against
your expected outcomes, delivering your activity plan and writing up your
evaluation of the project. It is likely that you will be receiving revenue grants
from a number of funders for up to three years once your building is open.
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This means that you will need to continue to comply with a number of grant
conditions and continue to report back to funders as required.

Visioning and Options Development
This guide will be focusing on one part of a project’s predevelopment:
defining a project vision and the assessment of viable new uses. The
following diagram visualises the route your project will take in this process.
Depending on whether you are looking to regenerate a single building or
multiple will determine what path you need to take.

Community Groups
deliberating at a BRICK
Workshop
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Site + Concerned Group

Campaigning + Fundraising

Visioning

Appointing Experts

Understanding the Building

Collective Visioning

Consultation

Route Map

Single
Building

Planning

Scoping Meeting

Planning Day

Options Development

Longlist to Shortlist
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Form to seek a resolution for a redundant building

To secure initial support or funds for project

To assist in developing a vision for the building

What makes the building signiﬁcant and/or At Risk

Agreeing a vision and aims amongst the Group

Discuss the potential project with the community and
stakeholders

Setting out what to do next and how

Organise the
Planning Day
with Key
Stakeholders
Explore the
options for the
building and
the local need
Write up the
ﬁndings and
determine a
shortlist of options

Multiple
Buildings

Scoping Day

Heritage led Enquiry by Design

Masterplan + Shortlist

Options Appraisal

Asses the Shortlist, Swot analysis and investigating viability

Preferred Option

Determine the Preferred Option going forward

Business Planning

Begin business planning the Preferred Option.
See Business Guide

Initial
Discussions on
the site’s
future
Workshop to
masterplan
options for the
whole site
Produce
masterplan
and shortlist of
options
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Section 3
Visioning

3

Visioning
This section will take you through the elements you
should explore to solidify your project vision, including
understanding the heritage involved, creating a vision
statement, establishing aims, objectives and outcomes,
consultation, and producing a route map.
Establishing a vision is the foundation of any heritage project. At this early
stage you might not have all the answers for how to achieve your goals
but you will have a general aspiration and that is enough. Visioning will
explore your hopes for the site, what you aim to achieve, your objectives
for fulfilling that achievement and a plan for how to go about turning these
ideas into a reality.

Understanding the Building and its Context
It’s important to get to know your building and the wider site. Without the
knowledge of what it’s like on the inside, outside, and its overall significance,
could mean you waste time when determining a future for it. Speaking with
the relevant statutory body (e.g. Historic England, Cadw, Department of the
Environment Northern Ireland, Historic Environment Scotland) or the local
authority would be a good first step in understanding the building and any
restrictions on its possible reuse.
A conservation statement would be an invaluable document to have,
if there isn’t one already in place. This piece of work will investigate the
historical, architectural and social significance of the site, as well as giving
an outline on the buildings condition. It will also assess its significance
in terms of robustness for conversion or fragility to adaptation. It will be
a useful document for helping inform new uses and guiding you in the
visioning process. This is a document a group could produce in-house,
however if you feel you do not have the skill sets to undertake the work
then you can look to a heritage professional to help guide you. Also
remember to speak with the local community – there may be someone
with a relevant background who could carry out the work.
A conservation statement will also take into account any statutory
protection or local plans that may be in place regarding the site. A building
that is Grade I listed will have tighter restrictions on its redevelopment
and will be more carefully scrutinised by statutory bodies than a project
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involving a Grade II listed building. Similarly, if a building is in a Conservation
Area that can add restrictions whether the building in question is itself listed
or not.
Understanding the listing status of a building or site will also begin to give
you an idea of the types of funding you may be able to go for. Whilst some
funders do not mind about the listing status of a building, some funders will
only consider supporting projects that involve Grade I or Grade II* listed
buildings.

Formulating the Vision
For those involved in rescuing and reusing a heritage building, it is likely that
they will all have individual aspirations for the site or differing ideas on how
to achieve these. However, a lack of unity amongst group members can
become glaringly apparent to funders, investors or statutory bodies when
you approach them for support or funding. Therefore it is essential that all
individuals are united in their vision for the site. Without a cohesive vision
the cracks will appear and your project will not progress in the way it should
so it is wise to get everyone on the same page right from the start, to give it
the best chance of success.
Vision Statement
The best way to communicate a vision for the site is to have a vision
statement. The statement should summarise the aspiration for the site in
one paragraph. There may not be detail in this statement, but it will indicate
to funders, community and statutory bodies your intentions and the general
direction you wish to take.
Having a short punchy statement will also be easier for your group to
remember and will ensure you are all communicating the same idea when
garnering support or submitting funding applications.
A useful exercise is to gather together the members of the group and to
write out a vision collectively. Start off with getting each person to write
down what they see the project to be (i.e. to save the building, bring them
back into use, develop a centre for the community etc.) and take it turns to
discuss each vision. This should hopefully start to establish common themes
which should be noted. Building upon these, you can then work together
to agree on the statement that sums up what the whole group wishes to
see. By sitting down and working through this as a team there can be no
misunderstanding between members - everyone becomes committed to the
same idea.
A vision statement is deliberately broad but gives enough detail to show
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stakeholders where you are heading with the project.
Example statements from ongoing projects include:
"A House Mill and Miller's House financially viable at a level enabling it to
be properly staffed and maintained; open to the public regularly; and with
all the wheels and the eastern set of machinery restored to working order.
This to be within a lively Three Mills Island, developed to preserve its historic
character and attracting visitors to the House Mill and other attractions, in
association with the other partners on the island." – House Mill, Bromleyby-Bow, London http://www.housemill.org.uk

“Govanhill Baths Community Trust’s goal is to re-open the baths as a
Wellbeing Centre and at the same time contribute to the wider social,
cultural and built regeneration of Govanhill as a community through
a range of activities. The Centre will be run by the community for the
community in association with a local voluntary and statutory partners.” –
Govanhill Baths, Glasgow, Scotland http://www.govanhillbaths.com

“To reverse the decline of an important part of Hayle's history through
turning a decaying underused area into a vibrant centre, using Hayle
Heritage Centre as the cultural anchor for the site, creating artisan’s studios,
craft workshops, and office space for start-up businesses.” – Harvey’s
Foundry, Hayle, Cornwall http://www.harveysfoundrytrust.org.uk
Visioning Document
Once you have established a vision statement it can be helpful to
compile your findings into a visioning document that sets out all your
agreed plans, information acquired and process undertaken to build
your vision

Aims and Objectives
Once a vision statement has been agreed the next step is to think about
how you go about making that vision a reality.
Think of a staircase. The aim is to get to the top of the staircase but you
will need to go up a number of steps to get to the top. These steps are
the objectives, and fulfilling each one will help you get to the top. Your
project may only have one or two key aims, but a number of objectives
along the way to achieve these aims.
Example AIM: To refurbish the building to a viable new use
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Example OBJECTIVES:
––

Fundraise £[x] to undertake the repair of the listed buildings by [x]
date.

––

Procure a build contractor by [x] date and complete works by [x]
date.

––

Create [x] sq ft commercial use by [x] date.

––

Create [x] sq ft community space by [x] date.

Leigh Spinners Mill, The
Engine Room
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Inputs, Outputs and Outcomes
Once you have discussed your aims and objectives, the next step is to think
about the inputs, outputs and outcomes of the project and how you will
quantify these.
An input is what resources will need to go into the project, such as time,
money, skillsets.
An output is the activities required to be undertaken for the project such as
organising hard hat tours, or submitting funding applications.
An outcome is the results from these inputs and outputs that you wish to
see achieved.
When discussing these you should think about:
––

What will you actually achieve?

––

Which outputs are essential and which are desirable?

––

How will you measure your outcomes?

––

What does success look like?

It would be a proactive exercise if these were decided by the group as
a whole. We advise that you list all of the preferred outcomes, what will
indicate their achievement, and whether they are essential or desirable.

Evaluation
Evaluation is important for assessing what you have achieved, and what
can be improved or altered in the future, and it can help guide you for any
upcoming projects. Essentially, evaluation helps you to understand the
impact of your project.
Funders, such as the HLF, will want to know from the beginning what you
aim to achieve, the impact you wish to have and how you plan to measure
this. It essential that evaluation is incorporated in your project from the very
beginning, rather than being considered as an afterthought once the project
is over. By thinking about your aims and objectives, inputs, outputs and
outcomes you will already be starting this process.
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While all funders will have difference requirements for evaluation, the HLF has
produced a key piece of guidance on good evaluation practice: see the HLF’s
Evaluation: Good Practice Guide (2017) online at www.hlf.org.uk. A short section
on evaluation is also included in the How To: Fundraise from Private Sources guide
(section 6).
Example table of Outcomes
OUTCOME

INDICATOR

E/D

Project Funding secured
Improved public profile of project
Partnership working groups established
Development plans finalised and planning secured
Community consultation
Taking on new members of project team
Building and materials reused
Building is renovated and provides community facilities
Volunteering opportunities created
Employment opportunities created
Training opportunities created
New uses identified
Increased skills of community group
Greater local support and understanding of project
Community asset is transferred and site successfully managed
Evaluation undertaken
Improved physical environment
More business opportunities for local people
Improved safety
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CASE STUDY: CHANCE GLASSWORKS, SMETHWICK

Chance Glassoworks,
Smethwick, West Midlands

Formed in March 2015, and registered as a charity in 2016, the Chance Glass Works
Heritage Trust (CGWHT) was created to rescue and regenerate one of the most important
industrial heritage sites in the country. For over 150 years, the glassworks produced an
array of glass items, including lenses for over 2300 lighthouses globally, the clock faces
for Big Ben and the glass for the Crystal Palace, for the Great Exhibition, 1851. Chance
Brothers were technological world leaders in innovative glass manufacture and became
the largest British manufacturers of window and plate glass. Production ceased and the
business closed in 1981.
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The site is a Scheduled Monument, with a total of
nine Grade 2 listed structures. Currently on Historic
England’s ‘At Risk’ Register and The Victorian
Society’s 2017 Top 10 Most Endangered buildings
list, the site has remained virtually derelict for the
last 35 years.
In 2016 PRT accepted CGWHT onto the BRICK
mentoring programme to support the trustees
with various elements of their early development,
including governance support and visioning.
As a relatively new trust CGWHT was aware that
the board members might have slightly different
aspirations for the future development of the trust
and disparate views of how objectives might be
achieved. PRT facilitated a visioning exercise helping
the trust to collaboratively define its objectives and
to work through the creation of a vision statement.
Consequently, CGWHT’s agreed vision is to:

existing level of commonality in thinking.
It was very useful having a facilitator to lead on this
exercise. PRT was impartial and neutral, but able to
prompt ideas and very keen to ensure that the statement
did not become dry or lacking in passion. Moving
forward, we think that it will be valuable for the board
to reflect on the vision and ensure that it still meets
its purpose. This is likely to be an annual or biannual
review that ensures that the board is still working
towards this common goal.
We have been able to share this agreed vision with
external consultants and it has set the basis of our
business planning work and helped to inform the
options appraisal work. It can be used a measuring
stick for the success of our future projects. It is helping
us to ensure that we meet our charitable objectives and
set a deliverable action plan.

Regenerate Chance Glass Works to protect and celebrate
its highly significant industrial heritage, to act as a
beacon of hope and create a new vibrant, urban
community generating employment, training, learning
and leisure opportunities for all.
CGWHT felt the exercise was a useful tool in
solidifying the foundation of their project:
The visioning exercise meant that the board members
could each start by writing down their own thoughts on
the purpose of the trust and their personal priorities.
PRT then facilitated the session, collating the responses,
drawing out common themes and helping to achieve a
shared agreement. This facilitation allowed time for
reflection and consideration by the group, and it was
also interesting that trustees were reassured by the
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Consultation
One of the most important elements at any, and every, stage of a heritage
project is consultation. Consultation should be carried out with all
stakeholders and the community. There are various ways you can do this
such as holding open days, sending out questionnaires, or creating online
polls and surveys via social media.
When consulting, ask the community some simple but useful questions
such as:
––

What do you know about the buildings or site?

––

Have you ever visited the site? If so, when was the last time and how
many times?

––

What is the most important aspect of the building or its history to
you?

––

Would you like to see the building brought back into use?

––

What potential uses could the building fulfil, or is there a local need it
could meet?

––

Would you use the new facilities created?

––

Would you be prepared to volunteer or support the project in some
way?

Analysis of these responses can quickly build-up a picture of the local
community’s relationship with the site and can be a strong foundation with
which to start a conversation with the council, or funders, if that has not
already happened.

Route Map
A useful document that can be produced at this early stage is a Route Map.
The Purpose of a Route Map is to identify potential ways in which to take
proposals for the reuse of a building or number of buildings forward.
It is generally used for complex sites with challenging ownership and
development issues.
A Route Map is a valuable top-level tool. It is not an Options Appraisal. An
Options Appraisal is a separate document, which will need to build upon
the work within the Route Map and test a number of potential end-uses
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in enough detail to establish a preferred option, which will then go on to
provide the basis of a Business Plan. This guide will explore what an Option
Appraisal consists of in more detail later on.
In parallel with HLF guidance (generally accepted as best practice within
heritage projects) the processes described in a Route Map will form a robust
plan for developing a heritage regeneration project, through from inception
to completion and operation. it therefore should be a visual document and
include clear diagrams to illustrate the phasing and steps required.
A Route Map would include:
––

Background to the site and established assumptions about the
building;

––

The building’s position with the local area physically, and any local
plans;

––

An assessment of critical ownership issues;

––

An initial assessment of possible delivery routes to take with a
preferred delivery route identified;

––

Case studies of similar heritage projects;

––

A breakdown of the necessary project phases and documentation
required;

––

Possible funding streams;

––

Potential partnerships; and

––

Recommendations and Next Steps.

Overall, it is a documents that will give a direction rather than the ultimate
destination. A Route Map can therefore assist in securing the foundation
of a project, and be used as a document to present to stakeholders and
interested parties in describing the vision for the building and the potential
routes to take in delivering it.

Pre-Development Funding Streams
There are several avenues of funding that can help prepare you for starting
up a project, or organisation, and undertaking this early visioning work. Most
notably the HLF and The Architectural Heritage Fund (AHF).
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Community Consultation
in action

HLF
The Resilient Heritage grant programme aims to help strengthen
groups, develop their capacity or assist them in responding to changing
circumstances. The funds can go towards the following project items:
New staff posts to deliver the project or extra hours for existing staff to
deliver the project;
––

The cost of filling a post left empty by moving an existing member of
staff into a post created for the project;

––

Training and development costs;

––

Professional fees;

––

Equipment and materials;

––

Evaluating your project; and

––

Cost recovery for organisation overheads.

The grant ranges from £3,000 to £250,000. For further terms and
conditions visit www.hlf.org.uk.
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AHF
The AHF also has a grant scheme that can be used to help develop your
early proposals for a project. The Project Viability grant of £5,000 aims to
fund studies that look at potential uses for a site as well as examining its
current condition. Recipients of this grant can use this as a stepping stone
towards the AHF’s next grant (Project Development, £25,000) which assists
in developing a project in further detail. For further terms and conditions of
the grants visit www.ahfund.org.uk.
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Section 4
Planning (single
building)

4

Planning (single building)
This section will explore the next stage of finding a reuse
for your building – a Planning Day for a single building
project. If your project involves multiple buildings over
one site, move on to Part 5 of this Guide where a Scoping
Day and Heritage-led Enquiry by Design process will be
explained.
What is a Planning Day?
A Planning Day brings together a range of stakeholders and experts within
the local community to discuss the background to the site, and the different
ways the building might be reused. The importance of the event is to
understand the building, stakeholders’ requirements, to develop a short-list
of uses, and identify community champions who may be prepared to help
form a trust (if one does not yet exist) and deliver the next steps that have
been identified. Ideally, this should be facilitated by a heritage expert who
has experience in all aspects of project development and can advise and
guide the community through the process.

The Structure
Pre-meeting
First, it would a useful exercise to hold a pre-meeting, chaired by the
heritage expert, with the owner, council and group (or trust) if one is
present. This will be an opporunity to brainstorm the day agreeing on
venue, attendees, presentations for the Planning Day and if it is necessary
to secure funding to deliver it.
Planning Day
The Planning Day itself can be split into two parts (an example agenda is
outlined below). A site visit with all attendees should open the day. This can
be followed by technical presentations where the building’s significance
is explained together with an understanding of any relevant constraints.
These presentations should aim to get everyone up to speed on the history,
context and significance of the building as well providing an overview of the
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local area within which the building sits. Following on from this, there should
then be an opportunity for key stakeholders, including the local authority
and representative members of local community groups, to set out their
aspirations for the building.
SWOT Analysis
The second half of the day will be more hands on. This will be the
opportunity to begin exploring possible new uses for the building. A good
way to structure this is with breakout sessions focused around a SWOT
analysis. Understanding the strengths, weaknesses, opportunities and
threats (SWOT) to the building will start to establish the external context
in which the build sits, what demand there might be for new uses and any
potential challenges the project might face, which would need to be dealt
with early on. You can present the results of these four breakout sessions as
word clouds, an example taken from the Shambellie House project planning
day is show below. For more information on how to produce word clouds
see the Digital Innovation guide.
Exploring Options
There should also be a separate session developing a long-list of uses, which
the whole group should reduce to a short-list to be assessed further to
select a Preferred Option for the building. Section 6 of this document will
explore Options Development in more detail.
Example Swot Analysis
Strengths
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Weaknesses

Opportunities
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Threats

The Outputs
As explained, the importance of the event is to understand the building,
stakeholders’ requirements, to develop a short-list of uses, and create
a plan of next steps. An additional output can be the emergence of
community champions who are prepared to give up some time to help
support the project and potentially become new trustees.
This guide has already highlighted the importance of community
consultation. Once the report has been finalised you might wish to hold
a public meeting to present the findings of the planning day and agreed
next steps, and to take any questions or views from members of the wider
community.

Who do you invite?
The Planning Day is usually an ‘invitation only’ event and can be hosted by
either the owner, local authority or community group or trust. Whoever
decides to host should be mindful that certain people should always be
present:
––

Owner

––

Heritage expert (facilitator)
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––

Local authority(ies), including the planning officer and conservation
officer

––

Community group or Trust involved in the project

––

Representatives of local heritage /community groups

––

Representatives of local businesses

If possible you might also wish to invite:
––

Local historian

––

Architect

––

Chamber of Commerce

Example Agenda
Presentations
Purpose of the Workshop
Tour of the Site
‘Background & The Building’
‘Community Perspective’
‘Architecture & Building Condition’
‘Planning & Development Context’
‘Social & Economic Context’
Case Study
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Workshop
SWOT Analysis (breakout groups)
Report back
Brainstorm of potential uses
(breakout groups)
Report back
Summary
Next Steps
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CASE STUDY – SHAMBELLIE HOUSE, NEW ABBEY
Shambellie House,
New Haven, Dumfries &
Galloway

The Grade B listed Shambellie House, was built during the 1850’s and acted as a private
residence for the Stewart family until 1977, when it was donated and the National
Museums of Scotland (NMS) took up ownership. The last owner, Charles Stewart, is also
known for his remarkable collection of over six thousand costumes spanning over three
centuries.
In 2013 PRT was commissioned to hold a Planning Day by the local authority, which would begin the process
to look into the reuse of Shambellie House, following its closer by NMS that year. The Planning Day was
attended by a wide cross-section of stakeholders and included representatives of:
––

The Scottish Government

––

National Museums of Scotland

––

Historic Scotland

––

Dumfries & Galloway Council
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––

New Abbey Community Council

––

Dumfries & Galloway Chamber of Commerce

––

Destination Dumfries & Galloway

––

Scottish Natural Heritage

––

Southern Uplands Partnership

––

The Stewart family & the Shambellie Estate

––

Local and national businesses

––

Members of the local community & community
groups.

A site visit was undertaken, and a range of
presentations delivered followed by a SWOT analysis
and initial discussion on new uses. The scope of
change that could be considered was outlined and
some of the key issues explored. A wide range of
potential uses and users were identified and a select
few recommended to be developed in more detail
in a full Options Appraisal; mixed use including
holiday lets; residential education centre; private
residential lets.
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It was recommended by PRT that the options
appraisal looked into the three preferred uses
highlighted by the workshop. In doing so, the value
of the tourist economy within Dumfries & Galloway
was to be seen as an important factor, as should
the arts and crafts community which could play
an important role in two of the preferred uses
identified.
The conclusion of the workshop was that the worst
thing that could happen would be for Shambellie
House to remain empty and for it to deteriorate.
There was an agreement that there is a genuine
drive from the community and wider stakeholders
to find a new use for Shambellie, and that uses
that involve a community aspect and were able
to contribute to the local economy should be
prioritised. There was also a desire from the family
for the collection to be looked after and for some of
the artefacts and paintings to be incorporated into
the new use if possible.
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Section 5
Planning (multiple
buildings)

5

Planning (multiple buildings)
This section will explore planning and reuse for a site with
multiple buildings. It starts with a Scoping Day to identify
the parameters of the proposed Heritage-led Enquiry by
Design (HEbD) and to agree the format of the workshop
and goes on to produce an outline masterplan after the
workshop has been held.
What is a Scoping Day?
A Scoping Day is similar to the pre-meeting for a Planning Day; it will
focus on identifying the key stakeholders, structuring the masterplanning
workshop and agreeing on speakers and topics for presentations, agenda
and attendees. Prior to the Scoping Day technical work should be
undertaken to maximise the effectiveness of the masterplanning workshop,
example reports which may be required include:
––

Information on the planning status of the site;

––

Commentary on the condition of the buildings, cost to repair,
opportunities for conversion to new uses, heritage tensions and an
assessment of viability;

––

A market appraisal;

––

An ecology report;

––

A Transport Assessment;

––

A Flood Risk Assessment; and

––

A Conservation Statement.

Depending on the site and the information already held, it may be
necessary to appoint consultants to undertake this research. The Scoping
Day will provide an opportunity to discuss the findings and this should help
guide the structuring of the HEbD.
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What is a Heritage-led Enquiry by Design?
This is a collaborative design process used to produce a masterplan based
on the Enquiry by Design (EbD) principles. The EbD is a key planning tool
first introduced by the Prince’s Foundation for Building Community (PFBC),
which directly involves the local community and other project stakeholders
in shaping a vision for a place. It is an intensive design enquiry where most
issues are tested by being drawn. The EbD process is facilitated by a multidisciplinary design/technical team. It was adapted by PRT and PFBC to be
suitable for using on complex heritage sites with multiple buildings and was
called the HEbD.

The Structure
An HEbD workshop usually covers two days and each day focuses on
different elements of the masterplanning process.
Day One
The first day should begin with presentations to allow all attendees to get
up to speed with the site, its background and context. If possible a tour of
the site should be included. The second half of the first day should begin
to map out the local area surrounding the site. Groups should begin to
draw on the plans key factors relating to it, such as transport links, nearby
community or heritage facilities, schools and housing. The point of this
process is to begin to visualise within what physical context the site sits and
to draw attention to key risks or opportunities within the wider community
and landscape.
Day Two
The second day should start to hone in on the detail of the site itself and
the factors required to bring a project to fruition, such as access and
parking, possible enabling development, or potential demolition, with all
elements being investigated by being drawn. The afternoon of the second
day can then begin to explore new uses based on the evidence and
demand outlined by the market research. Groups can start to sketch out
what uses might be possible within what spaces and how the site might be
developed over a number of phases. Again, all of this work should be being
sketched out on drawings of the site.
The workshop should end with general feedback, agreed next steps and the
plans and maps collated.
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The Outputs
The findings of the workshop can then be presented to the wider
community at a public open event, if required, to gain their thoughts on the
process undertaken and its results.
The work undertaken at the workshop will be used to produce an outline
masterplan. The documents should be visual using the maps and plans
annotated by attendees and clearly identify the phasing and trajectory
the project will take. The document will be invaluable in helping guide the
project through its lifecycle, particularly if it involves several phases, and will
be a useful supporting document for funding applications.

Who do you invite?
The HEbD is usually an ‘invitation only’ event and can be hosted by either
the owner, local authority or community group or trust if there is one
present. It should be facilitated by either a heritage consultant or architect
(or both). Whoever decides to host the HebD should be mindful that certain
people should always be present:
––

Owner

––

Heritage expert

––

Local authority(ies), including the planning officer and conservation
officer

––

Community group or Trust involved in the project

––

Representatives of local heritage /community groups

––

Representatives of local businesses

––

Local historian

––

Architect

––

Chamber of Commerce

Undertaking a HebD
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Example Agenda
Day 1
Tour
Introductions
Summary of Scoping Day and
proposed uses
Planning policy context / local plan /
conservation issues
(Group work) Site specific analysis of
Proposed Uses
Traffic and transport
Housing and community
facilities
Heritage and visitor services
Spatial requirements
Phasing and delivery
Report Back
(Group work) Masterplan analysis
Traffic and transport
Housing and community
facilities
Heritage and visitor services
Spatial requirements
Phasing and delivery
Report Back
Close
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Day 2
Design team brief
Detailed design work and drafting of
outline masterplan
Land use / spatial diagrams
Key sections
Movement / access / parking
Ideas for key spaces
Phasing
Accommodation schedules.
Report back
Next Steps for the project
Preparation for public meeting
Day 2 – evening
Public consultation on proposed
uses and outline masterplan
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CASE STUDY – BRYMBO IRONWORKS, WREXHAM

Brymbo Ironworks,
Wrexham, Wales

In collaboration with Brymbo Heritage Group (BHG), PRT developed and facilitated a
series of collaborative planning events aimed at developing an outline masterplan for the
Brymbo Heritage Area.
The main stakeholder session was attended by over 60 invitees from a wide range of community, local
authority-level and national organisations. Its aims were to set the scene, review background information
and agree key elements of the design brief for the masterplanning workshop to follow. The audience
received a series of presentations which set the context for the realisation of the vision:
––

An outline of the vision itself from BHG, including their progress to date and anticipated next steps

––

Cadw’s view of the significance of Brymbo’s industrial heritage in defining Wales’ place identity and
brand

––

Local council’s presentation on the tourism strategy for the wider area, the importance of concerted
destination management and the scope for Brymbo masterplan in this context

––

Local council’s requirements for housing to be responsive to needs, including opportunities to provide
flexible living accommodation within the Heritage Area
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––

The developers vision for the wider site and
how the Heritage Area complements it.

The participants worked in five groups to consider
the strengths, weaknesses, opportunities and
threats arising from the presentations and their
understanding of the vision and the site; there was
widespread positive consensus. The stakeholder
session concluded with a group exercise that listed
a wide range of potential uses for the Heritage Area;
over 100 unique ideas were listed, many of which
were identified by more than one group. Several of
the groups also discussed feasibility of some of the
proposed uses and implementation mechanisms.
The day concluded with a public meeting inform
the wider community about progress to date, the
masterplanning process; present and discuss the key
points arising from the stakeholder session earlier in
the day and review next steps. Public feedback was
overwhelmingly positive and encouraging.
The second stakeholder session was attended by
over 30 invitees, many of whom participated in
the Scoping Day. The day began with introductory
presentations, including a review of the work done
at Scoping Day and a more detailed introduction to
the wider masterplan by the developer.
This was followed by group discussions and
sketching out of ideas based around five key
themes:
––

Traffic and transport;

––

Housing and community facilities / village
centre;

––

Heritage / visitor / education site;

––

Spatial requirements; and

––

Phasing / delivery / site ownership issues.

the day and as a basis for the work done during the
design session that followed.The design session
was an intense, all day event involving the members
of the design team and resulting in a range of
masterplanning drawings, visualisation materials
and documents, including:
––

Land use / spatial diagrams;

––

Key sections;

––

Movement / access / parking;

––

Ideas for key spaces;

––

Phasing; and

––

Accommodation schedules.

Concurrently, members of BHG, along with staff
from PRT, discussed next steps for the project
following the production of the outline masterplan.
PRT’s masterplan has served as our constant reference
ever since. In 2016 we subjected it to a business
modelling exercise to understand the economics of
the different parts of the plan - the fossil building, the
Machine Shop with its learning space and coffee shop,
the landscape, and so on.
Together, the 2013 Feasibility Study, 2015 Masterplan
and 2016 Business Model have underpinned our
progress to date. Our next step as part of our HLF Round
1 process is to revisit the masterplan and business model
and undertake a further level of options appraisal.

Groups were encouraged to express their ideas and
proposals through drawings and diagrams. These
were then used to provide feedback to others during
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Section 6
Options
Development

6

Options Development
This section will be looking at how you go about exploring
and deciding on a new use for your building, or buildings.
It is recommended that this work is outsourced and
undertaken by an expert in heritage and regeneration to
ensure you get professional and reliable findings. Through
exploring what uses might work with the building, what
the local need is, and what would be both fundable and
sustainable, you should be able to arrive at your preferred
use.
What is an Options Appraisal?
An Options Appraisal outlines all the potential uses you have thought up
for your building (including doing nothing), examines the achievability and
likelihood of success for each use, and then states the preferred option
with justification.

Why do you need an Options Appraisal?
Even if your building is already in use, an options appraisal is a good
exercise in assessing the value of existing activities and spotting
opportunities for additional or alternative uses that could strengthen your
project. Options may include proposals for a single use, for example space
for community hire, or proposals for mixed usage, such as offices and a
visitor centre.

What does an Options Appraisal consider?
A thorough Options Appraisal will ensure that you have explored all the
possible options and enable you to make an evidence-based decision about
the future of your building. In addition, evidence of an Options Appraisal
is often a funders requirement. Full guidance on preparing an options
appraisal is provided by the AHF at: www.ahfund.org.uk/advice.html
The Local Area
In order to understand the viability of any proposed options you will need
first to research the area in which your building sits in order to provide
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a baseline for the rest of your Appraisal. Even if you are a local resident
and therefore know the area very well, gathering this information is still
important as it will help others to understand the project’s context and
therefore the need for your project.
––

Find out what the average income for the area is and other
demographic information such as population, age distribution and
level of education.

––

Research how your area’s economy and jobs market compares
to the national average using a site such as the Neighbourhood
Statistics website at www.neighbourhood.statistics.gov.uk.

––

Identify the main employers of each type of employee – are there
one or two large employers or are there several small companies?

––

Use census information to find out which sectors members of
the local population are employed in – you can then say what
percentage of the population is engaged in unskilled labour, semiskilled or professional occupations.

––

Identify all potential uses and eliminate any which will not work in
your local context, for example luxury flats in a deprived area. As you
refine your options you may find it helpful to carry out additional,
more focused market research.

Market research
Market research is an excellent way to see to what extent the potential
uses, and the income you expect to generate from each one, is realistic
within the context of the local area. This is essential in order to test the
viability of each option. Below are some ways in which you can carry out
market research, but this is by no means a complete list. Be imaginative
when considering how you can find out information about your area; this
will help provide a strong evidence base to back up your proposals later on
in your Options Appraisal.
––

Speak to the local council and to local business leaders - they will
be able to give you a good idea of the socio-economic profile of the
local area.

––

Find out the going rate for commercial space in the area - is there
demand for more or is there already a surplus of offices, workshops,
studios or serviced space? Local councils or agents should be able to
help you with typical local rent and take up rates.

––

Consider how local and national trends may have the potential
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to affect your target market. For instance, does the area have the
potential for the creation of small, high-tech enterprises, craft
industries or tourism and leisure facilities?
––

Look into the needs of the local community - there may be a
requirement for educational facilities, health care or training centres.

Once you have conducted your market research and have a good
understanding of the local factors relevant to your project, you should then
be able to examine your proposed uses to assess how they would relate to
the findings.
In order to understand the viability of any proposed options you will need
first to research the area in which your project sits in order to provide
a base for the rest of your Appraisal. Even if you are a local resident
and therefore know the area very well, gathering this information is still
important as it will help others to understand the building’s context and
therefore the need for your project.
Undertaking a stakholder
workshop in preperation
for an Options Appraisal

Competitor analysis
As well as examining whether your proposed uses are suited to the general
characteristics of the local market and the needs of the local community,
you also need to examine how exactly each use would interact with its
particular market sector and how it would cope with competition within
that sector. In other words you need to look at other facilities in your area
that are aimed at the same market as you, see how your proposed use
compares with them and assess if it would be able to successfully compete
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or whether in fact some form of collaboration would be possible. Things
that you will need to consider include:
––

What other facilities are there and where are they in relation to
yours?

––

What type of service do they offer? Are there reasons why people
would choose to visit or use your facility over those already
available? What is your Unique Selling Point?

––

How do transport links with your facility (including parking) compare
with those to existing facilities?

––

How much do other facilities charge? Do they provide better or
worse value for money?

––

Will your facility aim to attract the same people who currently use
existing facilities? Alternatively, will your facility meet demand from
people who are not provided for by existing facilities?

––

Are there attractions (such as green space or popular pubs) that
could help draw people to your facility? Are there factors that might
put people off?

––

Will you be offering something new?

Consultation
As already outlined, throughout your project it is vital to engage key
stakeholders to bring them on board and ensure that your impressions
of what they want and need are accurate. Your stakeholder pool should
include anyone that will be affected by or has an interest in your project whether or not they are supportive! Things you should consider are:
––

Engaging the local community and other potential users or people
affected by the development of your project through brainstorming
sessions, community events and workshops. If the project is to be
successful it is vital that the views of the community and potential
users of the building(s) are listened to and taken on board.

––

Talking to different interest groups and statutory bodies who may
be involved in the development of your project - such as national
amenity societies, Local Authorities, statutory bodies e.g. Historic
England, Cadw, Department of Environment Northern Ireland,
Historic Environment Scotland, and local MPs or business leaders.
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––

Keeping a record of any report of community consultation events
and letters expressing community support for the project. These
should be included in your Options Appraisal as appendices and can
be used to support funding applications.

––

Communicating regularly with stakeholders (it will be up to you to
decide which stakeholders you need to communicate with the most
frequently) and keeping an up to date stakeholder list.

You may wish to include a section in your Options Appraisal on how you
consulted key stakeholders and should include notes of meetings in the
appendices. This will provide a snapshot of your stakeholder engagement
to date and demonstrate the relationships you have built, whether it’s
with a potential customer or local residents. Future plans for stakeholder
engagement should also be incorporated in the project plan section of
your Business Plan to show how you plan to maintain these relationships,
particularly when there is uncertainty around the project’s future.
Conservation reports
A Conservation Statement or assessment of significance sets out a concise
history of the building, details which characteristics of the building are of
significance and why, and explores the current condition of the building
within the context of its location. This is usually undertaken in the form
of a description and photograph of each room and details any points of
significance. The Statement then sets out an assessment of Fragility and
Robustness to change, this basically highlights what changes to the building
should be acceptable and which elements of the historic fabric should be
protected and repaired as in keeping with the original style as possible.
The Statement will provide a firm starting point for your Options Appraisal,
as it will ensure that you are easily able to make a quick assessment as
to the appropriateness of each option in terms of the adaptation of the
building. It may also bring to light features or history that will provide
inspiration for innovative options closely linked to the building. To complete
the Statement you can get advice from an architect historian, conservation
officer, or equally someone who’s been involved in a similar project.
The Conservation Management Plan (CMP) builds on the information
gathered in the Conservation Statement and sits alongside the Business
Plan to set out how the building’s key characteristics will be preserved and
incorporated within the project, both during any renovation work and once
up and running. The CMP and Business Plan are usually prepared during
the HLF-funded Development Phase, whereas the Conservation Statement
and Options Appraisal are part of the Pre-development Phase.. Do ensure
both the CMP and Conservation Statement are used as key documents to
inform your project and design development as they will help guide and
inform the most appropriate re-use and adaptation of your building(s).
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Design
The design element of your options appraisal is likely to be carried out
on your behalf by a professional architect, which means that your role
comprises of two key responsibilities:
1.

Providing a targeted but detailed brief

2.

Managing the architect’s output to ensure it meets that brief

Preparing a design brief is often the most daunting task a group can
undertake: for the majority of those involved, it may be the first time they
have ever creating such a document. In reality, creating the brief is an
excellent way of ensuring the group are agreed on what they expect to see
in the design of the building, so that there are fewer disagreements later
on.
As a minimum, the design brief should:
1.

Include a vision statement, as discussed above

2.

Outline the number of spaces needed, and, in general terms,
what they will be used for. Note this doesn’t have to go into
exhaustive detail on the numbers of toilets, hallways etc –
concentrate on the main spaces you need to make the building
work, and your architect will develop the requirements for
supporting rooms and access for you later on.

3.

Give a sense of the kind of design the group would like. You
can do this by including a mood board of images from internet
research that everyone on the group has had input in. Again, this
helps to pull together a sense of everyone’s design expectations
without having to learn a great deal of technical language, and is
of great assistance to architects tendering for the project.

A final note on the design brief: it is always worthwhile thinking ahead
to the eventual sustainability of the building. As a general rule of thumb,
we suggest that heritage buildings should pack in as many functions as
possible into existing spaces, before considering adding on new ones. For
example, a community hall might host a toddler group in the morning,
zumba in the afternoon and modern dancing in the evening. A meeting
room might be available for commercial hire during the week days, and
for small craft workshops on the weekend. A café might also serve as a
heritage display area. By using existing spaces as much as possible, you
can keep your running costs to a minimum and help funders to view your
project as a more viable proposition.
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Along with the developing the brief, many find managing their architect to
be challenging. Given the years of training and expertise a good architect
can bring to a project, it is normal to feel their judgement is better than
your own in matters of design. However, consider the wealth of knowledge
you and your group have of the building, and do not undervalue its
importance for ensuring a design that works operationally. This is not
to say that the architect will not bring innovative ideas that may help the
building function much more successfully: they are the design professional,
after all. But always bear in mind that they are there to assist you in
producing your vision for the building, and not the other way around!

Preferred Option
Once you have completed the steps above you should have a thorough
understanding of your building and the community in which it sits, putting
you in an informed position to assess the options and decide which use or
combination of use is most likely to succeed and achieve your objectives.
If no one option is the obvious choice then it may help to use a decision
technique such as multi criteria analysis, where you score each option
against your project objectives. This allows you to balance a range of
financial and non-financial factors, which are each weighted according to
their importance.
Critical Analysis Comparison
CRITERIA

OPTION 1A

OPTION 1B

OPTION 2A

OPTION 2B

OPTION 3A

OPTION 3B

Likelihood of Consents

4

4

4

4

3

3

Budgets costs

3

5

1

1

5

3

Financial viability (in operation)

1

4

3

3

N/A

N/A

Ability to attract grant funding

4

1

2

3

N/A

N/A

Capital / tax receipts

2

2

2

2

4

4

Preservation of historic buildings
and setting

5

5

3

4

5

4

Level of public access

4

1

2

3

0

0

Scope for community participation

5

1

1

3

0

0

Cultural and educational activities

3

1

3

5

0

0

Fit with local tourism profile

3

3

3

5

0

0

Direct employments opportunities

4

2

5

5

0

0

Wider economic benefits

3

3

4

4

1

1

Speed of delivery / operator
interest / market demand

3

3

1

1

4

4

Risk of negative PR

5

2

3

4

0

0

Total Score

49

37

37

47

22

19

Average Score

3.50

2.64

2.64

3.36

1.83

1.58

Key: 0=fails to meet criteria; 1= poor; 3=good; 5=excellent
54

How To: Develop your Project Vision and Options

Commissioning
There are many excellent consultants who can undertake an Options
Appraisal on your behalf. In order to appoint a consultant you need to
undertake a procurement exercise. If the cost of the work is grant funded
do first check your funders’ procurement requirement to ensure you are
compliant. In any event it is sensible to secure a number of tenders to
ensure you receive best value for money. The procurement steps are as
follows:
1.

Prepare a consultants brief, which sets out your requirements for
the work, budget, timeframe and assessment criteria along with
any other specific instructions eg maximum number of pages in
the tender response, number of case studies, references, CV’s of
key personnel etc.

2.

Advertise the opportunity on your website and also send the
brief out to a number of known consultants who may have been
recommended to you (usually a minimum number of three). You
can also advertise on regional or national tender portals if you
wish to cast a wider net or are required to advertise more widely
by your funder.

3.

Form a selection panel and prepare a scoring matrix to assess
the bids against, and invite the two or three highest scoring
firms to an interview if you wish to interrogate their tender bids
further.

4.

Appoint the successful tenderer by way of a simple terms of
engagement letter, agree a start date and hold an inception
meeting to clarify the key issues in the brief and the tender to
avoid any misunderstandings half-way through the process.
Please note the HLF may wish to first approve your choice of
consultant before you formally appoint them so do check this
with your Grants Officer.

5.

Write up a tender report that sets out the processes you
undertook to appoint your consultant. This is often required by
funders and is a useful record of the decision-making processes
you went through.
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CASE STUDY – ST AUSTELL MARKET HOUSE
St Austell Market House, St
Austell, Cornwall

The Market House is a building of great significance within St Austell, Cornwall; opened
in 1844 and since then has fulfilled a variety of purposes, it is currently underutilised and
has fallen into some disrepair.
It sits at the heart of the town and it has potential to be a focal point of the towns fabric again. The overall
objective of the options appraisal was to identify with the St Austell CIC (SACIC) and stakeholders a preferred
option for the development of the market house which fulfilled SACIC’s objectives and that would be likely to
satisfy Historic England and the local authority.
The options appraisal was needed to allow SACIC to prepare for funding applications and to ensure that the
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applications being put forward were robust and well
considered with the best option going forward to
give SACIC compelling case for funding.
The Grade II* listed Market House offers
considerable potential for redevelopment to
contribute to the town and provide a sustainable
future for this significant building within St Austell.
Purcell was commissioned to carry out an options
appraisal and development plan that looked at the
potential for bringing the Market House back into
full productive use and how any new uses can help
support the future operation and maintenance
through generating income.
Purcell Architects undertook the options appraisal
in three stages with the opportunity for consultation
with SACIC and any other parties appropriate at the
end of each stage before progressing to the next.
The three stages were;
Stage 1 – Collecting & Analysing the Facts - The
initial stage of the study involved collecting and
analysing all the information available on the Market
House so that the physical, financial and other
further constraints which could impact the final
solution for the building were fully understood
Stage 2 – Exploring the Options - The second
stage of the appraisal involved identifying and
exploring the potential options for the future use
of the Market House. Each option was evaluated
and compared in terms of practicality, conservation
objectives, funding sources, revenue potential,
operational sustainability and its ability to be
achieved within the imposed constraints from Stage
1
Stage 3 – Defining & Developing the Preferred
Option - The final stage of the options appraisal
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developed and defined in more detail the clients
preferred option and set out a development plan
and preliminary business case for the scheme as a
basis to take the project forward to implementation.
With all this in mind, the options appraisal sought
to investigate and discover viable options to bring
life back into the market house and to ensure it had
a sustainable future and that it was maintained as a
heritage asset for future generations. Fundamental
to this, was finding a new use for the Market House
that would complement its character without
damaging its very special qualities.
To arrive at the final strategic option to be submitted
for HLF round 1 funding, Purcell worked closely with
SACIC and a local market appraisal company, Perfect
Moment to devise several options for this important
community asset. These were there considered with
real rigour and along with a successful business plan
in mind for each unique space within the market.
The final preferred option looked at proposed
uses for the market to include creative workspace,
pannier market, food court/microbrewery and
community/private hire use.
The final output of the options appraisal has
enabled SACIC to submit a financially robust
application to the HLF for which they have had a
successful round one application.
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Summary
Rehabilitating an historic building can often be a complex
and sensitive task. To ensure that a project has the best
possible chance of success, and the building a secure and
sustainable future, it is crucial to have established a solid
vision from the start, and taking into account all available
options for reuse.
Such work needs to be undertaken carefully and with due regard for the
site’s heritage and significance, as well as the needs and potential of the
local area and community. In doing so, a heritage regeneration project has
the potential to be a catalyst for change, not only in the immediate area but
even more widely.
We hope that this guide has helped to explain the processes involved in this
key early stage. Every historic building regeneration project is different, and
while lessons can be learnt from similar projects elsewhere, the solution
for any individual building and community will always be bespoke. There is
no shortcut to developing an appropriate vision and use, but the time and
effort given to this important stage will help your project in the long term.
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