Luxulyan Valley: Activity Development Plan

Introduction

The Luxulyan Valley project will create more opportunities for people to engage with the Valley’s historic and natural heritage.  Audience development and targeted learning and participation activities are central to achieving this.  This plan sets out the work that will be undertaken by all the project partners during the development phase of the project to understand better the needs and interests of different audiences and plan how to engage with them in the delivery phase.  
We will appoint a consultant to lead on the development of the Activity Plan, to be supported by a Learning Consultant to develop the learning proposals, an Interpretation Consultant for the interpretation proposals, and Design Consultants for the exhibition at Wheal Martyn. Alan Jeffrey, CC Senior Environment Officer, will provide overall co-ordination where necessary; and the Activity Plan Group (Development) will decide on the overall strategy and guide the development of the Activity Plan. 
This project development phase will include: 
· Procuring the consultants to deliver the Activity Development Plan

· Audience development and consultation
· Accessibility Review, with recommendations
· Development of proposals to promote sustainable access
· Development of learning/interpretation proposals
· Exhibition Plan development for interpretive exhibition at Wheal Martyn
· Development of community engagement proposals
· Proposals for growing volunteer participation

· Activity Plan completion
· Project Business Plan development
The delivery of the Activity Plan within the valley will occur mainly after completion of the capital works to the Treffry Viaduct and the leats. This is because access will have to be restricted to the Viaduct and parts of the leats during the capital works. During the capital works the focus will be on offsite outreach and education activities at venues in surrounding communities.    
Initial consultation with key stakeholders was undertaken for the Stage 1 HLF application.  This included a consultation workshop including the Friends of Luxulyan Valley, Parish Councils, Local Cornwall Council Members, Ponts Mill Community Group, Cormac Solutions and Cornish Mining World Heritage Team.  A range of ideas has been formulated into 5 main activity programmes that aim to engage communities with the valley, improve learning outcomes and accessibility.  These have been incorporated into the Activity Plan but also summarised as the product of the community workshop event. The Activity Plan Consultant will be required to investigate each activity and assess the suitability within the final Activity Plan.  Further details on the proposed activity programmes are found in the last section of the development plan. 
The final page has a list of local organisations consulted during the planning phase.
1. Appointments
	Action
	Existing information
	Development work identified
	Responsibility

	Appoint Activity Plan consultant (‘AP Consultant’); 29-38 days estimated, £9500 consultancy fee
	Brief included with HLF Round 1 bid; recruitment to begin after HLF Round 1 decision; to be advertised on Tenders in Cornwall and through sector networks 
	Finalise brief with HLF and procure an AP Consultant to: 

~ coordinate the delivery of the Activity Development Plan (excluding section 9)
~ gain thorough understanding of current position in terms of engaging people with the Valley’s heritage
~ report to the Activity Plan Group (Development) to enable them to decide on the overall strategy for the Activity Plan proposals and to guide the delivery of the Activity Development Plan 
~  coordinate all consultation and ensure that results are coordinated and analysed in order to inform the Activity Plan
~  lead on the creation and drafting of the Activity Plan, ensuring that it is within the capacity of the delivery phase staffing model and project business plan and demonstrates sustainability

~ bench mark the developing Activity Plan against other successful HLF funded heritage projects and to ensure that the resulting Activity Plan is informed by current research and guidelines for audience development, interpretation, access and public engagement

~ provide input to job description for Ranger and brief for Learning Co-ordinator to be included in HLF Round 2 bid

	CC Senior Environment Officer

	Appoint Activity Plan learning consultant (‘Learning Consultant’); 13-16 days estimated, £4100 consultancy fee
	Brief included with HLF Round 1 bid; recruitment to begin after HLF Round 1 decision; to be advertised on Tenders in Cornwall and through sector networks
	Finalise brief with HLF and procure a Learning Consultant to do all the tasks identified as being the Learning Consultant’s responsibility in the Activity Development Plan. Also:
~ ensure that the proposed learning programme is within the anticipated resources and project business plan, and that it demonstrates sustainability and sets a framework for evaluation and review

~ provide input to job description/role profile for Ranger

	CC Senior Environment Officer

	Appoint interpretation and exhibition design consultants: 30 - 40 days estimated, £10,000 consultancy fee
	Brief included with HLF Round 1 bid; recruitment to begin after HLF Round 1 decision through Tenders in Cornwall and through sector networks, such as SW Federation, Creative Skills network, etc.

	Finalise brief with HLF and procure interpretation & exhibition design consultants to do all the tasks identified as being the Interpretation Consultant’s and Exhibition Design Consultant’s responsibilities in the Activity Development Plan 
	CC Senior Environment Officer

	Appoint Business Plan Consultant: 35 - 45 days estimated, £12,000 consultancy fee
	Recruitment to begin after HLF Round 1 decision through Tenders in Cornwall and through sector networks.


	Finalise brief with HLF and procure consultant to undertake all tasks identified as being the Business Plan Consultant responsibilities within the Activity Development Plan (Section 11)
	CC Senior Environment Officer

	Proposals for Part-Time Ranger to help coordinate and implement the access and habitat/species management, and in particular the community and volunteer engagement
Proposals for two Heritage Countryside Apprentices to be appointed within the mid-Cornwall area, partly based at Luxulyan Valley 
	Existing job descriptions/role profiles for Rangers employed by Cormac Solutions; and others for similar posts
Existing job descriptions/role profiles for apprentices employed by Cormac Solutions

(Cormac Solutions Ltd is a 100% CC owned delivery company)
	~ Prepare and agree the job description/role profile with HLF and Cormac Solutions Ltd prior to HLF Round 2 bid submission, and if necessary complete job evaluation by HR and obtain internal approval
~ Ensure that the job description/role profile builds the capacity of Cormac Solutions Ltd and FoLV to help deliver the Activity Plan and Business Plan

~ Agree with Cormac Solutions Ltd which HLF acceptable option to be proposed eg. new externally advertised post; secondment and backfilling original post
~ Partnership Agreement between CC  and Cormac Solutions for this post to be drafted and agreed
~ Job description/role profile to be an appendix in the Activity Plan

	CC Senior Environment Officer, with input from relevant staff from Cormac Solutions and AP Consultant 


2. Audience development and consultation
	Action
	Existing information
	Development work identified
	Responsibility

	Desktop research and mapping exercise on existing audiences
	We have current information from visitor questionnaires and knowledge within the project team on user groups
	~ Collate and analyse existing information

~ Map out existing relationships with community groups, stakeholders and organisations

~ Undertake gap analysis of existing audiences

	AP Consultant with input from CC Senior Environment Officer and Learning Consultant 

	Map existing relationships with other organisations and identify any new partnerships / joint working opportunities, enhancing existing relationships and/or building new relationships
	We know who CC, Cormac Solutions, Wheal Martyn and CHT currently work with 
	~ Map out current relationships with other organisations and level of engagement

~ Scope potential for increasing joint working and identify possible partners

~ Identify barriers to greater joint working and possible mitigation strategies 

	AP Consultant with input from CC Senior Environment Officer , Learning Consultant and CHT Education Trustees

	Define audiences to be targeted
	Information on existing audiences

Focus group and visitor research by Arkenford for Cornish Mining WHS Office.  Also examine audiences at similar attractions such as Wheal Martyn, Lost Gardens of Heligan and the Eden Project.
Information from other similar HLF funded projects such as the SW Lakes Trust and Cornwall Wildlife Trust. 


	~ Map and define all audiences in more detail

~ Evaluate findings and define target audiences and activities with supportive evidence

~ Lead the process of the Activity Plan Group (Development) making the required decisions about the target audiences

~ Embed audience development targets and actions in the Activity Plan


	AP Consultant and Learning Consultant 

	Identify (potential) activities for target audiences
	HLF Round 1 bid application including financial spreadsheets
	~ Identify (potential) activities for target audiences


	AP Consultant and Learning Consultant 



	Develop and deliver a programme of consultation activity
	
	~ Consultation activity will include questionnaires, surveys, focus groups and workshops and will include existing users, stakeholders, FoLV members, CHT Education Trustees, Wheal Martyn Education Officer, CC relevant staff, site Ranger, local community and potential new audiences

~ Make all consultation enjoyable and engaging

~ Review the current offer in line with what is being said during consultation and feedback

~ Gain a more thorough understanding of current users’ wish to be involved with the project

~ Consultation will result in determining the main activities of the delivery phase of the project (What are people interested in seeing, doing and learning?)

~ Lead the process of the Activity Plan Group (Development) making the required decisions about what activities will be included, and the relevant budgets, based on the results of the consultation 
	AP Consultant with input from Learning Consultant and CC Senior Environment Officer  


3. Accessibility audit

	Action
	Existing information
	Development work identified
	Responsibility

	Carry out an Accessibility Review (ie. audit) of the Luxulyan Valley and existing information, interpretation, and signage; including detailed recommendations re. the relevant project proposals 
Liaise with Disability Cornwall to establish whether they could undertake such a review.  Their expertise will help inform the scope of the project.  

(this will be a separate document to the Activity Plan)


	Brief included with HLF Round 1 bid

Published guidance on the web, and guidance provided for other Cornwall Council sites, but no accessibility audits have ever been carried out specifically for the Luxulyan Valley
Existing visitor information and interpretation about the Valley


	~ Commission consultants to carry out the Accessibility Review, in liaison with the main project partners
~ This should cover more than just the most accessible paths on the Valley floor, as gradients and steps may not be a barrier for visitors with sensory impairments

~ Recommendations should include opportunities for sensory rich experiences and exploration, and connecting people with nature through the senses
	Accessibility Review consultants (commissioned by CC Senior Environment Officer)

	Develop and deliver sustainable access improvements
	community preferences highlighted during formative consultation


	Map and define existing and potential non car based access opportunities. 

Consult potential partner agencies and stakeholders and confirm priority projects

Secure permissions and implement works 

Proposed community preferences are for:

· Tramway Path from Luxulyan Village- create permissive path utilising route of  a redundant tramway from Luxulyan Village to the Treffry Viaduct, facilitating more walkers and train passengers to access the site.

· Multiuse trail from Par Docks- The Environment Agency are investigating a scheme to create a multiuse trail from Par Docks to the Luxulyan Valley as result of a wetland habitat creation.  This scheme will create a circular cycle route connecting to National Cycle Network Route 3.

· Train journey leaflet to attract rail visitors- A ‘Rail Hike’ leaflet will be produced and distributed to regional rail stations to attract rail passengers to Luxulyan by rail and foot


	


4. Sustainable Access
	Action
	Existing information
	Development work identified
	Responsibility

	Carry out a Sustainable Access Assessment (ie. Non-Motorised User Assessment) of access to the Valley 
(this may be a separate document to the Activity Plan, but is likely to be sufficiently short to be appended to the Activity Plan)
	Existing Non-Motorised User Assessments for other similar sites
	~ Prepare the Assessment for access by rail (Luxulyan and Par are the nearest stations), bus (Luxulyan and St Blazey are the nearest bus stops), cycle (including National Cycle Network Route 3 which passes through the Valley), and on foot from local communities (PROW including the Saints’ Way long distance footpath, and footpath between St Blazey and Ponts Mill)
~ Include proposals for promotion of access to the Valley by rail, bus, cycle and on foot as part of the project’s HLF eligible initiatives or by encouraging others to implement proposals

~ Liaise with/consult relevant organisations such as the Devon & Cornwall Rail Partnership, the Atlantic Line Partnership, First, Sustrans and the Luxulyan Valley Partnership

	CC Senior Environment Officer


5. Learning proposals
	Action
	Existing information
	Development work identified
	Responsibility

	Identify and test subjects and topics that interest audiences, including families and schoolchildren 
	Experience of delivery and feedback from recent learning programmes with Luxulyan School, and other heritage sites’ experience including Wheal Martyn’s

	~ Test interest and engagement through audience development and consultation work

	Learning Consultant

	Develop formal and informal learning objectives
	Existing Learning Plans for similar heritage sites
Cornish Mining WHS Learning Strategy and Learning Strategy Review

Cornish Mining WHS “Rags to Riches” learning programme evaluation 
	~ Develop formal and informal learning objectives to be included in Activity Plan

~ Undertake further consultation with educators, including CHT Education Trustees, and other heritage learning teams (for example Wheal Martyn Education Officer, Cornwall Wildlife Trust, and National Trust learning teams etc)

~ Bench mark against existing best practice and other successful HLF funded learning projects

	Learning Consultant

	Define Learning Outcomes 
	ILFA Framework
Cornish Mining WHS Learning Strategy and Learning Strategy Review

Cornish Mining WHS “Rags to Riches” learning programme evaluation
	~ Use ILFA Framework as basis, pulling together consultation results and learning objectives to establish Learning Outcomes in line with the Framework
	Learning Consultant

	Develop ideas for new learning resources for children, such as Activity Sheets and a Children’s Guide to the Luxulyan Valley
	Existing teaching and learning resources about the Treffry Viaduct on CHT’s website

Relevant Sense of Place units; Cornish Memory (oral history) website

Children’s (activity) guidebooks and storybooks about heritage sites; activity sheets and other resources at other heritage sites in Cornwall
	~ Review children’s learning resources at other heritage sites and consider what works well and less well

~ Develop ideas for children’s learning resources about the Luxulyan Valley; consider most sustainable solutions to creating, refreshing, publicising and making available the resources 

~ Cost ideas and options, and involve Activity Plan Group (Development) in deciding on the final costed proposals 

~ Identify opportunities for volunteers to be involved in implementing the learning resources
	Learning Consultant

	Develop proposals for the project to assist schools use the Valley as an educational resource and to visit the Valley
	CHT, FoLV, WHS have identified barriers and opportunities to address these to  encourage and facilitate increased use by local schools and colleges:

I. Develop educational resources, and provide Inset training on their use.  This includes the World Heritage Learning Plan which will be linked to the natural curriculum.

II. enable schools to find creative professional educators to lead learning activities about the Valley

III. Subsidise transport to the Valley for schools. CHT has already developed and commissioned education initiatives. The learning programme will build on this, and be further supported financially by CHT.
	~ Consult local schools about how the project could assist them make more use of the Valley as an educational resource 
~ Develop the project proposals in consultation with local schools, CHT Education Trustees, and Wheal Martyn Education Officer

~ The proposals should include enabling schools to select creative professional educators from a shortlist to lead leaning activities about the Valley, and subsidising transport to the Valley for school visits
~ Identify how the project can particularly target schools in the China Clay Country towns and villages (ie. area with higher deprivation indices)

~ Identify opportunities for volunteers to be involved subject to implementation of safeguarding policies
	Learning Consultant

	Identify lifelong learning opportunities 
	Community workshop identified Further Education and special interest groups as priority targets, including;

~ Student Outreach- forming close links with Camborne School of Mines, Duchy College and other academic establishments to develop research projects for students (pre & post graduate level) to interpret the valley’s natural and built heritage.  Enable 3 students to undertake research projects per year.
~ Educational Workshops- Wheal Martyn Trust will offer education workshops about the Valley to interested groups such as the woman’s institute, heritage and rotary clubs. 
	~ Consult local colleges about how the project could assist them make more use of the Valley as a learning resource and to support work experience

~ Develop the adult education project proposals in consultation with CHT Education Trustees, and Wheal Martyn Education Officer


	Learning Consultant

	Create first year programme of learning activities (ie. for 2017), and outline programme for the subsequent years, for inclusion in the Activity Plan
	
	~ Consider capacity of the proposed new Learning Coordinator, CHT Education Trustees and Wheal Martyn Education Officer

~ Create a sustainable first year programme that embeds the learning outcomes and sets a framework for evaluation and review
	Learning Consultant

	Prepare brief for Learning Coordinator in the delivery phase

(this will be an appendix in the Activity Plan)
	Briefs for similar roles eg. Participation Officer at King Edward Mine 
	~ Prepare brief for inclusion in HLF Round 2 bid

~ Incorporate deliverables of learning programme in the brief, and advise on the essential and desirable skills and experience required to deliver this programme
	Learning Consultant with CC Senior Environment Officer


6. Interpretation proposals
	Action
	Existing information
	Development work identified
	Responsibility

	Develop interpretation objectives; interpretation themes; and a hierarchy of interpretation provision

	Cornish Mining WHS Interpretation Strategy
Wheal Martyn Interpretation Strategy


	~ Develop interpretation objectives; interpretation themes; and a hierarchy of interpretation (this should include the interpretive exhibition at Wheal Martyn providing the WHS Area Centre interpretation/orientation for the Luxulyan Valley area of the WHS)
~ The interpretation objectives should be informed by the informal learning objectives

~ Test the proposed key interpretive themes on relevant target audiences


	Interpretation Consultant with input from Learning Consultant

	Develop a succinct Interpretation Strategy for interpretation about the Valley for adults and young people 
	Cornish Mining WHS Interpretation Strategy

	~ Include the project’s target audiences; and the interpretation objectives; interpretation themes; and hierarchy of interpretation provision
~ Develop outline costed proposals for interpretation including eg. web based interpretation; downloadable trails; new walking guide to the Valley; railway walks leaflet with route from Luxulyan Station to the Valley, and route between Par and Luxulyan Stations via the Valley and Par Canal; new interpretation panels in the Valley, including at the old HEP turbine house; introductory interpretation/orientation panels about the Valley in Luxulyan Church, St Blazey Community Centre, and the car park at Wheal Martyn; interpretive events in the events programme; and the permanent interpretive exhibition at Wheal Martyn
~ Consult and involve relevant organisations such as FoLV and Devon & Cornwall Rail Partnership, and identify opportunities for volunteer involvement in delivering the proposals
~ The Interpretation Strategy should include some colour illustrations


	Interpretation Consultant with input from CC Senior Environment Officer and Learning Consultant 

	Create first year programme of interpretation activities (ie. for 2017), and outline programme for the subsequent years, for inclusion in the Activity Plan
	Web based interpretation on FoLV and Cornish Mining WHS websites

Existing walking guide

Existing 2 interpretation panels

FoLV events programme
	~ Create a sustainable programme that will help deliver the relevant interpretation objectives and relevant learning outcomes
Priorities identified by community consultation include:
· New Walks and Trails Publication- booklets and downloadable audio trails expanded to include the links on private property to nearby settlements, including along the Carmears Tramway and the Par Canal, both of which are part of Joseph Treffry’s transport network linking with the Valley. These are part of the Valley’s story, and we want to encourage use of links on foot with local communities. The walks leaflet from Luxulyan Station to the Valley will be updated and republished with the new walk between Par and Luxulyan Stations via the Valley. 
· New interpretation panels in the Valley; and introductory interpretation/orientation about the Valley in Luxulyan Church, St Blazey Community Centre, and Wheal Martyn.

· Wheal Martyn Trust Exhibition- Wheal Martyn Trust will commission a permanent exhibition at Wheal Martyn museum about the Luxulyan Valley, including interpretation panels, artefacts and a model of Fowey Consols Mine. 
· The old HEP turbine house will be refurbished and interpretation provided, with the old HEP turbine in situ. Messages will include importance of renewable energy 

· Web based and audio trails- will include FoLV web based interpretation and downloadable audio trails; a new edition of the FoLV walking guide; a children’s guide with character guide and activities published by FoLV; and an extensive programme of events.


	Interpretation Consultant

	Prepare the necessary briefs for the interpretation panels, interpretation publications and downloadable trails to be implemented in 2017/18
(these will be separate documents to the Activity Plan)


	
	~ Prepare briefs for inclusion in HLF Round 2 bid
	Interpretation Consultant


7. Interpretive exhibition at Wheal Martyn
	Action
	Existing information
	Development work identified
	Responsibility

	Develop the themes and proposals for the interpretive exhibition at Wheal Martyn about the Luxulyan Valley’s WHS heritage
	Cornish Mining WHS Interpretation Strategy, and Cornish Mining WHS Interpretation Strategy Review 2014
Wheal Martyn Interpretation Strategy

	~ Carry out consultation with Wheal Martyn volunteers, and existing and potential users, and evidence how this consultation has been used in the development of the exhibition themes and proposals
~ Develop the interpretive themes, researching the ‘stories’ and how to illustrate these 

~ Test themes with different audiences

	Interpretation Consultant & Exhibition Design Consultant with assistance from Wheal Martyn Education Officer and rest of Wheal Martyn mini steering group

	Develop Exhibition Plan and the briefs for delivery 
(this will be a separate document to the Activity Plan, but it will be summarised in the Activity Plan)
	Brief for Exhibition Plan included with HLF Round 1 bid
	~ Develop design approach for the interpretation of the chosen themes, with layers and levels of interpretation, that responds to the consultation
~ Ensure consistent approach to the interpretation and design and the development of the Luxulyan Valley project’s wider interpretation and learning proposals, including use of commissioned reconstruction illustrations
~ Prepare an Exhibition Plan that is within budget and achieves the desired outcomes around audience development, learning and sustainability

~ Produce all necessary briefs to deliver the scheme, including budgets

	Interpretation Consultant & Exhibition Design Consultant with input from Wheal Martyn Education Officer

	Ensure exhibition is fully accessible
	
	~ Design space and interpretation to achieve high level of accessibility
 
	Interpretation Consultant & Exhibition Design Consultant and Wheal Martyn Education Officer

	Partnership Agreement between CC  and Wheal Martyn Trust for all project expenditure at Wheal Martyn in the delivery phase
	Similar Partnership Agreements
	Partnership Agreement between CC  and Wheal Martyn Trust to be drafted and agreed
	Senior Environment Officer, CC with CC Legal Services


8. Local community engagement
	Action
	Existing information
	Development work identified
	Responsibility

	Identify the components of setting up a Community Grant Fund.

£5000 per year income generated from the HEP turbine will support community based projects: heritage conservation, oral history, skills/training, community events.  A scheme has been successfully piloted and managed by a local committee ‘Ponts Mill Community Turbine’.  The new scheme will support a minimum of 5 projects per year which meet specific criteria relating to heritage improvements.
(Who would be the most suitable group to facilitate the fund and what would be the criteria) 
	Existing Information on the Ponts Mill Community Turbine Group

Cornwall’s Parish Council Solar Park Community Fund 


	~ Consult with the HLF over the criteria of the fund and examine the best way how this can be administered.

~ Assess the different options for administering the funds outside Cornwall Council (Parish Council, Friends of Luxulyan Valley or Ponts Mill Community Group

~ Prepare an application process consisting of an expression of interest and main application.
~ Prepare Terms of Reference for the group to administer the funds

~ Work with Cornwall Councils legal services to prepare a partnership agreement between CC and the group administering the funds.

Without repairing the leats this scheme will not be possible as there will be no water to generate the turbine.


	Senior Environment Officer, CC with CC Legal Services


	Develop the programme of local community engagement
	Existing information on local community users, networks, etc 

HLF Thinking about… Community participation guidance
	~ Map existing community links and groups, stakeholders and organisations where there are opportunities to develop relationships

~ Establish a baseline of current community engagement 

~ Consult on proposals for activities for different audiences within the local community

~ Consult key local community organisations on proposals for activities involving their members, and develop the relevant proposals with those organisations
~ Embed local community engagement activities in the Activity Plan, including the proposals for publicity about the project, and the opportunities to be involved and to provide feedback

~ Include events particularly targeted for the local community
~ Use the initial ideas formed during the community partnership workshop held in May 2015 which identified a range of community engagement proposals. These include:
· Valley Heritage Day- an annual event run and organised by FoLV. Events considered are oak coppicing, traditional charcoal burning, willow making, tin streaming, smelting, bodging, working horses and guided walks from the FOLV.  It will be supported by local wildlife and heritage organisations. 

· Back to Work Scheme- Cormac Solutions will work with the Employment Service to provide training opportunities for the long term unemployed.  6 participants per year will undertake tasks such as path maintenance, woodland management and conservation with the aim of empowering individuals and developing skills to gain employment.

· Community Payback Scheme- persons undertaking Community Service will carry out tasks such as scrub clearance, litter picking and cleaning of the leat system.  This would be a joint project between Cormac Solutions and the Cornwall Probation Service to minimise reoffending through nature conservation. 

· Apprentice Scheme- Cormac Solutions will employ two countryside apprentices, initially based at Luxulyan Valley, with the opportunity for redeployment to other countryside sites to broaden the skill sets.  Cormac Solutions would make a 50% contribution towards the apprentices. 
· Community Bus- a key aim of the St Blazey Neighbourhood Plan is to establish a community bus for the local area.  The Luxulyan Valley Project will strengthen the business case as a chartered service can be run to and from the valley, in addition to linking in with the proposed volunteer programme. 
	AP Consultant with input from Learning Consultant 

	Development of costed proposals for community play 
	Preliminary budget breakdown and quantification of volunteer involvement
Information from previous successful community plays, including plays about local heritage themes

	~ Preparation of costed proposals; including details of volunteer involvement
~ Initial script research 
~ Initial testing of ideas with a small number of volunteers
	Restormel Arts Project Manager with input from AP Consultant 

	Partnership Agreement between CC  and Restormel Arts for community play in delivery phase
	Similar Partnership Agreements
	Partnership Agreement between CC  and Restormel Arts to be drafted and agreed
	Senior Environment Officer, CC with CC Legal Services


9. Volunteer engagement
	Action
	Existing information
	Development work identified
	Responsibility

	Map current volunteering, and identify the opportunities for volunteers to be involved in the Valley’s heritage and related activities 
	Notes from relevant meetings with key volunteer groups

HLF Round 1 application

HLF Thinking about… Volunteering guidance

Tamar Valley AONB “Helping Hands for Heritage” first year project evaluation findings
	~ Briefly map current volunteering
~ Working closely with FoLV, CHT and other relevant volunteer groups  and the Cormac Solutions part-time Ranger, identify the opportunities for volunteers to be involved in the Valley’s heritage and related activities in the delivery phase of the project, and how and to what extent this will be achieved 

~ Such activities include conservation tasks, species surveys such as the greater horseshoe bat surveys and otter surveys, assisting with education group visits and activities, guided walks and talks, events, visitor surveys, historical research, oral history recording, researching or writing interpretive publications and webpage information, possibly volunteer wardens etc.
~ Identify the key barriers to volunteering, and how the project will help overcome these

~ Wherever possible consider ways of enabling volunteer run project activities to continue after the end of the project

~ The best way to achieve the above may be to set up a volunteer focus group rather than just hold separate meetings with individual volunteer groups 


	AP Consultant ( with Learning Consultant for education volunteers)

	Undertake volunteer skills analysis
	HLF Training Guidance
	~ Carry out skills analysis of existing volunteers and undertake a SWOT analysis of skills needed in the light of the proposed delivery phase of the project
~ Identify gaps in skills, and ways of filling these gaps through training, recruitment, etc.

	Learning Consultant with input from AP Consultant, and assistance from FoLV committee members, CHT Trustees

	Sector consultation
	Considerable experience within Cormac Solutions Countryside team on conservation volunteering 
Tamar Valley AONB “Helping Hands for Heritage” first year project evaluation findings


	~ Consult with other organisations that have a good reputation for recruiting, training and retaining heritage and conservation volunteers

~ Consider how to encourage a more diverse range of volunteers

~ Consider succession planning, including governance

	Learning Consultant and AP Consultant 

	Develop volunteer training proposals  
	HLF Training Guidance
Volunteer Cornwall contacts and training schemes

The Friends of Luxulyan Valley
(FOLV) currently has 200 volunteers and experience managing these

Tamar Valley AONB “Helping Hands for Heritage” first year project evaluation findings
	~ Develop formal and informal learning objectives and volunteer training proposals to meet training needs, such as: guiding, ecological management, IT, fundraising, supporting learning, etc.
~ Develop proposals for recruiting and training additional volunteer work task leaders (this will also help achieve the project exit strategy for when Ranger staff time is reduced at the end of the project)
~ Funding from the training budget will not be required for most of the training and capacity building
Priorities identified by community consultation include: 

· Environmental Management Volunteering to undertake activities such as habitat/wildlife improvements, archaeology, event management etc.  The PT Ranger together with the countryside apprentices will take overall responsibility for recruitment, training and management with support from Cornwall Council and Volunteer Cornwall.  There is an opportunity to learn from one of the successful volunteering groups in Cornwall such as Ramblers Environmental Action Clearance Team.  We proposed 10 volunteers per year will be trained.

· The Friends of Luxulyan Valley- The project will enable a long term sustainable relationship between the FoLV and the Local Authority to deliver a range of activities from land management, publicity, guided walks, surveys etc.  FOVL is expected to grow in numbers as a result of a successful bid.


	Learning Consultant with input from AP Consultant and Senior Environment Officer and assistance from FoLV committee members and CHT Trustees

	Identify volunteer recruitment proposals 
	Tamar Valley AONB “Helping Hands for Heritage” first year project evaluation findings
	~ Having identified skills gaps and new volunteer opportunities, as well as analysed the feedback from consultation, identify volunteer recruitment proposals 


	AP Consultant and Learning Consultant, with input from FoLV committee members and CHT Trustees


10.
Activity Plan completion

	Action
	Existing information
	Development work identified
	Responsibility

	Develop Activity Plan in conjunction with relevant Trustees of Cornwall Heritage Trust, Committee members of the Friends of Luxulyan Valley, other volunteers, and target audiences 
	· Activity Development Plan (this document)

· Visitor surveys and counts

· Existing audience feedback via ongoing questionnaires and feedback forms

· Existing consultation feedback 

· Learning from other successful HLF projects

· HLF Activity Plan Guidance
	~ The Activity Plan should be based on the HLF Activity Plan Guidance, including the detailed structure identified in that guidance

~ The Action Plan section should use the Action Plan template in Appendix 1 of that guidance, but be landscape format in an accompanying Excel document

~ Collate the results of all consultations, audience development, people and community outcomes, learning, interpretation, community and volunteer engagement and other development phase work to prepare an Activity Plan for activities that engage audiences, focus on themes they are interested in and meet all identified needs

~ The development work in sections 2 to 9 of this document should at the very least be summarised in the main part of the Activity Plan, and more detailed information should be included in  Appendices which are well organised and not too long
~ The people and community outcomes content should be clearly structured in the main text according to the structure in HLF’s application form

~ Cost the project proposals and include these costs in the Action Plan, ensuring that costs are within relevant project budgets 

~ ~ The Activity Plan Group (Development) should be involved in guiding the main stages of the process of developing the Activity Plan
~ Consult the project partners and Luxulyan Valley Partnership on the draft Activity Plan


	AP consultant with input from Learning Consultant and Interpretation Consultant for their responsibilities


11.  
Project Business Plan
	Action
	Existing information
	Development work identified
	Responsibility

	Develop and complete the Project Business Plan 
	CC capital investment appraisal of the overall project including the proposed new HEP turbine
CC prudential capital borrowing model for the new HEP turbine, including estimated income and expenditure for the 20 year period following commissioning of the turbine 

Cornish Mining WHS Marketing Strategies 

Focus group and visitor research by Arkenford for Cornish Mining WHS Office (very useful)
Visitor surveys for the Luxulyan Valley, including visitor counts
CHT’s Articles of Association, Memorandum of Association, and Annual Reports
HLF Project Business Plan Guidance


	Almost all the information is already available, so the main task is to write a succinct and well-organised Project Business Plan based on HLF’s Project Business Plan Guidance document. It will provide the clear business case for the project. 
Section 2 about our organisation should focus both on Cornwall Council as lead applicant and also Cornwall Heritage Trust, as much of the project expenditure is on the Trust’s property. It should also very briefly mention the most relevant aspects of the other key project partners.

The financial appraisal should include the estimated annual revenue surplus from the proposed new HEP turbine, and the relevant assumptions for this, as this is fundamental to the business case for the HLF funded project.
The content of the 10 year Management & Maintenance Plans for CC’s property and CHT’s property being prepared by the construction design consultants should inform the Business Plan.
Other relevant development work is in the two rows below.

	Business Plan Consultant 

	Develop proposals for enhancing the sensitive promotion of the Luxulyan Valley, and publicising the project’s activity programme 
	Existing marketing & publicity 
Existing relevant websites


	~ Review existing marketing, promotion and publicity 

~ Review existing visitor analysis / research, including Arkenford research for Cornish Mining WHS Office
~ Develop targeted marketing proposals aligned closely with the proposals for audience development (many of these may be delivered by others eg. Cornish Mining WHS website, and be only initiated or encouraged as part of the project)
~ Where appropriate, proposals may include linked promotion of Wheal Martyn, local tourism businesses and sustainable access to the Valley

	Business Plan Consultant

	Develop the proposals for monitoring and evaluating the project
	HLF Round 1 application form
	~ As part of the Project Business Plan, an evaluation strategy will be included to capture qualitative and quantitative data to enable monitoring of the projected outcomes of the Project and in particular the Activity Plan

~ It will identify what success looks like to CC, our partners and our stakeholders 
~ It will inform what can realistically be measured, collected and disseminated and how best to do this, and it will establish protocols for using the evaluation to improve performance
~ Further baseline surveys of existing visitors to the Valley will be undertaken in the project development phase by FoLV volunteers where necessary to fill gaps in existing information


	Business Plan Consultant


Activity Programme ideas from the Community Engagement Workshop held 01/04/15 
Between January and April 2015 the key local partner organisations were consulted to identify desirable community outcomes. These were further discussed and priorities agreed at a workshop held on 1 April 2015. They have been incorporated into the Activity Plan work strands listed above, but are summarised here to highlight the conclusions from the consultation. The Activity Consultant will compile the final activity plan with the benefit of this formative consultation: 
1. Supporting and Developing Community Initiatives: 

Proposed activities supporting this programme include:
· Part-time Ranger- The present Ranger staff time allocated for the valley is insufficient so we propose a part-time Ranger for 3 years to manage and implement the smaller heritage conservation works, habitat and species management, access improvements, and events. This officer’s role will have a focus on community engagement especially supporting the work of the FoLV and the Luxulyan Valley Partnership.

· Valley Heritage Day- will be an annual event run and organised by FoLV with support from Cornwall Council.  The aim would be to engage the local community with the valley and raise the profile of the site.  A similar event has been piloted and very popular, however issues with accessibility and safety prevented this from becoming a regular event.  Events considered are oak coppicing, traditional charcoal burning, willow making, tin streaming, smelting, bodging, working horses and guided walks from the FOLV.  It will be supported by local wildlife and heritage organisations.  

· Community Grant Scheme- £5000 per year income generated from the HEP turbine will support community based projects: heritage conservation, oral history, skills/training, community events.  A scheme has been successfully piloted and managed by a local committee ‘Ponts Mill Community Turbine’.  The new scheme will support a minimum of 5 projects per year which meet specific criteria relating to heritage improvements. Without repairing the leats this scheme will not be possible as there will be no water to generate the turbine.

· Environmental Volunteering- A volunteer programme will be created to undertake activities such as habitat/wildlife improvements, bat/bird box making, archaeology, event management etc.  The PT Ranger together with the countryside apprentices will take overall responsibility of the volunteers and their training needs with support from Cornwall Council and Volunteer Cornwall.  There is an opportunity to learn from one of the successful volunteering groups in Cornwall such as Ramblers Environmental Action Clearance Team.  We proposed 10 volunteers per year will be trained.

· The Friends of Luxulyan Valley- The project will enable a long term sustainable relationship between the FoLV and the Local Authority to deliver a range of activities from land management, publicity, guided walks, surveys etc.  The FOVL currently has 200 volunteers and is expected to grow in numbers as a result of a successful bid.
2. Engaging with Nearby Deprived Communities: 
Proposed activities supporting this programme:

· Back to Work Scheme- Cormac Solutions with operational responsibility of the valley will work with the Employment Service to provide training opportunities for the long term unemployed.  6 participants per year will undertake tasks such as path maintenance, woodland management and conservation with the aim of empowering individuals and developing skills to gain employment.

· Community Payback Scheme- persons undertaking Community Service will carry out tasks such as scrub clearance, litter picking and cleaning of the leat system.  This would be a joint project between Cormac Solutions and the Cornwall Probation Service to minimise reoffending through nature conservation. 

· Apprentice Scheme- Cormac Solutions will employ two countryside apprentices, initially based at Luxulyan Valley, with the opportunity for redeployment to other countryside sites to broaden the skill sets.  Cormac Solutions would make a 50% contribution towards the apprentices. 
· Community Bus- a key aim of the St Blazey Neighbourhood Plan is to establish a community bus for the local area.  The Luxulyan Valley Project will strengthen the business case as a chartered service can be run to and from the valley, in addition to linking in with the proposed volunteer programme. 

3. Imaginative Heritage Interpretation Programme: 
Proposed activities supporting this programme:

· Walks and Trails Publication- booklets and downloadable audio trails will include the links on private property to nearby settlements, including along the Carmears Tramway and the Par Canal, both of which are part of Joseph Treffry’s transport network linking with the Valley. These are part of the Valley’s story, and we want to encourage use of links on foot with local communities. The walks leaflet from Luxulyan Station to the Valley will be republished, and a new walk between Par and Luxulyan Stations via the Valley will be added. All the interpretation will feature reconstruction illustrations showing the Valley’s heritage in its heyday, busy with activity. The project will implement new interpretation panels in the Valley; and provide introductory interpretation/orientation panels about the Valley in Luxulyan Church, St Blazey Community Centre, and the car park at Wheal Martyn.

· Wheal Martyn Trust Exhibition- Wheal Martyn Trust will commission a permanent exhibition at Wheal Martyn china clay museum about the Luxulyan Valley, including interpretation panels, artefacts and a model of Fowey Consols Mine. The old HEP turbine house will be refurbished and an interpretation panel provided, so that visitors can be see the old HEP turbine. 

· Web based and audio trails- will include FoLV web based interpretation and downloadable audio trails; a new edition of the FoLV walking guide; a children’s guide with character guide and activities published by FoLV; and an extensive programme of events.

4. Education and Outreach Programme: 
Proposed activities supporting this programme:

· Projects Learning Coordinator- will encourage and facilitate increased use by local schools and colleges, and co-ordinate a budget to:

1. Develop educational resources, and provide Inset training on their use.  This includes the World Heritage Learning Plan which will be linked to the natural curriculum.
2. enable schools to find creative professional educators to lead learning activities about the Valley

3. Subsidise transport to the Valley for schools. CHT has already developed and commissioned education initiatives. The learning programme will build on this, and be further supported financially by CHT.

· Student Outreach- forming close links with Camborne School of Mines, Duchy College and other academic establishments to develop research projects for students (pre & post graduate level) to interpret the valley’s natural and built heritage.  Enable 3 students to undertake research projects per year.
· Educational Workshops- Wheal Martyn Trust will offer education workshops about the Valley to interested groups such as the woman’s institute, heritage and rotary clubs. 

5. Attracting a Wider Audience to the Valley: 
Proposed activities supporting this programme:
· Tramway Path from Luxulyan Village- a redundant tramway from Luxulyan Village to the Treffry Viaduct will be converted into a permissive footpath.  This will create a direct and accessible path from the village, encouraging more walkers and train passengers to access the site.

· Multiuse trail from Par Docks- The Environment Agency are investigating a scheme to create a multiuse trail from Par Docks to the Luxulyan Valley as result of a wetland habitat creation.  The projects each strengthen the other’s the business case.  This scheme will create a circular cycle route connecting to National Cycle Network Route 3.

· Train journey leaflet to attract rail visitors- A ‘Rail Hike’ leaflet will be produced to attract rail passengers to Luxulyan, before walking to the valley along the proposed tramway link.
Local organisations consulted during the planning stage
Local groups and partners:
· Azook (re. Cornish Memory project)

· China Clay History Society

· Cormac Solutions

· Cornish Mining Attractions Marketing Association (re. WHS Area Centre interpretation at Wheal Martyn)

· Cornish Mining World Heritage Site Office
· Cornwall Bat Group
· Cornwall Council’s Natural Environment Service

· Cornwall Council’s Strategic Environment Service (includes Historic Environment officers)
· Cornwall & Devon Rail Partnership
· Cornwall Heritage Trust
· Cornwall Learning

· Cornwall Mammal Group
· Cornwall Wildlife Trust
· Eden Project

· ERCCIS
· Friends of Luxulyan Valley
· Golden Tree Productions

· Institute of Cornish Studies
· Luxulyan Primary School

· Luxulyan Valley Partnership (includes Parish Council representatives)
· MAGA Kernow (Cornish Language Programme)
· Restormel Arts (re. community play)
· Sensory Trust

· SSE
· Volunteer Cornwall

· Wheal Martyn China Clay Museum (ie. Wheal Martyn Trust and the South West Lakes Trust)
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