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SEA MORE: sharing the newest national collection
Brief: Digital Consultant
1. Introduction

In May 2016 the National Museum of the Royal Navy (NMRN) was awarded a Round 1 pass by the Heritage Lottery Fund for the £17.1m project, ‘Sea More: sharing the newest national collection’. 
(See attachment 1:’HLF Application’)
The NMRN now wishes to appoint a consultant(s) to work with the Museum team to create a ‘Digital Collections and Engagement Strategy’ for the project to achieve one of our key aims:
‘To transform access to our uniquely diverse and comprehensive heritage allowing people to enjoy the newest national collection’.

The Strategy must co-ordinate with project budgets and other plans; it will be an essential part of our Round 2 application. 
2. Sea More: Executive Summary
‘Sea More’ tells the epic story of the Royal Navy; a story of People, Purpose, Power and Progress; a story of muddle and failure, of triumph and achievement. The project unites the tangible heritage of the National Museum of the Royal Navy, which is dispersed and at risk, to create the newest national collection; it shares this heritage, joining it with an experience of the intangible heritage of the Royal Marines, allowing audiences to see more. A Centre for Discovery creates spaces for discovering, exploring, researching, working, preserving, creating and sharing collections. The new Royal Marines Museum creates dynamic galleries, full of physical activity and personal stories of heroism and loss, bringing visitors close to the unique ethos of the Royal Marines. A programme rich in activity removes barriers to engagement and participation. Sea More is a key stepping stone in Portsmouth Historic Dockyard’s strategic masterplan, leading it to financial sustainability.

3. Project Objectives
The overall project objectives are:

· To rescue our collections of international significance from risk, secure their future and create a resilient model for their future preservation and management.
· To transform access to our uniquely diverse and comprehensive heritage allowing people to enjoy the newest national collection.

· To create a New Royal Marines Museum that helps visitors understand the place of the Royal Marines in this heritage, and understand its significance for the first time, through high quality display and interpretation.

· To create an exceptional Centre for Discovery with opportunities for all audiences to deepen and enrich their understanding of this heritage. 

· To develop inspiring formal and informal learning programmes, based on our tangible and intangible heritage, which will engage and enthral new and existing audiences.

· To develop the financial resilience of the Museum, reducing fixed costs and improving value for money.

· To contribute to the sustainability of Portsmouth Historic Dockyard by providing a distinctive offer that enhances visitors’ experience and strengthens the All Attractions ticket.
· To be a catalyst for organisational level change in how we deploy our scarce collections resources to maximise participation, access, understanding and conservation.
4. Centre for Discovery

The new Centre for Discovery will provide access to more than 2,000,000 items from the museum collections. By uniting and securing the future of collections which are currently hidden or dispersed, our users will be able to see this history anew, and we will transform ways of engaging and connecting audiences with this heritage. (For the heritage which is at the heart of the project see attachment 2: ‘Collections and Stories’).
For visitors the Centre will provide unparalleled opportunities to get hands-on and to discover the Royal Navy’s tangible heritage. The Centre will create a series of zones which provided a linked visitor journey. Visitors will be able to choose their own depth of engagement and which parts of the journey they complete. Whatever choices they make – whether they are discovering, creating, sharing or researching – all will use this unique heritage to develop skills and understanding. The Centre will deliver a different, radical model of access to collections – and not only because of the degree or range it will provide. The Centre will be different because we will involve others in the planning, arrangement and interpretation of activities and collections. We will work with individuals and groups from outside the Museum who can bring a unique perspective, and reveal new meanings, to historic collections. We will use digital technology to capture and share the expertise of our visitors and remote users.

Virtual access to all of the collections to be included in the Centre for Discovery is very poor and in most cases non-existent. Therefore the project plans a significant investment in staff, resources and equipment to allow access for the first time. Sea More’ will create a robust digital infrastructure, and build levels of participation, which allow yet further progress. Key to increasing participation far beyond the physical museum will be the use of digital volunteers who act as virtual researchers and indexers in their own homes, who contribute their own time and expertise. On opening we aim to have 50,000 digital assets available. These assets will transform the level of virtual access for visitors within the Centre, for visitors as they are used in interpretation across the site and also for on-line users anywhere in the world. We plan digital engagement which allows users in the Centre and on-line to join a conversation about the collection items and contribute and share their knowledge. (See attachment 3: ‘Project Outline’)
5. New Royal Marines Museum

The New Royal Marines Museum in Boathouse 6, at the very heart of Portsmouth Historic Dockyard, will place the 350-year history of the Royal Marines firmly within the story of the Royal Navy. For the first time the story of the Royal Marines – a national story, but also a story with impact across the globe – will be told in a building appropriate to its scale. The outline plans, which we have developed following extensive audience research, will transform access to this story – developing exciting new programmes and activities, and increasing visitors four-fold.

For visitors the New Royal Marines Museum will share the intangible heritage – the spirit, values, history and traditions – which make up the distinctive identity of Royal Marines. It will examine how the Corps’ reputation for daring, courage and heroism has developed; it will examine the unique environments in which the Marines have trained and fought; it will look at the impact of casualties on individuals and families, and at the Corps Family’s response. To communicate this unique heritage we have drawn on visitor research to plan a different museum approach. We plan for a Museum which allows for many physical and cognitive activities – activities that are linked to the Marines’ work at sea and on land. We plan for a presentation that starts with the recent, familiar image of the Royal Marine Commando - as seen in Iraq and in Afghanistan – and then works backward. A thematic presentation will use the richness of our collection to make links between present and past, showing where the Marines’ history offers parallels and where it demonstrates change and development. (See attachment 3: ‘Project Outline’)
6. Activity Programme

Sea More will deliver an exciting programme of activity based on access to both tangible and intangible heritage and it is expected that some of these activities will have a digital element on-site and on-line. The target audiences for activities are currently:

· Early Years

· Families including local community and low income

· Formal learners – including Primary and Secondary schools

· Young adults aged 16-24

· Adults over 55 including local community and low income

· Royal Marines and Royal Navy including their families and veterans

· People with disabilities

· Uniformed groups (Scouting, Guiding and Cadet groups)

The programme will include increased opportunities for volunteering and this includes a role for digital volunteers who work remotely.

7. Purpose and scope of the work
The consultant will write a Digital Strategy which will: 

· Review the Museum’s existing digital collection assets, existing workflows and equipment for their creation.

· Propose an infrastructure for the project to support digital asset creation, description, preservation and storage. (Including proposal for file formats and size)
· Propose a new model for digital collections access for the project which:

Identifies audiences

Suggest clear outputs

Proposes the platform(s) to be developed for access

Proposes measures of success.

Evolves in the future with outputs after the project is complete.

· Identify how the Strategy can support engagement and learning during the delivery phase of the project and post-completion. This is to be built into the wider project ‘Activity Plan’ including development of a role profile for ‘Digital Learning Officer’
· Propose a model for engaging digital volunteers who work remotely.

· Identify the infrastructure required to support the above, and create role profile for Digital Volunteers which will become part of the wider project ‘Volunteer Plan’.

· Identify key digital skills which need to be gained by the organisation / project staff / volunteers which will form part of the wider project ‘Training Plan’.
· Develop the detail of the project budget relating to digital – proposing re-structuring if necessary
The consultant(s) can propose their methodology but we expect it to include undertaking the following tasks:

· Background research into the project and the NMRN – including review of NMRN Digital Media Report.

· Background research into existing IT infrastructure, CMS, digital assets

· Consult with the Collections Management teams, Learning and Engagement teams, and IT Manager to understand operational issues and constraints
· Review the project budget as it relates to digital.
· Hold workshops with the Collection Management teams to understand existing visions and aspirations 

· Review existing audience research. 

· Meet the Activity Planner who will plan and undertake consultation of potential digital audiences that should be targeted by the Strategy and of proposals
· Comparator analysis for similar projects in the Museum sector
· Meet the Exhibition Designers as necessary to ensure proposed digital outputs fit with rest of project outputs

· Research into potential partners and suppliers
The consultant should produce two bound copies of the Digital Collections and Engagement Strategy and one unbound copy; it should be supplied in electronic form. The Plan will be the copyright of the client.  Strict confidentiality should be maintained with regard to legal and financial information provided by or obtained for the project but the rest of the Plan will be made publicly available. The consultant will clear the copyright for any illustrations or other material used.

8. Management of the commission

The commission will be managed by Matthew Sheldon, Executive Director of Heritage, but on a day-to-day basis the work will be co-ordinated by Amy Adams, Archives Team Manager. 

Procurement of the projects professional team and consultants is nearly complete. The consultant will need to liaise with members of this team, with Museum staff and with others from outside the Museum, including:
· Phil George, IT Manager

· Matthew Stafford, Project Manager
· Julia Holberry (and Associates), Activity Plan Consultant 

· Exhibition Designers (appointment pending)

· Fiona Marshall, HLF Mentor
The consultant will be expected to attend a commissioning meeting and then maintain regular communication throughout the project.  This may include attending monitoring meetings with the HLF Project Monitor and/or the HLF Mentor, and will include regular written progress reports, at stages to be agreed at the outset.
The digital collections and engagement strategy needs to be completed by the end of November 2017, in time for Round 2 application in March 2018 (see attachment 4, ‘Project Programme: Development Phase’), with emerging plans developed for inclusion in HLF’s mid-point review – to be confirmed from early September.
9. Skills required

The consultant must demonstrate high degree of awareness of best practise in the digital environment and of future trends. They need to be able to inspire people with the possibility of what can be created and convince them it is achievable. 
They must have experience and expertise in:

· working with museums or archives
· researching and analysing data

· identifying and assessing emerging technologies

· consultation with stakeholders

· developing partnerships

· working in a multi-disciplinary team

· developing robust and sustainable digital infrastructures

· creating and implementing digital collections access
· creating digital engagement resources

· writing Digital Strategies or similar plans
· HLF Development Phase processes and demands including understanding of clause 24 of HLF’s standard grant scheme.

We are looking for a consultant with excellent communication skills, able to work creatively with our own team.
10. Requirements of the submission

Your submission should include details of:

· approach to the project
· methodology and projected timescale

· past examples of digital strategies or similar
· CV and experience
· two client references

· a fixed fee showing your daily rate, including all fees and expenses
11.   Date of submission and timescale

The closing date for submissions is 12.00 Monday 24th April 2017
Any enquiries and final submissions should be emailed to Matthew Sheldon, Executive Director of Heritage, matthew.sheldon@nmrn.org.uk
National Museum of the Royal Navy
HM Naval Base (PP66)

Portsmouth

Hampshire

PO1 3NH

The interview date – which may take place via Skype - is planned for, Thursday 27th April 2017
The start date for the project is estimated to be 1st May 2017
An advanced draft of the Digital Strategy must be provided for the HLF Mid-Point Review, t.b.c. from early September
The completion date for the Digital Collections and Engagement Strategy is the 30th November 2017
12. Fee

The fixed fee for the Digital Consultant should include all expenses. We expect to appoint for a fee in the range £15,000 - £20,000 excluding VAT.
13. Attachments
1. HLF Application

2. Collections and Stories 

3. Project Outline
4. Project Programme: Development Phase
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