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1.
Introduction
1.1
What is the purpose of this guidance?
The guidance is a practical resource to help archive services identify if a development trust is an appropriate option for them, and – if so – what steps they can take to establish a successful one. Section 6 provides a checklist of actions to help the decision making and set-up process. 

The main body of the guidance provides: 
· An overview of how development trusts commonly operate

· An outline of issues affecting how development trusts can fundraise effectively for archives.

The guidance has been developed based on a review of literature, web-based research and evidence from an action learning set convened to address this topic in 2013. 

1.2
Context and Background

Supporting the archives sector to access more funding is a vital part of The National Archives’ leadership role. Budgets for all types of services are under pressure, and archive services need to develop new funding sources and techniques to ensure sustainable funding levels. Our approach to this topic has been based on the findings of a major report The National Archives produced in partnership with the International Centre for Archives and Records Management Research and User Studies (ICARUS) at University College London in 2012. The ‘Funding the Archives Sector’ report, analysed the current funding landscape for the sector and identified areas of development for the sector to support fundraising. From this The National Archives has developed an Action Plan to support this area of work, and this guidance note is one of a number that is being developed to support this work, available from The National Archives Finding Funding pages. 
2.
What are Development Trusts?

2.1
Definition and current usage
The definition of development trust that is the focus of this guidance is a ‘charitable trust established to receive private and corporate gifts, as well as to be a conduit for grants from charitable trusts and foundations or funding routes for which the parent organisation would normally be ineligible’. 

In practice, development trusts sit alongside the body for which they are fundraising (for example, a local authority archive service) - so are different from a charitable trust whose purpose is to the service itself.

Development trusts need to be part of a very mature fundraising strategy, and are not currently widespread across the heritage sector in the UK. 
2.2
How do development trusts support fundraising?

In general terms the main advantages of setting up a development trust are: 

· Eligibility for funding sources whose criteria restrict grant-giving to ‘charities’
· Enabling peer to peer giving

· Providing provide donors with reassurance regarding governance and financial probity via charitable status. 

· Tax relief exemptions and use of Gift Aid

Development Trusts have been used to:
· Provide a mechanism for applying to trusts and foundations

· Spear-heading capital campaigns

· Encouraging individual giving

· Supporting corporate giving

· Providing mechanism for fundraising across a range of cultural services

2.3
How can development trusts support archives?
It is really important that archives identify their unique fundraising appeal, whether they have their own development trust, or are part of a bloc of services supported by a single trust.
They need to articulate why donors should give to the archive, rather than the museum, library or any other charitable cause. 
Specific archive related projects that development trusts have successfully fundraised for include:

· Conservation programmes or equipment

· Cataloguing of collections 

· Enhancement of display or exhibition areas 
· Volunteering programmes for young unemployed
· Capital programmes
Identifying tangible outcomes is attractive to potential donors, and allows the development trust and the archive to build a strong relationship with them by providing progress updates, invitations to key events, inclusion in press releases and media coverage, and naming rights – such as on rooms in new buildings, or plaques in entrance halls. 
Capital developments are especially powerful ways of engaging donors, due to their prominence, permanence and level of media interest. All the development trusts involving archives have been associated with capital developments. 
3
Structure of Development Trusts
This section sets out the key characteristics of a development trust.
3.1
Objectives of the development trust
The objectives of a development trust need to be designed to complement the organisation its support, and its existing fundraising activities and capacities. Careful definition of the role and objectives of the development trust will ensure it is not duplicating effort, conflicting with other fundraising work or doing work that can be more effectively delivered in another way.

For example, an archive could choose to have this arrangement:

· Friends group raising small scale donations from users, local networks and via retail and events
· Archive service itself leading on grant applications
· Development trust to target corporate sponsorship, and high value individual conations
The charitable objectives of development trusts are often fairly broadly described to enable them to meet the requirements of charitable status and to allow flexibility in supporting services in the long term.  For example, they may refer to ‘the advancement’ of ‘the education of the public’ and to the ‘support of’ culture or specific archives,. Therefore it is crucial that trusts have their specific objectives articulated in a strategic business plan to drive their short and medium term fundraising support, and that these fit with the particular circumstances of the individual archives service.
If you are considering setting up a development trust, it is recommended that you undertake a feasibility study to:

· Scrutinise the purpose and remit of the proposed development trust
· Explore how this fits within a wider fundraising strategy and other existing fundraising vehicles and roles
· Can the proposed work be carried out by the service itself or existing groups such as friends?
· The legal costs and other resources (including staff time) involved in setting up and running a development trust

3.2
Charitable and tax status

An essential characteristic of a development trust will be that it has charitable status. Setting up and running a development trust as a charity does entail additional work, however it brings some advantages:

· It will be eligible to apply for funding from sources restricted to charitable bodies
· It can  apply to HMRC for tax relief even if it earns under £5000 (and receive an HMRC charity number). 
· Income is exempt from Income Tax and Corporation Tax provided that the money is used for charitable purposes only.  
· It can reclaim tax on the 'gross' equivalent of donations through Gift Aid.  This currently means that for every £1 donated, charities can claim an extra 25 pence
· Charitable status provides assurance to donors that the development trust is properly managed and regulated.
A charity has to register with the Charity Commission once its annual income is over £5000. Further details on setting up and registering a charity are on the Commission’s website: http://www.charitycommission.gov.uk/start-up-a-charity/
3.3
Trustee roles and responsbility
The role of the trustees may vary, depending on the nature of the development trust. It is critical to make sure that Trustees understand what is expected of them and that they are selected on the basis of their ability to support this activity.

The roles for trustees always include the responsibility for governance and legal compliance, and may also include:  
· Strategic oversight and expert advice on fundraising and finances
· Acting as influential role models
· Tapping their existing networks of contacts
· Active role as fundraisers: making the “ask” of individual and corporate donors and writing funding bids
· Hosting events and acting as figureheads
Trustees of any charity have overall responsibility for its governance and legal compliance.  
In some development trusts, the trustees focus solely on these responsibilities, whilst the archive staff undertake the fundraising activity itself. In these circumstances trustees with a financial or legal background, and/or experience on other boards are likely to be of benefit to the trust. 
However in most development trusts, trustees will have a more pro-active role in fundraising.  and therefore need for a wider range of skills and more available time. 
When considering how to match individuals to the roles of trustee or Chair, you will want to consider the qualities, behaviours and skills of potential board members or trustees, alongside any relevant experience. They must be able to support the archive service in accessing networks and informal contacts that might lead to additional financial support, via the trust. In order to find trustees who will support the fundraising work of the development trust, you will need to look for individuals comfortable in the role of a fundraiser and ideally with the characteristics that would identify them as a good prospective donor. These characteristics commonly used in fundraising from individuals are crystallised by Steele and Elder (2000) into the mnemonic MAGIC. This stands for:


M.
Do they have means?

A.
What is their age? (this can be relevant to their means, contacts and ability to commit time-wise)
G.
Is this person a giver?

I.
Is the person involved with your organisation?

C.
Do they have contacts?

(See also Section 5.2
Trustees knowledge of the archive service)

3.4
Trustee recruitment
The development trusts currently supporting archive services have between 4 and 8 trustees (including the Chair). In some instances these trustees have been appointed as local council representatives, but in general they have been brought onto the board in an individual capacity. It is generally accepted that a smaller number of active board members is better for this type of trust than a larger representative committee that might become unwieldy and unfocused. However, this does mean that it is even more important to identify suitable trustees with sufficient capacity to drive the work of the trust forward and deliver practical outcomes.

It is strongly encouraged that the constitution incorporates the concept of fixed terms of office. This allows trustees the opportunity to focus their energies for a fixed time period and also makes it easier to remove from the board members who are not taking an active role.  Ideally there will be written role descriptions for both trustees and the Chair that outline expectations.
It can be a useful exercise to conduct a skills audit with existing trustees as this can help them to see how their individual skills are relevant to the role of trustee or chair and to identify skills gaps that can be addressed, either through additional recruitment to the board or through training for board members.

It can be tempting to encourage very high profile individuals to become trustees.  There are definite benefits of identifying people whose celebrity might help with publicising the work of the archive service however it is important to consider the practicalities of including such individuals in a board that is primarily responsible fundraising. Do they have the time to focus on the work of the trust and sufficient interest in the archive service to prioritise this activity?  It may be that they would be better placed to take on a Patron role for the organisation.

When recruiting to the Board a decision will need to be made about whether to target potential trustees or adopt an open recruitment process. There are pros and cons to either approach.  Targeting will allow you to pre-assess potential trustees against MAGIC principles and it may be that existing trustees can recommend potential recruits with whom they already have a good working relationship in other areas. Indeed, targeting can encourage trustees to take a more personal responsibility for board renewal. However this can lead to an insular board and/or a preponderance of trustees with similar skills sets and networks. Open recruitment will theoretically provide a wider range of potential trustees but experience within the cultural sector suggests that the best suited individuals do not necessarily put themselves forward for boards and require some level of persuasion to nominate themselves. 

Whether you choose to advertise for potential trustees or target them directly, you will need to have an introductory pack that sets out the role of the trust and the trustees, the person specification for trustees and the required commitment of trustees. An example from Tyne & Wear Archives & Museums Development Trust is attached as Appendix A – Example Information Pack for Trustees. 

Both in recruiting trustees and in the day to day working of the trust, you will need to consider how to address potential conflicts of interest. Trustees may have been appointed to act as a representative of a particular organisation, but other board members may also act as trustees for other organisations or have additional affiliations. If they are involved in fundraising for other organisations they will need to recognise and report any potential conflict of interests and take care to comply with data protection issues regarding information about potential prospects. 

3.5
Staff Support

Development trusts are unlikely to have their own paid staff. In most instances the administration, preparation of accounts and fundraising activities are undertaken by staff from the archive service or its parent body and are either underwritten by the archive service or recharged to the trust. Where a fundraising post is supporting both the archive service itself and the development trust, the relationship needs to be clearly defined and the proportion of development manager time given to the development trust’s activities should be agreed from the outset. 

4
What fundraising sources and techniques might a development trust use?
4.1
Trusts and foundations

Development trusts have a track record in acting as lead bodies in successful written applications to grant-giving bodies (for example, the Library of Birmingham Development Trust recently received £500,000 funding from the Wolfson Foundation). They can also support bids from archive services by providing match-funding elements (for example for applications to the Heritage Lottery Fund). The mechanism for applying to trusts/foundations will be similar to that for an archive service itself (see The National Archives funding pages for more information), however the archive service and the development trust will need to collaborate to guarantee that the information provided in the application is accurate and appropriate, and to ensure that there are no conflicts over timing of other possible applications to the same funder.

4.2
Corporate and individual giving
The additional fundraising areas in which development trusts are most likely to provide added value to archive services is in supporting individual and corporate giving, both areas currently under-developed in the sector. These require an emphasis on developing and maintaining relationships with individuals in order to interest them in donating to support the service, and ideally in providing regular gifts. A development trust can provide a useful mechanism to support this peer-to-peer giving or ‘friendraising’, as  it is not the service itself that is asking for funding but strong advocates, in the form of the trustees, who are approaching like-minded individuals or businesses. 

4. 3
Trustees as donors

When the board has an active role in fundraising, it is good practice to ensure that all individual trustees contribute financially themselves. This is standard practice in the US but is not necessarily always the case in the UK, so trustees may need to be prompted to pledge. Trustees should not necessarily be expected to donate at a fixed level, but to contribute according to their means. This principle ensures that trustees have demonstrated their own commitment to the ‘cause’ and, having donated themselves they should feel more comfortable in asking others to contribute to the archive service. This is at the heart of peer-to-peer giving.
4. 4
Cultivation events

Cultivation events are designed to attract and develop donors including:

· introducing potential donors to the work of the archive service 
· encouraging existing donors to pledge funds for a new activity
· thank donors for their support 
The event should have an informal and welcoming atmosphere, but it must still be carefully planned to ensure:
· staff and trustees are clear about the event’s objectives, the attendees’ biographies and interests, and their own specific role
· the cost and resource expenditure (including staff time) is a worthwhile investment 
Roles for trustees can include:

· inviting attendees, including people from their contact networks
· welcoming, introducing and talking to attendees (including about specific issues)
·  hosting a table at a sit-down event
· follow-up after the event, such as signing thank you letters or inviting to a more in-depth discussion meeting
There are advantages to hosting a cultivation event onsite – as a way of introducing people to the service or to celebrate donors’ existing commitments. However, archive spaces may not be suitable for all types of cultivation event. Archive services that are part of a wider development trust might hold an event in a museum/gallery or library space, or the archive service could hire an entertaining space in a cultural or other suitable setting in which they can present an interaction with the archives – such as a display. The cultivation event then provides a preliminary contact point, which can then be followed up with more targeted visits to the archive service by potential donors. 

4.5
The ‘ask’

People can often find it uncomfortable to move from talking to a potential donor or ‘prospect’ about supporting a service, to actually making a specific request for money.  You will need to consider how to equip trustees to ‘make the Ask’.  . Trustees might need advice on how to approach the question and it may be advisable for them to work with a member of staff to discuss how best to approach any particular potential donor or prospect. Options might include:

· trustee sets up an introduction with a prospect for a member of archive service staff

· trustee identifies a prospect and invites them to visit the archive service.  Trustee and member of staff take the prospect around the service. The trustee then follows up that contact

· trustee attends a meeting with a prospect along with a member of archive service staff. The trustee outlines the trust’s wider objectives, whilst the member of staff then talks about a specific archive project and the resources required

· a member of archive staff sets up a lunch/meeting for a trustee to meet several potential donors.  The member of staff debriefs the trustee and follows up the contact

5.
Key Cconsiderations
This guidance note addresses in other sections (in particular 3.1
Objectives of the trust and 6.1
Checklist of questions) issues surrounding making the decision to set up a development trust. This section outlines some addition areas that need to be considered to ensure that the trust can operate effectively.

5.1
Effectiveness of being part of a wider trust

Archive services currently being supported by development trusts, do so as part of a wider cultural service (museum/gallery and archive, or library and archive provision). The efficacy of stand-alone archive development trusts, or trusts supporting a partnership of archive services is largely untested at the current time. There are both advantages and disadvantages for an archive service in being part of a wider trust.

Advantages:

· a strong local cultural/heritage ‘brand’ can be presented by the trust in targeting support

· competition with related services for the same potential trustees/supporters is avoided

· the parent organisation is more likely to allocate appropriate resources to support the work of the trust, particularly in the form of dedicated fundraising staff time, as returns on investment area likely to be greater
· archive projects might be made visible to potential donors who previously were unlikely to demonstrate an interest in supporting the service

· archive services can gain an understanding of the effectiveness of a range of fundraising techniques by learning from campaigns for related services (for example, an online giving campaign to purchase a painting might inform future crowd-sourcing projects for the archive service)

· archive services can benefit from cultivation events or other activities hosted by the related services to encourage new giving or thank existing donors
Disadvantages:

· trustees may have a comparatively greater understanding of the other services (e.g. they may have more knowledge/interest in the museum than the archive)

· potential donors might have greater understanding/awareness of the other services so that trustees can make an easier sell to supporting these services

· there may be a greater understanding of the supporter ‘benefits’ that other services can provide to say thank you to donors (e.g. private views, exclusive curator tours, naming rights) than for supporters of activities based in the archive service
· trustees might be more likely to use tried and tested fundraising techniques than try out new approaches (e.g. a museum/gallery might have an existing track record in attracting individual giving, whereas the archive service might not have had the same opportunities to test out this fundraising option)

· emphasis on tried and tested techniques might re-emphasise a two-track approach to support for services (i.e. the archive service might not benefit to the same extent as the other services from involvement with the trust)
5.2
Trustees knowledge of the archive service

Section 3.3
Trustees outlines some of the attributes that make a good trustee for a development trust. One of these characteristics, ‘Is the person involved with your organisation?’ is worth further consideration. Archive services might already have contact with individuals with potential to take a role on the board. For example, there may be contacts with local businesses through the relationships created by the deposit of company archives. There might be individuals that have been invited previously to support the archive service in ceremonial roles such as Mayors or Lord Lieutenants; or through events or partnership working with groups such as alumni organisations, chambers of commerce, or school governors. Where the development trust services a wider range of cultural services, it might be worth considering whether one trustee should have particular oversight of archive service fundraising embedded in the role description.

Whether a trustee comes to the role through an existing relationship with the archive service or, perhaps in the case of a trust representing a wider grouping of cultural services, where they have a more general interest in local culture and heritage, it is important to ensure that they have a clear understanding of the needs of the archive service and that they are provided with relevant information about the service and its collections to support their fundraising (see below).
5.3
Relationship between the archive service and trustees
It is critical that the development trust has an effective working relationship with the archive service, so that the development trust supports the archive’s work – not vice versa. 

The trustees need to have a good understanding of the vision of the archive service, how it operates and its goals, and to be able to communicate this to potential donors. Whilst trustees will understandably have views on fundraising priorities they must not be allowed to drive the direction of travel of the service as a whole, or to impinge on fundraising activities that have been assigned to other bodies. Conversely, the staff of the archive service and of its wider parent organisation need to understand how the development trust operates, its purpose and objectives. They need to be willing to provide information to trustees to support their fundraising work and to bring to them projects or activities with fundraising potential and a clear sense of prioritisation. 

The staff of the archive service are likely to be required to write reports on the progress of projects, not only for the trustees’ information but also to fulfil obligations to funders. They will also need to support be involved in the trustee’s work to target corporate or individual giving (see Sections 4.2.4
Cultivation events and 4.2.5
The ‘Ask’). Archive services need to think clearly about their capacity to offer support to the development trust in its on-going relationship with donors to avoid trustees over-committing staff time. For example:

· can the development trustees call on the head of service to show round potential donors?
· how feasible is it to provide acknowledgment to donors in archive service publications and onsite? 
· do donations entitle individuals or corporate bodies to any kind of privileged access? 
· can the service manage after-hours visits? What would be the impact of closing the searchroom or other public areas for a private donor event on users? 
A number of development trusts have information available via the web, some on dedicated websites or on web pages associated with the archive service; however it is not necessarily always clear to the reader how the development trust relates to the service, and more practically what the development trust’s current fundraising priorities are and how contributions might be made. How the development trust is presented to potential donors from branding to publicity should be considered carefully as part of the strategic approach to fundraising. 
5.4
Trustees meetings
Trustees are likely to be time-poor and so good preparation in advance of trustee meetings can bear fruit in maximising their effectiveness.  Ideally a member of staff will work on the agenda with the Chair and have a pre-meeting to agree priority agenda items and outcomes required from the meeting. It may be sensible to identify which agenda items/papers are for information and which need further discussion to keep the meeting on track. These meetings may be a good opportunity to ensure that the trustees have a good awareness of the work of archive service. This could be achieved by holding the meetings at the record office and/or providing regular service updates or presentations to highlight particular areas of work. Meetings are also a good opportunity to encourage trustees to share their own updates, even if this information has been fed in individually, as this re-emphasises their active role in the fundraising process. Meetings should be regular enough to maintain a momentum to fundraising activity and may need to be more frequent during particular periods such as during a major capital campaign. Board meetings should not be the only occasion when trustees engage with their responsibilities. They should be encouraged to attend relevant events and take an active part in cultivating potential donors (see 4.2.4
The ‘Ask’).

5.5
Board training and development opportunities 
Trustees should be encouraged to consider how training and support might improve their effectiveness. New trustees should have a standard induction process to introduce them to the development trust’s policies and procedures, to the work of the archive service, and to any specific areas assigned in their role as trustee. The Board as a whole should be encouraged to think of how it works as a team and how it can improve this sense of collective identity and collaboration. The National Occupational Standards for Trustee and Management Committees might be a useful tool for identifying relevant development areas, as might be the various National Occupational Standards for Fundraising and could lead to specific training days run by specialist trainers. Other ways to encourage trustees to develop their knowledge and confidence could be to invite in trustees from other organisations who might be willing to talk about how they approach fundraising, or by encouraging trustees to attend conferences, such as those run by the Institute of Fundraising.

5.6
Long term sustainability
Evidence from existing development trusts shows that they are most commonly set up as part of a major capital campaign, when a service is seeking funding for a new building or major refurbishment. This has advantages in creating a focus and momentum for fundraising and there are many potential opportunities for combining publicity around the construction and opening of the building with asking for funding support. However, this does mean that once a new building has successfully opened there is the risk of mission drift. It is important at this point for a development trust to refocus and identify new targets. One option might be to focus on creating an endowment fund, essentially to build up enough capital to invest and use the investment income to support the service. An alternative might be to focus on fundraising for specific smaller scale projects.
6.
Helpful tips
The following checklist is designed to help make decisions about setting up and running an effective development trust. Further advice should also be sought from a range of experts and interested parties, including: 
· key stakeholders in your service

· legal experts and the Charity Commission

· fundraising experts (such as the Institute of Fundraising)
· The National Archives (see 6.2
Further help from The National Archives)
· services with existing development trusts (see 2.1
Definition and current usage)
6.1
Checklist of questions

	1. .
	Do you have an existing fundraising strategy?

(either one focused solely on the archive service, or to support a number of cultural services run by your parent organisation, or to support the parent organisation as a whole).

[See also guidance on Section 1.5 of the Archive Service Accreditation Standard]

	2. 
	Do you have a friends’ group that fundraises for your organisation?

· If yes, could the group’s fundraising effectiveness be improved in the first instance?

· If no, have you considered the advantages and disadvantages of this fundraising model?

[See TNA guidance note  Using friends groups to support fundraising: guidance for archive services]

	3. 
	Is your archive service already supported by a development trust? 

(either one set up solely for that purpose, or to support a number of cultural services run by your parent organisation, or to support the parent organisation as a whole). 
If the answer is Yes - skip to Q.9

	4. 
	What advantages could a development trust bring your service that could not be achieved by other means?

· Have you undertaken a feasibility study looking at this option in relation to your fundraising strategy? 
· Have you identified which funders the trust will be seeking to attract money from? (for example, will they be focused on individual and corporate giving, or have a wider brief)

(A feasibility study might seek to address some of the questions in this checklist)

	5. 
	What would be the charitable objectives for the trust?

· Is it to support one archive service, a number of cultural services run by the parent organisation, the parent organisation as a whole, or perhaps a number of archive services with a common interest and need?

	6. 
	Have you identified all the costs related to setting up the trust and establishing its charitable status?

	7. 
	Have you sought appropriate legal and tax advice to answer questions 4-6?

	8. 
	If you undertaking a major service development, such as a capital investment programme, have you considered the most effective time to set up the trust?

· Have you assessed both the benefits of using the trust to support a capital campaign and/or capitalise on related publicity and the potential pressures on staff of the additional resulting workload?
· Have you considered the initial length of time required to set up the trust?

	9. 
	What are the resource implications of the development trust on an on-going basis? Have you identified all direct and indirect costs?

(for example, budget for staffing, preparation of accounts, trustees expenses, and setting up fundraising activities; e.g. customer relationship management software, website.

	10. 
	Do you have an understanding of who might make up the board of trustees?

· Is the MAGIC mnemonic useful for you to consider?

· Are there other stake-holding organisations that must be represented on the board?
· What role will staff play in relation to board (e.g. minute secretary)?

	11. 
	Have you agreed written role descriptions for your Chair and trustees?

· If yes, do they set out clearly your expectations regarding both governance and fundraising commitments and are they proving effective?

	12. 
	Have you an agreed approach to trustee recruitment?

· If you are opting for an open recruitment process, will you also seek to identify and encourage potential applicants?
· What role will outgoing trustees have in refreshing the board?
· Do your potential new trustees have any possible conflicts of interest that you need to consider? (e.g. are they already trustees of organisations with a similar fundraising remit)

	13. 
	How often will the board meet and what time commitment is expected of board members outside of trustee meetings?

· Are you maximising the effectiveness of Board meetings?

· Are there clear agreed procedures for providing relevant information to the board?

	14. 
	Will a staff member be dedicated to supporting the trust? If so, how much of their time is allocated to this duty?

(for example, if this part of the job description for a development manager/officer, is it clear how it relates to their other duties?)

	15. 
	What other staff members will have regular on-going contact with the trust? In what way and what duties will this involve?

(for example writing update reports or presenting applications for funds to the board, providing administrative 

	16. 
	What training is provided to trustees and how are their training needs identified?

· Are trustees encouraged to undertake a skills audit?

· How effective is the induction process for new trustees?

· Are trustees kept informed of key service developments?

· Is there a budget set aside for trustee training?

	17. 
	What are the short, medium and long-term targets for the trust’s fundraising?

· Is it seeking funding for general purposes, and endowment fund, or for specific projects or initiatives?
· If the trust supports a wider organisation or set of cultural bodies, are there appropriate fundraising targets for the archive service?


	18. 
	Are these targets aligned with the archive service vision and strategic plan?

· Do they reflect service priorities? If not, how can you support the trust to recognise the needs of the archive service

· Is this funding essential or for recognised added value activities/initiatives?

	19. 
	Do you have an evaluation process in place?

· Can you measure the success of the trust in relation to return on investment

· Are trustees able to reflect on their own effectiveness? (for example through the number of contacts provided)
· Have all trustees made their own financial contribution to support the trust?

· Having achieved existing fundraising targets is there a processes of refreshing the trustees objectives?

	20. 
	What information about the trust is made available publicly (in addition to information available via the Charities Commission)?

· Does the trust have a dedicated website, or a distinct web-page on your own website?

· Does the information available via the internet, or onsite make it clear how donations to the trust can be made and who is the main point of contact?

· Is it clear from the information provided how the trust relates to the archive service (for example the role of its trustees and the limitations to their governance role in relation to the service as a whole)? 


6.2
Further help from The National Archives

This guidance is designed to supplement information provided on The National Archives website relating to funding. In particular it complements two guidance notes produced by The National Archives.  From a fundraising perspective it should be considered a companion to Using friends groups to support fundraising: guidance for archive services. For the use of trusts to deliver archive services it should be considered in relation to Alternative governance regimes for archives.

Further resources and literature relevant to this topic are listed at the end of this document, but you may also wish to discuss with The National Archives’ Archive Sector Development department any particular issues that you have in this area.  Contact: asd@nationalarchives.gsi.gov.uk.
7. Further Resources
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Bristol Museums Development Trust
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Victoria Steele & Stephen D. Elder (2000) Becoming a Fundraiser: the Principles and Practice of Library Development, 2nd edition, American Library Association

Charities and Fundraising Charities Commission
Finding new trustees Charities Commission

Institute of Fundraising
Making Friends with People of Influence British Association of Friends of Museums
Manchester Central Library Development Trust
Moving to Museum Trusts: Learning from Experience: Advice to Museums in England and Wales Part 1 Strategic Overview (Museums Libraries and Archives Council, 2006)
National Occupations Standards – Fundraising, Skills – Third Sector, 2013

National Occupational Standards - Trustees and Management Committees, Skills – Third Sector, 2010 
An opportunity for change: Exploring the trust option for museum services: A practical guide to the feasibility stage (esp. regarding trustee recruitment), Renaissance Yorkshire / Lawrence Graham LLP, [n.d.] 
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This example has been provided to demonstrate the types of information that might be included in a pack to support the recruitment and induction of trustees.
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Dear Potential Trustee

Thank you for your interest in becoming a trustee of the new Tyne & Wear Archives & Museums Development Trust.
The Trust has been created to support the work of Tyne & Wear Archives & Museums (TWAM) by enabling it to raise funds from charitable sources, in particular those private donors and institutions with the ability to make substantial gifts.

Although TWAM already earns one third of its income from private sources, future constraints on the public purse are likely to be such that we will have to seek more resources from the private sector.

However, we don’t just want to ‘pay the bills’, we want to build on our success and consolidate TWAM’s position as a world class archive and museum service that really makes a difference to people’s lives.

This will not be easy and to achieve our long term goals we will need the involvement of committed individuals who are prepared to carry the message of TWAM’s value and importance to the wider community.

The people who serve on the governing body of the Trust will not only have an important role to ensure that it is well run but they also have the potential to be TWAM’s most important fundraising resource as there is no greater strength than a board of trustees ready and willing to lead fundraising efforts.

TWAM is therefore seeking to identify five outstanding individuals to take on the role of founding trustees and join the board of Tyne & Wear Archives & Museums Development Trust.

We have produced the following information pack which tells you more about TWAM, summarises the responsibilities of the role and how you can apply. If you would like more information, please do not hesitate to contact me by email at iain.watson@twmuseums.org.uk or by telephone on (0191) 277 2276.

I look forward to hearing from you soon.

Iain Watson, Acting Director of Tyne & Wear Archives & Museums

About Tyne & Wear Archives & Museums

Tyne & Wear Archives & Museums (TWAM) is responsible for 12 museum, gallery and heritage sites; two of which are recognised as World Heritage Sites: Arbeia and Segedunum. It holds collections of international importance in archives, art, science and technology, archaeology, military and social history, fashion, and natural sciences, and since 2003, has led the North East Regional Museums Hub funded through the Government’s Renaissance programme.

TWAM is committed to free admission and in 2009/10 attracted a record 2,297,000 visitors. Of those, 793,000 people visited the new Great North Museum (which opened in May 2009) with a further 145,000 children taking part in organised educational activities. TWAM currently employs more than 350 paid staff making it the largest regional archives and museum service in England.
TWAM has a national reputation for best practice in management, education, audience development, outreach, access and interpretation and has won more than 75 awards for excellence; including Public Sector Organisation of the Year at the North East Business Awards in 2008.

TWAM is supported by the five local authorities in Tyne & Wear and Newcastle University, with whom it worked to create the new Great North Museum and the Department for Culture, Media and Sport (DCMS) in recognition of its commitment to the successful delivery of services to new and diverse audiences.

In 2008/09, TWAM received 68% of its annual income from local authority and university contributions, DCMS Grant-in-Aid and Renaissance funding with a further 32% self generated through trading activities and other fundraising.

TWAM has an excellent track record of fundraising from the National Lottery, trusts and foundations and the business sector. Since 2004/05 it has raised more than £9 million for a wide range of archive and museum projects. 79% of these funds have come from public funding bodies with 21% coming from the following private sources:

· Trusts and foundations 16%

· Business 4%

· Individual giving 1%

Individual giving has become an increasingly important source of income for cultural organisations with nearly 50% of all private support going to heritage and museums. This is an area where TWAM wishes to concentrate more of its efforts and that is why the evolution of the Tyne & Wear Archives & Museums Development Trust is so important.
For more information about TWAM visit: www.twmuseums.org.uk/about
About the Tyne & Wear Archives & Museums Development Trust

In 1996, TWAM established a charitable trust to help raise funds from charitable sources. Historically, most of the Trust’s income has been in the form of grants from trusts or foundations however in recent years the Trust’s name and charity number has been promoted more widely to solicit donations from the public.

Following an audit of TWAM’s fundraising potential, the role of the Trust was reviewed, and it was decided that the trustees should take a more active role in fundraising, particularly with major donors. In February 2010, TWAM’s Joint Committee agreed to change the legal structure of the Trust to a company limited by guarantee and to create a new independent board of trustees.

The new charitable company will have a crucial role to play in helping TWAM achieve its long term goal of building a world class archive and museum service that is innovative, imaginative, creative, totally inclusive, secure and sustainable.

The Trust's Objects are:

1. To advance the education of the public (particularly, but not limited to those within, the metropolitan county of Tyne & Wear) by encouraging them to participate in and contribute to the activities of an archive and museum service managed by TWAM and to value it for the positive impact that it makes upon their lives.

2. To advance art, culture, heritage and science by supporting TWAM to establish and maintain a world class archive and museum service that is accessible and enlightening.

3. To contribute to the advancement of civic responsibility and good citizenship by supporting TWAM to help to equip people with the capacity to understand and operate successfully in society; and

4. Such other charitable purpose beneficial to the community consistent with the Objects above as the trustees shall in their absolute discretion determine.

Role Description

The statutory duties of a trustee are:

· To ensure that the Trust complies with its governing document, charity law, company law and any other relevant legislation or regulations.

· To ensure that the Trust pursues its objects as defined by the governing document.

· To ensure the Trust uses its resources exclusively in pursuance of its objectives.

· To contribute actively to the role of the board of trustees in securing the resources TWAM needs to fulfil its long term aims and objectives.

· To safeguard the good name and reputation of the Trust.

· To ensure the efficient and effective administration of the Trust.

· To ensure the financial stability of the Trust.

· To protect and manage the property of the Trust and to ensure proper investment of the Trust’s funds.

· To ensure that any fundraising activity carried out by, or on behalf of, the Trust is properly undertaken, and that all funds collected are properly accounted for.

In addition to the above statutory duties, each trustee should use any specific skills, knowledge or experience to help the board of trustees make sound decisions and in particular take a pro-active interest in fundraising. For example:

· Understand the key principles of fundraising.

· Suggest new sources of income and ‘open doors’.

· Be willing to share personal and business contacts and help raise funds from those contacts.

· Communicate the real practical value of every donation made to the Trust.

· Be the voice of the donor in the organisation.

TWAM will provide the board of trustees with the information, training and continuous support necessary for effective fundraising.

Time Commitment and Terms

· Four formal trustee meetings annually.

· A commitment of time to other meetings as required and the maintenance of regular dialogue with key TWAM staff and potential donors.

· The term of office is for 4 years, with the exception of the founding trustees where half of their number shall be appointed for an initial 2 year term, and on stepping down after that initial 4 or 2 year term will be eligible for reappointment for a further 4 years.

· This is a voluntary role but reasonable expenses incurred in the course of duties will be reimbursed.

Person Specification

A trustee will need to demonstrate:

· Strong personal commitment to the mission of TWAM and the aims of the Trust.

· High level of personal credibility and leadership.
· Skills, knowledge and experience that would positively benefit the Trust.

· Links to relevant networks e.g. business, professional and social, especially the High Net Worth community. 

· Time and energy to devote to the Trust.

And will have:

· Commitment to public sector delivery of cultural services.

· A pragmatic approach to decision making with the flexibility to react effectively to changing circumstances.

· Excellent communication skills, and to be able to represent the Trust effectively in the public arena.

How to Apply

To apply, please submit an expression of interest by Friday 28 May 2010 outlining how you fit the person specification and why you would like to be a founding trustee of the Tyne & Wear Archives & Museums Development Trust. 

Expressions of interest can be submitted electronically to martin.williams@twmuseums.org.uk or posted to Discovery Museum, Blandford Square, Newcastle upon Tyne NE1 4JA marked for the attention of Martin Williams.

TWAM will review all expressions of interest and applicants will be advised of the result by early June 2010.
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