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UKAPT Evaluation 2007 - Executive Summary
1. Background

1.1 The UK Association of Preservation Trusts (APT) was established in 1989 to provide support and advice to its members, Building Preservation Trusts (BPTs). APT is a Registered Charity
 and is constituted as a membership organisation. It has a National Committee and nine geographically-based Area Committees. Member BPTs are affiliated to an Area Committee. The Area Committees are serviced by local volunteers and each has a representative on the National Committee, which also has one representative nominated by The Architectural Heritage Fund (AHF)
 and a number of co-opted members. APT’s Chairman is elected from amongst the Area representatives or co-opted members.  
1.2 The evaluation was commissioned to review APT’s activities and services, to establish how resources can best be used to meet existing priorities and needs and to inform the provision of future services and funding requirements. It has looked comprehensively at organisational and development issues and at the range of services available to APT members. The National and Executive Committees also requested that the evaluation should contain both quantitative and qualitative elements and offer feedback in all of APT’s operational areas.
1.3 APT members currently receive and can access a range of support and information including:

· APT News and e-bulletins

· VAT advice

· Practice Advisers Scheme

· Guidance Notes for Building Preservation Trusts
· Seminars 

· National Conference 

· Subscription waiver

· Development Officer services (Wales only)

· Area Meetings

· Informal Networking
 

2. The Evaluation

2.1 The evaluation was carried out between June and August 2007. Over 900 people (most of them representing organisations, some as individuals) were asked for their opinion. The evaluation recorded significant response levels from both APT members (53%) and IHBC (40%) members who received APT News. During the development of the framework and methodology and when implementing the evaluation, APT drew on several main strategy areas and used a range of feedback methods and enquiry including:

· Meetings

· Questionnaires (postal and e-mail)

· Telephone enquiry and feedback

· Preparatory research

· Review of previous monitoring and evaluation 

· External verification and review 

· Draft Evaluation Report and feedback session with Executive Committee 

2.2 Questionnaires were sent out to the following:

· APT Members 

· Institute of Historic Building Conservation (IHBC) Regional Representatives

· IHBC recipients of APT News (IHBC/APT News)

· Other recipients of APT News (Others/APT News)

· National Committee members

· Funders

2.3 APT membership response rates were very good
 with 53% of members responding.   All APT members and service users have been extremely frank both in raising particular issues or concerns and in praising good support or services that they have encountered. The issues raised and depth of genuine concern has however, made this document much more than a straightforward evaluation report. Fundamental issues have emerged that impact on almost every area of APT operation and the networks in which it is involved and which it promotes.

2.4 The main body of the report provides a detailed account of the quantitative and qualitative findings of the evaluation exercise. This summary section contains introductory material
 and identifies the key issues and findings that have emerged. 

2.5 The report celebrates success. However, it also provides a balanced review of the issues that have been raised, must be addressed and are crucial to any future growth or even the retention of APT’s most basic services and support. The Evaluation process offers a required and useful period of assessment and reflection that may provide APT with a new starting point in several key areas of development that, in some cases, have been unintentionally neglected or “politely avoided.” 

2.6 There is always a danger within voluntary organisations that when dealing with the outside world and particularly with funders, they portray their situation as desperate and the climate they work in as extremely difficult.  They are inclined to ‘cry wolf’ at every opportunity in order to attract both support and additional funding. APT has consistently delivered a range of support and services to members over a number of years. However, it does now need to re-think its strategies and ‘shout’ about its achievements if it is to obtain the serious support it needs in order to survive as much more than a register of and forum for members. 
2.7 It is hoped that the evaluation can also be used to identify future opportunities and risks relevant to the organisation’s continuance and expansion as well as identifying achievements and lessons to inform further development and ways of meeting the needs of BPTs.

3. Report Analysis and Issues

3.1 APT’s purpose is not to preserve built heritage. It is APT’s members who acquire and restore buildings and bring them back into sustainable use. The evaluation has demonstrated that APT has clearly developed a range of relevant and timely support advice and information to ‘enable’ its members. It has also consistently provided information to others
 to ensure that the profile of its members and Building Preservation Trusts is maintained within the UK.

3.2 APT’s prime objective is identified in the constitution as: 

‘for the public benefit, to promote and improve the effectiveness and efficiency of relevant charities
 in direct furtherance of their objects by the provision of information, advice and assistance in the establishment, administration and management thereof’
      

3.3 Responses from members indicated high levels of satisfaction with many offering positive comments. Those who had accessed particular services such as APT News, Guidance Notes, subscription waivers, practice advisers or other development support gave positive feedback and in many cases recorded thanks for the support that they had received. Many respondents offered information and constructive suggestions for improvement of services and these are detailed in the main report sections. Tables of comments and numerical data are contained in the Annexes. A complete set of recommendations is contained in section 6 of the main report. The following sections 3.3.1 to 3.3.16 identify key issues for consideration.

3.3.1 Profile

3.3.1.1 There was evidence both from National Committee and APT members that many felt that APT’s profile was far too low. APT may need to examine the way it interacts with bodies and the wider world outside of APT, to ensure that it grows and maintains the highest profile and representation for its members. This also applies to APT’s relationship with funders where it is essential to ensure that they are aware of our existence and avoid duplication (by others) of either funding or support.
3.3.1.2 Some of the issues raised by individuals in both written and verbal feedback in the evaluation appeared to be perceptions based on anecdotal evidence. The acceptance of these rumours could potentially be (and possibly already had been) quite damaging to APT’s image. Detailed examination and analysis of monitoring material demonstrated that many of these perceptions were incorrect. 

3.3.1.3 Several respondents, for example, referred to conversations or rumours that APT was not performing well in certain areas. A few indicated that APT’s National Conference was perceived as being a purely social event where no useful business was carried out and which was attended by the same individuals and organisations every year; few of whom were actively engaged in BPT projects. However, examination of event records and feedback confirmed that many different individuals and organisations attended over a three year period and that most attendees were involved with BPTs that had new or current projects underway
. Some BPTs sent more than one attendee. Some respondents made the point that at these events, funders were able to offer advice surgeries to complement the information already available to BPTs and that the conference offered the opportunity for ‘face to face’ business to be progressed.
 Regular attendees were in the main APT officers and Area Representatives. It was accepted that there were a few BPTs who attended every year but event monitoring feedback indicated that they found the programmes both relevant and useful. 
3.3.2 Area Committees

3.3.2.1 There were many Area-based issues and suggestions that were raised within the evaluation process. Many respondents felt that issues dealt with at Area Committee meetings should be much more focussed. This would also mean that issues forwarded to the National Committee would be more relevant. Some respondents thought the National Committee agenda had become too focussed on administration and day-to-day work and did not consider opportunities for APT to engage with and influence key policy areas. Development of support and resourcing for Areas was a key concern for many respondents.

3.3.2.2 Several respondents indicated their willingness to become more involved if the organisation, purpose and agenda of Area Committee meetings improved. It was suggested many times that more time and resources should be devoted to growing Area activity and support networks. The Area reports had to be much more reflective of issues that National Committee could take on board rather than dealing with accounts of the meeting. Some areas were dealing with complex development and strategic Area funding issues where APT’s involvement or support would be useful. 

3.3.2.3 Other findings outlined in the main body of the report address issues of Area remits, support, information, governance and financial transparency. Recommendations include the development of a detailed ‘Area Induction Pack’, containing guidance and information on all of these areas.
3.3.3 National Committee

3.3.3.1 The report has identified many action points and development areas that will require both discussion and agreement with the National Committee.

3.3.3.2 Throughout the many areas of enquiry and information that the evaluation has investigated one that has arisen repeatedly is the role of APT. It would therefore seem that APT needs to state clearly its vision and objectives for the future and then develop the strategies and obtain the funding required to achieve these.  

3.3.3.3 APT had recently been granted funding by the AHF to help with small BPT start-up grants. Even though APT was not given direct criteria for its implementation from AHF it should have now published criteria to Area representatives to enable them to direct this funding towards groups in need. As an association APT cannot afford to have ‘best kept’ secrets and run the risk of being accused of apathy over money that many new groups would welcome. If this start-up funding was maximised it may well lever in future funding to support the development of more new BPTs and particularly those working in areas of disadvantage and deprivation be it urban or rural. Developing guidance for the introduction and use of this money should be addressed now as a matter of urgency.
3.3.4 Funding

3.3.4.1 Where is the vision and how can APT survive in the future? There is a great deal of gloom about the financial situation, which currently prevents longer-term planning. This need not be the case. APT has become funding-led because there is an understandable reluctance to chase funds for new projects. One such project which the National Committee has recently considered the role of development officers in the Areas, drawing on the example of the DOW.  

3.3.4.2 Opportunities to develop funding were being viewed as difficult or a capacity problem because of the drain on resources required to ‘harness’ them. This is not uncommon in organisations where capacity is mainly drawn from volunteers. Some APT Area Committees have indicated that they would like to have a Development Officer post.  However, realistically the lessons learned from the DOW project indicate that without either national effort and intervention or secure funding, such posts would not survive in the longer term, which is what is required to maintain and develop APT membership and grow the capacity of BPTs.

3.3.4.3 In many respects APT’s organisational development has accelerated in the past six years. It now needs to look at both ‘vision’ and longer-term planning. The current focus however is on an annual round of funding bids.

3.3.4.4 As a matter of urgency APT needs to re-establish, maintain and develop its relationship with funders. This was identified as critical by several respondents. The need to identify and tailor achievable and recordable outputs and outcomes will be crucial in securing future funding packages.
3.3.5 Relationship between APT and AHF

3.3.5.1 Who should be dealing with the development of new and potential BPTs? BPT and Committee members felt that APT should be doing this because it had the expertise. Although the AHF is able to provide useful constitutional material and advice, essentially its role is providing grants and loans for projects.

3.3.5.2 Somewhat controversially, it has been suggested that the AHF should take over APT’s development activities. This would in effect mean the AHF absorbing and disbanding the members’ organisation, taking over its administration and resourcing, taking over Area Committees, BPT support and services, seminars and conferences. The main argument for this is that AHF is better resourced and therefore more able to deal with these areas. APT members responding to the questionnaire and unaware of this emerging issue repeatedly stated that APT should develop its own role and independence. Several emphasised the need to grow and strengthen the Areas, in some cases with paid support, and to ensure that APT had a more secure funded base with Area development workers similar to the Development Officer – Wales (DOW). One suggested that if circumstances permitted, APT should be based outside London.  

3.3.5.3 Most National Committee members who were aware of this proposal considered that absorbing APT into the AHF would lead to an ‘exodus’ of funds to an organisation that has its own funds, is a funding body and is not solely BPT focussed in its development role. One commented that this would leave APT with little scope to deliver anything other than a list of BPTs. Another felt that allowing AHF to take on many of APT’s functions and administration may free APT to concentrate on important development. This raises the question of what APT wants to be longer term and where it sees itself in relation to development of and support for BPTs?

3.3.5.4 There was a body of feeling
 that APT’s role was, and should be, to offer support to its members as a community-based, bottom-up organisation that is well placed to understand and respond to it’s members’ needs. The DOW however, pointed out that the DOW project offers support to a range of groups working with built heritage, including Development Trusts – i.e. not just BPTs. On a UK basis not all groups used AHF funds to carry out options or project development phases. It was suggested though that the study comes at a timely moment when by developing more focussed outputs APT would seek and perhaps expect support from AHF when dealing with both its traditional and potential funders.   

3.3.5.5 The AHF is a funding organisation that can and does support projects undertaken by charitable organisations that are not BPTs, even though BPTs may still remain its principal clients. If APT is effectively to fulfil its role as the national representative body of BPTs and strengthen its services to BPTs, it must find ways to sustain and grow its activities. Otherwise, it will have little option but to devolve them to the AHF. In that event, APT must bear in mind that the AHF’s principal object is enabling the preservation of historic buildings, not supporting and developing BPTs.  In order to continue and expand its role, APT must maintain good links and working relationships with the AHF and allocate time to developing and obtaining funds for all its activities over the next three years by ensuring that it can offer all funders achievable and appropriate targets and outputs. 

3.3.6 Partnership and Representation

3.3.6.1 Responses from both APT and committee members indicated that APT was represented at many forums and in Area and National consultations. However, some commented that APT was not invited to respond to some quite key consultations. Several members felt that the profile of APT needed to be much higher to ensure that it was included at the right levels. It was also suggested that representation needed to be much more organised.

3.3.6.2 One useful suggestion
 to address the issues of APT’s inclusion is the appointment of ‘Area Champions’ who would aim to “get on a sit at the right tables”.
3.3.7 Marketing

3.3.7.1 There was evidence that some people had difficulty distinguishing between APT and the AHF. This was thought to be compounded by the similarity of the two organisations’ marketing material. Some respondents also commented that the two APT leaflets were so similar as to be almost indistinguishable until opened. This is something that could be remedied quite easily when new supplies are printed. 
3.3.7.2 The confusion between APT and AHF is not so easily resolved unless their roles, particularly in developing BPTs, are more clearly defined and APT enhances and increases its profile.  Should BPTs and potential BPTs be immediately directed to APT or should APT focus solely on providing services to its members?

3.3.8 Membership Services

3.3.8.1 Overall, the evaluation response rate was very good. The percentage of responses and other statistics for each questionnaire are outlined in sections 3.3 and 5 of the main report.
3.3.8.2 The evaluation highlighted APT’s commitment to providing relevant and timely service and support to its members. Returned questionnaires recorded high levels of satisfaction from those accessing members' services. However, this has to be taken within a context that some members may not actually access support and services from APT. This may be because they are already very experienced or may have professional staff, or because they do not currently have active projects or access their network of contacts directly.

3.3.8.3 Although the evaluation has highlighted several matters that require either immediate or longer term remedial action, it should be noted that in the main this was not due to the failings of any individual or group but rather the lack of resources with which to take action. Funds are directed at membership services, administration support, mentoring and guidance and there are few, if any, resources left to direct to new or innovative development or services.  

3.3.9 APT News

3.3.9.1 APT members expressed high levels of satisfaction with APT News. Many had positive comments to make regarding its new layout and the content which they found useful and informative. There were many comments offering suggestions for potential improvements, additions and other technical points and these are outlined in more detail in section 5.11 of the main report.  

3.3.9.2 APT provides each member of IHBC a copy of APT News.  Many IHBC respondents indicated that they would not pay to receive APT News even though they found it useful. APT must weigh the relative merits of spending so much of its marketing budget on distributing its publication to IHBC members when time and editorial might be better used to produce material to appear in IHBC’s publication, Context.
 It should also consider whether the substantial sum spent on sending free copies to IHBC members could be better spent on membership services. IHBC does not currently offer a reciprocal arrangement with BPTs and not many BPT members are also members of IHBC. It may be more productive to ensure that APT News is available in different accessible formats and for APT to negotiate some space within the IHBC’s Context. 

3.3.10 Website

3.3.10.1 Respondents offered many positive and interesting suggestions for what they would like to see included in their website. A basic framework for the site has been launched and it was noted that APT considered development of the website as one of its more urgent tasks. 

3.3.11 Guidance Notes for Building Preservation Trusts

3.3.11.1 The evaluation recorded high levels of satisfaction with the Guidance Notes for Building Preservation Trusts with many respondents making positive comments. Feedback from both members and committee indicated the urgent need to look a how they can be effectively marketed and to do this now, before the new version became too old to be launched. Several respondents suggested an online version or a disc version.

3.3.12 National Conference and Seminars

3.3.12.1 Comments and responses from members and event monitoring feedback indicated that most people found the programmes both relevant and useful. 
3.3.12.2 Monitoring indicates that APT is responsive to the feedback it receives from Conference and seminars. Every attempt is made to ensure that annual programmes reflect member issues and development areas requested. Relevant speakers, themes and workshops are decided each year when the location is decided. 
3.3.12.3 It was noted that APT forms a Conference Group every year of people who volunteer to organise the conference, seek sponsorship or in-kind donations, brief speakers and arrange social events. While much of the organisational activity falls to the Co-ordinator, members of the Committee and Conference Group frequently help find speakers and forge local links. For both seminars and Conferences APT members' excellent contact networks come into play and they are able to involve the relevant people.

3.3.13 The Development Officer Wales(DOW)

3.3.13.1 The appointment of the DOW was a targeted appointment to provide support in an Area where few new Trusts were developing, but where many ‘buildings at risk’ were being identified. The project has comfortably exceeded its stated targets and reporting
 has highlighted the ongoing need for both development support to emerging and new Trusts and project advice and support to existing member Trusts, who may not be as experienced in delivering projects.

3.3.13.2 Respondents indicated high levels of satisfaction with support provided by the project and it has exceeded all its targets. Regrettably, some funding support for this post ends in March 2008. APT is unable to find further funds for the DOW. If the post transfers to the AHF, its capacity building expertise will be lost to APT.
3.3.13.3 APT needs to consider its future development role and decide if development support for BPTs in the Areas is a role for APT.  

4 Future Development  

“APT needs to look at becoming more self-sufficient and perhaps be based in a BPT”

4.1 Events and services available to APT members are comparable to those offered by similar membership associations.  At least one of these organisations, however, not only has a large operating budget funded from stable sources, but has also secured funds
 for Area offices and Development Officers.  
4.2 A table comparing membership services and support is produced in the main report annexes. APT and the Development Trusts Association (DTA) are not in direct competition. However, there is some overlap in membership and similarities in the way the two Associations address similar ‘communities of interest’
. 
4.3 The survey of opinion, support and services that APT provides for its members has provided a wealth of positive and sometimes challenging comment. Inevitably, this has thrown up many issues. The reason for carrying out this difficult exercise was to identify both successes and areas where improvement may be required.  
4.4 The exercise has confirmed the magnificent contribution of APT’s volunteers and members and offers an ambitious agenda for discussion of future development.  Amongst the items on this agenda are:

· A review of Area remits, support and resourcing

· Defining APT’s role

· Development of APT’s profile and marketing

· Developing ‘exemplars’ and case studies on governance and other issues
 

· Recruitment to APT membership of existing BPTs and new ones

· Further promotion of BPT work at top levels by lobbying MPs, AMs, MSPs
 etc

· Identifying and promoting understanding of the different support and    

             sustainability issues for urban and rural projects

· VAT

· More positive press and marketing to emphasise the effectiveness of BPTs 

· More awareness of and help to smaller groups and projects

· Working proactively with other organisations (IHBC, DTA, PRT
, AHF etc)

· Working with local planning authorities on Buildings at Risk Registers 

· Environmentally sustainable regeneration, especially for listed buildings

· Information on green energy

· Campaign for a form of protection for buildings that are not deemed 
             architecturally significant but are of historic importance and help define the 
             character of an area

· Developing the ability of local communities to take on historic buildings in need of 

             repair and secure their longer-term future

· Campaign for more financial support for BPT administration and the way its 
             absence restricts BPTs that are trying to seek out and take on more buildings

4.5 For further debate:

· Asset transfer from Local Authorities 

· Securing HLF finds for heritage not London 2012

· New Development Planning Tax from 2009

· Regional/Area Economic influence and changes that affect BPT operation

· Develop links with Youth and communities

4.6 APT needs to re-define what it can do and accept its limitations or apply for or seek development funding to redress these. It must seek to develop and build its capacity through its network and partnership initiatives. APT's strength is in its networks and Areas. Responses from funders will be crucial and APT should be prepared to offer them the most relevant outputs and outcomes.

�  Registered Charity Number: 1027919.


� The Architectural Heritage Fund (AHF) is a registered charity founded in 1976 to preserve and promote the preservation of historic buildings in the UK. It does this by providing advice, information and financial assistance in the form of grants and low-interest working capital loans for projects undertaken by Building Preservation Trusts (BPTs) and other charities throughout the UK. Source: AHF Website.


�  Where BPTs contact other BPTs directly for advice and support or where e-mails are circulated centrally to BPTs requesting responses or assistance to another BPTs query or request. 


� Meetings:  The Executive and the National Committee discussed elements of the evaluation process, design and  


  parameters.


� This included policy documentation and minutes of APT meetings.


� Others/APT News includes people who receive copies as sponsors, funders or associate members.


� Funders were written to informing them of the forthcoming evaluation requesting comments on the evaluation framework   


  and offering the opportunity to raise other issues. 


� Response rates for written questionnaires can often be quite low around 25-30% or lower.


� Some material contained in the Executive summary is repeated in the main body of the report. This was requested to 


  enable the separation of key or relevant sections for dissemination where required. 


� APT has contributed to many consultations at Area and National level.


� “Relevant charities” are “charities established to promote the protection and preservation of any building or buildings, structure or structures or monument or monuments of aesthetic, architectural, archaeological, historical or constructional value and their appurtenant grounds (hereinafter referred to as building preservation trusts)”:  Section 2.2 APT Constitution.


� APT Constitution Clause 2- 2.1 Objects.


� Source: Conference records and monitoring for the last three years set against projects with either developing or supported AHF projects.


� The Architectural Heritage Fund (AHF) and The Heritage Lottery Fund (HLF) were often in attendance either as speakers or through workshops.


� As a funder AHF activity may more routinely centre on those who are intending to develop AHF bids for funding and not necessarily those dealing with any building at risk. They also assist other charitable organisations who have building preservation as their prime objective. 


� Source: E-mail and telephone responses.


� Source: Executive Committee Feedback.


� Context is published by the Institute of Historic Building Conservation and provided free to all IHBC members. It is available to non members at a subscription rate of £50.


� Source: DOW reporting and monitoring.


� Source: National Committee Responses.


� DTA: Development Trusts Association.


� Communities of Interest: those involved with communities, the built environment or benefiting from regeneration.


� Case studies that is different to those already available on AHF's website covering in more detail areas such as projects with special features governance, community involvement, Education or Environmental issues. 


� Representative members: Members of Parliament, Assembly Members, Members of the Scottish Parliament.


� The Prince’s Regeneration Trust. 
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