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Introduction: What is a Heritage Trust?

Heritage trusts create opportunities for citizen and private sector participation in cultural conservation.  This matters for several reasons.  The 21st century is a time when cultural heritage is under increasing threat from environmental decay, neglect, and conflict.  Indiscriminate building and failure to enforce planning controls also take a heavy toll on the historic environment.  

Against this background of increases in loss and deterioration is a retrenchment by government in provision of services and support for heritage.  Reliance on government to do everything is therefore no longer a valid or practical approach to safeguard heritage. Governments worldwide are under pressure to work with the private and voluntary sectors while businesses are keen to demonstrate corporate social responsibility.

The long-term sustainability of cultural heritage depends on ensuring its use and developing local support.  Without heritage being valued and protected, it will become irrelevant and disappear.  

“No matter what we do, nothing that is sustainable can be achieved without the involvement and participation of local citizens.  Volunteers are essential, not only because of the time and effort that they contribute, but because their enthusiasm and involvement assures continuity into the future.”  




Martin Kovac, Slovak National Trust

Heritage trusts provide an important avenue for responsible heritage management.          .  They “bring people into contact with their heritage.”  Heritage trusts demonstrate the values of heritage and potential for use, education, recreation, and enjoyment.  In the best cases, they increase public pride in heritage.

Heritage trusts are generally property-owning conservation charities (not-for-profit foundation).  Typically they are independent of government.  The translation of the concept of a “Trust” in Spanish and other languages is not entirely straightforward.  The closest approximation is the term “fideicomoso.”  

Trusts are generally classified as charities, and are therefore tax exempt.  In return for this status they are expected to ensure probity and transparency.  Countries such as the UK have a Charity Commission that helps regulate charitable institutions and also provides information.  Most countries exercise some oversight over charities through their fiscal control systems.   In some countries, however, there is concern that donations are wasted on high administrative costs and that accounting practices need tightening.  For example, it is nearly impossible to make meaningful comparisons between different charities’ accounts.  

Trusts have the advantage of flexibility in their initial decision about scale.  They can choose to operate at any one of the following scales: a single building or site trust; trusts with a focus on particular building type or end use; area conservation trust; city conservation trust; a provincial trust; or a truly national trust.   Many national trusts have international connections.

Heritage trusts, in their independence from government, can raise the profile of heritage 

and increase the sensitivity of media and government to heritage issues.  In significant cases they also demonstrate that a well-run heritage property can make an important contribution to the local economy through income earned and new jobs created.  Trusts often run extensive educational programs, for school children and schools as well as for the general public and retirees.

Of particular significance is the role that trusts can play in the development of civil society.  They are an expression of civic engagement.   Through membership, donation or volunteering, they involve people with an interest in conservation.  The most successful trusts are those whose policies evolve over time, respond to the needs of heritage conservation and communities, and demonstrate the wider benefits of conservation. 

Although their policies evolve, trusts by definition must safeguard their property for future generations.  Thinking in the long term is consistent with the inalienable status of the properties they own.  It also has a strong influence on their own financial planning and decisions about expenditures and acquisitions.

Trusts find it advantageous to work in unison with public and private entities to further their objectives and activities.  Such partnerships can raise the profile of an initiative and increase access to human and financial resources.  A partnership may be formed for a specific project or initiative, or on an ongoing basis, and may involve a variety of variety of partners: national and local governments, international agencies, businesses, conservation and voluntary organizations, landowners, and local people.

The backbone of many heritage trusts is volunteers.  In the beginning a trust may be run by no more than 5 to 10 committed individuals.  Over time there may be thousands of people who volunteer.  These volunteers carry out a range of important tasks, from educational services to conservation activities.




Added Value of Heritage Trusts

	Heritage trusts are uniquely positioned to:

· Provide opportunity for involvement in heritage through membership and volunteerism

· Lead by example as they are practitioners of conservation

· Demonstrate viability of management practices

· Integrate management of cultural and natural heritage resources

· Tap into non budget sources of financing

· Allow, when a national trust, economies of scale and subsidization of properties in less advantaged areas 

· Provide a view independent of Government on conservation matters

· In contrast to most government bodies, think long term rather than short term


Today’s world offers important opportunities for heritage trusts as well as constraints.  In many countries, such as Russia, there is growing concern by business for social and environmental issues.  Therefore businesses are looking for worthy causes to support, and  the work of many heritage trusts, especially those at national level,  can be seen as benefiting society at large.   In other countries, especially in the newly independent former Soviet republics or in Northern Ireland, national identity is being rediscovered and heritage has an important role to play in learning about the past as a prelude to the future.

A possible constraint is the intense competition among charities for support.  Increasingly, charities with similar objectives and areas of operation are merging in order to increase their effectiveness. Therefore heritage trusts may be in competition with other charitable causes for attention and financial support.  Poverty is perhaps an even greater constraint: in countries where the middle class is small and living conditions may be actually decreasing, it is hard for individuals to take time from their daily toils to become involved in civic issues or to volunteer.

Are heritage trusts relevant for Latin America and the Caribbean?
The tradition of heritage trusts is largely a product of English and northern European societies.  The Scandinavian trusts and the UK National Trust are the forbearers of newly founded trusts in such countries as Malta, Slovakia, and Russia.  As yet heritage trusts are little known in much of the developing world, in particular in Latin America and the non-English speaking Caribbean.

Whether their absence is due to low levels of need, inhospitable legal and social conditions, or lack of information is unclear.  Much of Latin America’s cultural patrimony is crumbling and governments have shown themselves to be incapable of managing all but a few of these cultural assets. While the private sector is playing a larger role than in the past, the health report of heritage remains critical.

Legal provisions allowing for the creation of heritage trusts are still to be agreed in many Latin American and Caribbean (LAC) countries.  Further research is needed to examine acceptability on a country-by- country basis.  Nature conservation leads the way in this regard, and there are numerous conservation trusts in the region that could serve as precedents for the founding of heritage trusts. 

Mechanisms to ensure good governance will depend on country practices.  Among the checks on possible misuse of funds include published financial audits; and financial controls that require agreement of a financial committee and reporting procedures for sums over agreed thresholds.

Social conditions in the region present conflicting tendencies.  In Latin America and the Caribbean, just as in the former Soviet Union, there is a long tradition of donations, notably to churches and social projects.  Such traditions, however may have been muted, either during periods of left wing governments when the state believed it should take charge of such responsibilities, or when the church’s position and reputation itself weakened.  In some places individuals were subject to involuntary “donations” to selected, officially controlled charities, giving the whole idea a bad name.  Similarly Latin America can point to a long tradition of communal works in many countries and among many different indigenous groups.  The practice of volunteering is, however, less common and in many countries quite foreign.   

Information about the operation and achievements of heritage trusts is difficult to obtain in much of Latin America.  This lack of knowledge about the possible benefits of trusts represents a barrier.

Although there may be elements of the workings of heritage trusts that are new to Latin America, the needs they fulfill and manner in which they involve people in the care of their cultural heritage are certainly worth examination.  

Objectives of the Handbook
This document is written with the intention of providing information about the capabilities and characteristics of heritage trusts.  It offers practical information about how to go about establishing a trust.  The findings are based upon analysis of heritage trusts, principally in the UK and the Commonwealth and in Europe.  Because of the long experience of the UK National Trust and the remarkable evolution of its policies and conservation practices, the Handbook makes frequent reference to its activities.  In order to provide a panorama of trust options, it also discusses trusts at different stages of evolution and different scope and in the Epilogue summarizes new findings on the performance of nature conservation trusts by means of comparison. 

The Handbook sets out the basic elements of heritage trusts: objectives of trusts; types of trusts; legal frameworks for trusts; organizational structures; financing considerations; interventions and investments; educational programs; and volunteers.  It attempts to point out what makes a trust successful and suggest the necessary steps for creating a trust. The Epilogue presents important findings from an evaluation of nature conservation trusts financed under the Global Environmental Facility (GEF), eight of which are in Latin America and the Caribbean.  The annexes provide discussions of a representative range of international heritage trust associations and individual trusts at the national and local levels. 

To date there are no other texts that provide a concise discussion of the salient features of heritage trusts nor guidance on the steps needed to establish a successful heritage trust

It is hoped that it will be useful to groups interested in establishing heritage trusts.

Focusing the Objectives of Heritage Trusts
Heritage trusts are generally property-owning conservation charities (not-for-profit foundation).  Typically they are independent of government.  The translation of the concept of a “Trust” in Spanish and other languages is not entirely straightforward.  The closest approximation is the term “fideicomoso.”  

The objectives of heritage trusts vary but generally share a common belief in the importance of helping people protect irreplaceable places.  Preserving places of historic interest or natural beauty forever for the benefit of all has been the guiding principle of the UK National Trust since it was founded in 1895.  The US National Trust for Historic Preservation is a national, private, not-for profit organization chartered by the US Congress to encourage public participation in the preservation of sites, buildings, and objects significant in American history.  

Trusts are often property owners.  They acquire property by purchase, gift, or donation through the support of landowners, donors, subscribers, and others.  In some cases property is given to a Trust by the Government, as in the case of the Slovakia National Trust.  Today, many trusts require that an endowment be provided with the property, with a condition that the endowment income and all the other income arising from the ownership of the property, and the activities carried on there, can be spent only on that particular property.  A feature of some trusts is the inalienability of the properties in their ownership, as the UK National Trust.

Other trusts rely on commercial ventures, such as the leasing of historic properties as holiday lets, to provide funding for restoration works and give buildings a future by contributing to their upkeep.  These trusts, such as the Vivat Trust or Landmark Trust in the UK, are registered charities and so quality for the Gift Aid tax regime that allows the charity to reclaim donations (at a rate of 28 pence per 1 pound).

For a new trust, the question of property ownership and acquisition is important and can be seen as an obstacle.  In reality, many options can be found to achieve a Trust’s core objectives, but it may require considerable negotiating skill and determination.




Hallmarks of Heritage Trusts
	· Their aim is to conserve and protect heritage;

· They are independent of government;

· They hold property inalienably;

· They are membership organizations open to all members of society;

· They promote the appreciation and enjoyment of the heritage.




Trusts are often leaders in the conservation movement that is trying to save the best of our past for our future.

Deciding on the Type of Heritage Trust

Many types of heritage trusts are in existence, and each has its own individual profile. 

Heritage trusts were first established nearly than one hundred and fifty years ago (see Annex I); 2001 saw the creation of new national trusts in Russia and St. Helena (see Annex VII).  Among the defining characteristics of trusts are: scope (individual building or site, area or town, region or country); activities carried out; membership; and financial arrangements. 

Scope.  Perhaps the simplest form of trust is that established to look after one building or site.  In the UK there are many thousand such trusts and they may be responsible for a relatively modest historic building or something as grand and complex as the Tower of London.   Other countries also have trusts dedicated to preserve single buildings or sites.

Trusts may also be established for a building type or eventual end use, such as the Vivat Trust (see Annex V) and Landmark Trust that restore cottages, follies, temples, and forts and then let them as holiday accommodations with the dual purpose of saving important historic buildings and demonstrating that they can be self-financing.

Area conservation can also be championed by a heritage trust.  Such trusts can help galvanize public opinion about the importance of conserving historic features of an area, to increase amenities and attraction for businesses. 

In a number of cities heritage trusts have been founded, largely for the purpose of influencing planning and conservation policy.  A well-known example is the Bath Preservation Trust in the UK (see Annex V).

Mid way along the spectrum are trusts that have a regional scope, such as the Hampshire County Heritage Trust (see Annex IV).  These sorts of trusts can cover many sorts of heritage resources from urban areas to historic landscapes

The largest in scope are those with a national remit.  In fact several of these national trusts can be considered international as they have friends’ groups in other country.  The UK National Trust, for example, is supported through a US based friend’s society called The Royal Oak Foundation.

	Individual Building or Site >>  Building Type or End Use >>Area conservation>> Citywide >>> Provincial >>> National >>> Regional or International


What activities does a Trust undertake? 

Heritage trusts carry out diverse activities and the Annexes provide some specific examples.   As previously noted, the majority of trusts own property and thus are actively involved in managing an aspect of the historic environment.  They also act as facilitators to help local groups and communities, for example to acquire and manage properties or strengthen their capacities.

A good many trusts work to improve the policy environment for cultural heritage conservation, often by performing a watch dog role and informing the government and public at large of any case of potential loss of heritage due to neglect or perverse policies.

In some cases they comment on planning cases at the request of government.  They influence government and public opinion on matters relating to conservation, for example by commenting on legislation.

To some degree, most trusts carry out some sort of educational activities, whether through publications, lectures, demonstrations or other events.  Increasingly trusts are making efforts to extend access to a wide variety of people and reach out to new audiences; education and volunteer programs are key to this community outreach.

Trusts, to a varying degree, also carry out commercial activities, often under a separate arm as required to retain their charitable not-for-profit status.



Activities Carried out by Heritage Trusts

	Conservation

· Scientific investigation of cultural heritage sites

· Conservation and management of archaeological sites

· Conservation and rehabilitation of historic properties

· Conservation of historic gardens

· Land management and reclamation

· Coastal zone management

· Collection and object conservation

· Demonstration of the use of sound conservation materials and techniques

· Assistance to local groups and communities to achieve conservation objectives

	Education and Outreach

· Educational programs with young people and schools

· Managing volunteers and setting up volunteer programs

· Community outreach programs, including socially excluded groups such as refugees and the homeless, and businesses

· Membership campaigns

· Training of staff and of volunteers 

· Sponsor of research, for example on the value of conservation

	Commercial Activities

· Rehabilitation and resale of heritage properties to finance revolving funds

· Sales in gift shops

· Production under copyright of items for gift shops

· Production of agricultural products 

· Nursery and plant sales

· Food service at restaurants

· Rental of historic properties for events and film locations

· Rental of historic properties as holiday accommodations




Membership.  Many trusts are open for membership and this is the feature that distinguishes a trust from a foundation.  Some have small numbers while those that are national in scope may have members in the millions.  But of course even the large national organizations generally started with a membership in two figures.  In cases such as the Landmark or Vivat Trusts (Annex IV), that have a commercial orientation, donations are requested but membership is not.

Other trusts, such as the Bath Preservation Trust, concentrate their efforts on creating a strong voice for historic preservation issues and do not view their membership as a primary source of funding (Annex V).  Thus their membership fees, for individuals and corporate members, are kept at an affordable level.

Retaining and building a loyal membership is a major undertaking for many trusts.  New trusts often find that securing long term support is not easy and that early members may  not be counted on to renew.  There is an enormous competition among charities and conservation organizations for supporters and heritage trusts must make a considerable effort to distinguish themselves as effective.  Some trusts have found that having choice of properties to visit enhances their prospects of retaining members since membership becomes cost effective for individuals who visit more than a few properties.

Establishing a Legal Framework

Trusts exist in countries where the legal framework allows, or even encourages, not-for- profit and charitable organizations.  In some cases, new legislation has been drafted to allow the formation of a heritage trust, as in the case of Slovakia.

Most trusts are registered charities.  In some cases, as in the UK, the National Trust is incorporated under its own Acts of Parliament; they were passed between 1907 and 1971. 

One of the chief features of a trust is the inalienable status of its property ownership.  There is some thinking that without such a feature a trust lacks real legitimacy because it is not a practitioner.

Among the types of activities that the legislation must allow are:

· Confirmation that the Trust does not divide profits among its members, in the form of dividend bonus or other profit;

· Power to charge admission for Trust property;

· Alienability of certain property;

· Power to raise money

· Making arrangements with local authorities and others.

Laws, ordinances or acts that create national trusts in general incorporate four features: powers to hold land, buildings, and works of art; to declare land inalienable; to enroll members; and to be exempt from tax.

Good corporate governance is matter of great importance to trusts and to the public.  To help ensure that appropriate standards are met, trusts typically have an Audit Committee or its equivalent that oversees aspects as corporate governance as well as financial affairs.

 In many countries, heritage trusts are regulated under the charities’ legislation.  In the UK, for example, the Charity Commission has the role of advising and regulating charities.

Covenants over land are used as a way to control use.  They are commonly used in the Canada, the US and Australia.  

This governmental oversight helps ensure transparency.  Financial audits provide publicly accessible information on the financial transactions of trusts.

Trusts have a legal capacity that provides:

· A good understanding of the law around not-for-profit organizations
· For trusts that are property owners, knowledge of property law.
Typically smaller trusts buy in legal services, especially for non-core matters such as estate planning.

The founding constitution of a trust, as in the National Trust Acts of 1907 that created the UK National Trust, are critical for a trust’s development and prospects for the future.  They are as important for a trust, as a constitution is for a country.   The Act “to incorporate and confer powers upon the National Trust for Places of Historic Interest or Natural Beauty” confirmed “the purposes of promoting the permanent preservation for the benefit of the nation of lands and tenements (including buildings) of beauty or historic interest ….”   In 1971 the National Trust Act was amended.  It set out the formal powers reserved for the Council of the Trust, its governing body.  They are, inter alia: the general policy of the Trust including the principles on which property is acquired, access to properties, amenities to be provided at properties and standards of restoration, modernization, and upkeep; appointment of members of the Executive Committee; regional boundaries; delegation of powers to Regional Committees; proposals for alteration of The National Trust Acts and By-laws; periodic review of bodies and persons entitled to appoint members of the Council; approval of the annual budget; approval of annual accounts; and decisions on membership rates.

Accountability and probity are also ensured in the UK National Trust by the fact that the members of its Council are trustees of the charity.  Trusteeship carries legal responsibilities and duties.  The members of the Council have ultimate responsibility for guaranteeing that the Trust carries out is statutory purposes.  Trustees cannot directly or indirectly benefit personally from the Charity.

In addition the National Trust is a registered charity.

A fiscal regime that creates a favorable climate for heritage trusts is also important.

There are several sorts of tax incentives that can benefit such trusts, depending of course on national fiscal regulations:

· Gift Aid.  The Government gives charities extra funds on top of donations/membership subscriptions (in the UK 28 pence for every 1 pound donated) if donors have paid income tax or capital gains tax equal to the tax deducted from their donations;
· Value Added Tax.  Registered charities can reclaim the VAT they are charged although there are restrictions on the amount they can recover.  This applies in England, France and elsewhere;

· Inheritance Tax.  Money left to a registered charity is free of inheritance tax.  The gift is subtracted from the net value of the estate when the total liability has been decided.  In countries where the inheritance tax is high (40% in the UK), a gift then costs only 60% of its value as the remainder would otherwise been paid in inheritance tax to the tax authorities.
When registered as a charity (in the UK), trusts are eligible for tax exemption to the income arising from and expended on charitable activities and to its investment income and gains.

Summary of Legal and Fiscal Incentives

	Legislative and        fiscal measure
	Impact on Heritage Trust

	Inalienability of property ownership
	Encourage

	VAT exemption for historic preservation work
	Encourage

	High inheritance tax
	Encourage

	Tax exemption for charitable contributions
	Encourage

	Tax exemption for income arising from charitable activities
	Encourage

	Legal recognition of charitable trusts
	Encourage

	Lack of income tax
	Discourage

	Lack of corporate tax
	Discourage


Structuring the Organization
The organizational and staffing structure of a trust will depend on the complexity of its operations, its size, and its financial resources.  Most trusts begin with a small number of people, mostly volunteers, and eventually a few professional staff.

A typical core staff would include:

· Director or Head

· Financial officer

· Property manager(s)

· Public affairs officer

This executive team functions to:

· Chart the course of the trust;

· Maintain the integrity of the organization;

· Establish contacts with government at the senior level

· Forge links with local communities;

· Provide expertise in technical fields such as historic building conservation, landscape conservation, archaeology

Whether on a consulting basis or later as a staff position, all trusts require the services of legal experts.  Such experts would have a background in property or estate law, or environmental law.

As a trust evolves, it is likely to need other specialized professional skills, namely:

· Membership officer

· Education officer

· Volunteer coordinator

· Business development officer

Each trust has its own organizational structure, and it is also increasingly common for such structures to be subject to change.  The UK National Trust, for example, is in the process of reorganizing into new directorates that will replace various departments: conservation; customer services; finance; human resources and legal; and policy and strategy.   




Organization of the UK National Trust

	The UK National Trust consists of a council (the members of which are its trustees), an executive committee, regional committees and sub-committees.   The governing body is its council.  For charity law purposes the members of the council are the NT’s trustees.  Some of the powers of the council are delegated to the executive committee which is a volunteer body made of principally of selected members of the council and the chairman of the Trust’s regional committees.  The executive committee has various sub-committees, including the finance and properties committees.

The day-to-day running of the Trust is delegated by the council and executive committee to the Director General.  It has paid staff (currently about 6,000 or which 3,500 are full time and 2,500 are seasonal staff.  Their work is supplemented by some 39,000 volunteers,

Most staff working within a region are assigned to a property and report to the property manager for that property.  The property manager in turn reports to an area manager who reports to the regional director.  Generally there are three area managers for each region.

In March 2002 there will be 9 English regions (previously 13); they will be grouped into 3 territories (north, west and south) for which there will be a territory director.   Each region has a committee, known as a regional committee, that acts as an adviser for the regional director and establishes links with local communities.  

Each region has specialist advisers, such as finance staff, historic buildings representatives, and land agents, who support the region and report to the regional director.

The Trust has a head office, that is currently split between London, Westbury and Cirencester, but is shortly to be brought together in Swindon. The head office includes the central finance, legal, marketing and communications, estates, historic buildings, and personnel functions.  Each of these functions is headed up by a director.

As a charity, the National Trust can undertake only very limited trading activity.  It has, however, a separate trading arm called The National Trust (Enterprises) Limited.  The board of the National Trusts (Enterprises) Limited is made up partly of National Trust directors and non-executive directors from outside the organization.


One of the key variables is the relationship and roles played by the Trustees (or Board) and the staff.

The paid staff of many trusts are reinforced by board members and volunteers, which in some cases are organized into committees.  Committees may be responsible for such subjects as policy and planning, architecture, gardens, interiors, membership, and finance.  Board members can play a very important role as advisers and can promote the cause of the Trust in business and other circles.

Developing a Financing Plan
Trusts may have many different forms of financial support, but for the most part they depend on contributions from donors or members, subsidies from government, commercial activities including the renovation and sale of historic properties, and an endowment to do either work.   Very few trusts are financially secure to do what they wish without thinking about the aftermath. 

Experience indicates there is no short cut to find the funding necessary to carry out the work of a trust.  Large donations are relatively rare and international financial support is not easy to attract.  Those who wish to start a trust will need to persevere in their belief that a trust is essential, and will need to work skillfully and incrementally to gain the support of potential members and the business community. 

Trusts are designed to think long term.  They must calculate how much it will cost to look after a property for 50 years, both in regard to operating costs and capital improvement costs.   For a building, this will mean the cost of cyclical repairs: a new roof, painting, and other maintenance costs.  These sums must include a margin for inflation and for contingency.  The costs of maintaining a property are set against any income that can be realized, for example from farming or letting holiday cottages.  A margin needs to be allowed for risk.  These calculations produce a surplus or deficit for which a sum of money would be set aside, the income from which will be sufficient to cover the annual cost and maintain the capital value.  Each trust has a different assessment of risks (see Annex V).  A conservative management regime, as the UK National Trust, works with the ratio of 2.1-2.75%.  That is the capital sum should be 40 to 50 times the projected annual deficit. 

Other trusts are able to operate without large endowments.  The Vivat Trust that restores historic buildings and lets them for holiday accommodation, has eight properties, each of which was independently funded, primarily from grants.  It has a very small staff and an active group of trustees.  They are slowly expanding their activities, but find fundraising difficult. 

There are many different formulae to finance the activities of heritage trusts.  There are also different attitudes towards managing risk in the overall portfolio, with some trusts taking a very conservative position in the ratio of expenditure to capital  

In many cases trusts initially have some financial support from the government, whether national or local.  It is important that this initial assistance does not impinge upon the independent status of the trust.

Individual donors and legacies form another category of financial support. Certain trusts have a core of support that has allowed them to expand their activities.

Corporate or business sponsors are also important.  Some of this support can be achieved indirectly through special agreements.  For example, the UK National Trust has made arrangements with a large car insurance company to ally the NT with its insurance, on the basis that 5% of the value of the premium is donated to the Trust.  Likewise, the NT has made an agreement with a major credit card to support the Trust such that the Trust receives 10 pounds when the cardholder joins up and 5 pence per subsequent transaction.  There are countless other possible ways to generate financing for trusts via links with business.  In some cases an in-kind sponsorship arrangement is set up, for example a company will provide services or good in kind.  Trusts also link with companies looking to develop the skills of their staff while contributing to a good cause, usually under a community volunteer program.

Membership can be an important source of funding when numbers are significant and members continue their memberships.  Most trusts, however, begin with small numbers of members, and over time expand their numbers.  Some trusts experience a decline in membership over time, so that keeping member numbers growing is critical.

Entrance fees are additional source, in cases where trusts are property owners. The Trust must make decisions on levels of fees, and categories for concessionary fees, such as children under 10 years of age, students, retired people etc. (see Annex V on the Bath Preservation Trust).

Some trusts are well endowed, with property holdings and legacies to manage the properties.





Sources of Funding

	Government seed money

Individual donations and legacies

Corporate sponsors

Grants from other sources

Membership

Entrance fees to properties

Sales of Trust items

Rehabilitation and resale of property

Lectures, tours and other activities

Special appeals for the purchase or rehabilitation of a particular property


Defining Interventions and Investments

Heritage trusts undertake a wide range of interventions.  The choice of actions is dictated by their overall policy, property holdings, and interests of their membership.

For mature trusts, such as the UK National Trust, interventions are wide reaching.  These interventions can be characterized as follows:  interventions in the countryside, and where there is an opportunity, in towns, to show leadership in tackling conservation related problems; making education and life-long learning integral to the Trust’s work; and making heritage accessible to visitors and the wider public by humanizing the way it is interpreted and presented. 

In the countryside and in towns, interventions include:

· Managing trust properties to create a thriving rural economy

· Developing suitable woodlands

· Contributing to biodiversity conservation

· Buying local produce for trust restaurants

· Encouraging local enterprise

Education and lifelong learning activities include:

· Involving schools in conservation

· Fostering the arts

· Extending adult learning

· Surveying the coastline

· Developing new skills for volunteers

· Reaching the Inner City through special programs

Increasing accessibility includes:

· Taking theatre into schools

· Improving information available at sites, and telling stories from different viewpoints

· Encouraging skills training 

· Improving physical access by means of footpaths, trails, parking facilities etc.

For those trusts that hold property, the most typical categories of interventions are:

· Routine maintenance and running costs: this includes routine property expenditure comprising general running costs of historic properties including general maintenance and wages; property management for management services for properties; conservation and other advisory services in relation to conservation of its historic buildings and contents, gardens etc; and support services and costs for information technology, headquarter expenditures, salaries etc.

· Communications: this relates to membership and recruitment, newsletters, maintaining and processing membership details and recruiting new members; publicity for the marketing and publicizing of the trust in general and of specific events such as education programs, exhibitions, and publicity material; and support services and costs, for information technology, personnel and equipment.

· Administration for fund raising and for charity (in order to maintain charitable status).

· Capital Projects:  these costs comprise conservation and restoration works on historic properties and other major projects of a conservation nature, for historic buildings and collections, gardens, and countryside; and acquisitions including costs of acquiring land, buildings, and objects held for preservation.

In terms of share of expenditure, routine property repairs and maintenance takes the largest share (for the UK National Trust in 2001, UK£ 96.8 million). Capital projects generally follow, running to UK £50.8 in 2001 and £43.1 in 2000. Communications including membership, publicity and education are UK £ 20.5 million and acquisitions are UK £5.6. Staff costs are also an important item.

These expenditures are off set by income generating activities: membership income; direct property income; and legacies (including fundraising).   In the year 2001 the UK National Trust realized approximately UK £2.8 from membership income, UK £38.4 million from direct property income, and UK £52.2 million from grants and contributions, legacies, and sales of leases and freeholds.  Long established trusts can also count on investment income (for the UK National Trust in 2000/01 some UK£25.9 million).  Rents also contribute to income, to the sum of £22.9 million.

Direct property income consists of rents, admission fees and other property income, as well as the net contribution of the commercial activities.  In the UK National Trust, the National Trust Enterprises is responsible for regional operations, catering operations, holiday cottages and other activities.

Because of the nature of historic properties, there is a continuous need for repairs and maintenance, as well as more extensive capital improvements.  It is often impossible to predict when repairs will be needed or their extent, so a conservative approach to financing can help allow for such contingencies. But all property owning Trusts must make adequate plans for the routine maintenance and operation of their holdings (see Annex III).

The size and expense of the different types of interventions varies enormously, and depends on need, ambition, and resources available. They can cost millions of dollars, or hundreds.

Many trusts concentrate their efforts on relatively low cost activities such as education, outreach, and furthering favorable heritage policies.  Those with greater assets and resources invest in conservation activities, property acquisition, and facility development.  Although great efforts are made to recover costs, there is always a gap between earned income and expenses, and this is met by endowments and contributions.

Enhancing Education

Properties owned and managed by heritage trusts are a large educational resource bank.  Whether historic houses or gardens or countryside sites, trust properties offer the opportunity to learn about conservation first hand. With thousands of acres of coast and countryside, a wide range of habitats and wildlife, many historic buildings and gardens, archaeological sites and industrial monuments, the UK National Trust is a leading provider of educational opportunities.

Heritage trusts promote the understanding and enjoyment of their properties through educational use by people of all ages.  As part of their studies, schoolchildren make visits to heritage sites and schools are members of trusts.

There are also programs in lifelong learning, aimed at extending educational opportunities to adults.  This may be in the form of adult study days, where a wide range of conservation, scientific, and artistic subjects are covered.  Developing new skills for volunteers is also the aim other activities.

Trusts are beginning to reach out to socially excluded groups.  Inner city schools are now included in selected trust educational programs.  For example, the UK National Trust began a London Link initiative to enable local groups to explore their creative responses to various properties: links with homeless people, learning disabled, refugees, and special needs mothers and young children.  An Arts in Trust program in the UK, originally started for school children, now also provides opportunities for adults and community groups, including members of a drug rehabilitation center. Increasingly trusts are making their properties handicapped friendly through improved physical accessibility.

Trusts support educational use of their properties by means of various publications and events.  For example some trusts have teacher resource books, training events, pupil literature, teachers’ magazines.  Properties may run special events and study days for schools.  

Some trusts have developed a system of “Guardians” in which a local school will become a guardian of a property and participate in conservation work there.

Properties sometimes have study centers with specialized study collections.

Trusts also set up arts programs at properties in which artists encourage school children 

to express their reactions to the historic properties, landscapes etc.

A particularly innovative program is that of education for reconciliation.  In Northern Ireland a new education center at Castle Ward is one of five centers where pupils from both sections of the community (Catholic and Protestant) have the opportunity to experience, question and accept their past, while providing common ground in the search for mutual understanding and community reconciliation.  The education program in Northern Ireland is supported government, the EU and the private sector: the Department of Education, the European Regional Development Fund, and the BT (British Telecoms) Community Partnership Program.




Types of Educational Activities

	School visits

Guardianships for schools to care for a historic property

Lectures and tours

Special events and study days

Initiatives directed at socially excluded groups

Programs with artists to involve schoolchildren in historic properties through a range of art forms

Theatre and dance programs

Life long learning programs including art programs

Exchange programs in conservation management for young adults

Study centers and residential environmental centers

Publications: teacher resource books, teachers’ magazines

Magazines

Web site

Preservation conferences




Creating Opportunities for Volunteers

Volunteering lies at the heart of many heritage trusts.  The UK National Trust was founded in 1899 on the voluntary principle and was volunteer-led for the first 50 years.  Other trusts, such as the Malta Din l”art Helwa Trust and the Finnish Heritage Trust are today volunteer bodies.  

In many countries, heritage trusts are able to carry out their mandate because of the volunteers who give their time and talents to the organization.  Volunteers provide an enormous variety of skills and a wonderful resource without which much of the work could not be done. There are various categories of volunteering: formal volunteers who give their time on a regular basis; those that volunteer for projects or programs, such as special events or weekend conservation exercises; and community based groups composed of volunteer groups, partner organizations or others. Corporate volunteering is on the increase, as more and more companies have corporate social responsibility polices. Volunteering is a global movement, and 2001 was the UN International Year of Volunteers.  

Volunteers can amplify enormously the work that can be carried out by a trust.  In the case of the UK National Trust for 2000, 2.4 million hours were worked by nearly 40,000 volunteers, equivalent to nearly 1,500 full-time staff.  The notional value of their effort was some $20 million.  The Estonian Heritage Society has nearly 700 volunteers who carry out many sorts of activities.  But such strength of volunteer input does not happen overnight, and it is a continuous process to find ways to attract volunteers in a highly competitive volunteering climate.  Trusts are aware that they need to broaden their base beyond a middle class and middle age profile, to bring in young people and greater diversity.  Retention of volunteers can also be a problem, and recognition of their contribution seems to be a key to long service.

Volunteers perform a variety of duties.  The UK National Trust, for example, has counted 160 different categories of help.





Typical Volunteer Activities

	Guides (or docents)

Visitor reception

Room wardens

Cleaning and maintenance work

Gardening

Education activities with children

Supervised conservation works such as stone walling, 

Research on properties, marketing etc. 

Fund raising

Administrative work




Management of the volunteer resource is part of a trust’s role.  Utilizing volunteers and maximizing their contribution requires an appropriate policy and organizational framework.  Experience internationally suggests that the following are ingredients of success: appropriate pro-volunteer strategies; supportive organization and structures; standards and good practice guidelines; recruiting and selection that is needs led; resources and funding; support and recognition for volunteers; communication and consultation with community groups; and training of both staff and volunteers.

Volunteers come from many backgrounds.  In the U.S. and U.K., retired people or women who are not employed in the work place typically make up the ranks of volunteers.  University age students are another group, and it is not uncommon for students to take a year out of their studies to acquire experience in conservation volunteering for a trust.   Most volunteers live in the area where the heritage trust is active.  Many volunteers are active in more than one charitable organization.  As increasing numbers of women are engaged in work outside the home, it is often difficult to find adequate numbers of volunteers.  There is a recognition by many trusts that greater diversity in the make up of volunteers would be beneficial.

Why do people volunteer?  Motives for volunteering are also many.  Some volunteer because they wish to learn new skills; others volunteer because they believe in the cause of conserving a particular site; others like to work in a group and be identified with the aims of the Heritage Trust; and others enjoy the opportunity to socialize with others. 

Volunteers are usually interviewed in order to judge their interests and capabilities.  None of the Trusts investigated places any restrictions on volunteers, although clearly it is the most senior volunteers who are asked to take responsibility for areas where security issues are present, say for example the presence of highly valuable art collections.

Training for volunteers is also typical of the more established heritage trusts.  This may involve a detailed briefing about the history of a property, to more technical training such as in housekeeping or gardening.  

For a significant share of volunteers, they maintain a long-term commitment to an organization and continue their association as long as they are able.  Trusts are keen to ensure continuity, so they create opportunities to acknowledge long serving volunteers, such as awards for 20 years of service.

Developing Partnership Arrangements with Public and Private Entities

Trusts find it advantageous to work in unison with public and private entities to further their objectives and activities.  Such partnerships can raise the profile of an initiative and increase access to human and financial resources.  A partnership may be formed for a specific project or initiative, or on an ongoing basis.

A recent example of a mixed partnership at the site level is the newly refurbished archaeological site of Sutton Hoo in the U.K.  The site is owned and managed by the UK National Trust, but gained support from the UK Heritage Lottery Fund and the European Union for construction of a visitor’s center and exhibition, restaurant and shop, and other site facilities.   A voluntary group, The Sutton Hoo Archaeological Trust, also plays an important role at the site, providing guides for visitors and leading walks.

Arcadia in the City: The Thames Landscape Strategy in Action from Hampton to Kew is an example of an intervention with policy, planning and project-level dimensions.  Here a partnership was formed consisting of the National Trust, English Heritage (the Government agency responsible for heritage), the Thames Landscape Strategy and the London Borough of Richmond upon Thames.  The National Trust chairs the meetings, that bring together stakeholder groups, the Steering Committee (with sub groups on Communication and Consultation, Fundraising, Celebrations, Local Involvement), and a Community Forum.  Among the key stages are to produce a successful bid for the Heritage Lottery Fund and prepare a nomination for World Heritage status.  

Local government is often a partner to a heritage trust.  They may sell a heritage property to a heritage trust under advantageous circumstances or provide facilities or services for aspects of a Trust’s activities.  National governments also give support to heritage trusts, sometimes contracting them to carry out studies such as the culture policy work done by the National Trust of Slovakia, or providing facilities or even seed money for work that furthers national priorities.

National voluntary and conservation organizations, such as the new Maintain our Heritage, that promotes systematic inspection and repair as the most cost effective way of keeping our heritage, has formed an informal partnership with the Bath Preservation Trust and is supported by the Bath and North East Somerset Council.   The International Union of Conservation of Nature (IUCN) is a frequent partner to heritage trusts.

The private sector is taking an increasingly active role in many countries in supporting worthy causes, often as part of their overall corporate social responsibility efforts.  For example, in the Netherlands, the drinking water companies and the Union of Water Boards formed a coalition with Natuurmonumenten, a trust with interest in both natural and cultural heritage, to influence government policy in regard to nature preserves.  In some cases, this also involves direct financial contributions from the partner.   In other cases, there can be an exchange of services, as the Vivat Trust for which suppliers of furnishings and fabric provide goods for historic houses that are restored and then let as holiday accommodations.   The Vivat Trust in turn features the names of the furnishing firms in their own press releases and publicity.

Heritage trusts also work increasingly in partnership with landowners and local people.  They do this through outreach programs, consultations, educational programs, and special events.

As in any sort of partnership arrangement, it is essential that all partners share a clear set of expectations and reach agreement on potential liabilities arising from joint work. 

What Makes a Heritage Trust Successful?

Assessment of a variety of heritage trusts reveals a common set of predictors of success.

	Characteristics of Successful Trusts

· They are founded to meet an urgent need and can express this need in a readily comprehensible manner;

· They benefit from a dynamic and strategic leadership in their formative years;

· They have a property or properties to conserve and manage from the outset which is both a demonstration of good management and a learning exercise for the Trust itself;

· They are able to gather adequate financial support to undertake activities that demonstrate that they can make a difference;

· They do well what other organizations or government is unable or unwilling to do, for example management and interpretation of industrial heritage;

· They uphold high professional standards of conservation;

· They form alliances with other NGOs, voluntary groups and the private sector to create synergies and increase the impact of their work;

· They have an outreach strategy which helps attract support, whether from individuals or companies;

· They effectively recruit volunteers and identify needs they can meet;

· They are able to evolve over time to adapt to changing needs and audiences.




The example of the Slovak National Trust (see Annex II) is particularly instructive.  With a small group of founders and very modest funds, it has succeeded in demonstrating that civil society can take a leading role in heritage conservation.  Since its beginnings in 1996 it has tried to involve citizens, through community meeting, workshops and the like so that “projects should be theirs...”   

The Malta heritage trust, Din l’art Helwa (This Fair Land), formed 36 years ago, exemplifies strategic focus.  A purely voluntary NGO it has no financial reserves and depends on members or commercial sponsors to meet its needs.  The trust has focused on education and involvement of the young to counter the prevailing carelessness and complacency that are characteristic of this densely populated island.   The trust initiated a school program for teenagers and linked it to the well-respected President’s Award Scheme. The program features schools adopting a historic site, studies of historic properties, surveys that encourage teamwork and educational challenge.  The objective is to increase and appreciation of heritage and to build civic pride.  The trust has also created a video and CD on “Heritage in Peril” for schools based on a treasure hunt to excite the interest of children in their heritage.    

The preceding sections examined the major characteristics of heritage trusts.  It is now possible to point out the key actions that are needed to establish a heritage trust.

Key Actions to Establish a Heritage Trust

	Action
	What needs to be accomplished

	1.  Form a committed core team to take the Trust forward
	Form a small group of individuals with complementary skills and determination to create a Trust

	2.  Tightly define the objectives of the Trust
	Analyze in depth conservation needs and determine principles of the Trust

	3. Articulate a clear statement of purpose
	Decide on key purposes

	4. Create a legally recognized Trust with charitable status
	Ensure that the legislation allows a charitable trust to be formed

	5. Identify first projects and secure ownership (or lease) of the property
	Review available historic properties needing care, select an appropriate property, and raise funds for purchase or long lease

	6.  Analyze barriers, conflicts of interest, and other impediments to success
	Carry out review of potential problems and obstacles to the Trust

	7. Appoint Trust officers and an Acting Director
	Select optimal candidate for key positions 

	8. Tailor ambitions to what the Trust can afford


	Take a hard look at what is possible in the first instance and what are longer range ambitions

	9.  Set up an office


	Find adequate office space and establish office systems

	10. Recruit members


	Produce membership brochures, application forms, and decide on recruiting strategy and methods

	11. Secure start up funds, income, and streams of funding


	Conduct vigorous fund raising campaign and secure necessary partnership support

	12. Plan an incremental approach to growth over time.


	Based on results of first stages, develop a plan for future expansion including educational programs


How a heritage trust evolves after its first phase depends on its ability to demonstrate its usefulness, the vision of its leaders, and the ability of its founders to gain support among the wider community.

Epilogue: Comparing the Experience of Nature Conservation Trusts

Considerable experience of nature conservation funds has been gathered since they were first established in the late 1980s when large amounts of money for nature conservation became available through debt swaps.  This experience has been evaluated by the Global Environment Facility.*  It shares important similarities with the heritage trust funds, but also points out critical differences. 

In the case of biodiversity trust funds the design focus was primarily on establishing the necessary financial and legal mechanisms and asset management systems, and ensuring adequate flows of resources to cover administrative and program costs.  Over time trusts it became necessary to focus attention on policy issues, governance structures, and recruitment of qualified staff

Roles

It has become clear that trust funds are not simply financial mechanisms, but institutions that have three key roles to play, in addition to channeling funds.  These roles are to:

· Work with government and stakeholders to develop national conservation 

       strategies;

· Provide technical expertise in management;

· Encourage other NGOs to become involved in biodiversity conservation.

In all countries, governments had little experience working with independent institutions such as trust funds so that governance demanded a good deal of time and creativity from all concerned parties.

The evaluation showed clearly that there is no typical trust fund.  The funds’ structure, scope of activities, and procedures vary according to the purposes for which they were established and the situation of the country.

In the Latin American and Caribbean region there were eight trusts in seven countries: Mexico, Bolivia, Peru, Belize, Jamaica, Guatemala, and Brazil.

GEF Supported Conservation Trust Funds

	Mexico Nature Conservation Fund (1994): to conserve biodiversity of Mexico and ensure sustainable use of its natural resources

	Bolivia: National Fund for the Environment (FONAMA), 1990: to develop funding for environmental conservation through international cooperation and debt reduction

	Peru: Fund for Natural Areas Protected by the State (FONANPE) and a private organization PROFONANPE, 1992: to channel funding both for recurrent protected area management costs of parks and wildlife department 

	Belize: Protected Areas Conservation Trust (PACT), 1995: to provide funding for conservation in and around protected areas, development of eco-tourism, assessments and development of archaeological sites, and community participation

	Jamaica: Jamaica National Parks Trust (JNPT), 1991: to help establish a national park system 

	Brazil: Brazilian Biodiversity Fund (FUNBIO), 1995: to crate a mechanism to assure resources for priority biodiversity projects capable of attracting private sector contributions

	Jamaica: Environmental Foundation of Jamaica (EFJ), 1992: to finance environmental activities

	Guatemala: Conservation Trust of Guatemala (FCG), 1991: to support projects that emphasize the relationship between natural resources and rural populations, develop NGOs and other organizations to protect natural resources


Accomplishments
Overall trust funds accomplished five goals.  They:

· supported protected areas and provided basic security for their operations; 

· generated and managed financial resources; 

· encouraged the participation of civil society; 

· augmented scientific research on conservation issues; and 

· increased public awareness of conservation issues.

Uncertainly remains, however, about their long term conservation impact.  

Success Factors
Two sets of factors have been identified as associated with trust fund success: factors important for establishing a trust fund and factors important for successful trust fund operations. 

 Factors necessary to establish a trust fund:

· Existence of a valuable, globally significant biodiversity resource whose conservation is feasible;

· Government support of the concept of a fund outside government control, that bridges the public and private sectors;

· A legal framework that permits establishing a trust fund or foundation and tax laws that allow tax exemption and incentives for private donations

· Critical mass of people with a common vision of nature conservation;

· Availability of one or more mentor organizations;

· Mechanisms to involve a broad set of stakeholders;

· Realistic prospects for attracting capital adequate to carry out a program;

· Demand for the fund’s work.

Factors necessary to operate a trust fund:

· Clear and measurable goals and objectives;

· Governance structure with appropriate checks and balances;

· Ability to attract qualified and dedicated staff and harmonious board /staff relationships;

· Technical and other capabilities that permit the fund to become a respected and independent actor;

· Constructive relationships with relevant government agencies;

· Financial and administrative discipline and procedures;

· Mechanisms for continuing to involve a wide range of stakeholders in the fund’s programs; 

· Competitively selected asset management.

A review of the thirteen GEF trust funds revealed the following pattern.

	Essential Conditions for a Conservation Trust

· Long term commitment required to address the conservation issue at hand;

· Active government support for a public-private sector mechanisms outside direct government control;

· A critical mass of people from diverse sectors of society who work together;

· Basic fabric of legal and financial practices and supporting institutions in which people have confidence.




Differences to Heritage Trusts

There are two principle differences that emerge when analyzing nature conservation and heritage trust funds: capitalization and the GEF.

Capitalization.    In all the cases examined by the GEF, a substantial capitalization was achieved at the creation of the trust, which allowed the trust to carry out a significant weight of activities.  Under the management of asset managers, these initial endowments performed well and have ensured the continuation of the Trusts.  It is rare for heritage trusts to be well endowed, with the exception of those that were established in the late 19th or early 20th century and which now have a robust portfolio.

GEF.  The GEF has played a highly important role in financing biodiversity conservation internationally.  It has brought additional funds to this endeavor.  There is no equivalent funding facility for cultural heritage, and the GEF administration over its lifetime has not heard from national governments that they would welcome discussion of enlarging the GEF to include heritage activities. 

It is also important to note that nature conservation in Latin American and the Caribbean is often supported by NGOs and may have higher visibility in a country than cultural heritage.

*Global Environment Fund, Evaluation Experience with Conservation Trust Funds, November 1998.

ANNEX I

The Local Heritage Movement in Sweden: A Federation of Local Heritage Societies

The local heritage movement in Sweden emerged at the end of the 19th century, at a time of great economic and social change.  The traditional agrarian society was weakening as people moved from the countryside to towns and cities in search of work in new industries.  Authors, academics, teachers and others concerned about the disappearance of cultural traditions formed associations to preserve traditional cultural life; the first was founded in 1856.  In this early period of Swedish nationalism, a large interest was taken in dialects and oral history as well as material culture.

In Sweden local heritage ideals became interwoven with democratic aspirations, interest in popular education, and a defense of human dignity against the materialism and dehumanization of the industrial age.  Young students joined in the local heritage movement and organized big local heritage meetings.  Open-air museums were founded in various parts of the country during the 1890s; they contained old farmsteads, houses and artifacts and even zoos with native animals. 

Museum activities became an important element of the local heritage movement and people began collecting artifacts from their localities.  Local heritage centers formed places for community experience, educational activity and festivities. The local heritage movement thus combined an interest in preserving architecture and material culture with raising awareness of culture and community action. 

A nationwide federation was established in 1916 and in 1975 was transformed into the national organization, the Swedish National Heritage Federation (SHF).  The SHF is the umbrella organization that deals with questions regarding local heritage in the community. It works to generate positive interest in local heritage activities on the part of government and the general public, and gives advice and provides services to the regional federations and local societies.

Today there are 26 regional heritage federations, some of which have professional staff.  They are active at regional levels as advisory bodies and also provide services at the local level.  They cooperate closely with county museums.  Nationally there are about 1,800 local heritage societies that work locally on a not for profit basis.  Their role is to protect the local cultural environment and they administer more than 1,300 local heritage centers with more than 9,000 historic buildings.

Every year the Local Heritage Movement has a turnover of about one million SEK.  It considers about 1,000 committee reports.  Some 5,000 activities take place at the local heritage centers and they receive more than 3 million visitors per year.

The SHF is closely allied with organizations in other Nordic countries and cooperates with a number of international organizations such as ICOMOS.

www.hembygd.se
ANNEX II

The Slovakia National Trust

The National Trust of Slovakia was established in 1996 by six young people as a non-profit and non-governmental organization.  The idea of a trust had been germinating for a few years as a group of volunteer worked to stabilize and restore a 19th industrial heritage site, Frantisek Iron Works in northern Slovakia.  In 1997 Frantisek became the first property of the Trust and its preservation continues to occupy much of the Trust’s efforts.  Other properties have been added, including the wooden village of Podbiel.  Early on the Trust’s leaders realized that it was not enough to work at the local level, but that there was a need for wide support from the public throughout the country.  

The mission of the National Trust for Historic Places and Landscapes of Slovakia (NTS) is to secure permanent protection and sustainable use of heritage sites, objects of great value, and sites of natural beauty for the benefit of Slovakia and its people.  The Trust carries out conservation work, supports heritage education and training, provides consultation to various groups and owners, and encourages the development of heritage organizations throughout the country.  

The NTS is active in cultural heritage and environmental policy development.  It signed a working agreement with the Slovak Ministry of Culture to consult on heritage issues and has worked with other experts on the National Strategy of Sustainable Development in the Slovak Republic.  The Ministry of Culture recently commissioned it to prepare a National Report on Cultural Policy.   It cooperates on the local level with city councils and on the national level with government ministries.  

After six years of operation the NTS’s objectives have become more focused.  They are to:

· Create a platform for cooperation in the field of cultural heritage, bringing together the public, private and voluntary sectors;

· Encourage training and education in the field of heritage management;

· Introduce good management of properties under the ownership of the Trust;

· Build relationships between experts and the public;

· Raise public awareness; and

· Secure means for support of its activities.

Beginning with donations amounting to UK £100 in 1996, the 1999 budget was approximately UK £33,000, obtained from various grants and other sources of support.  Securing funding remains difficult.  The challenge facing the NTS is “to get Slovaks involved”; most of current funding now comes from foreign sources including embassies and foundations.  The Government has no policy or support for NGOs.   

The membership of the Trust has also grown to some 100 paid members, both Slovakian and international.  The Trust publishes a regular newsletter as a means to share information and to attract new members.

The Trust is governed by a 12 member volunteer Board and has a professional staff of 5 full time pole, and a core group of nearly 20 volunteers.  

International learning has been an important element of the Trust’s efforts from its inception.  It has received help from the UK National Trust as well as from heritage organizations in Germany, Wales, and the Czech Republic.  

The NTS distinguishes itself from other NGOs in Slovakia in its role as practitioner.  It also breaks new ground as “Slovakians are not used to participating in civic endeavors.” 

Leaders of the Trust have commented on the most important things they have learned:

· The need to involve local communities from the beginning;

· The projects should be community projects and their role should be advisory;

· Without volunteers, heritage projects cannot be sustainable;

· It is not easy to manage properties or projects that are at a distance when the organization is small.

www.nt.sk

ANNEX III

Hampshire Buildings Preservation Trust: A County Based Trust

The formation of the Hampshire Buildings Preservation Trust was sponsored by the Hampshire County Council as its contribution to the European Architectural Heritage Year 1975.  The Trust exists to help save historic buildings; to secure their repair and continued life; and to encourage the active interest and support of the people of Hampshire in their historic built heritage.

The Trust is a charity and a company limited by guarantee, which adopted a constitution recommended by the Civic Trust.  It has a membership limited to 50, comprising representatives of all the local authorities in the county and a number of local amenity societies.  In addition, associate membership was open to all on payment of a modest subscription.  The day-to-day activities of the Trust are organized by a board of management, with members drawn from local government (county councils, district councils) and amenity societies of Hampshire.

The country council provided officers to give help and advice and also provided an initial working capital of £100,000 that was to be used as a revolving fund to purchase, restore, and sell historic buildings in need of renovation in the county.  Since its formation, the Trust received further infusions of working capital from the Hampshire County Council (HCC) and the district councils and has had the benefit of grant assistance on number of its projects.   As of 2000, the Trust’s working capital stands at £225,000.

Over the last 25 years, the Trust has assisted with the conservation of a wide range of historic buildings, not only by purchase and renovation but also in partnership with others, or by acting as agents for the owner.  Fundamental to all these projects has been the support of public and the local authorities.  The first works were undertaken as revolving fund projects and were mainly domestic buildings. Soon after the Trust realized that not all problems involving historic buildings could be resolved using this approach as there were large numbers which were better suited to commercial conversion and others suitable for the purpose for which they were originally constructed, namely industrial and agricultural buildings for which a major part of their importance is their historic use and equipment.  In these cases the Trust became involved in a group of buildings for which they either undertook the repair as an agent for the owner or acquired the property for the benefit of the public.

The Trust relies heavily on local people to “be its eyes and ears” and has worked closely with amenity groups and other local building preservation trusts.  It has plays a role as a safety net for buildings at risk and provides support to local authorities when they serve preservation notices.  Since 1975, more than 500 potential projects have been investigated in depth and the Trust has been able to encourage others to take responsibility for conserving historic buildings and giving them new life.

The Trust only takes on projects itself as a last resort.  In a number of cases, projects have served as an illustration of what can be done and of the knock on effect for the locality as a catalyst for regeneration.

The Trust has functioned as:

· a practitioner of sound conservation practices, including thorough investigation and surveying, and ensuring that project design is in sympathy with its surviving historic features;

· a leader in the conservation of industrial heritage, including the conservation of a silk mill, brickworks (the later incorporating a number of educational and building conservation activities), and waterworks;

· a leader in the conservation of vernacular architecture such as dovecotes, game larders, Vine house (now used as a school for children with learning difficulties), well heads, 

· a provider of advice and encouragement, as for example on reuse of commercial properties or redundant churches;

· an enabler, for example bringing together the ownership of two buildings so an overall scheme of renovation and reuse could be formulated;

· a rescuer of building that were to be demolished; 

· a demonstrator of the conversion of listed properties for residential properties;

· a partner with cities councils and local amenity groups to restore buildings as part of a broader urban regeneration plan;

· partner to local volunteer groups (i.e., creation of a medieval garden; 

· a catalyst to local industry (such as Southern Water Authority) to conserve important industrial heritage;

· a provider of training in local building crafts such as us of lime mortars, repair of stone tomb stones

The Hampshire Trust works with such other trusts as: The Winchester Preservation Trust, 

The Whitechurch Silk Mill Trust, the Twyford Waterworks Trust,

The Trust is now reconsidering its role in the light of the changing needs of building conservation.  In particular it is turning its attention to the need for education.  

ANNEX IV

The Vivat Trust: Renovating Listed Buildings for Holiday Accommodations

The Vivat Trust is a UK charity dedicated to rescuing important neglected and dilapidated listed buildings of architectural, industrial and historical interest.  Founded by a group of architects and surveyors who recognized that many historic buildings were falling into disrepair under owners who could not or would not sell their freeholds, the trust was established in 1981. Vivat was the first trust to be allowed to acquire leasehold properties by The Charity Commissioners.  As a result, Vivat is able to repair and improve buildings, which have been passed over by larger organizations, whose owners cannot or do not wish to grant freehold.

Vivat has no endowment, so each building is independently funded.  Repair and renovation funds are raised on a project basis from funding bodies such as The Architectural Heritage Fund, English Heritage, The Heritage Lottery Fund, and Historic Scotland.  The Trust uses traditional techniques and materials and whenever possible local craftsmen, from stonemasons to joiners. Furnishings are provided in part by sponsors – from fabric and wallpaper designers to electrical manufacturers, kitchen and furniture makers – who make donations of their products.  Once the buildings have been repaired and improved they must be self-financing which is why all of Vivat’s retained properties are currently let out as high-quality holiday accommodations.  Currently there are 10 properties available for holiday rental in England and the UK.

Letting out the buildings as holiday accommodations guarantees income for their maintenance and also allows them to be more sensitively repaired as the structural changes may not need to be as radical as for houses.  Each project is thought through in an imaginative and flexible manner, with the help of Vivat’s voluntary Council of Management whose varied skills and breadth of experience provide The Trust with a foundation of knowledge and expertise.

It is the belief of The Trust that by staying at a Vivat property, visitors help guarantee that the historic buildings will be preserved for posterity.  Interest by the public also helps to fulfill one of the charity’s aims which is to heighten people’s awareness of Britain’s rich architectural heritage.

The Landmark Trust is another UK trust that rescues endangered buildings of architectural and historical importance.  It raises emergency funds to acquire properties and raises further funds to repair them, typically by donations from individuals.  The properties are converted into holiday accommodations that can be rented by members of the public. 

www.vivat.org.uk
www.landmarktrust.co.uk
Annex V

The Bath Preservation Trust:  Accounts

The Bath Preservation Trust is an active heritage trust that focuses on the World Heritage city of Bath and its surroundings.  It provides a renovation grant scheme available to listed building homeowners, operates four museums (No 1 Royal Crescent, Building of Bath Museum, William Herschel Museum, and the Beckford Tower) and carries out educational programs.  The Trust also helps shape public policy on key issues in Bath, particularly transport, architecture and planning, environs, gardens.  The Trust has over 1400 members including Corporate members (42).

Income for the Trust consists of: donations and grants; admissions; members subscriptions; shop takings; room hire; other income; and investment income and interest.  For 2000 /01, admissions were the largest contributor (£152,440), followed by shop takings (£58,935) and room hire (£27,041).  Member subscriptions totaled £12, 471.  Total incoming resources were £279,025.

Resources expended were: direct charitable expenditures (£242,508), cost of sales (£29,514), and fund raising and publicity (£7,446), and management and administration of the charity (£12,152).   Expenditures covered costs of educational program, building maintenance and capital works, and collection acquisitions. 

The Bath Preservation Trust also has subsidiary companies.  The Georgian House Museum listed costs as follows: exhibit costs, publicity and public relations, wages and salaries, guide costs, building rental, building overheads, insurance, and administrative expenses.  This totaled £122,527 against income from admissions of  £133,321.

Their freehold property and improvements were valued at £742,796.  It also possessed investments valued at  £371,679.

Thus commercial activities of the Trust, in particular admissions, shop takings, and room hire provided important income that enable the Trust to carry out its other activities.

The Bath Preservation Trust Limited is registered as a charity and as such tax exemption applies to the income arising from and expended on charitable activities and to its investment income and gains.

ANNEX VI

European Network of National Heritage Organisations (ENNHO)

ENNHO is an informal network of western, Central and Eastern European heritage conservation organizations, established as a result of the first European Exchange Programme in 1995-1996 that was financed through the European Union.  Members come together to share expertise and experience, to exchange information and to make joint funding applications.

In November 1999 the European Network of National Heritage Organisations was formally constituted at a meeting of the thirteen founding organizations (the ENNHO Core Group) in Brussels.  This core group is made up of heritage conservation organizations from seven European Union Member States and six countries from Central and Eastern Europe, both non-governmental and governmental, characterizing the sixty organizations within the whole network.

The first General Assembly in June 2000 brought together all the members of ENNHO and provided them with the opportunity to discuss project themes for the 2001-2002 European Exchange Programme, to co-operate on issues of mutual interest and to hear about funding programs. 

 In December 2001 in Antwerp, Belgium the second meeting was convened, attended representatives of 24 member organizations.  The meeting theme was heritage and society.  Three workshops were held: Working with communities; Volunteering; and Public attitudes to heritage.  Among the conclusions reached were: the need to know what is good practice in conservation; the value of the ENNHO member organizations’ practical experience; the gaps in training in conservation; and the necessity to find new financing streams.

Analysis of Membership.  ENNHO member organizations are concerned directly with the management of the built and/or natural heritage properties for public benefit and enjoyment or they contribute to these objectives and related heritage conservation activities such as education, access, enjoyment and recreation.  They are governmental or non-governmental, and may be active at national, regional, and/or local level in the European Union or wider Europe.  The ENNHO Directory provides information on each of the organizations as reported to the Secretariat.  This includes contact and organizational details and a list of projects in need of partners.

Of the 60 member organizations, 34 are non-governmental heritage conservation bodies.   These include organizations from 26 countries: Austria, Belgium, Czech Republic, Denmark, Estonia, Finland, France, Germany, Greece, Ireland, Italy, Lithuania, Macedonia, Malta, Netherlands, Norway, Poland, Portugal, Romania, Russia, Slovakia, Slovenia, Spain, Sweden, UK, and Scotland, 

All ENNHO member organizations are active in built, cultural or natural heritage with the majority involved in more than one of these areas.  Most work in built heritage (69%) with 60% in cultural and 56% in natural heritage.  Some 23% of organizations are active in all three.

The majority of organizations specialize in more than one activity.  The most frequent are the care of castles and stately homes (29), vernacular architecture (29) and nature conservation (30).  Protection of archaeological heritage (22), gardens (23), landscape conservation (25), ecclesiastical architecture (26), and industrial heritage (27) were also important areas of activity.  Less common were environmental protection (20), land management (15), and conservation of moveable heritage (15) and coastlines (10).  

Most of the organizations have expressed a wish to develop their work in additional areas.  The most common areas that they would like to develop are education (43), funding (35), and training (37).   Other areas of interest are tourism (30), document management (28), policy issues (25), membership (22), and visitor management (20) and volunteers (20).  

Current projects in which organizations are involved with each other or separately include:

· Development of tourism through bicycle trails, wine routes and tourist information centers;

· Conservation and restoration of historic buildings and monuments;

· Training projects;

· Visitor management projects; and

· Volunteer exchanges.

Future projects in which organizations would like to become involved include: establishing European standards on conservation; exchange of experience; and volunteer exchanges.

From its inception in 1997, member organizations have indicated that they believe ENNHO could: provide information on funding opportunities; help identify potential partners to undertake projects with other organizations; coordinate workshops and ad-hoc working groups; and share information on EU policy.  About half of the organizations mentioned exchange of experience and know how as one of the prime activities of ENNHO.  This exchange would be on the basis of information dissemination (publications, Internet, newsletters) to keep partners up to date on EU policies, funding and activities of other heritage conservation organizations.  There was a particular interest in provision of advice on how to set up heritage NGOs.  

Thus there are two main areas in which organizations believe they benefit from joining ENNHO.  First, the pooling of shared experience and expertise would provide extra resource for heritage conservation organizations.  Second, contact with other Network partners would provide opportunities for submission of joint funding applications.

ANNEX VII

UK Overseas Territories Conservation Forum

www.ukotcf.org
“Empowering people to conserve their heritage”

Serving the Overseas Territories, the fifteen former colonies that choose to retain their close links to Britain, the UK Overseas Territories Conservation Forum works to conserve the biodiversity and cultural heritage of the Overseas Territories.

Local member organizations include:

· Anguilla National Trust

· Bermuda National Trust

· National Trust for the Cayman Islands

· National Trust of Jersey

· Montserrat National Trust

· National Trust of the Turks & Caicos Islands.

The Forum assists local organizations and governments by:

· Offering advice on strategic planning and capacity building

· Helping NGOs find international funding for their work;

· Coordinating the support of UK member bodies in providing specialized technical assistance

· Providing regional support by expert Working Groups (Wider Caribbean Working Group, South Atlantic Working Group, British Indian Ocean Territories Working Group) 

· Supporting local people in their efforts to conserve their own environmental and cultural resources

UK member organizations who support and contribute to the work are primarily nature conservation groups: British Association of Nature Conservationists, British Microbial Biodiversity Association, British Ecological Society, British Ornithologists Union, Fauna & Flora International, Royal Botanic Gardens (Kew), Royal Society for the Protection of Birds, World Conservation Monitoring Centre, World Wide Fund for Nature UK, Zoological Society of London.  The National Trust is also a Forum member.
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Organización mundo maya 

secretaría técnica permanentE 

CIUDAD DE gUATEMALA

PROYECTO BID-MUNDO MAYA

Invitados al Seminario BID sobre Fondos en Fideicomiso para Patrimonio Cultural y Natural

1. Nohra López, Ministerio de Cultura y Deporte Guatemala-Dirección de Patrimonio Prehispánico Fax. (502) 232-5956, Tel: 232-5948

2. Ana María Arévalo, Directora Fundación Miraflores (Ingenio Pantaleón) aarevalo@inversiones.com.gt
3. Cristiana de Amenábar, Directora Fundación Novella cdeamenabar@cempro.com
4. Thelma Castillo, Directora Fundación G & T fundacion@intelnet.net.gt
5. Federico Fahsen, Presidente Asociación de Areas Protegidas Privadas de Guatemala (502) 360-4415, 20, 21 Cel 517-8722  ffahsen@itelgua.com 

6. Embajada del Reino Unido embassy@intelnet.net.gt 

7. Mariano Beltranena y Denia del Valle, Presidente y Gerente de la Cámara de Turismo de Guatemala

8. María José González, Fideicomiso para la Conservación-Guatemala petrock@guate.net  y mjgonzalez@fcg.org.gt
9. Alejandra Sobenes IDEADS ideads@intelnet.net.gt
10. Roberto Godoy roganuxe@guate.net
11. Sra. Olivera, Directora Museo Ixchel museoixchel@intelnet.net.gt 

12. Ingrid Schlessinger, Directora Museo Popol Vuh popolvuh@ufm.edu.gt (502) 334-6886 X 836

13. Ligia Toledo, Proyecto Parque Mirador ltoledo@itelgua.com
14. Claudia Quinteros, Directora Ejecutiva Reservas Privadas de Guatemala 919-0614 reservasdeguatemala@yahoo.com
15. Ximena de la Macorra, Asociación de áreas protegidas privadas de México xmacorra@avantel.net
16. Carla Molina, Presidenta Asociación de Ecoturismo de Guatemala ecoadventure@guate.net
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