3 November – LONDON MEETINGS

Catherine Quick, UK Overseas Territories Conservation Forum

CAL to get details of Cayman Islands Conference in May 2009 and attendees (consider liaising with regional group re attendance – Bermuda NT attending).

Liaise with Catherine in the future about offering built heritage site management experts from our network for projects.

Catherine happy for us to go ahead with European funding ideas involving territories (the Forum does not have capacity for this).

CAL to draft INTO version of Forum ‘Friends’ recruitment leaflet.

James Wadsworth
GHR, CAL, SC to have a follow-up meeting with James on 14 November.

To ask Treasurer: Do we need to move out of NT book-keeping system yet; and if so, how?
Sneska Quadvelig-Michailovic, Europa Nostra

Consider possibility of MOU with Europa Nostra in the future (idea of ‘piggy-backing’ membership idea likely to need more research).
CAL to contact regarding adding some information about INTO (3 November launch, Bratislava, progress over 2008, ICNT 2008, etc) to next Europa Nostra mailing.

Anthony Lambert, NT Members Magazine

CAL to check when this article is appearing – and whether Anthony has all the information/photos he needs.

INTO Strategy Session

Review of progress to date – what worked well, what achievements are people most proud of?

· Canadian Embassy event

· Good progress in first 8 months – lots of good working, teleconferences; quality of involvement; quality of team working together

· Already a ‘sense of belonging’

· Delhi Charter – culmination of years of work and definition of a ‘national trust’

· Delhi launch and profile of INTO at ICNT

· Awareness of a new international entity/catalyst – rather than a loose network

· Already a sense of chance to learn from one another – e-bulletin creates a sense of excitement

· Achievement of getting round the table today

· Regional co-operation already under way – meeting in Korea

· Already seeing thinking in other parts of the world of founding national trusts

· Sense of excitement of working together

What are the challenges and opportunities ahead?

Economic challenges:
· Global credit crunch – impact on fundraising

· Government may compromise standards and be less tolerant of ‘voice of heritage reason’

· Member recruitment – discretionary spend

· Government finance for heritage

Economic opportunities:
· Our role is more important

· Heritage as a tool for economic development

· Chance to forge a ‘value shift’ (move from pure consumerism?)

· During leaner times, long-term vision becomes more valuable

· We are specialists in communications and can influence lifestyle change better than governments

· Chance to create greater self-reliance

· Chance to ‘fast-track’ opportunities – governments want to invest to deal with crisis

· Commonwealth Games in India in 2010 getting in on urban development

Political:
· Need to reinforce value using our knowledge as national trusts. Need for ‘Valuing our Heritage’ case in economics (e.g. embodied energy)
· Trusts can demonstrate focus on sustainability – we need to help redefine this.  Green groups leading the way for younger generation but we can deliver long term movement for sustainability. Restate our purpose in modern way.

· We are a resource of people to do things e.g. volunteer resource (slow economy gives time for good volunteers)
· What is our role as ‘custodians of culture’?  Political message to be reinforced here (governments focus on short term political agendas)

· As ngos, we are more flexible and have power to get things done

Social:

· Membership benefits for participation in INTO

· Reaching people

· Changing public interest – outdoor activities involving less travel, ‘localism’, aging population

· Change in use of recreational time

· Younger people use internet, travel globally, etc

· Drop in ‘participation’

· Opportunity for INTO to ‘reach’ young people thinking globally through website

· Technology is key opportunity!  (E.g. Obama election campaign)

· Education and youth involvement opportunity

· BUT let’s not forget ‘authenticity’ – national trusts providing ‘the real thing’ in a virtual age (cf. ‘Nature Deficit Disorder’ in US and ‘Green Space Poverty’ in UK)

· People want to engage in new ways

· Visiting motive for young people (in membership) is weaker

· Short-term volunteering

· Importance of connecting people – use internet to make real connections

· ‘Ageing’ support base

Environment:

· Climate change cannot be avoided – focus of resources from government. We need to compete and be part of it.  INTO can talk about it in different ways – this is what’s happening in different parts of the world.
· Sustainable use of natural resources – sustainable farming practices

· Natural heritage

· ‘Greening’ our properties – we do it!

· Water management

· Sending a message to others

· Transport and carbon issues

· Craft traditions and knowledge – importance of intangible heritage.  Cultural heritage much more than ‘buildings’.  It’s about wisdom of using resource, cultural traditions, diversity as a strength.  Plays a very important role for many trusts
· Brand identity and intellectual property rights

What would success look like for INTO in 2015?

· Successfully modified globalisation process – made our presence known and promoted sustainability message

· Bigger membership

· Sustainable organisation – self financing

· We will be the equivalent of WWF for heritage/national trust movement (other parallels are Birdlife International or IUCN)

· Global force with global membership and structure

· Greater support of governments for INTO
· More regional cooperation activities

· Bring in francophone and other cultures

· Executive committee will be a lot younger and a lot less white

· An INTO ‘flag in every nation’ – INTO catalyst for creating NTs across the world

· Build on uniqueness

· Workshops on basic issues in partnership (e.g. legislation)
· National Trusts ‘brand’ – INTO a badge of success and relevant to members of INTO organisations

· Competition?  Partners? UNESCO; World Monuments Fund; ICOMOS

What will structure look like in 2015?
· Sound regional devolution of activity

· Coming together every two years to keep connections (e.g. ICNT and partnerships)

· Dispersed secretariat?

· Other activities to secure funds as membership fees not enough

ISSUE: Which model?  Modest/lighter touch model or big world force???

INTO’s mission and vision
INTO’s agreed mission is “to promote the conservation and enhancement of the heritage of all nations for the benefit of the people of the world and future generations”.

INTO’s Vision

By 2015, we will have:

· Established a good membership base, kept our door open (i.e. finances) and be involved in at least one global programme between conferences

· Beneficial regional cooperation in each of 5 regions

· External recognition internationally of INTO

· Organisation with momentum

· Member national trusts to recognise value of INTO

· Big lean membership driven organisation (but small secretariat)?
· Sharing information widely in an on-line fashion

· Enthusiastic and active Executive Committee – people still want to be involved on voluntary basis

What will Secretariat look like in 2015?

· Secretariat as an ‘enabling’ function – to get people to work together

· Other models?

· A paid head of Secretariat was promoted in Delhi – or do we keep going with volunteers?

· Depends what we decide to do … 

· Is it not sustainable to continue as we are?

· Need more time and more funding

· Is the vision of a ‘cosy club’ or a more ambitious global organisation with well paid, professional staff?

· Take existing structure and knit that together to enable global advocacy organisation - still needs some paid staff

· Use internet to communicate 

· Keep ambition; don’t need a big bureaucratic structure; need to deliver between conferences

ISSUE: Principle of waged head of secretariat – is this still what we want?  Need to bottom out what we need

Conclusions/round-table
· Important to decide membership types – a cosy club or a wide group. What about individual membership?

· Need to establish income levels to afford our work

· Small, lean network able to connect and assemble knowledge of existing Trusts and share them with the rest of the world, particularly places where heritage and nature under threat

· Need to be known to be able to achieve this (use of internet and cell phone technology)
· Sustainable organisation delivering ICNT and other activities

· Secretary General

· Engagement of international organisations

· Active Executive Committee

· INTO brand of excellence – no compromise on Delhi Charter (re membership criteria)

· Focus on regional co-operation

· Lay out institutional framework for each region and relationship with INTO (how regional reps work with centre)

· Serviced by an adequately sized professional Secretariat, utilising the association with like-minded organisations willing to act in partnership so as to achieve a world-wide organisation which facilitates international liaison between members working towards the achievement of heritage conservation through the promotion and implementation of best practice.

· Current staffing not sustainable

· Need to develop resource for larger paid staff

· Service membership – they are key to networking and advice (information exchange between trusts)

· Agreed a lot of opportunities for INTO – value of network reinforced
· Small and large organisations working together

· Share resources and avoid duplication

· Committed Executive Committee

· Common vision – focus on compact Secretariat using internet to best value

· Executive Committee takes on more regional responsibility

· Use knowledge base of existing membership

· Broaden geographic base beyond WASPs

· Focus on youth and use of modern technology

· Existence of devoted people who recognise value of what we inherit from people

· Flexible network prepared to react to extreme and sudden situations in changing world

· Advocacy and service organisation

· Small Secretariat 

· Core membership of support
· Opportunity for individual members to give on-line

· We communicate together to win participation

· Use of internet, etc

· Moving in right direction

· Need to be ambitious about what we want to achieve (e.g. WWF objective)

· Full time, properly paid, professional Secretariat limited to resource available and objectives

· What can we achieve by 2015? 

· Sustainable small core; professional staff; focus on active regional groups; sharing knowledge and best practice

· Reach out electronically
· INTO strength is expertise of members NTs (family feeling)

· On line and internet savvy – virtual meetings and carbon neutral organisation

· Responsive to threats – can say that we represent x people in y countries

· Crowded world of influence – need to harness existing networks

· Not going to be like WWF

· Do more between ICNTs

· Support for small organisations – e.g. in Asia and Africa where need is greatest

· Still able to depend on volunteers by 2015

Further thoughts

· Lots of organisations crying out for help – can we do with a small secretariat and limited funding?

· What can we achieve on international advocacy front?

· Limited time and resources mean that we haven’t been able to answer all cries for help

· Need for expert network/interventions – but must be funded … 

· Lean organisation can provide connections – more secondments and ‘easy’ answers – doesn’t need to be a huge organisation

· Need for funds to get people to places could be diminished by more local level interventions – INTO doesn’t always need to send someone (other solutions, nearer Executive Committee members, etc)

· Involvement of impecunious members should be assured (e.g. Fiji)

· Must get over old conventions of what a network organisation should look like … 

Common ingredients:
· Importance of technology

· Lean organisation creating energy for networking

· Regional focus as strength 

· Reach out to developing world where need is greatest

· Focus less on ourselves/INTO organisational structure, etc and more on those in need

Different ‘pulls’:

· Which network model?  Modest/lighter touch model or big world force???  How big an organisation do we aspire to be?

· Principle of waged head of secretariat – is this still what we want?  Or can we manage with volunteers?

· Ambition versus realism

Membership Services

Oliver’s comments:

· Voting rights need to be added to the list of membership benefits.

· Some benefits are not currently exclusive to members

Discussion about whether ‘consultancy services’ can/should be tied to membership in some way.  A contractual arrangement?

Need to gain value from on-line access recognised but INTO’s mission is “to promote the conservation and enhancement of the heritage of all nations for the benefit of the people of the world and future generations” – not to have more members!

We want people to access the information (which they would surely find by another means) and set up national trusts.

Alternative would be to look for an external funder of the website.

Could encourage people to ‘log-in’ to website – which would give us a list of emails which we could then add to the e-bulletin distribution list … E-bulletin should have a ‘call for donations’ section.

Agree to keep information open to all on the website (notwithstanding the potential provision of an e.g. ‘members only’ chat room, for example).  Consultancy services are another matter.

‘Responding’ to requests – sometimes these organisations are not yet formed but there is an expectation that if we assist a group, they will join INTO afterwards.

Even impoverished ngos can cover part of the costs – and join as a member.

Agree that INTO Secretariat will continue to respond as far as possible without making a charge, making it plain that organisations we assist will be invited to contribute and become a members eventually.     External funding will be sought on a case-by-case basis.
There will be less need for a really ‘bespoke’ response (once website and networks in place).     Use of existing FAQ networks on-line.
Some provision to cover a membership fee in any funding rose to support the activity INTO undertaking.

Secretariat would like to be kept informed of other organisations’ international activity.

Agree to accept principles of the expert network and task forces approach.

Can link in to other networks for skills that we don’t have (e.g. ICOMOS, IUCN, etc) through agreement of co-operation but expertise will initially be sought through our own membership (overseas placements seen as a benefit to our member organisations).

On-line calls for assistance also possible – can make it clear that if you want to go, you have to pay!

Agree that requests for assistance on policy issues/advocacy will be dealt with on a case-by-case basis.

Survey INTO members as to what intervention policies are already in place (NTHP and NT both have such guidelines).  CAL to ask for info.
Important to acknowledge difference between ‘heritage at risk’ campaigns and ‘policy’ issues.  At present INTO does not have a position on anything?
Some question over the value of an INTO intervention – our real area of expertise is heritage site management.

Agree to use ICNT/INTO Congress to arrive at positions on policy issues.

John Ducie to progress declaration.

INTO Secretariat may provide training for members in how to advocate.
To be swifter of foot, use local partners as contact points – then Secretariat can draft letter, which can be shared with the Executive Committee.

[Gateway tests.]

Agree to prepare a research paper on reciprocal visiting arrangements – what is already going on round the table?  What are the statistics?   CAL to ask for info – forward to OCM.   OCM to prepare paper.   CAL to forward all info to OCM.
Reciprocal visiting arrangements are something that the NT (E, W and NI) is revisiting.   (Likely to withdraw all current arrangements and replace with another system.)

Possibility of having a directory of sites open to the public on the INTO Website (would need to link to individual members’ sites for detailed information).

Need to get over the issue of ‘free entry’ – maybe a discount scheme?

What are ramifications?  What are the benefits to host trusts?

Executive members to submit details to Secretariat.

[20% discount idea]

Agree list of membership benefits.
Agree that full membership can be offered to independent states/province Trusts.
INTO application forms to demonstrate national remit.  CAL to update form.
Need to be aware of ‘diluting the brand’ – franchise idea.

Simon Molesworth, David Brown and Martin Scicluna will revisit membership criteria (deadline = Jan teleconf).
Agree to accept individual supporters/donors [what to call them?].   CAL to draft a structure/proposal for circulation to Exec.
David Brown to facilitate inclusion of ‘on-line giving’ on INTO Website (asap).
Future programmes

Oliver Maurice to contact Helen Hamlyn re funding.  CAL to revise budget figures (< £50k).
Bill Turner to provide information on intern programme to GHR.
David Brown to organise an intern to work on the website.

SK Misra to provide contact details of someone who might be able to assist in London office.  GHR to contact.
CAL to organise ‘NT’ volunteer from April.
Regional co-operation

A good thing – but how to achieve on limited resources?
Need to be pragmatic.  Need for ground rules – hard to service regional groups & need for bottom up approach.

Effective feedback mechanism.

Encourage Asians to develop a model.

Simon Molesworth and Oliver Maurice to prepare a hypothetical (and flexible) structure for regional groups (?).   Regional Council structure should be outlined in advance of ICNT 2009 so that people know a little more about what they are signing up to (by April 2009).
This paper than then be given to ENNHO and Europa Nostra in advance of developing possible MOUs.
Can tap into funding sources in the region – would it be fair to ask for e.g. 10% of this to go to INTO central Secretariat?

Is there a danger of regional groups becoming bigger/stronger than the parent?

Should we really be encouraging regional groups at this stage???

Action: Members of the Executive Committee to take responsibility for their regional group (identifying possible members, getting people interested, etc).   Also to undertake ‘membership drive’ in their region.
Not all going to move at the same speed and not all going to be in place by ICNT 2009.  BUT can be just a very loose group.

CAL to make sure all INTO members know which regional group they are a member of – and who are ‘lead’ persons on that group.

OCM to liaise with Donald Hankey about Yemen and Petra.   Follow up Saudi connection from Delhi.
INTO likely to be ‘most irrelevant’ in Europe.  Therefore even greater need to work together with existing networks.

INTO needs to bring more obvious benefit vs loyalty to INTO unlikely to come from ‘what’s in it for me?’.

FUNDRAISING AND INFRASTRUCTURE

INTO now incorporated. 

GHR to complete charity registration by Dec 08.

GHR to organise plaque for QAG (Simon Murray reported that NT happy with idea).
INTO has taken out insurance (public liability, 3rd party trustee and travel for £1600 pa).

GHR to proceed with funding requests.

GHR to lead discussions with Skadden Arps regarding charity tax laws in different countries.
GHR, Simon Molesworth and Skadden to revise articles (Executive Committee Members to become Directors of company/Trustees and more mention to be made of the Charter, for example).   By December teleconference.

(OCM to contact Tourism partnership in North West.)
INTO must aim to reimburse its Executive Committee’s out of pocket expenses for meetings, etc.
Will revisit question of paid staff after first 2 years.   There had been an expectation that INTO would be standing on its own two feet after Dublin.  This may need to be revised.

Issue: Set membership fee to cover core costs vs importance of seeking external funding from other sources.

Agree idea of approaching major donor individuals and ‘friends’.

CAL to draft proposal on how to take forward.

Agree to cut cloth at the moment according to the limits of the membership fee income.

Issue: Endowment vs yearly income (easier to get $50k per annum than the $1m required to produce that).

Agree to pursue four income streams: membership; charitable trusts; major donors and corporate sponsors; ‘friends’.
Executive Committee members agreed to commit their organisations to moving fundraising further (not An Taisce as they are fundraising for ICNT).

Action: GHR to speak to each member of Exec individually and get them to sign up to something (identifying and contacting a high net worth individual; contacting a trustee of a foundation; distributing a ‘friends’ leaflet; including an article about INTO in their magazine; holding a fundraising function … )

Agree need to build up a reserve/asset base.
Secretariat to provide quarterly statements of accounts.
Important for INTO to be clear about its role and what it is going to do (i.e. projects and membership services).  Still a bit theoretical at the moment.

Need to describe these in a way which is appealing to a potential donor/supporter.  Tricky as not talking about ‘heritage at risk’.  More about capacity building in other countries – but should give ‘warm glow’.

Need to find stories to tell which would put INTO in a good light.   Could have a giving programme asking for e.g. $5000 to help South Africans save their heritage.

GHR to convene fundraising group

Simon Murray to liaise with NT fundraising team (Gill Raikes) and David Brown’s team re presentation to major donors.   Plan to then be developed and core begging letter/brochure drafted.
CAL to begin to identify stories to tell from the Trusts we work with – e.g. NT of Slovakia and Bali Kuna.
OCM to send list of brochure contents to Simon Murray and David Brown – for formatting (fundraising).   

Exec Comm to identify high net worth individuals.

Gelderland Trust would welcome secondees.   CAL to follow up with Jeanine.

(CAL to prepare a matrix of deadlines/action points)
CAL to email fundraising strategy to everyone (track changes).   GHR to redraft for review at December teleconference.
CAL to amend annual report with external focus.  Exec to send comments

National Trust of Slovakia to inform Secretariat of costs of Bratislava meeting.

CAL to revise 2009 budget – in £

CAL to redraft budget 2009 to show first quarter [note inflation on salary, membership fees likely to come in at beginning and middle of year]
NTS and Din l’Art Helwa both offered to pay more than their membership fee.   

CAL to contact Martin Galea.

Issue: Membership fee structure still not really agreed (some think it is now too low!).
SECRETARIAT TASKS

Executive Committee to note that Sue Cassell only has limited capacity for covering CAL’s maternity leave.

An Taisce to take on bursary fundraising for ICNT.
CAL to do out of office – contact Sue, OCM or GHR depending on nature of enquiry.

CAL to cancel November meeting

(CAL to capture action points from PDR)
ICNT 2009

The programme outline was discussed at length and the following suggestions were made:
· Executive Board to meet on Saturday and again on Sunday morning

· Congress to take place on Sunday afternoon

· Wash-up Board meeting on Thursday afternoon

· Agree to hold elections outside of Congress meeting if possible

· Reconsider need for 2 Congress sessions

· Important to have more key slots for ‘INTO hot shots’ (INTO is a network of national trusts and the ICNT should reflect what is special and unique about them – not too many outsider figures).

John to capture these thoughts in the programme.

Simon Molesworth to finish work on By laws.

Simon Molesworth to work on process of election and the requirements for INTO Congress etc before next teleconference.   (CAL to draft something first?)
James W to be invited to speak (GHR to liaise with John Ducie).

John Due to write to Richard Moe and Fiona Reynolds and invite to speak on  the Monday morning.

Unlikely to be able to form worthwhile INTO policy position from conference (as suggested earlier).  But some enthusiasm for exploring possibility of some kind of declaration from the Conference.
An Taisce given go-ahead to form a working group on a ‘Dublin Declaration’ if this is how they wish to proceed.   (Not necessarily an ‘INTO policy’ on e.g. climate change.)   To include NTHP VP on Public Policy.  (Would need to draft a paper that would then be shared with Conference participants well in advance.)
All paperwork for ICNT needs to be in place by June – CAL to liaise with John Ducie re a ‘to do list’ to get us there.

The Committee agreed that An Taisce should aim to make ICNT 2009 as low impact (environmentally) as possible.

John Ducie to consider how to develop the environmental aspect (insertion of key messages into letterhead, invite people to contribute in various ways – peat bog link, tree planting … ) and report back to Committee.   A positive carbon footprint?

Committee welcomed news that there will be a pod cast of the conference.

Agree to rigorous evaluation post conference.

Agree to align rotation of ICNT to 5 regional groups after 2011.   Maintain current 2-year cycle but be prepared to reduce to 3-year or more in the future.
Issue: Role of ICNT – will its importance diminish as INTO grows?   
On the one hand: INTO will be able to facilitate more networking, projects and sharing of information that INTO facilitates between gatherings – growth of IT, big Conferences less important, increased focus on regional gatherings, climate change, etc.

What are outcomes of ICNT?  What changes because of ICNT?   (These need to be more carefully measured in the future.)

On the other: ICNT increases visibility of international network.  Regular meetings are crucial to the start up phase of INTO.   Conference as a capacity building tool.

Importance of dove-tailing with other organisations’ conferences where possible (like in Canada 2011).
John Ducie to consider offering discount for INTO members and/or young people when setting conference fee (by March 2009).
Importance of expanding representation within organisations.

Agree to hold 2011 Conference in Canada (proposed by David Brown, seconded by SK Misra – agreed unanimously).

2013 in Africa if possible (good method of capacity building, etc)
Review of Development Strategy

VIP patron idea to be put on hold.   To consider recruiting 5 regional patrons.  Or international figure with no link to one particular organisation.
CAL to liaise with David Brown about possible production of an e-bulletin in early 2009.   [Use notes from Friday pm seminar]
CAL to circulate log-in details for VistaPrint website (INTO brochure).

SK Misra vote of thanks to the chair – Seconded by Nicola O’Leary.

ACTION POINTS FROM CAL PDR
CAL to clarify how post being dealt with at QAG (forward to Sue to open and then forward/email to Geoff or Oliver?)

CAL to find out what we need to include in Annual Report for Companies House – and when this needed by.

CAL to revise draft.  [Could include case studies, pictures if time]

CAL to get presentations from Michaela Kubikova.

3 e-bulletins a year in 2009 – need to plan content and deadlines in advance.

CAL to chase Delhi Charter signatories re membership.

CAL to ask Executive Committee members to pay 2008 and 2009 fee but ‘new’ members will now only be asked to pay for 2009.   Non Exec Comm members who paid in 2008 will be asked to renew later in 2009 (July?) with a view to making all renewals January in the future.

CAL to forward Andrew Bachell contacts to OCM.  OCM to contact – update on Bratislava, does he want to be a Trustee/Company Director, can he be a signatory to the bank acccount and NTS subs … 

CAL to arrange meeting with Jane Weeks when Management Team next meets in London.

CAL to revise Development Strategy post-Bratislava.

CAL to draft reply to Guernsey NT from Oliver.

OCM and GHR to draft their own Job descriptions (based on  CAL’s and Voluntary Director – CAL to send to OCM and GHR).

CAL to redraft hers in light of this.   

CAL to speak to Sue about PDR protocols (Propose OCM fills in and sends to Simon Molesworth.  Then all sent to Sue.)   Also can we leave the forward look until after CAL returns from maternity leave.   Need to fit in with rest of team.

CAL to find out about 360º aspect (who to ask to fill in?)

