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	Summary
The purpose of this report is to make recommendations following the conclusions of the Heritage Project Group; to outline options for consideration for the way forward; and to recommend priorities and timescales for a number of projects.

 

It is recommended that the High Life Highland Board agree to:-
 

i. develop proposals for a new museum and art gallery in Inverness;
ii. develop proposals for a partnership for a next phase of the Highland Folk Museum that increases retailing and permits year round opening;
iii. forward these to the Council to be considered for inclusion in the 2012-2017 and subsequent capital programmes; and
iv. take forward the Am Baile project as the heritage web presence for High Life Highland, within existing budgets.

  


	1.
	Background



	1.1

	The Heritage Project Group (HPG) was appointed by the High Life Highland (HLH) Board. It was made up of officers and board members and benefitted from input from Bette McArdle.
Site visits were undertaken to Inverness Museum and Art Gallery (IMAG), the Highland Folk Museum (HFM) and the Highland Archive and Registration Centre (HARC) and presentations were received from front line staff, including a detailed review of the Am Baile project.



	2.
	Initial Views
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2.2

2.3
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2.4

2.4.1
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2.5
	The HPG concluded that visitor experiences were generally good to very good and that a number of plans were in place to develop these further.

Inverness Museum and Art Gallery attracts around 47,000 visitors per annum and feedback from visitors is very positive.  However, visitor profiling reveals that, apart from the temporary visual art exhibitions programme, the museum does not have great resonance with local people and the museum is not engaging well with the community.  To address that, a development plan based on existing budgets has been in implementation since September 2011.  The plan will:

· establish a new team at IMAG with a clear sense of purpose and direction, working creatively and collaboratively together
· develop activities, exhibitions and interventions that appeal to and involve local people and families, generate repeat visits, engage local groups with relevant interests and enhance the visitor experience at IMAG
· in consultation with local people and by trying new approaches and products, refresh the displays and programme at IMAG

The Highland Folk Museum: The award winning HFM currently attracts some 54,000 visitors a year, during its open season from Easter to the end of October.  Entry to the museum is free and it generates some £125k income from secondary spend.  Visitor numbers have increased annually since entry charges were removed in 2007.  Its core collections, which are of national and in some cases, international significance, are not currently accessible to the public.  The collection is stored in the previous HFM sister museum in Kingussie, in buildings which had to be closed to the public on health and safety grounds.

A four-phase plan, envisaged to span approximately 20 years, developed in consultation with local and national stakeholder organisations, was adopted by The Highland Council (THC).  One phase has been completed and planning permission for phase two has just been granted to build a new store for the collections and museum staff at the Newtonmore site.  The build is fully funded by THC and work is due to start on site in the autumn, with the building opening in spring 2014.  Also currently in development is the relocation of 3 new heritage buildings to HFM over the next 2 years.  

New strategies are also being piloted to increase profit margins within the retail operations, particularly catering. HFM has also applied for a licence to hold marriages at the museum and will be developing that strand of its business.

The Highland Archive and Registration Centre opened in Inverness in 2009. It has three “spoke” archives in Fort William, Skye and Wick. HARC maintains the records of THC and its predecessors and houses historical archives of importance to the Highlands. The existence of a repository meeting national standards has allowed a number of important collections to come back to the Highlands from storage in Edinburgh. In addition public access is provided to a number of important private collections now housed in the building. These archives are a  resource for people with a specialist interest and some 14,000 people make regular and in-depth use of the facilities annually. HARC’s Learning and Access Officer delivers an imaginative and busy programme for adults and children; this service is particularly well used by schools from throughout Highland.

An Assistant Archivist with a specific Family History remit was recently appointed and is developing a Family History Plan, which will be rolled out across the archive network. As well as increasing physical use of the archives and the Family History Centre in HARC, the plan will also link with the proposed new heritage website, enabling remote family history researchers to engage with our Archives. This would also increase income as professional assistance with searches by archives staff is a charged for service.

The Wick archive is situated upstairs and is therefore not DDA compliant; nor is the building suitable for adaption. The Nuclear Decommissioning Authority is planning to situate the new National Nuclear Archive in Wick and HLH is engaged in negotiations with NDA towards co-locating the Caithness Archive Centre in the new, national facility.

Am Baile originated as a lottery funded partnership and is currently being operated on a “care and maintenance” basis although new content is still being added every week. Web traffic has been stable over the past two years. Visitor numbers have slightly increased whilst the average duration and activity of individual visits has decreased. Currently Am Baile has 1,140 ‘Page Likes’ on Facebook and 1,256 followers on Twitter and positive comments continue to be received from users.


	3.
	Potential New Developments
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	Three potentially significant development projects  were identified by the group:

i. development of IMAG, with options for upgrading access to the current museum and /or a major redevelopment on a new site;
ii. a new phase of development at the HFM, with year round opening; and
iii. web site development once phase 2 of the HLH web-site is up and running.
Inverness Museum and Art Gallery: In 2007 THC explored in some depth the possibility of a partnership with the National Galleries of Scotland for a new build Highland gallery and museum. The then new Council administration reviewed its capital programme, and the project was stopped at the outline business case stage. With the new Council, there is an opportunity to revive this project. Press reports and anecdotal evidence suggests that there remains a strong appetite for such a major development in the City of Inverness.

Highland Folk Museum: The next phase of the development plan for the museum is to create indoor exhibition galleries, putting the collections on show to the public and creating a year round, wet weather facility. The creation of exhibition galleries would allow HFM to become a nationally significant museum. Expanded retail opportunities would provide a further attraction as a leisure destination, with specialist shopping and café provision that complements the museum product.

Web Presence: HLH has put significant resources into developing its on-line services. There is an opportunity for Am Baile to form the basis of a heritage resource covering libraries, museums and archives. This could have a world-wide reach, building on an existing successful product.  Much of the information on the history and heritage of the Highlands is held by the staff employed in the various sections of HLH. Joint working, with regular web updates, could be a way of capturing this knowledge and ensuring continuity as staff leave and new staff are appointed.



	4.
	Cost Implications


	4.1
4.2
	The IMAG outline business case identified the costs of a new building in 2007 in the region of £14M. A new development stage at the HFM is likely to have similar costs to the new store, in the region of £3M.  Both would have additional revenue implications. The suggested improved web presence could be implemented by changed ways of working with no additional costs beyond those already planned for web-site development.

The IMAG and HFM proposals would require to be partnerships, with THC as a major partner and possibly funder, with additional support being sought from grant awarding bodies, agencies and charitable donations. THC is undertaking a review of its capital programme in autumn 2012. It will be recommended that both projects are put forward for inclusion in THC future capital programmes.



	5.
	Timing



	5.1
	The HFM has major investment programmed for 2013/14. It will therefore be recommended that the IMAG proposal is put to THC for inclusion in the 2012-2017 five year plan, with phase three of the HFM project to be developed during this period, but included in the 2017-2022 capital programme. It will be recommended that the project to develop HLH's heritage web presence begins immediately.



	6.
	Next Steps



	6.1
	The next step will be to determine the Council’s enthusiasm for a major development in Inverness. The Board will recall the comments of the Council’s Chief Executive in this regard when he met the Board in October 2011. It may be appropriate that this project is the first major building project taken forward by HLH at its own hand, as this option may maximise external funding and donations.


	6.2
	Other partnerships will be explored, such as with the National Galleries of Scotland, the Tate Gallery, and the Scottish Government.



	7.
	The Role of the Board



	7.1
	The role of the Board would be:

· governance of the project through regular project reports to Board
· assistance with the “politics” of the project such as discussions with politicians and trustees of national agencies

· promotion and fundraising, including seeking significant donations; and
· hosting awareness raising and fundraising events



	Recommendations
It is recommended that Directors agree to:- 
i. develop proposals for a new museum and art gallery in Inverness;
ii. develop proposals for a partnership for a next phase of the Highland Folk Museum that increases retailing and permits year round opening;
iii. forward these to the Council to be considered for inclusion in the 2012-2017 and subsequent capital programmes;
iv. take forward the Am Baile project as the heritage web presence for High Life Highland, within existing budgets.
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