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1.  Executive Summary  

This is our Five Year Plan which identifies our strategic objectives and how we intend to achieve them. We will use this plan to inspire our people and prioritise our work 
over the coming years. It is a rolling document that will be updated at least biennially and forms the basis for our Annual Plans and Budgets. 

The current uncertainties around Covid-19 and the speed with which the UK will recover make it more important than ever to plan flexibly, taking note of our local 
community requirements and the funding packages available. For this reason, we have divided each section of the plans into:  Early Priorities, Later Additions, Optimistic 
Aspirations and, in case we are forced to slow down, Adverse Contingencies. 

The pandemic has greatly accelerated certain trends towards remote working and on-line cultural offerings.   We have done some in-depth analysis into the impact on 
working methods, sources of funding and how to structure ourselves to achieve more with greater flexibility and more effective use of resources. These are amongst the 
themes explored in Section 4 - Situation Analysis. 

Underpinning our approach has been an understanding that we must create a virtuous circle, where St Barbe brings together talented people, provides them with the right 
tools to reach out to a diverse audience to foster cultural experiences which positively impact their lives. This in turn attracts more willing donors, thereby allowing 
increased investment in infrastructure, people, tools, etc. progressively building involvement with the community. The speed with which we build momentum is flexible and 
depends on the external environment and our success in achieving our objectives.  
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2. Vision, Mission & Values 

Vision: To become the most respected small Museum and Art Gallery in the UK - using art, heritage and culture to inspire the whole community.  

Mission: We will achieve our vision by: 

            + Making St Barbe a great organisation that attracts and inspires talented people - staff, volunteers, Friends, trustees, contractors, partners and others 

+ Working with our community to improve the range of cultural experiences for our audiences through the way in which we:  

o Collect, interpret and make accessible the cultural heritage of the New Forest and its Coastline 
o Deliver world class exhibitions and events 
o Produce innovative cultural programmes and activities, including on the web  
o Encourage the participation of the wider community in creative pursuits 

      With the aim of diversifying our audience and reaching out to people of varied background, age and abilities.  

+ Attracting a larger, varied and loyal group of Donors, Patrons, Friends and revenue-generating visitors to provide a financially resilient base for our expanding 
activities.  

Core Values  

The integrity of our charity and of everyone who works here is hugely important to us if we are to fulfil our mission and realistically aspire to our vision.  

We will be:  

• Creative – in everything we do and in the way we collaborate with others 

• Demanding – of ourselves and of our working practices 

• Fair – in our approach to audiences, supporters, colleagues and the wider community.   
By implementing our Mission, striving towards our Vision and living up to our Core Values we intend to create a virtuous circle leading to long-term success. 

3.  Summary of Strategic Objectives 

This virtuous circle links together the 8 strategic objectives summarised below: 
1. Make St Barbe a great organisation that attracts and inspires talented people. 
2. Provide our people with improved tools and resources - property, plant, IT and equipment. 
3. Enrich the range and quality of our collection and the ways in which it can be accessed. 
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4. Develop an innovative, appealing and diverse programme of exhibitions, displays and events that are evaluated for impact. 
5. Expand and diversify the cultural experiences of our audiences by improving our outreach and the services we provide, online and in-person. 
6. Use marketing creatively to raise our profile, increase and diversify our audience, while showcasing our charitable impact. 
7. Attract a larger, more varied and loyal group of donors through a comprehensive fundraising strategy. 
8. Improve financial performance, operational efficiency and environmental standards. 
 
 

 
 
A failure to succeed with any one objective jeopardises overall success. However, by ensuring that our action plans are implemented coherently in all areas we can build 
momentum around a virtuous circle. The key will be to focus efforts on any objective which is failing, either through adverse external factors or inadequate attention. This 
may require us to slow the virtuous circle or in extreme circumstances (such as closure of the museum as a result of Covid) actually go into reverse and implement 
contingency plans. It is this flexibility that lies at the heart of our Five Year Plan. 
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4. Situation Analysis 

4.0        Overview 

In early 2019 we reviewed the changing requirements for successful museums and art galleries. We agreed that we would have to raise our game to survive in an 
increasingly competitive market. However, we had not foreseen the effects of Covid-19, which has dramatically accelerated the need to engage with audiences online. The 
national funding bodies are clear that they will prioritise funding for museums that provide important services to their local communities and that not all will survive the 
cut. 

Fortunately, we start with some important strengths, not least our location and established relationships. In early 2020, we described St Barbe as: ‘A small independent 
charity that is both a dynamic museum, collecting and preserving the heritage of the New Forest coastal areas, and a highly regarded art gallery, located in the heart of the 
historic market town of Lymington. We provide a thriving cultural hub with heritage talks, artists’ workshops, a popular café, tourist information point and a delightful gift 
shop.’ 

However, we also need to be aware of our relative weaknesses and we have recently re-examined our progress in overcoming them. Many of our weaknesses relate to our 
relatively modest size and scope. We are large enough to want to expand our cultural activities but limited in having only one full-time and nine part-time (4.5 FTE) 
members of staff, plus limited on-site space. We know that we need a track record of achievement to attract funding, but it takes time for a relatively small charity to 
mount the necessary activities and produce impact assessments. The time taken to put together bids is time taken from activities to grow and diversify our audience. Our 
way out of this Catch-22 is to increase our pool of trustees, advisers and talented volunteers to support our staff in accelerating the virtuous circle that leads to sustainable 
growth. 

However, as we sit here in early 2021, with Covid-19 still a threat, the external environment for growth is very unclear. Our assessment of opportunities and threats has 
also been re-examined and we will regularly readjust our views so as to strike the right balance. This is what we call ‘Creating a Flexible Future’ by being prepared to speed 
or slow the virtuous circle. Our contingency is to stop and, if necessary, be prepared to go in reverse. (i.e., fewer people, delivering fewer activities at lower cost.) This is 
explained in more detail below for each of our strategic objectives.   

4.1 Make St Barbe a great organisation that attracts and inspires talented people  

St Barbe has a sound staffing structure, which provides skills development but limited opportunities for career progression. The development of a strong suite of HR 
practices is mostly complete. The attractive location makes recruitment and part-time working relatively easy. We benefit from a very experienced Director and 
professional staff, plus a part-time Exhibitions Curator with a track record of mounting nationally acclaimed exhibitions. It is important to ensure that overall 
communication within the staff team is effective, inclusive and timely; enabling transparency, focus and cohesiveness. 

The neighbourhood has a good pool of volunteers at every level, from highly qualified professionals to retirees who greatly value the social benefits of volunteering. This 
provides a good opportunity to boost our unpaid support for projects and fundraising. We need to reduce the burden on key individual members of staff and trustees by 



 6 

making the most of the skills of our talented volunteers to support our key activities and stretch our resources. We need to increase the levels of professional and expert 
volunteers to drive forward projects with minimal impact on the current staff team. 

Continuing uncertainty in funding arrangements may lead staff to start looking for new posts before the completion of contracts. We may not replace like for like and can 
increase flexibility by judicious use of contractors for project work. We already partner with a large number of organisations and we see a great potential in increasing these 
partnerships and acting as a ‘cultural hub’ by providing tools and resources for other organisations to work closely with us. Also, we will continue to use the resources of 
others in the sector, from object loans and IT platforms, to shared marketing and fundraising activities. 

4.2 Provide our people with improved tools and resources - property, plant, IT and equipment 

The refurbishment of the building was done to a very high standard and it should be relatively easy to keep up the maintenance, although guarantees are beginning to 
expire. The Museum’s good reputation puts us in good stead with the companies we work with. There have been significant failings in some of the infrastructure which 
have now largely been addressed. Our storage facility at Braxton has recently been refurbished and reorganised. 

The office IT systems have recently been replaced, remote access to the server enables staff to work from home and the new website will shortly be rolled out. The new till 
system is now in use and yielding benefits. We are working our way through a series of IT upgrades, including new CRM software. Other equipment requirements cover 
photography and video recording and we are considering working with partners on delivering Beacon Technology to support taking our museum, exhibitions and other 
events into the virtual world. 

The limited physical space that we occupy has been seen as a major drawback. So much so that we have discussed acquiring more space nearby for meetings, events and 
outreach activities. However, Covid-19 has demonstrated the downsides of this approach. With our flexible strategy we see real benefits in hiring or sharing space. We also 
see benefits in expanding our programme of taking activities out to the community in schools, retirement homes and pop-up venues. We will not contemplate permanently 
acquiring more space unless it also brings sustained income and there is a strong financial rationale. 

4.3 Enrich the range and quality of our collection and the ways it can be accessed 

St Barbe is an accredited museum, in good standing within the museum world and enjoying strong relationships with local community groups. We will concentrate on 
strengthening and enlarging our collection through proactive and contemporary collecting. We must become better known as a local resource and community hub, 
especially amongst those in the outlying towns and villages who do not feel connected to the museum and would not think of donating items or undertaking research with 
us. 

We must improve our storage capacity so that we have room for significant expansion and are able to accept large donations, especially of fine art and sculpture. We 
should update the museum displays more frequently, rotating the collection to make more of it accessible and attracting repeat visitors from the local area. We have a 
good, committed team of knowledgeable collections volunteers, but need to ensure we actively recruit more and younger volunteers, improving succession and enabling us 
to do more with our limited resources.  
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We must improve accessibility and engagement with our collection through the museum space, the King Research Room, pop-up exhibitions - principally in outlying towns 
and villages, and (post-Covid) through taking handling trays into schools and care homes. We must also make our collection thoroughly accessible online and give similar 
attention to promoting awareness and telling our stories digitally as within the museum. 

4.4 Develop an innovative, appealing and diverse programme of exhibitions, displays and events that are evaluated for impact 

St Barbe has an excellent reputation for producing very high-quality exhibitions. Up until now, they have been quite narrow in focus. However, the future exhibitions 
programme will build on the previous strengths of outstanding quality and excellent relationships with national museums and galleries, while being a little more challenging 
in themes and media used. Our new website will also allow a virtual element to be added to our exhibitions. 

Following a recent marketing and audience review, we are now in a better position to target our audience segments and provide the best programming for each activity, 
continually developing opportunities to include music, dance, poetry and drama. Thorough evaluation will ensure that we can make improvements to each event and are 
using our resources as effectively as possible.  

We will have a seasonal rhythm of exhibitions and events and target families during school holidays. We will collaborate with our local community and other stakeholders in 
developing our cultural offer and seek the advice of the Access and Youth Panels to ensure that we can continue to develop our audience. We will also be mindful of local 
events, anniversaries and celebrations.  

4.5 Expand and diversify the cultural experiences of our audiences by improving our outreach and the services we provide, online and in-person 

St Barbe will build its outreach activity, offering a more comprehensive programme in a variety of locations and to a wider audience. We must prioritise working 
collaboratively with other local and community groups to develop our audiences and share resources. 

We will provide more activities aimed at low-income families, the socially isolated and marginalised. We should build on our successful primary school programme and 
create an offer for secondary schools. We must provide more events and activities for late teens and young adults to ensure that we continue to build our audience 
amongst the younger generation.  

Post-Covid we must recognise the importance of delivery either primarily or secondarily through web-based activities. We will be judged by the scope and quality of our 
online activities, as much as by our real-world presence. Creative online promotion and offerings will expand our reach. However, in our eagerness to reach out to new 
audiences, we must not forget our loyal core of Friends and Patrons. Providing benefits to our Friends, including via online activities, is an important investment and 
essential for retaining their financial support. 

4.6 Creative use of marketing to expand and diversify our audience, while showcasing our charitable impact  

Signage and messaging of the museum and gallery both internally and externally will need continuous updating to clearly articulate our identity, while taking account of 
temporary events and activities. The marketing team will actively influence the planning of these events with a view to sponsorships and promotion. We must do more to 
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encourage paid entrances to the museum from visitors to the café, shop and Tourist Information Bureau. We must consider the most effective ways of promoting sales 
through our shop, including on-line. 

We must extend our social media capabilities, on-line marketing and use of our new website. The audiences we target, the media mix we use, including PR, and our creative 
approach will be continuously refined. We must become more rigorous in our tracking and analysing of what works and what does not. It is imperative that we report on 
current and past activities ensuring all stakeholders are aware of the good work we are doing within the community. St Barbe will continue developing partnerships that 
extend the museum’s network and profile regionally and nationally. We will use joint promotions to reach new audiences.  

The INSPIRE open weekend in 2019 brought a large and diverse audience to St Barbe by offering free entry and a variety of activities including music and theatre. Post-Covid 
we will ensure that this is a yearly event, enabling a wider demographic to access St Barbe.  

4.7 Attract a larger, more varied and loyal group of donors through a comprehensive fundraising campaign 

St Barbe has a varied fundraising programme in place, which includes generating income from public bodies; trusts and foundations; business partners; major donors, 
patrons; Friends’ memberships; legacies and Individual giving. We have recently benefited from emergency funding as a result of Covid-19 and the forced closure of our 
premises. We anticipate a future tightening of available funding and greater competition for a smaller pot. In order to succeed we must have strong, positive relationships 
with all our major donors and an effective customer relationship strategy. We need to deploy all our people - staff, volunteers, trustees and others - with the tools they 
require to maximise funding from each and every possible source. 

St Barbe is perceived as a wealthy organisation, due to the recent refurbishment and the fact we are located in the affluent town of Lymington, and this often has a 
negative impact on funding applications. However, some of the nearby schools have a relatively high proportion of pupils entitled to free meals, and there are significant 
areas of rural deprivation within our catchment area. Over the next 5 years we must continually review and develop our fundraising strategy to secure financial 
sustainability.  Our mission is for St Barbe to be a central resource for the community, in line with county, district and town council objectives. We must continually make 
our case for public investment by demonstrating our impact on health and wellbeing via robust research and evaluation. We will increase our fundraising capability by 
ensuring we are abreast of all income generating opportunities and by fostering a fundraising culture within the museum’s trustee board, frontline staff and volunteers. 

4.8 Improve financial performance, operational efficiency and environmental standards 

We have made significant progress since the major 2016/17 refurbishment to establish the procedures required for an efficient operation. However, there are a number of 
areas where more needs to be done.  We must continue to build a culture where financial and operational efficiency goes hand in hand with running a museum and art 
gallery. A recent Technology Working Party developed good ideas for improving efficiency which we have incorporated into this plan. 

We must seek to achieve a reasonable return on the floorspace we give over to the café, shop and tourist information point, either in financial terms or in attracting and 
converting paying visitors to the museum. The shop has improved the quality of its offerings, but the recent upturn in profitability must be extended.  
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Our main Lymington premises and our Braxton store have recently been refurbished. This has helped our environmental footprint, but there is more we can do. An 
environmental committee with a wide-ranging brief has been set up. This will extend its remit to examine all our activities and the promotion of good practices, especially 
through the school programmes. 

5.  Plans to Achieve Our Objectives  

5.1 Make St Barbe a great organisation that attracts and inspires talented people  

Early priorities 

• Maintain a committed, professional staffing structure which supports all staff to provide the best possible resources and services to our visitors 

• Maintain and develop HR policies to ensure that staff have confidence in the senior team 

• Benchmark posts and working conditions against the sector 

• Ensure all staff have access to regular training and development opportunities 

• Minute staff meetings to ensure staff are up to date with all developments 

• Develop further training courses for volunteers and trustees 

• Develop opportunities for specialist, professional and expert volunteers to support staff roles 

• Work with the ‘Kickstart’ programme to train and develop 16- to 24-year-old placements 

Later additions 

• Maintain current staffing levels to establish a consistent level of service following the end of the NHLF project 

• Develop an Apprenticeship training programme 

• Establish in-house training courses for St Barbe volunteers and offer to other charitable organisations 

Optimistic aspirations 

• Increase staff numbers to ensure that St Barbe can deliver an outstanding service to the local community while maintaining best practice standards 

• Develop St Barbe as a centre for staff training and development, sharing expertise in Curation, Collections Management, Visitor Services and Outreach 

Adverse contingencies   

• Ensure all staff are clear about the impact of funding proposals on their contracts as any uncertainty in funding will lead staff to start looking for new posts before 
the completion of contracts 

• Ensure that all funding proposals include staff and overhead costs, as short-term project funding can lead to uncertainty and lack of continuity  

• All aspects of staffing are flexible and funding dependant: 
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o We could increase the number of volunteers and lose professionalism in staff 
o We could increase the number of posts on contract only 
o We could reduce staffing levels and our services to the community 
o We could access funding which would allow us to increase the staffing levels and provide excellent levels of service 

 

5.2 Provide our people with improved tools and resources - property, plant, IT and equipment 

Early priorities 

• Purchase new computers and software to enable staff to undertake their work efficiently, both in the office and for home-working 

• Refurbish and secure the exterior windows 

• Review maintenance of the electronic doors, shutters, boiler and other technical equipment 

• Purchase a camera with video capability and associated equipment and software, allowing us to improve our digital offer 

• With Technical Partners, develop Beacon technology to digitise our collections and exhibitions 

Later additions 

• Manage the long-term environmental issues in the Exhibitions Gallery 

• Change all desktop PCs to laptops, with additional screens if required, to ensure all staff can work from home without having to provide their own equipment 

• Use sound baffling and other means to improve the acoustics in the McCarthy room, café and reception 

Optimistic aspirations 

• Make the Museum completely environmentally sound, reducing our carbon footprint and reducing our long-term costs 

• Replace all windows with double-glazing 

• Switch from gas boiler to air source heating and or renewable energy source 

• Provide a new facility for easy access to archive material and a conditioned space for paintings and sculpture 

Adverse contingencies 

• Accept that equipment will go out of guarantee and repairs may be required. Monitor usage and look for cost savings 

• Try to avoid failure of major plant such as air handling and heating, but make allowance in our reserves 

• Allow maintenance contracts to lapse due to lack of funding 

• Staff may have to continue using old, slow equipment, substantially reducing productivity 
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5.3 Enrich the range and quality of our collection and the ways in which it can be accessed 

Early priorities 

• Ensure all collections work meets accreditation / SPECTRUM standards 

• Expand the collection through contemporary collecting, especially of Covid-related material 

• Expand the collection by targeting local businesses 

• Position ourselves as the only accredited museum collecting the history of the New Forest coast 

• Promote the King Research Room as a valuable local history resource, highlighting  
o Books written following research in the KRR 
o The recent acquisition of Jude James’ research notes 

• Write an interpretation strategy to guide future projects, plans and fundraising bids 

• Advertise the fact that our entire collections catalogue is now (March 2021) available to search online 

• Work with volunteers and students to continue digitising the collection 

• Spotlight collections items and stories via social media and newsletters 

• Work with university students to improve virtual access to collections via highlights reel on website 

• Produce professionally-designed children’s trails for the museum – available to download via the website 

• Create a digital trail in the museum, and for the local area, adding additional stories, providing hands-off access and encouraging repeat visits 

Later additions 

• Expand the collection through the acquisition of ‘wow’ objects 

• Add to object records with stories and information collected via online collections catalogue 

• Put more objects on display 

• Continue collection of oral histories, training up more volunteers to interview and transcribe 

• Engage the community with our collection via outreach exhibitions in surrounding villages and visits to community organisations 

• Work with the Youth and Access Panels to update the museum displays and develop engagement activities such as ‘Museum Takeover’ days 

Optimistic aspirations 

• Move the King Research Room to a more accessible location 

• Expand museum displays into the King Research Room or use it as a learning space 

• Install large, museum-grade display cases in the museum 

• Install shutters in the museum to enable receipt of national loans 

• Borrow back important local objects from the national museums (crocodile skull, archaeology etc) 

• Use Augmented Reality and immersive technology to make the museum displays come alive 
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• Move off-site store to larger premises with better environmental conditions 

Adverse contingencies 

• Charge for use of King Research Room and enquiry service 

• Disperse entire collection to Hampshire Cultural Trust 

5.4 Develop an innovative, appealing and diverse programme of exhibitions, displays and events that are evaluated for impact 

Early priorities 

• Attract large audiences to family-friendly summer exhibitions 

• Attract new audiences by holding ambitious, exciting and relevant exhibitions 

• Attract younger audiences with a series of late-night events including music, performance and dance 

• Develop robust qualitative and quantitative monitoring and evaluation methods 

• Borrow-in appropriate, cost-effective temporary exhibitions 

• Produce a professionally designed children’s trail template for exhibitions 

• Add children’s captions to all exhibitions 

• Encourage sponsorship of exhibitions 

Later additions 

• Charge separately for exhibitions to prevent free access using Art Pass 

• Expand physical exhibitions by creating virtual exhibitions that run alongside 

• Provide curator insights to exhibitions which can be accessed virtually and/or in person   

• Offer guided tours of all exhibitions 

• Offer audio description tours for all exhibitions 

• Co-produce exhibitions with community groups / local schools 

Optimistic aspirations 

• Produce touring exhibitions available for other venues to hire 

• Introduce more immersive elements to exhibitions, encompassing light, sound, film and interactivity 

• Expand display space 

Adverse contingencies  
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• Cease borrowing objects from the nationals due to high cost of loans 

• Cease producing ambitious exhibitions in-house 

• Rent out gallery space 

5.5  Expand and diversify the cultural experiences of our audiences by improving our outreach and the services we provide, online and in-person 

Early priorities 

• Create a family mascot used to identify all activity aimed at children and families 

• Improve digital offer by 
o Producing virtual school sessions 
o Creating off-site trails available to download from the website 
o Offering digital as well as in-person workshops 

• Make better use of freelancers to provide additional activities and outreach 

• Collaborate with local organisations to reach new audiences 

• Implement integrated programme of online and in-person activities for Friends and Patrons 

• Partner with local/regional/national organisations to extend dementia programme to others experiencing isolation 

• Recruit more young people to the Young Curators group (Youth Panel) 

Later additions 

• Enable all events and activities to be booked and paid for through the website 

• Create an offer for secondary schools and secondary-age children 

• Host outreach exhibitions and other activities in surrounding towns and villages 

• Create digital app trail of points of historic interest in surrounding towns and villages 

• Build a team of freelance engagement and learning specialists who can create and deliver sessions to supplement and complement the learning team 

• Integrate partner relationship management into our existing CRM platform, ensuring we forge stronger links with partners and freelancers 

Optimistic aspirations 

• Purchase and fit out a bus with outreach exhibition and activity material that can be toured around the local towns and villages 

• Move education activities to new, accessible location or locations with increased space 

• Create an online cultural hub showcasing the work of St Barbe and its partners, which becomes a go-to site for the community and visitors 
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Adverse contingencies 

• Extend use of freelancers to provide all engagement activity 

• Deliver schools programme through freelancers on an ad hoc basis due to loss of learning teams 

• Reduce scope of programme to fit the available funding 

5.6  Creative use of marketing to expand and diversify our audience, whilst showcasing charitable impact 

Early priorities 

• Ensure St Barbe is widely marketed and positively promoted through a combination of appropriate press publications and online digital sites utilising free editorial 
and budgeted advertising 

• Continue with updating and enhancing internal and external signage and messaging to make people aware of the location, collection, activities and exhibitions 
within the museum and gallery and online; and ensure the public understand that we are a charity  

• Produce one page quarterly / annual report as appropriate highlighting all recent activity (e.g., no. of schools reached, activities run); publish in local press and send 
to all existing and prospective stakeholders 

• Facilitate the effectiveness and ongoing updating/maintenance of the new website, ensuring accessibility on all mobile devices to improve user experience, 
interaction and engagement.    

• Further develop our social media reach and public online interaction via Facebook, Instagram, Twitter, YouTube and LinkedIn 

• Create more video content to use as a marketing tool to engage audiences  

• Improve email marketing campaigns both in content and targeting 

• Effectively utilise marketing tools: Trip Advisor and Google business to capitalise on public reviews 

• Collect and use social media data analytics/Google analytics to understand and target different audiences.  

Later additions 

• Develop the Inspire weekend as a marketing tool showcasing St Barbe/cultural regional arts festival  

• Use online ‘influencers’ to enhance promotion 

• Use of digital radio advertising, Facebook and Google adverts to directly target audiences  

• Extend our advertising presence at ferry ports and train stations in the New Forest, Bournemouth and Southampton 

• Work with relevant patrons, volunteers etc to cultivate contacts in appropriate national print publications 

• Apply for awards for exhibitions / activities to raise profile within and outside the museum community  
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Optimistic aspirations 

• Develop contacts in order to receive regular National media coverage 

• Build relationships to increase celebrity endorsement of St Barbe 

• Develop a multi-venue arts festival 

• Be recognised via the Art Fund ‘Museum of the Year’ accolade 

• Staff are able to spend a greater proportion of their time marketing than writing funding bids 

Adverse precautions/contingency plans 

• Regardless of environmental situation promotion of St Barbe can continue digitally through social media  

• Recruit more volunteers to support marketing activities 

• Use only free advertising as no budget to pay for adverts 

5.7 Attract a larger, more varied and loyal group of donors through a comprehensive funding strategy 

Early priorities 

• Generate and review income through a portfolio of funding streams including: 

a) Public Bodies – (HCC, NFDC, L&PTC, New Forest National Park Authority, AIM, ACE, NHLF) Build long term relationships with these bodies and ensure all 
important dates for funding applications are noted and adhered to. Ensure a thorough understanding of the current cultural funding landscape with regard to 
central bodies and likelihood of further/ongoing funding 

 b) Trusts and Foundations – Build relationships and ensure a thorough knowledge of all relevant grants that can be applied for and timescales/deadlines. 

 c) Businesses – Deepen partnerships with existing business partners and seek new relationships through trustees’ contacts with the business community to 
encourage take up of our Business Partnership and Sponsorship opportunities 

 d) Major Donors – encourage and support trustees to cultivate relationships and promote suitable projects for funding from menu of sponsorship opportunities 

 e) Patrons – recruit further patrons and actively steward 

f) Friends (Silver and Gold) – Further encourage uptake of Friends membership through Direct Debit facility and actively steward 

g) Legacies – Produce appropriate literature and distribute with stakeholders and businesses i.e., solicitors, funeral directors  
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i) INSPIRE fund (Regular giving) – Re-launch campaign to promote Inspire fund at St Barbe events, Friends’ talks, newsletters and online  

• Raise funds through the Friends committee organising community fundraising events – art auctions, open gardens, concerts etc 

• Develop a monitoring system to record, evaluate and measure impact of all funded projects to reinforce funding applications 

• Make better use of KPIs to increase our fundraising potential 

• Ensure that all fundraising activity includes full cost recovery and as far as possible maximises the receipt of unrestricted funds to contribute to core running costs
  

Later additions 

• Recruit a fundraising specialist on trustee board 

• Explore new sources of potential income from social enterprises and crowd funding  

• Train up volunteers to support/ write content for funding applications 

Optimistic aspirations 

• To have annual budgeted grants from public bodies 

• Gain significant philanthropic support 

Adverse precautions/contingency plans 

• Ensuring we have a good digital offer to attract new business partners and sponsors 

• Partner or merge with other cultural organisations to secure funding  

• Energise all our people to commit time to fundraising 

5.8 Improve financial performance, operational efficiency and environmental standards 

Early priorities 

• Review internal communications systems to ensure all staff, volunteers and trustees can share up to date information 

• Work with the new bookkeeper to establish some improved systems. This will include a password management tool and improved collaboration systems  

• Integrate the shop back of house function into bookkeeping systems 

• Review quarterly performance using variance reports and KPI tracking, data and analytical tools. 

• Review operational efficiency quarterly, seeking improved space utilisation and revenue generating activities 

• Set up Environmental Committee and programme of improving energy efficiency 

• Continue to move the shop to a profitmaking operation and develop online presence 
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• Manage the contract with the café to ensure that, post Covid-19 restrictions, it returns to profit. Look at succession planning options 

• Leverage the Tourist Information Point to obtain improved external signage and support for Local Authority grants 

• Investigate our environmental footprint and see what we can do to improve it and make long term cost savings  

Later additions 

• Develop a departmental and project-based budget system to make applying for grants easier  

• Engage more volunteers in financial analysis to free up staff time 

• Establish regular IT reviews to ensure our capability is fit for purpose 

Optimistic aspirations 

• Establish a regular income from Trusts and Foundations and or local government sources to allow us to plan activities far ahead 

• Expand our premises and gain new revenue streams and economies of scale 

• Invest in more capital-intensive IT and environmental protection developments 

Adverse contingencies  

         We will react quickly to reduce expenditure in order to protect cash flow. Contingency Plans will be developed in advance 

• Our fundraising teams of staff and trustees are creative and can move and change plans depending on the current situation 

• Non-essential capital expenditure will be delayed unless payback is very rapid 

• We will develop contingency plans for the café. 

• Use of the retail consultant will be restricted to an ad-hoc basis 
 

6. Financials 
In the past we have chosen a single set of financials with a sensitivity analysis to cover changing external situations. However, at the time of writing this plan in early 2021 
the future is so uncertain that we have developed 3 scenarios - Core, High and Low. The first financial schedule on the next page shows the past two years of actuals and 
the latest forecast for the current year (2020/21), together with Core, High and Low projections for the next financial year (Year 1 of the Five Year Plan).  

The Core scenario assumes that the museum will be able to open at Easter, but with Covid restrictions, including limitations on visitor numbers. The High scenario assumes 
that we have a relatively good year, with stronger income generation, including the full receipt of outstanding funds from NLHF. Conversely the Low scenario assumes 
significantly less income generation, which results in a deficit for the year. All three scenarios include an ACE grant that has been awarded for the next three years and an 
exhibition sponsorship received for late 2021. 

The second financial schedule on the following page shows the full five years of the planning horizon. The largest differences between Core, High and Low are the 
assumptions made about income generation across many of the sources, particularly in later years. The Covid-19 pandemic has shown that a heritage organisation which 
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becomes over-reliant on its own income generation can be very vulnerable to closures or other setbacks. Grants from government, trusts and foundations will continue to 
form an essential income stream for us. 

Annual expenditure remains relatively flat. The High scenario assumes higher activity levels generating higher costs, but these are offset by investments designed to reduce 
costs e.g., energy and IT. A conservative approach has been adopted to items such as legacies. Partly this reflects the fact that a larger legacy might be used to add to the 
Endowment Fund, where it could attract NLHF matched funding. 

The bottom part of this schedule shows the impact on unrestricted funds of the three scenarios. The core scenario shows the surplus generated in 2020/21 slowly eroding 
over the next five years. The High scenario shows it growing, while the Low scenario shows it declining to a small cumulative deficit. This illustrates the financial insecurity 
of a small museum and art gallery which must constantly strive to improve its income generation. 

N.B. All figures are in current prices (without inflation). Capital Expenditure is anticipated to be very modest (e.g., video equipment) and is not shown as a separate schedule. 
The Endowment Fund will be supplemented by a transfer from Unrestricted Funds during 2020/21 which, together with match funding from NLHF, will increase the Fund to 
£80k. 



 19 
 

Total 

12 Mths 21/22 21/22 21/22
2018/19 2019/20 20/21 Budget Budget Budget

Actual Actual Forecast Core High Low

INCOME

General Admissions 29,719 26,314 6,927 22,250 27,000 20,000

Friends' Memberships and patrons 20,230 42,475 16,000 35,000 37,000 28,000

Art Commissions 14,510 10,392 4,411 8,000 10,000 6,000

Cafe & Shop (net income) 7,480 17,768 6,100 17,000 19,000 14,000

Friends' Activities 10,160 20,000 4,000 6,000 2,500

Sponsorship/ Business Partners 7,908 6,860 9,483 22,000 23,000 18,000

HLF Funding 84,404 106,584 46,450 105,744 130,000 61,684

ACE Grants 47,820 0 30,000 30,000 30,000

HCT Grant 13,469 21,694 19,193 18,000 20,000 15,000

Public sector Grants 15,000 13,980 1,220 8,000 12,000 5,000

Trusts,  Foundations & Major Donations 33,286 52,729 3,929 40,000 45,000 30,000

Donations 1,525 3,000 3,000 2,000

Other Income (inc Gift Aid and Venue hire) 11,222 9,079 16,851 8,000 12,000 10,000

Legacies 0 5,000 0

Covid Emergency Funding

NFDC Covid Business Support 38,914 0 0 0

NLHF Support Grant 30,300 0 0 0

DCMS 77,892 0 0 0

ACE Emergency Support Grant 26,418 0 0 0

173,524

HMRC Exhibition Tax Relief 13,917 8,000 8,000 8,000 6,000

TOTAL INCOME 285,048 331,952 333,613 328,994 387,000 248,184

EXPENDITURE

Salaries and Consultancy 163,490 199,576 90,029 192,000 192,000 192,000

Advertising, Marketing & Publicity 4,800 9,699 7,343 10,000 12,000 8,000

Training 788 2,307 0 1,000 2,000 500

Recruitment 3,057 0 0   0

Fundraising Costs 1,405 17 0 0 0 0

Engagement (inc advertising) 3,899 3,800 499 4,000 8,000 3,500

Exhibition Costs 41,021 57,434 20,009 24,000 24,000 24,000

Premises 20,937 29,643 31,557 27,500 25,000 27,500

Governance & Operational Costs 36,229 34,210 32,881 35,000 36,000 34,000

Other 3,710 7,513 2,679 5,000 5,000 5,000

TOTAL EXPENDITURE 279,336 344,199 184,997 298,500 304,000 294,500

SURPLUS/DEFICIT 5,712 -12,247 148,616 30,494 83,000 -46,316

Unrestricted Funds Brought Forward 88,558 222,256 225,256 225,256

Surplus/Deficit for year 148,616 30,494 83,000 -46,316

Less: Transfer to Endowment Fund (re Legacy received in 2019/20) 14,918

Unrestricted Funds Carried Forward 222,256 252,750 308,256 178,940

St Barbe Museum and Art Gallery - Budget 12 months to 31st March 2022



 20 

 

21/22 21/22 21/22 22/23 22/23 22/23 23/24 23/24 23/24 24/25 24/25 24/25 25/26 25/26 25/26
Budget Budget Budget Budget Budget Budget Budget Budget Budget Budget Budget Budget Budget Budget Budget

Core High Low Core High Low Core High Low Core High Low Core High Low

INCOME

General Admissions 22,250 27,000 20,000 25,000 28,000 23,000 27,500 30,000 25,000 31,500 33,000 30,000 33,500 35,000 32,000

Friends' Memberships and patrons 35,000 37,000 28,000 35,000 37,000 33,000 37,000 38,000 36,000 39,000 40,000 38,000 40,000 41,000 39,000

Art Commissions 8,000 10,000 6,000 8000 10,000 7,000 8,000 8,500 7,500 8,500 9,000 8,000 8,500 9,000 8,000

Cafe & Shop (net income) 17,000 19,000 14,000 19,500 20,000 19,000 21,000 22,000 20,000 21,500 22,000 21,000 22,500 23,000 22,000

Friends' Activities 4,000 6,000 2,500 12,000 18,000 6,000 7,000 8,000 6,000 7,500 18,000 7,000 8,500 9,000 8,000

Sponsorship/ Business Partners 22,000 23,000 18,000 17,500 20,000 15,000 19,000 22,000 16,000 23,500 25,000 22,500 25,500 26,000 25,000

HLF Funding 105,744 130,000 61,684 0 20,000 0 20,000 20,000 0 20,000 20,000 0 20,000 20,000 0

ACE Grants 30,000 30,000 30,000 30,000 30,000 30,000 24,500 24,500 24,500 32,500 35,000 30,000 32,500 35,000 30,000

HCT Grant 18,000 20,000 15,000 17,000 17,000 17,000 16,000 16,000 16,000 21,000 22,000 20,000 21,000 22,000 20,000

Public sector Grants 8,000 12,000 5,000 11,000 25,000 10,000 11,500 25,000 11,000 13,000 25,000 12,000 13,000 25,000 12,000

Trusts,  Foundations & Major Donations 40,000 45,000 30,000 42,500 45,000 35,000 46,000 47,500 40,000 62,500 65,000 45,000 67,500 70,000 45,000

Donations 3,000 3,000 2,000 3,500 4,000 3,000 3,500 3,750 3,250 4,250 4,500 4,000 4,250 4,500 4,000

Other Income (inc Gift Aid and Venue hire) 8,000 12,000 10,000 9,500 10,000 9,000 10,500 11,000 10,000 12,000 13,000 11,000 13,000 14,000 12,000

Legacies 0 5,000 0 0 5,000 0 0 6,000 0 0 7,000 0 0 8,000

HMRC Exhibition Tax Relief 8,000 8,000 6,000 5,000 5,000 5,000 5,000 5,000 5,000 6,000 6,000 6,000 6,000 7,000 6,500

TOTAL INCOME 328,994 387,000 248,184 235,500 294,000 212,000 256,500 287,250 220,250 302,750 344,500 254,500 315,750 348,500 263,500

EXPENDITURE

Salaries and Consultancy 192,000 192,000 192,000 192,000 192,000 192,000 192,000 205,000 192,000 192,000 205,000 192,000 192,000 205,000 192,000

Advertising, Marketing & Publicity 10,000 12,000 8,000 10,000 12,000 8,000 10,000 12,000 8,000 10,000 12,000 8,000 10,000 12,000 8,000

Training/Recruitment 1,000 2,000 500 1,000 2,000 500 1,000 2,000 500 1,000 2,000 500 1,000 2,000 500

Engagement (inc advertising) 4,000 8,000 3,500 4,000 8,000 3,500 4,000 8,000 3,500 5,000 9,000 4,000 5,000 9,000 4,000

Exhibition Costs 24,000 24,000 24,000 24,000 24,000 24,000 24,000 24,000 24,000 24,000 24,000 24,000 24,000 24,000 24,000

Premises 27,500 25,000 27,500 27,500 25,000 27,500 27,500 25,000 27,500 27,500 25,000 27,500 27,500 25,000 27,500

Governance & Operational Costs 35,000 36,000 34,000 35,000 36,000 34,000 35,000 36,000 34,000 35,000 36,000 34,000 35,000 36,000 34,000

Other 5,000 5,000 5,000 5,000 5,000 5,000 5,000 5,000 5,000 5,000 5,000 5,000 5,000 5,000 5,000

TOTAL EXPENDITURE 298,500 304,000 294,500 298,500 304,000 294,500 298,500 317,000 294,500 299,500 318,000 295,000 299,500 318,000 295,000

SURPLUS/DEFICIT 30,494 83,000 -46,316 -63,000 -10,000 -82,500 -42,000 -29,750 -74,250 3,250 26,500 -40,500 16,250 30,500 -31,500

Unrestricted Funds Brought Forward 222,256 225,256 225,256 252,750 308,256 178,940 189,750 298,256 96,440 147,750 268,506 22,190 151,000 295,006 -18,310

Surplus/Deficit for year 30,494 83,000 -46,316 -63,000 -10,000 -82,500 -42,000 -29,750 -74,250 3,250 26,500 -40,500 16,250 30,500 -31,500

Unrestricted Funds Carried Forward 252,750 308,256 178,940 189,750 298,256 96,440 147,750 268,506 22,190 151,000 295,006 -18,310 167,250 325,506 -49,810

St Barbe Museum and Art Gallery - 5 Year Plan
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7. Key Performance Indicators 
 

  2019/20 

(actual) 

2020/21 

(projection) 

2021/22 2025/26 

  Core High Low Core High Low 

1 Paid Admissions to the Museum and Art 
Gallery  

11,426 4,971 10,000 12,500 7,500 15,000 30,000 20,000 

2  Footfall in the building 77,674 40,314 65,000 80,000 50,000 80,000 95,000 65,000 

3 School groups attending and using our 
services  

14 

(571 Children) 

9 

(426 Children) 

12 15 10 20 30 15 

4  Outreach activity - off site sessions 45 

(1,545) 

22 

(477) 

35 50 25 25 

 

70 35 

5 Virtual Activities - 19 

(992) 

20 30 15 25 50 12 

6  Engagement activities on site  24 5 10 15 5 52 60 30 

7  Number of Friends Memberships (up to 
5 family members)  

940 768 850 940 768 940 1000 850 

8  Number of Patrons Memberships 
(Individual and couple memberships) 

32 38 40 45 38 45 50 40 

9  Social media activity – digital statistics 
(number of followers) 

2676 (FB – 956/ 
Twitter – 1120/ 

Insta – 600)  

4336 (FB – 1303/ 
Twitter1795/ Insta 

– 1238)  

5336  5836 4836  6000 7000 580 

10  Press coverage – number of mentions  100 92 90 120 75 120 150 100 

11  Fundraising Income  £40,500 (not inc. 
NLHF) 

£182,755 (not inc. 
NLHF) 

 £103,000  £116,000 £84,500 £125,000 £150,000 £90,000 

12  Gift Aid income £0 £7,000 £7,000 £9,000 £6,000 £8,000 £10,000 £7,000 

13 Staff numbers (FTE)  4.5 4.5 4.5 4.5 4.5 6 7 5 

14 Volunteer numbers  72 92 90 120 75 95 130 185 

15  Shop figures - Turnover  £65,000 (excluding 
parking clocks) 

£35,000 

(represents 6 
months) 

£50,000 £75,000 £40,000 £85,000 £95,000 £65,000 
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