Heritage Lottery Fund

7 Holbein Place, London SW1W  8NR

Tel  020 7591 6000

Kitchen Gardens and other Garden Projects
Handy hints for seeking grants
Remember

The larger the grant you require, the higher the standards, the more difficult the process is likely to be, and the more information that will be required, but the bigger the gain if you are successful!
Think About
Large grants take a great deal of organisational time to prepare for and achieve. You must have this time available.
Achieving a grant for a £1million project may change the whole ethos and way your voluntary or charitable organisation works. Discuss carefully within your group or trustees whether you really do want to go for a large-step grant, or progress your project through a number of small steps, perhaps using volunteers and building capacity and sustainability. This may mean a number of grant applications over a period of 5-10 years, but may better suit your way of working in your circumstances.


All grant-giving bodies have strategic plans, business plans and targets, and are judged on their performance (of giving grants) as to whether they meet these targets. It is therefore sensible for you to find out whether your project meets their objectives and will help them meet their targets. Read their strategic  or annual business plans carefully, and then if still not clear ask by telephone or letter about whether your project meets their targets for distributing grants. Contact numbers for your local HLF office are given at the end of this article. [Is this possible?]

Some grant-giving bodies (including HLF) also have ‘priority areas’ or similar terminology. These may be geographical areas where they would like to give more grants because they are ‘cold spots’ where few grants have been given before, or they may be theme areas such as ‘volunteers’ or ‘young people’ or ‘places of worship’ or ‘buildings-at-risk’ or ‘first-time applicants’. If your project is within one of these areas you will get more help and support in making your application. It does not necessarily mean you will have a greater chance of success as this will depend on a range of factors – for example, demand at the time of your application, the quality of your project proposals compared to others and the degree to which they match the funder’s priorities. 

All grant-giving bodies will have budgets for each year (usually financial year), and may distribute these funds through monthly, quarterly or other meetings or quotas. Find out about these budgets, dates, and assessment times.

E-government is on its way and e-mail, electronic document transfer and IT competency is now essential. Do not start a large grant application unless you have access to this hardware and skills. All grant distributors cannot provide ‘partnership’ or ‘match’ funding to each other, but can download from their web site www.lhi.org.uk.) Look for the types of projects they have funded before.  If you see a project/ grant that looks like yours and it is no more than 12-18 months since date of award, track down the grantee and talk to them. What were their problems, experiences or opportunities, how long did it take, what were the processes? Grant distributors expect and welcome this type of self-help networking.  
Grant distributors’ requirements and criteria can change, often in response to changing government, trustees or fund managers. If you want to be successful, you need to keep up with these changes.  Even though your project may seem ‘different’ to those funded before, this does not mean it will be rejected. Due to demand (grant giving is re-active) different grant distributors and different regional or local offices of those distributors  will have more or less time to deal with your pre-application queries. Make sure you have read all their most up-to-date written guidance, and only contact them for questions where this guidance is ambiguous, or you need clarification. Remember that the amount of time they will spend on helping you will often be dictated by their own work loads, not yours.  Do not expect instant answers. HLF commits to responding to pre application enquiries within ten working days. However, if you need a specialised response, remember that the people you speak to will probably know little or nothing about kitchen gardens, and are unlikely to have much knowledge about your area or circumstances. Consequently they may need more time to refer your query to others before giving a definitive reply.  

In considering if you would be surprised at the flexibility and diverse sub-programmes each lottery distributor has. So check all the potential Lottery sources for likely programmes for your project.  Currently these are Big Lottery (now formed from Community Fund + New Opportunities Fund with new programmes of funding available in 2005) Sports Lottery, Arts Lottery and Heritage Lottery with Awards-for-All jointly providing small grants under £10K (from April 2005).  Different Lottery distributors cannot provide ‘partnership’ or ‘match’ funding to each other, but can separately fund different items within the overall project if these items meet their funding criteria.

Question
If you are thinking of applying for a Heritage Lottery Fund (HLF) grant consider the following questions:
Q
Are you an eligible applicant?

For HLF you must be a charitable organisation or not-for-profit company with a constitution and bank account. The ‘membership’ of your organisation should be as open as possible. There is a presumption against ‘private gain’.  Any ‘profits’ or ‘gains’ arising from the project will be expected to directly benefit the project site or its activities. 
Private owners are eligible for grants of up to £50K for heritage learning activities, but not for capital works. If your kitchen garden is owned and managed by a private owner or business, your access to Lottery or other charitable funds will be limited. Grants from English Heritage for kitchen gardens (or other similar agencies in UK) are usually restricted to Grade I & II* Listed Buildings which are ‘at risk’, and there may be some limited advice and support for those kitchen gardens which lie within Grade I & II* Registered gardens (those included in English Heritage Register of parks & gardens of special historic interest, or similar lists in Wales, Scotland and NI). 
Q
Do you have a project?

HLF does not fund feasibility studies or options appraisals, so you must already have decided what your project consists of, the scope of the works and activities and the broad aims and outcomes of you want to achieve. (Where are we now? what do we want to achieve within 3, 5 or 10 years?) This will need discussion and consensus within the project group/ team and probably involve discussion with external stakeholders. Scoping the work you propose will also enable you to identify outline costs likely times for delivery and together with a plan of the garden and some photographs will form a project outline or project definition and will provide the basis of your discussions with external funders.
Q
Will the project benefit the heritage?  
This assumes that there is a definition of ‘heritage’. This is easier if a conservation agency has defined heritage for you - for example as a Listed Building or Site of Special Scientific Interest. HLF has a very wide concept of ‘heritage’, tangible and intangible, built, natural or cultural. Broadly the more funding you require the more significant your ‘heritage’ should be.  Some of your project may relate to ‘heritage’, some may not. I would suggest that kitchen garden projects or parts of projects should relate to gardens, features, techniques, plants, skills or events pre 1950. To prove that your project is an important part of your local or national heritage you may have to carry out research about what the kitchen garden was like and used for before and recording surveys of what survives today. 

If your project involves physical (capital) works to the kitchen garden you will need to show that your project will conserve the heritage. To do this you will be asked to prepare a Conservation Management Plan (further guidance available). This will help you understand the complexities of the heritage feature or garden and demonstrate to others that you will be making informed decisions in the work you want to carry out.  
An example of how your project might involve  both heritage and non-heritage items would be a kitchen garden with 18th or 19th-century walls and gates, with a derelict vinery, which you were proposing to restore to provide a community garden/ allotment. HLF might consider the conservation of the physical historic structure as eligible for grant support but the creation of a new garden or gardening practices as ineligible.  HLF would though want to know what the restored vinery was to be used for, whether the use or profit from the garden would go towards continuing to support the conservation of the historic fabric, and how those using or enjoying the garden would be able to understand better its heritage value. 
Q
Will the project widen access to, learning about and enjoyment of the heritage? 

This is a very important requirement, and is assessed equally with heritage benefits.
To do this you must understand who your potential ‘audiences’ are. Their needs should drive what you will do. A top-down approach of ‘we know what you want’ is no longer acceptable (expert’s on-tap NOT on top). Audiences start at home, either locally in the community, or further away as potential day visitors, or tourists. They have a wide choice of things to do or be involved in. What would bring them to your garden as visitors or volunteers and what are the barriers to them coming? These may be visible barriers such as lack of information, distance, transport,  facilities for minor or major disabilities, lack of facilities such as cafes or toilets, but just as likely they may be invisible barriers linked to social or ethnic grouping – ‘its not for me’.  If you do not find ways of directly engaging with, welcoming and providing for the different needs of your audiences, they will not come, or perhaps even more importantly they will not come back. HLF provides guidance on preparing Access and Audience Development Plans, and this work will help you focus on what your target audience(s) will be.
Q
How much grants funding are you likely to want to support your project?

· If grant less than £10,000 use Awards for All application, quick and easy – a good way to start if you have never applied for funding before.  See their web site www.awardsforall.org.uk
· If grant less than £50,000 use HLF Your Heritage Application Pack – strong emphasis on people and their involvement in heritage – community projects. Simple requirements and a decision in 3 months 90% grant funding and 10% may be in cash or ‘in kind’ – for example gifts of land, or materials or volunteer time
· If grant of more than £50,000 either Heritage Grants or Public Parks Initiative – please see next Question.
Q
Is your kitchen garden a public open space, or planned to be?




To be a public open space the garden have free access for all  (no payment at the point of entry), and only charge for special facilities like glasshouse displays, events, or parking and be open daily for at least 360 days each year. If this is so then you should use the HLF Public Parks Initiative (PPI) application pack. If not then you should use HLF Heritage Grants (HG) application Pack

You should read the application pack very carefully, including the detailed guidance for each question in Part 2,  The most common error and difficulty in all applications is applicants not following the detailed guidance and answering the application questions either wrongly, or without the detail required.
Q
What do you want a grant for?
A
FEATURES  
To conserve, restore and increase public access to and enjoyment of built or lost features within the garden  (like glasshouse/s or small buildings)? 
In which case the feature(s) must be recognised as part of UK heritage as: 

either 
Listed Building 
or 
Scheduled Monument

or 
included within English Heritage’s  Register of Parks or Gardens of Special Historic  Interest (or similar in Wales. Scotland & Northern Ireland) 

or
included within a Conservation Area  
[if applying under YH or HG an individual feature doesn’t have to be listed or scheduled but the applicant needs to demonstrate its heritage significance and value]
B
WHOLE GARDEN / PARK 
To conserve, restore and increase public access and enjoyment of the whole kitchen garden, or where a kitchen garden is part of a wider whole site application.
In which case the garden does not already have to be recognised nationally as part of UK
Heritage, it is up to you to demonstrate it is of significant local community heritage value.
Whole garden projects may include elements of new work like toilets, and would be expected to
include both capital costs, and revenue activities (see below)
For both A & B above you as the applicant and the future grantee will need to own outright, or have a legal responsibility for, the site. This means a lease of minimum of 15 or 30 years at the time the contract is signed - depending on the amount of grant you require. We may be able to help you purchase items or land of heritage value if this reduces risks to their future preservation.
C
ACTIVITIES

To support activities which relate to increasing enjoyment of, access to or learning about a heritage garden, or heritage skills or heritage events relating to the garden or a number of gardens in the area.  



· 
· 
· 
Activities must provide benefits for people and relate to the heritage and may for example increase access (particularly for new groups), widen learning opportunities, increase range of interpretation for different abilities or languages, or engage more people as users or volunteers, or provide training. The costs (for maximum of 5 years) are likely to relate to employing people directly as staff or indirectly as advisers or consultants or as volunteers. These are known as ‘revenue’ costs, and the ‘capital’ costs (physical works to the site) will be small, perhaps related to equipment to support these activities or materials for use by staff or volunteers. 

If you are only proposing activities, and therefore only minor physical works to the garden, for example gardening annuals, perennials or vegetables - the sort of things you might do if you were renting a place from a landlord -  then you do not need to own the garden or have a long lease, but you must have the owner’s written permission to carry out the activities.

We do not fund survey, research or IT data projects unless they are part of a wider information strategy, involve and train volunteers and clearly lead to improvements to public access, learning and enjoyment.
Q
Do you want to provide new facilities as part of your project?

HLF does not fund ‘stand alone’ new works. This includes both new buildings and new horticultural features or new gardens. You may include new facilities in whole garden projects (B above) where these facilities: 

· can be demonstrated to respond directly to audience needs; and

· enhance the historic value of the garden (rather than detract from it); and

· are not the major part of the project (in financial terms).
You will be expected to provide sketch designs for all new facilities and garden features which show their size, design, external materials and location. This must be supported by a reasoned justification for why the facilities are required, backed by other external expert support on space planning.  New commercial facilities like cafes or retail outlets will require a commentary within your overall Business Plan to ensure that you have adequately assessed the likely resources required to sustain them long term.





New facilities are always a lower priority for HLF and will receive detailed scrutiny. They should be the minimum required, but with the potential of expansion should your business expand. You may need external help in preparing a brief to appoint suitable Architects, Landscape Architects or Garden Designers.
Q
How will you manage the project & maintain the garden or garden feature long term?
You will be expected to have a robust Business Plan for the garden (further guidance available). We need to know that your income and expenditure balance, or how you realistically intend to find any shortfall from other fund-raising activities, volunteers or external support. We will assess whether you have the skills to manage both the project and to sustain the garden long term. This includes risk assessment (what might go wrong, what happens if it does?) and being able to identify and measure the key project targets (outputs and outcomes). 

To receive a grant award for A or B projects described above we will expect you to prepare a costed 10 Year Management and Maintenance Plan (further guidance available) setting the standards and identifying resources (volunteers or cash) to achieve the standards.  
If you have employed staff as part of the project, we will need to know how you are going to continue to fund these staff or what the effect will be if the posts are to be lost (exit strategy).  
Q 
How much other cash, grants or resources can you find for the project?

Grant organisations will only fund up to a certain % of total costs. There may restrictions to using these funds as ‘partnership’ or ‘match’ funding. Always check. HLF will fund up to 90% for all grants up to £1 million, but you must find the other 10% either as cash from your own organisation and other funders or ‘in-kind’ as volunteer time (standard payment rates per day) or non-cash gifts of land, materials, facilities or equipment directly related to the project.  You may also include costs you have incurred in the 12 months before your application provided these too relate directly to your project. 
You may also include within the project cost any increased costs of maintenance that the project will generate each year for 5-10 years. This must be proved through a 10 Year Management & Maintenance Plan. 


Demand for funding is always high. The more funding from your own or other resources you can contribute (therefore the lower the HLF grant request %) the more ‘value for money’ you will be able to demonstrate, and the more successful you are likely to be with your application.  All funders like to see a broad ‘partnership’ approach to building up the funding package required for the project.

Q
What is your timetable for the project?

HLF has no ‘closing dates’ for applications for gardens projects, but the larger the grant, the longer the assessment process will be. Your timetable should allow for the time it will take for assessment and to plan or develop your project.  It may be difficult for members or local people to understand how much planning and development work it takes and they will think ‘nothing is happening’. You should be aware of this possibility and seek ways to keep them informed and engaged with the project over time, perhaps by excluding some suitable elements from the grant application that they can ‘be getting on with’ such as extra research, weed clearance or small events and workshops. There may also be skilled or professional volunteers who could help with the planning and development of the project.

Your Heritage grants up to £50K are assessed within 3 months and are awarded monthly by Regional Managers with delegated authority. Grants from £50K to £2million are assessed in 5-9 months and awarded by Regional and Country Committees who meet quarterly. If you are applying through the 2-Stage process, and depending on the complexity of your project it is likely to take 12-24 or more months from the date of your Stage 1 application to the date you start work on the ground.
Q
What extra support do you require?

For general enquiries and copies of application packs call HLF Helpline 020 75916042 or visit our website www.hlf.org.uk 
If you are considering an HLF application, please complete a Pre-application Form and return it to your relevant HLF Office (England regions and Wales, Scotland and Northern Ireland). 
Development staff in each region and country is available to help applicants with advice and support. Priority is given to providing most help to first-time applicants, or those in priority areas
HLF regional and country contacts are:

	Office
	Region
	E-mail
	Telephone 

	Belfast
	Northern Ireland
	Belfast@hlf.org.uk
	02890 310 120

	Birmingham
	West Midlands
	WestMidlands@hlf.org.uk
	0121 616 6870

	Cambridge
	East of England
	EastofEngland@hlf.org.uk
	01223 224 870

	Cardiff
	Wales
	Wales@hlf.org.uk
	02920 343 413

	Edinburgh
	Scotland
	Scotland@hlf.org.uk
	0131 240 1570

	Exeter
	South West
	SouthWest@hlf.org.uk
	01392 223 950

	Leeds
	Yorkshire
	Yorkshire@hlf.org.uk
	0113 3888 030

	London
	London
	London@hlf.org.uk
	020 7591 6000

	Manchester
	North West
	NorthWestEngland@hlf.org.uk
	0161 831 0850

	Newcastle
	North East
	NorthEastEngland@hlf.org.uk
	0191 255 7570

	Nottingham
	East Midlands
	EastMidlands@hlf.org.uk
	0115 934 9050

	London
	South East
	SouthEastEngland@hlf.org.uk
	020 7591 6000


Once we think that your project may be eligible for a grant, we may be able to help fund of costs of planning your project through a Project Planning Grant (PPG) up to £50K. This is so you can employ professional consultants to carry out special surveys, Conservation Management plans, or access and audience development studies to provide you with the necessary levels of information to make a main grant application.

If you apply to HLF using the 2-Stage process (compulsory for grants over £1million) you may also request Development Funding  to employ a project officer and consultants to develop your project from outline design and costs at Stage 1 to detailed design and costs at Stage 2. We do not expect costs to rise at Stage 2 therefore your costs at Stage 1 must be realistic for the project you propose and include a contingency for unforeseen items and allowance for inflation depending on the timetable of the works.
We also have a wide range of separate guidance to help you plan your project including publications on: 

· Business Plans;
· Conservation Management Plans;
· Access Plans;
· Audience Development Plans;
· Learning projects  & Spaces for Learning;
· PPI Guidance & 10 Y Management & Maintenance Plans; and
· Training Plans;
· Thinking about Access;
· Thinking about Learning.
If you need specialised technical advice on gardens projects please e-mail me:   

lornam@hlf.org.uk
Lorna McRobie

HLF Policy Adviser: Parks & Landscape 
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