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Historic Landscape Project – Southeast

Understanding Conservation Management Plans

Structure and Content of a CMP
The space below each of the notes on the slides has been provided for addition of your personal notes.

	SLIDE
	NOTES

	S44
	Summary of stages of preparing a CMP: 
The Overview
STAGE I The ‘conservation’ part of the Plan

Understanding the place by: 

· Gathering evidence (documentary/archival and physical) of the asset both as it is today and through time

· Co-ordinating and analysing the evidence

· Assessing and stating significance

· Identifying issues and problems affecting that significance

· Establishing broad conservation policies to retain that significance 


	S45
	STAGE II The ‘Management’ Plan
Implementation of the Conservation policies by:

· Developing management objectives that meet those policies 

· Preparing detailed prescriptions and schedules of management and maintenance (some plans may include detailed designs, specifications and costings)

· Preparing an action plan which allocates timescales and resources (cash and manpower) for implementing management objectives


	S46
	An options appraisal 

A client will often have his proposals for change developed to an advanced stage. They should be tested for likely impact on significance through an options appraisal, as part of the management plan.  The potential impact of the proposals may also be reflected in the conservation policies, which need to be realistic and capable of implementation; likewise for management objectives. 
· It is usually necessary to at least adjust proposals to reflect – and retain – the maximum significance. Sometimes a fundamental rethink is required…

· …and/or to identify mitigation measures 
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	The structure of a CMP:
The Sections in detail

Introduction – it is essential that this section explains 
· Why the plan is being prepared, for whom and by whom

· What its purpose(s) are and a summary of its aims and objectives
· Who the stakeholders are and how they have been selected

· Details of any funding 

· An executive summary of the main findings is helpful
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	Understanding the place - gathering evidence of the asset both as it is today and through time; you will need:
· Basic data including maps/plans of the site’s location, area, layout, ownership, current conservation designations, relevant planning policies

· A range of physical and visual surveys of the site – archival (desk-top plus physical and visual surveys), archaeological, topographical, ecological, visual, horticultural and arboricultural, hydrological, structural (for garden buildings and ground works). 

· Management surveys of user/visitor facilities, staff profile, costs, interpretation levels, existing management agreements
· Surveys of and consultation with stakeholders – owners, users, staff; various local authority staff, statutory agencies, community, amenity, religious and specialist heritage groups; if a public site, visitors (through a rigorous survey process) 

· Relevant oral data and local knowledge

· If works to a major historic building or structure are anticipated then expect architectural and structural surveys and analysis, room plans and a gazetteer prepared by specialist conservation architects (who need to be accredited as such with the RIBA)
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	Co-ordinating and analysing the evidence
On completion of both field and archival surveys and study, material is brought together in an analytical account which should establish: 
· The past development/use of the landscape, particularly in relation to its surviving fabric

· The reasons and context for the changes including those driven by owners and users
· Comparison with contemporary developments and similar types of landscapes
· Other qualities and associations which may contribute to the assessment of significance 


	S50
	Character areas 

· Large and complex sites can usually – and usefully – be divided into landscape character areas which will have discrete and different characters. These may have different levels of importance in the overall design. They can be useful in specifying and implementing different and discrete types of management. 
· The quality of a landscape might lie in the scale and nature of the landform and the distinctiveness of individual character areas which reflect their past land use and the designed landscape. 


	S51
	The result will be:

· A fully-referenced study of the site using relevant archival sources

· An analytical account of the development of the site over time reflecting the findings of the research and surveys including that from stakeholders – copiously illustrated with maps, plans survey data photos etc. 
· A summarised chronology of key events and periods of change.
· Plans showing the phases of the site’s development through time.
· A gazetteer (*see handout 1) of all the features of the site


	S54
	Assessing and stating significance
· This section deals with the cultural significance (*see handout 3) of the site or place; it aims to identify and assess the attributes of the site which make it of value to both its stakeholders and society at large. It is the basis for making informed policy and management decisions which will allow that significance to be retained and more clearly revealed – or at least damaged as little as possible. 
· Significances can be ranked - as of ‘national’, ‘regional’ or ‘local’ level; there is also a category of ‘detractors’ – things which detract from the significance.



	S55
	· All-party agreement on the nature and level of significance of a place will guide all action.  Establishing relative levels of significance will help define which parts of the site are most sensitive and hence better able to accommodate change. 
· Site sensitivity plans are frequently requested by local authority planners as part of a CMP, especially when new development is the issue.
· The bottom line is, which aspects of a place are so crucial to its significance that they cannot be compromised - and which are less so?
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	Identifying issues and constraints affecting that significance

These can be presented in several ways. A common method is to deal with site wide ones first, followed by those of each character area and/or group of particular features.  



	S57 -58
	Examples of issues and constraints from ‘live’ CMPs

· Site in split ownership e.g. gardens separated from park; large areas of woodland away from core but e.g. in FC ownership; estate cottages sold off. House leased. 

· Main (mid C18) house is sustainably leased e.g. by arts centre/school and is in good order but lessee is successful and requires more car parks/occasional marquee pitches. Has outline proposals for new auditorium/sports hall with service facilities and possibly artists’ accommodation.

· Much of the built structure – walled garden walls, coach house, non-beneficial garden features e.g. grotto, water features – are deteriorating. Lessee has no money for other than (currently good) everyday maintenance. 
· Planning policy controls over development – site protected by green belt and conservation area designation. 
· Historic circulation routes closed off or removed so designed views not accessible or appreciated. Eye-catchers have been lost (fallen down!); should they be re-created? 

· Source of water to lakes and cascades in different ownership. Lakes system heavily silted. Potential for lake to be classified by Environment Agency as reservoir!  Public access uncontrolled - strays off public rights of way (PROWs) – nuisance to stock from dogs, vandalism and security issues for site users/visitors. 

· Access and interpretation for visitors – how adequate? Disabled access?
· Lack of information on archaeology – so areas of archaeological potential are un-established and vulnerable.
· Gaps in knowledge of the development and alteration stages of the (grade I listed) house.


	S59
	Establishing broad conservation policies to retain significance
Policies must arise logically from the arguments in the previous sections - the ‘golden thread’ sequence linking understanding through analysis and establishment of significance
· Establish the policies in clear wording

· Give reasons for them 



	S60 -62
	Site-wide policy examples from ‘live’ CMPs: 
Example: Restore the setting of the Home farm farmhouse to what it was in the C19

· Reason: The separation of the Farmhouse from the landscape around the main house was an essential feature of this period. 

Supporting information
· It was augmented by ferme ornée buildings in the nineteenth century but these were in the immediate vicinity, and the separation was reinforced by substantial planting around the Farmhouse. This was an essential feature of the historic landscape and the implementation of this policy would remove the modern farm buildings, which are a major eyesore.



	No slide
	Example: Conserve the surviving features of the eighteenth-century landscape in accordance with current conservation best practice.

· Reason: The park retains significant features of the late C18 landscape park (Brown’s work) which are of national and regional importance but the overriding policy is that they should be conserved and maintained as a group.


	
	Example: Develop a long-term sustainable grazing regime for the whole park.

· Reason: This policy is a logical consequence of the policy to conserve the surviving features of the eighteenth-century landscape. The farmer wishes to replace intensive farming with low-intensity grazing of cattle supplemented by sheep which will in the long term develop a parkland character. This policy will result in the removal of intrusive fence lines throughout the park.



	
	Example: To safeguard protected species.

· Reason: At least two protected species are present in the park and any landscape or building conservation work must avoid harm to them.
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	Character area policy example: Cobham Wood in Cobham Park, Kent

To conserve veteran trees and restore landscape character in accordance with NE guidance.

· Reason: Veteran trees need to be at a low density, substantially unobstructed by regeneration and scrub, if they are to retain their nature conservation interest.

Re-establishing this pattern would also reinstate landscape character and cultural significance of the trees.

However, the species is of conservation importance; veteran trees require a stable environment. Rapid clearance can cause irreparable damage. 



	S63
	The Management Plan
This part of the CMP is often prepared as a separate document but following the golden thread from the conservation plan. It will contain:  

· management objectives that meet the conservation policies 

· detailed prescriptions and schedules of management and maintenance (some plans may include detailed designs, specifications and costings)

· an action plan which allocates timescales and resources (cash and manpower) for implementing the maintenance and management objectives


	S64
	The Vision
A management plan needs an overall vision; a ‘live' example from Priory Park, Reigate:

“to achieve a balance of conserving and restoring the features, spirit and the coherence of the mature 18th century park; while enhancing its wildlife value, bringing new life to the Victorian/Edwardian gardens and other historic features and integrating high quality public recreational facilities and the function of the School and the Museum within the Priory and its landscape setting”. 
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	Aspects requiring management and maintenance aims and prescriptions: 

· Lack of adequate knowledge (e.g. of archaeological features or hydrology) 

· Security, trespass, vandalism 

· Education and interpretation

· Public access and community involvement 

· Sustainable uses and repair of buildings and structures

· Sustainable grassland management/grazing 

· Tree and woodland management
· Water management
· Maximising biodiversity (with priorities) 

· Reinforcing landscape character 

· Car parking/traffic management

· Monitoring achievements and changes in the landscape



	S65-67


	Examples of management objectives for a school in an historic site in Kent:
· To promote the site for school educational purposes, enjoyment and recreation with participation and involvement from local communities as well

· To ensure that the management and maintenance needs of all restored features are fully taken into account during the design process and that management requirements are fully documented
· To maximise biodiversity across the whole site and to comply with appropriate national and county Species and Habitat Action Plans
· To provide a high standard of interpretation and educational material that enables a diverse age-group/audience to experience the site while maintaining the integrity of the historic landscape and its biodiversity
· To provide the administrative framework for the management of the site to enable landowners to work together for common purposes, to establish coherent management structures and practices and to ensure sustainable management regimes
· To develop staff skills and training to sustain good maintenance
· To assemble adequate information to allow detailed management prescriptions to be prepared for all aspects (trees, woodlands, grassland etc.) and to ensure accurate monitoring of resulting landscape change
· To work towards adjacent individual landowners producing detailed operational plans which will achieve restoration of their sections of the site
·  To minimise trespass and security problems

· To develop management and maintenance regimes that minimise the risk to features that are not yet fully understood (e.g. hydrological features) or unknowable (e.g. sub-surface archaeological features.
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