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1. Introduction 

Dear Supporters of Rushen Heritage Trust,
 

This is a kind of ‘Moving Handbook’ about Rushen Heritage Trust for those - like you - who are closely involved. I've started the ball rolling with some advice and ideas based on the years Sandra and I have been working with RHT (our involvement pre-dated the official launch on 25th July 2014), on questions people have asked and issues which have come up. I hope that many others will contribute their thoughts to this little book and that mine will soon become a minority.

 

We are a collection of volunteers, not a company, so this is not a Manual and is in no way prescriptive. There are many ways of doing things and rarely only one right one. So, the style is informal and sometimes personal, where this might help illuminate a point. Humour is not only allowed but positively encouraged, as will be a variety of writing styles.

 

The main source of the Open Handbook will be online, attached to our website, precisely because it moves and can be continuously added to and improved. However, we also plan to publish it in hard copy and update it once a year as well, since some people prefer this. 

 

I'll try and keep my contributions brief because I know how busy everyone is. This is more of a reference book than something you read through. And it’s a bit of a mixture because as well as thoughts & advice, it does contain some brief excerpts from our 3 Year Plan, which are approved policy, like Vision, Values, Objectives and Strategy at the beginning of the book. 

 

RHT is led and inspired by volunteers, who come up with the best ideas, do research, design and run exhibitions, author books and booklets, organise talks, provide high quality content for a variety of purposes including iomWalks (the iBeacon Walking trail), conduct interviews, provide memories and staff exhibitions. We have a wide range of ages but some of our most valuable volunteers are over 80 years old and provide memories which will now not be forgotten. 

 

The Board of RHT is very grateful to all of our volunteers and supporters who have enabled us to get off to a great start. It recognises that we are genuinely volunteer led and that without you we could not exist. Thank you all for your enthusiastic and skilful contributions to RHT, all of which are greatly appreciated.

 

Warmest regards,

 

Hugh Davidson. 

 

2. Why Heritage Matters
To answer this question, we need to know what Heritage is. Here's one attempt from a myriad of definitions: It’s about remembering and understanding the past; preserving things and memories; communicating and learning from them; celebrating the past, and where possible, enhancing its legacy. 
 

What would happen to a society where all knowledge of the past had been removed? Where no one knew anything about the history of the buildings, livelihoods, places or people including their own family? For sure it would be less interesting. It would also be de-stabilising, because the wisdom and learning of the past would be lost. And if knowledge of the past is lost, unscrupulous leaders may try to rewrite it in their favour. Most importantly, the past defines the values of society -  who we are, what we stand for and why.

 

What is it to be British, English or Manx? The answers are becoming less clear, but they are heavily influenced by our interpretation of the past and its relevance to the present. And opinions, especially about Englishness, are increasingly divided. 

 

To summarize, Heritage matters because it builds our local and national identity; binds the community together through common memories; provides lessons from the past, since the same problems are constantly recurring; and connects us to the past in both family and community terms.

 

We can all spend our time as volunteers or donors in a wide variety of ways. So, is Heritage more important than funding medicines which save the lives of very poor children in Bangladesh? Both matter greatly, but they fulfil different needs.
 

Shared memories bind people together and help build our collective identity. This was very noticeable at the "Glory Days of Southern Tourism " exhibition, where people were sharing common memories, and learning about the past from each other. This is why Heritage Matters.
3. Vision, Values and Objectives

Our vision is “to build strong community pride through Heritage”.

Our values are:

· Teamwork within and across our HATs.

· Accurate and balanced information.

· Exciting and fun to motivate volunteers and entice visitors.

· Broad appeal with worldwide interest and impact.

· Innovative with new approaches to Heritage and connecting the community.

· Open and inclusive with willingness to share material and welcome newcomers.

· Volunteer driven by the people who are our most important asset.

Our objectives are “to develop a highly-motivated community, which preserves, enhances, and widely communicates ‘The Beautiful South’s unique culture and heritage in an exciting way for social and economic benefit.”

Our tag line is “Bringing People Together through Heritage”.
4. The role of the Board and HATs
Based upon pro-bono advice from advocate John Rimmer, the Trust was legally established as a non-profit company limited by guarantee. The Steering Group became the Board and Juan Watterson was elected as Chair. George Noble FCA joined the Board later as Treasurer and Alan Jackson was appointed a Director in August 2015.
The Board felt it important to have a paid Heritage Manager and Graham Hall was appointed on a twelve-month contract from a strong field of applicants on 1st June 2014. He did an outstanding job in starting up the Trust and continues as a valued volunteer now that the contract has ended. Hugh Davidson became interim Heritage Manager until 17th August 2015, when Laura King was appointed as Heritage Coordinator, again from a very strong shortlist.

Based on input at public meetings, four Heritage Action Teams (HATs) are currently active. WW2 Women’s Internment, chaired by Doreen Moule, Tourism chaired by a rolling Chairperson, Story of the Land chaired by Staffan Overgaard and Story of the Sea, chaired by Steve George. 
The Manx History, Language and Culture HAT is being restructured and further HATs may be started up in future - such as Archaeology - based on volunteer interests. 
Please see “Forming a HAT” for more information.
5. The Heritage Coordinator’s role

The role of the Heritage Coordinator (HC) is primarily to facilitate the projects that each HAT takes on within a yearly programme. A major aspect of this role is to lead, advise and motivate volunteers within the HATs through regular connections with the HAT Chairs and some attendance to HAT meetings themselves – however it is impossible to attend every meeting that takes place!

To manage this, the HC chairs a monthly Management Committee Meeting (MCM) to which each of the HAT Chairs attend so that they can discuss all current projects, share ideas, help to support one another’s teams and develop solutions to any matters arising. At this meeting, the HC will help to plan an annual programme and set deadlines, or make arrangements with key suppliers and partners on behalf of the HAT.

It is very important that the HC does not chair any of the HATs as the role of the HC is oversee all HATs and facilitate all activity across the Trust.

Working closely with the HAT Chairs, the HC manages the publicity and marketing of RHT and its annual programme through contacts with the press, social media, mailshots, the website and a regular newsletter. Ideally, each HAT should have a person dedicated to marketing and publicity too, who will then work closely with the HC and ensure that a publicity programme is in place for their HAT.

The HC needs to have a technical grasp on the website, producing video or audio footage of events and exhibitions, maintaining a library of resources and keeping data for analysis. Management of Social Media is key as is the RHT mailing list, using programs such as MailChimp to design mailshots and newsletters to further promote the Trust. Updating all of these with regular news articles and features helps to keep content fresh and interesting so that visitors keep returning. The HC also keeps media partners updated on all of these news articles and features to widen publicity for RHT as a whole.

Another aspect of this role is to develop community awareness and involvement through smaller projects, with the help of volunteers from across the HATs. These could be memory tea parties, volunteer social parties or linking up with the local college and schools to arrange work placements or visits. Building partnerships with other organisations such as Culture Vannin and MNH is also a key part of this role as is developing relationships with key suppliers such as local printers.

The HC attends a regular Board meeting with the Trustees, to set annual objectives and strategies, providing feedback on all activity and to receive support with funding if needed within the HATs. By providing regular updates to the Board, the HC is supported in decisions that have to be made in order to carry out key functions. All projects proposed by HATs are done so using a Project Proposal Form, which the HAT Chair provides to the HC who then can provide detailed information to the Board.

The HC keeps an eye on budgets and manages invoicing, working with the HAT Chairs to keep within their funding limits, raise more funding and communicate all of this to the RHT Treasurer. 
6. The Strategy

Following the wide consultation above, the Board drew a number of conclusions as a basis for strategy:

· RHT should avoid having a permanent Museum – initially at least. The world is full of commendable but infrequently visited small museums, featuring interesting local artefacts and staffed by a devoted but dwindling band of volunteers. Drawbacks are the cost of acquiring, renting and maintaining a building; the limited use of volunteer time and talent plus the tendency of visitors to only visit once. The future is online.

· A series of ‘Pop Up’ events has many advantages. These include cost savings, repeat visits, flexibility and the opportunity to make greater use of volunteer talents in developing and running events.

· RHT would be volunteer led.  The Board would have a ‘light touch’ role, focusing on governance, strategy, fund raising and coordination. Semi-autonomous Heritage Action Teams (HATs) would be responsible for developing and implementing activities on their topic area within an agreed budget. The Heritage Coordinator would motivate, facilitate and coordinate the work of HATs and lead regular coordination meetings of the HAT Chairs. RHT has considerable confidence in the commitment and skills of its volunteers and wishes to give them plenty of space in operating within the parameters of the Trust’s vision, values and strategy.

· RHT will be community driven. While preserving and celebrating Heritage is important in itself, RHT also views it as a means of involving the whole community in activities as HAT members. These are helpers at events, fund raisers, interviewees, visitors to our exhibitions, providers of memories, artefacts and legacies or specialist experts.  We want to strengthen community involvement, collective memory and local identity through Heritage.

· RHT will give high priority to IT and online dissemination. Online gives us the opportunity to distribute RHT content worldwide, as well as networking through social media which will develop rapidly in years to come.

· RHT will seek relevant partners wherever possible. This can be for information sharing (MNH), joint activities (e.g. IOM Railways, Commissioners etc.) or for loaning exhibition material (e.g. links for the Internment HAT with the Imperial War Museum and the Jewish Museum in London).

· RHT should be fun for volunteers. We will run social events and closely consider the specific interests of volunteers in framing future priorities and projects.

· Our primary focus will be on people and stories rather than ‘things’.  ‘Things’ such as buildings and artefacts are important and will receive attention however, wherever possible, we will view them through people, memories and stories. We will exhibit ‘things’ but not store them – that is a role for MNH.

· RHT also aims to use Heritage to attract more visitors to Rushen, on a repeat basis.

In summary, RHT will be a ‘Museum of No Fixed Abode’ running interesting events, helping attract visitors to Rushen with a strong focus on IT.

7. What are HATs?
HATs (Heritage Action Teams) are the driving force and unique element within Rushen Heritage Trust. A HAT is a group of volunteers, with a common heritage interest, who agree a topic to research, and how best to present it to the public. 
HATs have a considerable degree of autonomy and "space" to operate within, meet regularly, organize exhibitions, talks, books and other events. They are semi-autonomous in that it’s necessary to operate within a framework of activities which are coordinated and affordable; enable RHT to plan a range of activities across the year and avoid "bunching" of activities or duplication across HATs.

Each HAT has a Chair to lead meetings and activities and a Secretary to plan meetings and issue Minutes. On a regular basis, all HAT Chairs meet as members of RHT's Management Committee, chaired by the Heritage Coordinator. This Committee reviews Plans, shares information, coordinates activities across HATs and resolves any operating issues. Together with the HATs, this Committee plays a key role in setting and implementing RHT's plans, subject to the overall vision, strategies and finances set by the RHT Board and facilitated by the Heritage Coordinator.
Most HATs have 8 to 10 members. Anyone is welcome to join, since we do not want cliques - the only qualification is an interest in the HAT topic (eg. Tourism, Story of the Sea) and commitment to contribute.

HATs meet in people's homes or a venue of choice every 4 to 6 weeks and the atmosphere is informal. Members have a variety of views and there are often lively yet good humoured discussions. These are necessary, productive, and often fun. The host decides what light refreshments to serve, such as tea/coffee, cake.

8. Forming a HAT
The original HATs were formed as a result of two Public Meetings in mid-2014. These followed a consultation process from autumn 2013 onwards, when individual members of the Steering Group (which preceded the formation of the Board of RHT) had meetings with organizations and individuals knowledgeable about Heritage and public bodies like Commissioners & Trading Associations' requesting their views.
Based on these consultations, we made a list of about 20 possible HAT topics and asked people at our two 2014 public meetings to vote on them. Five were chosen - WW2 Internment, Tourism, Story of the Land, Story of the Sea, and Manx History/Heritage/Culture. If there is sufficient interest in other new topics, like the built environment or Archaeology for instance, new HATs can be formed in future.

Once there is a base of members to start up a HAT, the critical first decision is to decide what topic to tackle, to break the topic down into modules and to allocate these to members in line with their interests. 
For example, the WW2 Internment HAT decided to tackle the first year of Rushen Womens' Camp (Camp W), focusing mainly on the first year - 29th May 1940 to end May 1941. This was broken down into a number of modules such as The Beginning - Arrest & Arrival, Everyday Living, Leisure Activities, and Key Personalities. These were handled by teams of one or two members, except "Personalities" which involved more members, in line with RHT's strategy of focusing strongly on people in heritage.

The Tourism HAT decided to mount an exhibition covering "People & Places", and selected five locations - Balqueen (Bayqueen), Perwick Bay Hotel, the Falcon's Nest, the Bay, and the Belle Vue/Royal. Teams of two members were allocated to each of these, and researched their history, how they had changed, and the people involved - owners, managers, staff and guests.  

Another important early decision is to decide how to communicate the information generated by research, interviews and HAT discussions. Should there be an exhibition, a book or booklet, talks, storytelling, video, or whatever? And when or where? This gives the HAT a target to work together towards.
Usually, there is enough research and materials available for an exhibition, a talk, a book or booklet and possibly inclusion on the iomWalks app and these can be executed over a number of years, with additional materials added when relevant.
9. Chairing a HAT
Each Chair will have his or her own style, but some principles are worth mentioning. The Chair's main role is to make the best use of the skills of members, to enable them to work in areas of most interest to them, and to lead them in accomplishing the objectives they have agreed upon, eg, mounting an exhibition or setting up an iBeacon walking trail. An important part of a Chair's job is chairing meetings. Here are some guidelines for members attending them:

1. Be present. Everyone is busy, but with good advance meeting planning, it’s usually possible to be present. I'm on a Group which meets 5 times a year in London. We have one member who lives in California, and he is nearly always present at meetings.

2. Listen. This is a very important quality. 

3. Do not interrupt others. If someone is talking too much, it’s up to the Chair to manage the situation.

4. Take only a fair share of voice and give others the opportunity to contribute.

5. Respect the views of people who disagree with you. Diversity of views can be very productive and lead to better solutions.

6. Think positively and always seek solutions.

Relating the Chair's role to these 6 points:
1. It’s good to plan meetings six months ahead, so as to avoid dates which are inconvenient. Always confirm the date of the next meeting before people leave.

2. Listening is an even more important quality in a Chair. It enables him/her to understand the feeling of the meeting, and to steer it back to the relevant Agenda item. It’s also essential to grasp the essence of everyone's viewpoint, so as to defuse disagreements and build consensus.

3. If someone is talking too much, you may need to intervene by saying something like "That's a very good point. Could we please get X's view on it?", so switching to someone else. In HATs, members are understandably keen to report on research or discoveries since the last meeting and a useful mechanism is to allocate a max of 10 minutes for each member to report on his/her activities, using a bell or alarm when time is up. Do not allow the quieter members of the team to be interrupted.

4. As Chair of the meeting, you are a facilitator and a major task is to involve everyone, thereby building teamwork. Often the quieter members have the most valuable contributions to make, not least because they are probably good listeners. They need encouragement to participate and a supportive Chair. Once they have made a couple of contributions, they will usually speak more frequently.

5. We are not clones, and disagreement is healthy, as long as it is confined to the issue and does not become personal. The Chair can encourage discussion rather than argument and bring back the conversation to the facts and issue if it starts to become emotional or personal. People can agree to differ and decisions can be taken by a simple majority. Its preferable to avoid voting - that's for politicians - and instead to sum up the sense of the meeting as you see it. As Chair, you are objective and members will nearly always accept your conclusion. If a discussion becomes too heated, if possible close it down and defer it to the next meeting if it’s not time sensitive. 

6. There are always problems and areas for improvement. Once the problem is understood by the meeting, do not let members dwell on it. Instead encourage those who are seeking solutions, and try to come up with one yourself.  

Managing a meeting efficiently and to a reasonable timescale is also a key role for the Chair. Keep to the Agenda as far as possible, aiming to complete the meeting in two hours or less. If an Agenda item is getting bogged down in diminishing returns, sum up and move on to the next item. See Agendas and Minutes, below.
10. Agendas
The Case for Agendas

Not everyone believes in having Agendas, so here are a few reasons for them:

· They help to focus on the purpose of a meeting, and to prioritise what is to be discussed - you can rarely cover everything at a single meeting.

· They provide a guideline for the Chair in conducting a meeting, ensuring it’s relevant by bringing it back to the Agenda.

· Having an Agenda helps the Chair time the meeting, aiming to complete it in two hours or less (after two hours, members’ attention span tends to drop).

· An Agenda is very useful to the Minute takers, since it provides topic headings.

· It also enables the Chair to close discussion on an item where little progress is being made - lack of time is always a good reason.

· The good Chair will always briefly summarize the results of each Agenda item before moving on, which is very helpful to the Minute taker, and also enables him/her to raise any points in the summary for clarification where necessary. 

Planning an Agenda

What is the best way to construct an Agenda? There are lots of different approaches. Here's one - there may be better ones on the internet:

· A week before the meeting, email HAT members and ask for any suggested Agenda items.

· Include suggestions wherever possible - often some can be combined into a single item.

· Review the Minutes of the previous meeting, and decide which outstanding matters can be covered briefly under "Matters Arising", and which merit a separate Agenda item. 

· You now have a draft Agenda. It will probably be too long. If possible, trim it back, so that the meeting can be completed in two hours. If you have more than 10 Agenda items, that might be too many.

· If you have a particularly heavy Agenda, it can be helpful to have a time slot for each item, and to guillotine discussion when the time is up, allowing you to move on to the next item.

· Wherever possible identify a HAT member as discussion leader for each Agenda item. Since responsibilities are clearly allocated within HATs, this is usually possible.

· Standard items in most Agendas are the first two - Comments on last Minutes/Signing of Minutes by Chair, and Matters arising from Minutes; and the last two - Any Other Business, and Date of next Meeting.

· If possible, circulate the Agenda to HAT members at least 3 days before the meeting date. This also reminds them of the date, time, and place of the meeting.

11. HAT Meetings
One hopes that these are fun, motivating and effective, because some meetings can be rather boring. Everyone should leave the meeting feeling that they have contributed and learnt something.

In reality, everyone has a valuable contribution to make -  a key role of the HAT Chair is to ensure that they have the opportunity to do so. That's why giving everyone a fair share of voice (above) is really important and this sometimes involves bringing quieter members of the HAT into the discussion, by asking for their views, or accessing their particular expertise.

We want our meetings to be effective, but also informal, comfortable and fun. Adopting the approach of some organisations - having meetings standing up or only allowing room bookings of one hour - is not for us.

One good way for the Chair to start a meeting is to outline what the results he/she wishes to achieve from the meeting. And, at the end, in a positive way, to summarize what has been achieved.

HAT meetings differ from many in that members do not see each other frequently (in offices, you have meetings with people you may feel you see too often!) and many HAT members do valuable work, including research between meetings. So they are naturally keen to tell other HAT members about their progress and discoveries. This is interesting and motivating but can consume too much meeting time. One approach which seems to work is for the Chair to allocate a max of 10 minutes to each HAT member for providing feedback at the early part of the meeting, using a bell or some such device when the 10 minutes have elapsed. Some HAT members will take up much less than the 10 minutes, others may be "belled". With 8 HAT members, feedback could take up between one third and one half of the meeting time. The advantage of "Going round the table" is that everyone has the chance to contribute, and the process encourages people to do HAT work between meetings.

HAT work between meetings

Each HAT member will have different amounts of time to devote to HAT work. Sometimes the busiest people find the most time. Between meetings, activity may include research, interviews, writing, contact with other HATs or RHT people, work with the RHT Heritage Coordinator or one of our partners like MNH or the Copy Shop, exhibition or book preparation etc. The between meeting work is what makes the meetings themselves so productive - HAT members are "Doers", not just people who turn up and spout at meetings.

The internet is a great means for HAT members to communicate between meetings - asking for help or advice, informing others about progress, passing on news, and so on. The Internment HAT does this particularly effectively, and can handle controversial topics in the process. And HAT members often work in pairs on specific aspects of projects.

One lesson we have already learned is the reality of "No Delegation". While in some bigger organizations, as a senior manager, you can come up with an idea and delegate implementation to others; that is not feasible in a small voluntary organization like ours. New ideas are welcome and while others may help, there is no one to delegate to so the originator will need to be a prime implementer.

HATs are semi-autonomous and in particular it’s not the role of the Heritage Coordinator to be a HAT implementer - where HATs have ideas and expect the Coordinator to rush off and implement them. The Coordinator has too many other tasks for RHT. That's why the Coordinator is not a member of any HAT, although she may attend key meetings where there is a strategic benefit from her input. See below for Heritage Coordinator's role.

12. How to organise an exhibition

In the beginning, we had never organized an exhibition. Since then, we have run seven successful ones:

· Drama at Sea
· Five Places and their People
· Friend or Foe? 1940-41

· Friend or Foe? 1941-42

· The Glory Days of Southern Tourism
· Southern Tourism Across the Decades

· A Year on Ballachurry Farm 
Many of us have scars to show for the experience and we were often operating way outside of our comfort zone but in the process we have now built considerable collective expertise in running exhibitions.

All of the exhibitions attracted good numbers of people and generated very favourable feedback. The former CEO of The British Museum, one of the 2 biggest Heritage jobs in the world, Sir David Wilson, spent over an hour at the Friend or Foe exhibition, and commented that "It was of outstanding quality". The British Isles Chair of RNLI, Charles Hunter-Pease, visited Drama at Sea, and was very impressed. Many of the visitors found it hard to believe that the exhibitions had been mounted by mere amateurs like us! The exhibitions also provided us with new contacts for memories, interviews, and supporters. 

An occasional criticism of our exhibition funders was that, while excellent, they were expensive in relation to their short time span of 2 to 4 weeks. We have considered this and will be placing high intensity images of all our exhibition boards and banners on our website. By re-using materials across more than one exhibition and being willing to lend them to other heritage organizations on or off Island, and perhaps running smaller versions at specified locations like Southlands or Ronaldsway, we will ensure that the materials are also used as resources for the community. 

There are five requirements for a successful exhibition -  establishing a time and place; developing interesting, accessible, and high quality material; communicating the existence and location of the exhibition to the target audience; generating relevant information on visitors and engaging with them; and staffing the exhibition with volunteers. Let’s cover these separately:

1. Establishing a time and a place
This is the first step and is best done early, by August/September for the following summer. The best locations may get booked up early, especially for the summer times we usually opt for. And some are reluctant to give us a two or four week booking because they may have a number of regular daytime bookings once a week, eg, yoga classes.

Another advantage of committing early is that this gives the HAT a clear target and enables it to draw up an action timetable.

We are a Museum of No Fixed Abode, but have a variety of suitable local places. To date, the two we have found best for exhibitions are St Catherine's Church Hall in Port Erin; the West Room in Port St Mary; and, for bigger meetings, PSM Town Hall. We are also considering the Scout Hall in Port Erin, and there are also other possible locations. Across the year, we aim to treat Port Erin & Port St Mary equally and to have exhibitions in both places.

Timing needs to consider external Events in the IOM calendar, like motor cycle races, Tynwald Day, Agricultural Shows, Island at War, the Queenie Festival, etc. And other RHT Events, since we aim for a broad spread of activity, especially across the summer months and will link up with local events (eg. Island at War, Port Erin Beach Festival) wherever possible. The Heritage Coordinator will be involved in scheduling exhibitions, book launches, opening of iBeacon Walking Trails and managing the overall activity plan. She can also help in selecting and booking locations.

2. Developing interesting, accessible, and high quality material. 

This is partly covered above. The HAT needs to select a topic for the exhibition which is interesting both to HAT members and to our target audience. Who is our target audience? It may vary by exhibition. However, it’s usually the general public, whom we define as the Daily Mail reader from Doncaster or Ramsey. Whether or not you like the often-slanted content of the Daily Mail, the newspaper is brilliant at design & layout of copy and pictures and knows how to involve audiences with impactful pictures and headlines. That's our aim too.

Again as above, the HAT needs to allocate the various aspects of each topic to individual HAT members or pairs, so that responsibilities are clear.

HAT members will then generate content through reading, research, interviews, and discussions/help/input from other HAT members. This mutual help is important - in researching your own topic you will sometimes come across material of interest to another HAT member, and can pass it on. So, knowing the interests of other HAT members enables all to help their colleagues, and builds teamwork. 

Very often, HATs are preparing for an exhibition, but also planning a book or booklet this year or in the future. So content can be developed at two levels. More detailed for the book or booklet, and very brief for an exhibition display board or banner. On the latter, the Daily Mail and short attention spans come in. For display boards or banners, we have found that a maximum of 250 to 300 words, with one or more pictures, is the optimum for visitors to take in, but there will be exceptions to this. It is much more difficult to write a 300 word summary than a 30 page document, since the summary had to succinctly describe the essence of the subject.

A typical RHT exhibition will consist of between 35 and 50 display boards or banners, together with displays of items and artefacts in glass display cabinets, probably one or more video screens (but only one with sound), a children's corner and ideally an activity area like dressing up.

At an early stage, having allocated responsibilities, it’s important to draw up and agree a rough layout for the content of the exhibition, with measurements, which fits the available exhibition space! This can be refined as time passes. Usually there are items you would like to include, eg a figure lying in a bed, but find there is no room. So the HAT has to prioritise. 
RHT has a number of resources that you can use for your exhibition including double sided display boards which can be put up either in portrait or landscape orientation, with one board or two boards in each column. We also have two large Perspex display cases and Perspex sign holders and donation boxes. The Heritage Coordinator can help you with what is available.
You are now ready to draw up a budget. The cost of a typical RHT exhibition is £3,000 to £5,000. For details, see section on exhibition costs and funding sources below. The HAT Chair manages their own budget with help from the Heritage Coordinator as needed.

A typical timetable for a July exhibition is as follows:

September:
Agree next year's topic, and agree allocated responsibilities.

October:
Agree time & location for exhibition, make booking. Develop budget and agree it with Heritage Coordinator. 

November:
Agree exhibition layout, number of display boards per member, board topic, and number/ contents of display cabinets, audio/video plan.

Oct./Jan:
Do research, reading, interviews, assemble material for boards and future book/booklet.

Feb:

Present content material to HAT for comment and added value.

March:
Revise content. Check for accuracy with HAT members or RHT experts (eg. John Qualtrough is expert on any topic in Port St Mary, Mull Peninsula, and elsewhere)

April:
Display board copy ready for delivery to the Copy Shop, working with Heritage Coordinator. 

May:

Copy Shop produces finished materials.

July:

Exhibition opens.

3. Communicating existence and location of the exhibition to your target audience.

First step is to develop a communication plan. In the past, most of our communication has been editorial and free but it has lead times and requires planning. There is no standard plan, but here is an example for a July exhibition:

October: 
Get listed on all "What's On" sites, eg, Tourism, IOM Newspapers, etc. Pam Crowe is expert on these.

March:
Develop copy for an exhibition roadside banner, and a small poster to go in shop windows and hotels/boarding houses. Send to the Heritage Coordinator with a design brief. The Heritage Coordinator will also use this for the next RHT newsletter.
April:
Designs agreed. Material produced. Contact Simon Richardson of Manx Tails about an article in June issue.

May:

Submit Manx Tails article.

June:
Newspaper release to Mel Wright of IOM Newspapers. Contact James Davies for Manx Radio interview, Paul Moulton for Manx TV, Roger Watterson for Sunday Opinion, Bill Dale for the Southern Chronical, Arianne Barua for BBC and Tony Palmer for 3FM and Energy FM. Also, if relevant, BBC and ITV regional TV and website. Place 10 roadside banners at strategic places in the South & Douglas.
July:
Hold an exhibition opening event and arrange for a high-profile speaker or visitor. Invite the media, all RHT volunteers and key supporters, funders and friends. Ensure high coverage on the website, social media and in the press following the event to encourage more visitors during the exhibition period. HAT members can hand out leaflets at the local train station or Shoprite to encourage more visitors too.
August:
Take down roadside banners and do a follow up press release on the success of the exhibition.
Within RHT, Pam Crowe and Hugh Davidson are useful sources of media contacts and advice. 
Another important aspect of communication is having a high impact display outside the exhibition, which will attract attention from passers-by. For example, Ali Graham, with Norman Cowan Builders, and the Internment HAT built a small Internment complex, with sentry box, sentry, barbed wire, and scaffolding which created both impact and atmosphere for Friend or Foe. For The Glory Days of Southern Tourism, Sylvia Jarrett constructed a seaside scene on the grass outside the West Room - deck chairs, buckets & spades, fishing nets, sun screens, etc. 

4. Generating information on visitors and communicating with them. 

It is important for us to know the names, location, and if possible emails of our visitors, for future analysis and possible contact. To make this amusing and informal, Ali Graham had the brilliant idea for the Internment exhibition, of producing alien registration cards and asking each visitor as he/she came in to register as an alien with the necessary details. This worked very well in getting names and was also an amusing conversation starter. Based on this info, we know, for example that 37% of visitors lived in Rushen, 35% from rest of IOM, and 28% from abroad. Only 4% came from Ramsey, so we could, if we wished, run an exhibition in Ramsey without significantly reducing numbers for our main exhibition here. And, in visitors per capita from the IOM, our weakest area was Douglas. 

This approach was adapted by the Tourism HAT for The Glory Days of Southern Tourism. Visitors were asked to register in a hotel registration book and were allocated a room number. This was also a conversation starter and generated a lot of amusing banter.

In addition to obtaining information on visitors which helps us with our marketing, we are also keen to personally engage with visitors where they wish to. We have found that many visitors have given us memories, names of others to talk to, and that they have often found likeminded other visitors to share stories with. By providing a book at the exhibition, visitors can write these memories down or share them on Post-It Notes on a display board. Exhibitions are also a source of new volunteers.

5. Staffing the exhibition with volunteers. 

It is not possible for a single HAT to staff an exhibition alone and help will be needed from members of other HATs, RHT supporters and other partners.

For example, the Internment HAT lasted 4 weeks and needed about 112 three hour shifts. This was achieved with help from other HATs, volunteers from St Catherine's Church (with whom we shared the tea/coffee/cake proceeds), and input from Inner Wheel. At any one time, we needed two volunteers - one to sign in and engage with visitors, one to do tea/cakes. For the Tourism exhibition, a decision was taken not to do refreshments, since there was insufficient staffing to do this. Perhaps we could work more closely with possible partners like Inner Wheel, Rotary and WI, to provide extra capacity.

13. Planning a budget for your project
Before any project is agreed, the HAT Chair will ask the HAT member who originated the idea to fill in a “Project Proposal Form” (please see Appendix 1) which enables the HAT to plan their project effectively. This covers the topic of the project and how it will be implemented, the dates of any related events, who will look after key tasks and why the community will be interested in the project. This helps us to secure funding and also enabled the HAT Chair to set and request a budget.
Below are some typical prices. It is advised that a budget of around £100 is also planned for miscellaneous items such as stationery, Velcro pads to put up banners etc.

Typical costings (2016 prices):
General

Venue Hire - £1000 approx for a 4 week hire period

Design, typesetting, artwork and amendments - £25 + VAT per hour
Facebook campaigns - £50 + VAT over a weekend will reach between 20-30 thousand people

Logistics – van hire to move displays etc will need to be quoted locally
Exhibition boards and displays
A1 200gsm Poster for Velcro Display Boards - £10 + VAT

A1 5mm Foam Board for hanging - £25 + VAT

A1 10mm Foam Board for hanging - £30 + VAT

Advertising leaflets, posters and banners
Donation Box Posters - 160mm x 200mm - £1 each inc VAT

Roadside Banners - £25 + VAT per square metre with eyelets and clips
100 x A4 full colour leaflets on 150gsm paper: £12.50 no VAT
500 x A4 full colour leaflets on 150gsm paper: £47 no VAT
50 x A4 full colour leaflets on 150gsm paper: £20 no VAT

1500 double-sided full colour A5 leaflets: £95 no VAT

500 double-sided full colour A5 leaflets: £50 no VAT

300 double-sided full colour A5 leaflets: £30 no VAT

Postcards

50 x A6 double sided with laminate - £24 inc VAT

50 x A6 double sided with no laminate - £18 inc VAT

50x A6 Double sided printed - £30 inc VAT
14. Fundraising
Fund raising is very important for any charity and we are no exception. Much of the "start-up" period - the first 18 months - was financed by local private sector funders but grants were also kindly made by IOM Arts Council, Manx Lottery Trust, Culture Vannin, Gough Ritchie Trust and the Elizabeth Clucas Trust. RHT is also in touch with other potential funders.

The private sector funders have also agreed to underwrite the fees and expenses of the Heritage Coordinator for the next three years - 2016 to end 2018 - but expect RHT to fund this from other sources from 2019 onwards. Funding for paid services of this kind tend to be the most difficult to raise, since most funders prefer to finance activities or equipment.

For all other expenses, such as exhibitions, books and talks, RHT strategy is for HATs to become self-funding from 2016 onwards. To enable this, there are two points of fund raising - the HAT and the Board.

For HATs, fund raising opportunities include the sale of books, donations, money from tea/cakes at exhibitions, raffles at Event openings, coffee mornings organized by HAT members and any other bright ideas. A possible new source for HATs is to organize corporate evenings with private views of exhibitions, plus refreshments, for companies or professional firms wishing to entertain clients in a different way. This practice is not unusual at exhibitions in the UK.

Applications to charities and Trusts, like IOM Arts Council or Gough Ritchie Trust are managed by the Heritage Coordinator, working with Board members and HATs who provide much of the information needed for the application. The Heritage Coordinator understands the strategies of the main Trusts and can best link HAT funding needs to the most appropriate Trust, to provide the best chance of success.

It’s also sometimes practical for HATs to consider, when developing future plans, which possible funder is likely to find these activities appealing. Trusts rarely seem to fund the full amount requested.

Most larger Trusts have Administrators with close knowledge of their Trust's strategy and the kind of projects their Trustees are likely or unlikely to fund. This advice can be very helpful in framing applications and it is valuable for the Heritage Coordinator and RHT supporters to keep closely in touch with these key people, by, for example, inviting them and Trustees to our launch events and exhibitions, so that they can see our work at first hand, and including them in Newsletters.

Most Trusts get many more applications than its feasible to fund - each has its own application form and criteria for giving grants - and to succeed, applications have to be relevant and succinct with clear financial information. This is why it is so important that HATs provide a Project Proposal Form when suggesting a new project.
When we do obtain funding, it’s important to acknowledge the funder in exhibition or book material and to make mention in any editorial publicity or advertising banners. Not every funder wants this, but most do.

In the longer term, RHT is aiming to generate new revenue streams, like advertising, sponsorship, and possibly licensing income from the iomWalks i-Beacon Walking Trail. It would also be very welcome to be included in wills, since RHT aims both to preserve memories of the past and to build collective identity for the future.

Any fund-raising ideas or contacts from RHT supporters will be more than welcome.

15. Social media and the website

Part of the Heritage Coordinator’s function is to manage and maintain the RHT website with reflection on social media.

Currently, the website provides information about the Trust and its members plus details of past and future programmes. It is hoped in 2017 that a new website will be developed in order to store and share resources, display previous exhibitions, share videos and have an online shopping function so that visitors can purchase our books or book tickets for events like the Pierrot Show or one of our talks online.

The website also holds a news section, which the HC keeps updated throughout the year. This is often reflected in the quarterly newsletter and also on Social Media such as Twitter and Facebook. The HC needs plenty of materials and ideas from HAT members to keep this content fresh and interesting for followers.

The most successful posts on Social Media and the website are ones with lots of images of HAT members ‘in action’ or photos from the local past, which generates conversations from people online. The more comments and shares you receive from a post, the more your name gets out there, so it’s great to post things that are varied, interesting and unusual which will be talking points – much like our exhibitions!

It’s also a great way to “drip feed” marketing of upcoming events. For example, for the 2016 Internment Exhibition, a short video was made with dramatic music – a bit like a movie trailer – with snappy sentences and fantastic images about what the exhibition would include. It ended with the dates and venue of the exhibition, and the blurb on the post itself also had this information. This generated a great deal of interest, because people are more likely to stop and look at a video on their newsfeed – and Facebook now automatically starts them as you scroll down. We did the same for the book “A Year on Ballachurry Farm”. When we have an online shop, we can use links on posts to generate traffic and hopefully increase sales.

It’s really important that photo opportunities are maximised by all HATs during their projects, especially when they are out “doing” something and to feed this to the HC in order for posting on the website. This can generate more volunteers and excitement about the projects we are doing, and increase the number of visitors to our events, social media platforms and our website.

16. Communications and PR
The objectives of PR are to explain what a project is, why we are doing it and how it can be accessed. Emphasis should always be placed on any unique aspects – such as the Women’s Internment Camp in Rushen being the only one in Europe during WW2 – and also how innovative it is in that volunteers have produced it, with strong links to RHT with background of the Trust and previous successes as well as future plans.

Media plans should be set in place around six months before a project so that there is ample time to get everyone and everything in place. You should see your project as a “Media Story” rather than just a one-off piece, where a number of articles are produced over a number of weeks on the lead up to the event to generate wider interest and anticipation.
For example, for the Isle of Man Walks launch, we had the following coverage:

1. Autumn 2015 – RHT unveils an exciting new outdoor walk using iBeacon Technology

2. Spring 2016 – Countdown to the launch of iomWalks begins

3. Summer 2016 – (after failed major launch) New walks planned to expand the app

4. Summer 2016 – invitations for the public to help with app testing (soft launch)

5. Autumn 2016 – four weeks ahead of the major launch:

a. Week 1 – Partnership announced with a Pilgrimage Walking Trail

b. Week 2 – Pilgrimage Walking Trail sets up a new walk with plugs to RHT launch

c. Week 3 – Countdown to launch day and announcement of speaker Robbie Callister

d. Week 4 – The Launch of iomWalks – a follow up feature of its success

6. Spring 2017 – plans are to do another soft launch and extend the walks further with more media opportunities to continue the story
A member of your HAT should be assigned to media and publicity and the HC will work with this person to give support and help with design and production. Lots of images and ideally film footage are key ways to attract the highest impact.

Key media contacts:
Manx Radio – Mandate – James Davis and Marian Kenny
Manx Radio – Womans Hour – Beth Espey

Manx Radio – Sunday Opinion – Roger Watterson

Manx Tails – Simon Richardson
IOM Newspapers – Key Contact - Mel Wright

IOM Newspapers – Entertainment – Jackie Turley

IOM Newspapers – Head of News – Stephen Parry

BBC – Amy Mulhern
BBC Online – Arianne Barua

3FM and Energy FM – Tony Palmer

Manx TV – Paul Moulton (knows Pam Crowe well)
 
17. How to research a project – by Ali Graham
Once a project was chosen, the first area to consider was the period and dates most relevant to the topic.  In the case of the Women’s Internment Camp in Rushen, we had a contained period from 1939 to 1945.  We chose to progress this in stages and our first stage was to cover 1940 – 1941.  The first Internees arrived on the Isle of Man in May 1940, but we considered interest would also lie in why these women and children were interned, how they were chosen and what were their experiences leading up to their arrest and transportation to the Island.

To begin our research, we needed to obtain information from the UK from sources such as The Imperial War Museum, newspapers of the time, Government documents such as Cabinet papers, books written by internees or their relatives or researchers, universities where students had prepared dissertations on topics covering internment in the UK on the outbreak of World War 2 and various bodies such as the Association of Jewish Refugees who assisted many of the internees when they arrived in the UK.  The information we obtained enabled us to cover the lives of the internees prior to their arrival in the Island.

In view of the length of time that had passed since the internees were on the Island, we were acutely aware of the fact that many of the Islander’s who lived within the boundaries of the internment camp or who had memories of the internees would sadly no longer be alive and therefore, it was important to make contact with locals in and around Port Erin and Port St. Mary who may know who we could contact to arrange interviews to obtain recollections, stories and memories of living in and around the Rushen Internment Camp.  We also prepared posters and placed them around the south of the Island asking for artefacts, stories and memories from locals or relatives of those who lived in the south in the 1930’s and 40’s.  

Once we started to collect contacts from locals, we arranged several interviews using recording equipment.  Trips were organised to the Manx Museum to meet with various members of the archives team, particularly those who have carried out many hours of research into the male and female internee camps on the Island during World War 2.  We were given copies of general information about what is stored in the Museum and how we would be able to access documents and carry out our own research.  The Museum has a large archive of items produced in the camps such as clothing, toys, paintings and books containing literary accounts, poems and sketches by both male and female internees, which gave us important information about their mental and physical state during their time in the camps.  Of most use to us was the almost complete record of the registration cards completed for the female internees, as they arrived in the Isle of Man.  Each card gave us the arrival date of the internee in the UK, their age, marital status, religion, where they were born, their tribunal date and their date of arrival on the Island.  Going through the boxes of registration cards, we chose various internees who we considered may be of interest and also whom we had been made aware of from our local contacts.  We made contact with the local Commissioners in Port St. Mary and Port Erin, whose archives included Commissioners’ meeting minutes, which gave valuable information about decisions and current events during the time of the Camp.  

Having gathered a large amount of information, we decided to arrange for an exhibition for display to the public set about a format for an exhibition.  We decided on which items would be most suitable and formed an introduction - How it Began through to Arrest, Arrival in the Island and Daily lives and Activities for both locals and internees.  We also covered food, entertainment, schooling and how they managed and paid for their daily needs.  

The Internet played a major part in obtaining information about individuals and using the contacts we had collected, we used Wikipedia to research and fill in details about various internees, which proved of great interest and some of the background and lives of these internees proved to be very important.  Once various titles and subjects are searched for on the internet, you find that various sites will be recommended and each additional site visited in most cases provides further variations and additions to the material that you may have already collected.  Following through with all these pointers, although time consuming, can uncover a wealth of information for further avenues of research.  The availability of the actual registration cards of the female internees proved to be one of the most important sources of information for us.   

Obtaining information about the Camp Commandants and assistants was also achievable as they were prominent people, but being able to obtain first hand experiences was very enjoyable including interviews with staff who worked at hotels that were used as accommodation for the internees and also landladies who had a number of internees in their boarding houses.  We trawled the Manx newspapers from 1939 onwards for articles and important dates such as the preparation for and the arrival of the first female internees in Port Erin, road closures affecting the local residents and various headlines from further affield, which affected the residents of the Island, who’s men-folk were away fighting in the British Army and the sinking of Manx vessels during the evacuation at Dunkirk.

We prepared individual story boards for both high profile individuals such as the Camp Commandant Dame Joanna Cruickshank, Wanda Wehran and her family who were considered controversial in that there were various accounts for and against their allegiances towards Hitler, local residents who lived with the internees in their properties such as Mona Quillin and Iris Burton, some of  whom had become the best of friends and had stayed in touch after the closure of the camp and a couple of boards detailing the lives of some of the internees.   Interviews were edited and transferred to MP3 players and speakers, which were set up in booths for visitors to listen to.  We were also able to prepare a couple of glass presentation cases, after the various contacts we had made with the locals generated personal artefacts that they had or their parents had kept for over 75 years and not been seen by the public or given to the Museum.

We all agreed that the hardest part of preparing our information for public consumption was deciding what to keep and what to leave out.  Setting a timeline was the best start, taking the first year of the Camp from 1940 – 1941, then fitting in the most relevant and interesting information we had collected and trimming it all so that, for the purposes of an exhibition, it didn’t become top heavy with too much detail, so that the visitor would be overwhelmed with information and be unable to complete the full extent of the exhibition.  Our publishers/printers/editors made our production of information much easier and when we actually viewed the finished posters and boards, it formed an interesting and cohesive story, which as amateurs we were very extremely pleased with.

18. How to conduct an interview
We have professional interviewers in Rushen like Alan Jackson, an RHT Board member, who has over 30 years’ experience of interviewing, compering and commentating first with Manx Radio then with BBC Radio Liverpool; and Beth Espey who is particularly skilful at pinning down evasive local politicians but has also conducted some friendly and informative interviews for RHT. I am a mere amateur at interviewing, so please bear that in mind when reading this. 
Much of my interviewing experience was gained earlier this century, when I interviewed 125 Heads of global companies, schools, hospitals, universities, charities, and police forces for a book I was writing, travelling 55,000 miles in the UK & USA in the process. I think that's more than twice round the world. So here are some thoughts - there are lots of different ways to interview, no right ways, and plenty of information on the internet:

Selecting who to interview

Most of the 20 or so people I've interviewed for RHT have provided fascinating memories related to exhibitions we have mounted - people like Iris Burton or Betty Corrin on WW2 Internment, Betty Kelly and Mona Quillin on Tourism. So each interview had a purpose - to generate new first hand information, to check existing assumptions, and to fill gaps in knowledge.

Making first contact

You may already know the interviewee, in which case contact is easy. If you do not, call by phone, speak loudly and clearly because most of our interviewees are in the older age range and introduce yourself with something like: " Hello. My name is Jane and I'm a volunteer with Rushen Heritage Trust. We are arranging an exhibition on the history of Southern Tourism soon, and one of the hotels we are covering is the Perwick Bay Hotel. I know that you owned and managed it with your sister in the 1960's and wondered if I could arrange to meet and hear about your memories of that period?" Then try and arrange a time and place. In the IOM, most older people are willing to let you visit their home, and this works well because they can also show you pictures and artefacts there. It’s worth requesting the interviewee to look up any pictures or objects at the initial contact, since it may take time to locate these.

In the initial contact, never say "I'd like to interview you". The word "interview" can be a turn-off, especially for older people, because it suggests some form of examination or test. The best words to use are "conversation" or "discussion".

If you are planning to record the interview or to bring someone else along to video it, mention this at the initial interview and ask permission. A minority of older people do not like to be recorded - it makes them feel uncomfortable - and this must be respected. 

Also say that you will be summarizing the content of the interview at a later date, and sending it to him/her for approval. Anything which he/she considers confidential will be removed and any inaccurate translation corrected. The resulting approved interview material could then be used by RHT in exhibition or published material, but we would alert the interviewee to this.  

Preparing for and starting the interview 
Much depends on how much you know about the person or the topic. Find out as much as you can about both beforehand. If you are at the beginning of a project, you will know less. If at the end, more. I normally make a list of topics which I'd like to discuss and questions I'm interested in. But I do not get concerned if the interview moves in a different direction and it’s not possible to cover all the topics. Other people prefer a less structured approach, where the interviewee is encouraged to range widely across topics.

Some interviewees launch into a stream of memories, and your task is to try and channel them into the topics in which you are interested. This may not be easy! Others start slowly, and you need to encourage them with questions which are easy to answer - like where born, what was school like, first job - to help get them going.

Using pictures and objects as prompts can be useful in starting the interview or guiding it back to the topics which interest you. 

Take notes 
It’s not easy interviewing someone and taking notes at the same time - something I tried to do when conducting one hour interviews with the 125 organization leaders. In that case, I could only make things work by having specific questions, and leaving space on my pad for answers which I prepared. Immediately after the interview, while my memory was still fresh, I wrote down my detailed recall. It’s possible for one person to do this, but easier if you have two, one to mainly ask questions, the other to take notes but also ask the occasional question. 

Follow up

There are a number of aspects of this:

1. first ensure you have all the contact details you need - full name, address, email & phone.

2. at the earliest opportunity write and thank the interviewee for his/her time, and say you will soon be sending him/her a summary of the interview, as you understand it, for review

3. develop a summary of the interview, email or mail it, and request any comments, especially for accuracy. This may also lead to more memories.

4. when the interview is approved, circulate it to other HAT members for info, and retain it.

5. if you wish to borrow any pictures or artefacts, request this before you leave. I always bring along a large envelope for pictures, and print the interviewee's name on the outside. Artefacts can be carried in a box or plastic bag. Again, stick a post it note with the interviewees name on, for identification. If possible, scan the pictures and return them quickly. If the artefacts are not needed for the exhibition or book, return them too.

6. ensure that the interviewee is added to the Heritage Coordinator's RHT mailing list for events & exhibitions. And if his/her memories, pictures, artefacts are featured at an exhibition, make sure the interviewee knows and has transport to visit. If possible find out when he/she plans to visit, and brief volunteers on duty at that time, so that he/she receives a good welcome.

The issue of audio

It’s ideal but not essential to record interviews on audio, for archiving and because Manx National Heritage prefer to have the complete verbatim interview, rather than the summary which we use in practice. I'm afraid none of mine were recorded because I'm not good at using the equipment, but others may do better.

Use of expert interviewers 
We have an expert interviewer in Alan Jackson, and a video expert in Drew Herdman. If anyone wants to have a professional interview done by this team, please contact your HAT Chair. Obviously its only possible for Alan & Drew to do a limited number of interviews, which they will arrange through your HAT Chair.

For those who have not interviewed in the past, I hope this does not sound complex, because it’s not. Anyone with an interest in people and the past will be a good interviewer - it’s mainly a matter of listening carefully. And it’s a very rewarding experience - I've met some interesting and delightful people locally, mainly older but some younger, and heard some fascinating memories. 

To give you a flavour of this, two approved interviews are in appendix 2 - one with Iris Burton whom I interviewed twice, and one with Betty Kelly, with whom I've had a number of very informative conversations. 

19. Writing a booklet or book

Our interest at RHT is mainly in factual accounts not fiction (not intentionally anyway!). 
I've written a few books, all non-fiction, mainly about marketing, business, and family history. Books are unpredictable. My first book was written in 8 weeks but sold over 100,000 copies and lasted for over 30 years. Another, which took 3 years to write, almost full time, sold only a fraction of this. So it’s not just a matter of effort and sweat, although these matter. The concept and plan is all important, and that's what I've focused on below.
In the past decade, the process of writing had changed out of all recognition, influenced by the internet and I've tried to reflect that here. Laura knows much more than I do about social media.

It’s easiest to present this vast topic as a series of steps or questions, as follows:
Why do you want to write this book or booklet?

To sell copies? To change attitudes? To communicate new thinking or ideas? To enable readers to become better informed about the topic in question? To stimulate greater interest in the topic? To enhance the impact of an exhibition? Is it for the family or a wider public? 
There are likely to be a number of reasons, and it’s worth thinking them through at the outset. 

What’s new or different about your book?

Research what others have written - this can now be done fairly quickly via the internet (Google Amazon UK). To be worthwhile, your book needs to add new information and/or look at existing information in a different way. New information can be generated through research into the past (eg.i-Museum, old newspaper reports, tourist guides/menus, internment records, postcards, building & land records) or through local interview, memories, postcards, artefacts.
Who is the target reader for the book/booklet?

In general for RHT, it’s the mass market, i.e., the Daily Mail reader from Doncaster, not the subscriber to "The Economist" or the follower of academic journals on Heritage. That means that our books work best when they are clearly written in short sentences, avoiding jargon or long words, with plenty of illustrations. They should be attractively laid out, accessible, interesting, and easy to read.
First steps – 100 word synopsis of book.

This and the cover will determine whether the book will be bought. It’s worth taking trouble over the synopsis, and to revise it as the book progresses.
Title and Cover Page. 

Most successful titles are short, four words or less, eg Oliver Twist, Wind in the Willows, Friend or Foe. You can add a sub title in smaller print. In selecting a title, aim for interest and impact. The way it links to key online words is also relevant. You can always change the title as you write the book, but it’s useful to have a starting point. Give some thought to possible layout of the front cover at this early stage (most of the work on this will come later).
Will it be a book or booklet, and how long?

As a rule of thumb, a booklet may be 20-50 pages, a book 80 pages or more.  It is important to agree early which format the HAT plans to adopt, since this determines the likely cost of the book, and therefore the amount of funds which will be applied for to an organisation like Culture Vannin.

For guidance, RHT’s Illustrated Roll-call book was 80 pages long, and Stanley Clucas’s book A year in the life of Ballachurry Farm is about 80 pages.
It is unlikely that RHT would wish to publish a book longer than 120 pages, since this would push the selling price too high. And many of our books will be sold as an accompaniment to exhibitions, at Agricultural Fairs, with retail shops which understandably expect a profit margin of 25%-35% of retail price) and online as secondary outlets.
How do you estimate length?  
As a rough guide, your book/booklet may be 30%-40% pictures, and up to 70% text.  And a typical page of text is 400 words.  So taking on an 80 page book, which is 70% text, we have 56 pages of text.  At 400 words per page, that is about 22,000 words.  A 120 page book could be about 33,000 words.
Chapter length can vary, and that will be influenced by the number of contributors to the book.  For RHT, chapter length of 6-10 pages is a guide.
Contents page, and who does what?

It’s always useful when you are writing a book on your own to develop a ‘Contents’ page early on.  This is even more important when a number of people are contributing to a book, as is often the case at RHT. A Contents page enables the Editor (a HAT member) to plan the scope of the book, together with other contributors, and to agree who will be responsible for writing each chapter.  Also, roughly how long it may be.
The Contents page is the plan for the book, and needs to be regularly updated, with all contributors kept in the picture.
At this state, it is ideal to have a rough Contents Table, with chapter headings, guesstimate of pages per chapter, and identification of who will write each one.
Getting a quote for book cost

The Heritage Coordinator is best placed to coordinate this and can get the best prices by combining all the books/booklets RHT plans to publish in a given year into a single brief, which is put out to tender. 
The brief is likely to include number of pages, type of paper, 4 colour, type of cover, copy/picture ratio, and she will seek quotes from 3 possible publishers. The responses will include costs of paper, printing, layout, design, and artwork, including the critical front and back cover designs. In consultation with the HAT, a supplier will then be selected, based on cost and perceived quality and reliability.
The publishers with whom we have most experience are the Copy Shop which published the Illustrated Roll-Call and Mannin Media, which published the four ‘Tell Me’ books for the H&S Davidson Trust and AXA IOM. Our latest book “A Year on Ballachurry Farm” was published through Miles Cowsill of Lily Publications and we have agreed that the 2017 Internment book will also be published and distributed by him.
Once a publisher has been selected, the HAT, with support from the HC, will be able to apply to a Trust or Charity like Culture Vannin for funding.
The Economics of Publishing

Main costs are the upfront ones – design, artwork and machine set up – and paper.  That means that cost per copy reduces quickly as volume increases.  Here is an example from a recent quote:
	Number of books
	200
	300
	500

	Publishing Cost (£)
	
	
	

	Cost per book (£)
	
	
	


In order to minimise cost, it’s best to present the publisher with final copy, pictures and suggested layout. The publisher will usually be able to add value to this, and it’s wise to budget for additional costs of, say £500 for this. However publisher’s editorial cost, which is time-based, is very expensive, and to be minimised. RHT has some good writers, and Laura has considerable editorial skills and experience.
Timetable, Content, and Pricing

Since it is likely that a number of writers will be involved in an RHT book, a timetable is essential.

Each writer will have his/her personal style, which is fine. RHT does not have or want a ‘house style’. However its publications will ideally be readable, interesting, accurate, well illustrated and with a focus on people.
HATs decide pricing in consultation with the HC. It’s also worth getting the advice of Miles Cowsill as well as David Ashworth (Lexicon Bookshop) and Angela Pickard (Bridge Bookshop). Both are experienced in and knowledgeable about Manx books, and always helpful to RHT.
If in doubt, slightly under-price. RHT’s objective is to disseminate information widely, so our preference is to go for volume rather than maximise profits.  And, the more copies we sell, the lower the cost per copy.
Marketing and Selling the Book 

Pre-publicity is essential. So, article in Manx Tails, article and book review in IOM Newspapers, radio and TV interviews are needed, either integrated with the exhibition or separately.

A book launch with invited audience and shop window posters is a good idea, with drinks and snacks.

Exhibitions are a big selling opportunity, but it is important to have a properly merchandised book table, with posters and placards, and someone there selling the books. Online, summer Agricultural Shows and retailers are also key sales channels.
Keeping Inventories and Records

It is helpful to have a HAT member managing this. Numbers of books delivered by the publisher need to be checked and counted, and stored in a safe place which is not damp (stocks of Illustrated Roll-Call and the ‘Tell Me’ books are in my garage where my car used to be!).
A careful record of number of books sold each day at Exhibitions needs to be kept and copies sold, delivered and invoiced to retailers (to save time and avoid complexity, we have tended to sell to few retailers such as Lexicon, Bridge Bookshop and Manx Museum – it could be worth adding Waterstones but they have previously requested 50%.
An account of books sold needs to be kept and revenue regularly banked in RHT’s Isle of Man Bank account.
20. Working with volunteers and recruiting new ones

Our volunteers are key to the success of RHT as they are the ones who come up with the topics and who drive projects forward so that we do not lose our local heritage.

It’s really important to keep volunteers motivated and interested in what they are doing. Regular meetings in HATs where discussions are lively, fun and interesting as well with a social balance work really well for this. It not only provides a space for people to meet and share interests in a social setting but also generates other interesting ideas for future projects – which keeps the momentum of the Trust going!

Word of mouth is a fantastic way of recruiting new members, through the members you already have. Some of your HAT members may have a friend or neighbour or family member who is interested in a similar topic or may be interested in one of the projects another HAT is doing. When all HAT Chairs come together to discuss the projects each team is working on, it gives the Chair an opportunity to take that information back to their HAT and share it with them – and open up the possibility of new members getting involved in other projects.

Social media such as Facebook is also a terrific way to generate new interest – we met two exceptional volunteers in this way who are both phenomenal in their expertise and helping us with graphic design, social media and our exhibitions. The newsletter and our mailshots are also an informative way of generating new volunteers – by asking for help with specific tasks or projects and advertising them by topic rather than being open-ended.
The college has also been a course of meeting new members through educational placements. Every year there is a possibility for students to spend time with one or more of our HATs or get involved in specific aspects of the Trust relating to their studies and areas of interest. Often, students will continue with the Trust and can even bring new members with them through word of mouth.
Recognition is probably the most vital aspect of motivating and keeping volunteers. Always make sure that in every project you fully recognise, name and thank every person who has contributed. Talk to the HC about getting them recognised in the newsletter or writing an article on their work for the papers and the website. Tell their story on Social Media. Always remember that our volunteers are at the heart of what we do and why we do what we do – the work of Rushen Heritage Trust is by them and it is also for them, and generations to come.
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