
Please note

 These templates are intended for guidance purposes only. They are not to be seen as implying the authorisation or sanction of their content by Historic England or the Association of Local Government Archaeological Officers UK. No responsibility or liability can be accepted for any injury, loss or damage incurred as a result of their use, or from reliance upon their content.  

In creating their own policy documentation HERs should ensure that that the appropriate legal advice is taken where necessary and that the relevant restrictions and guidelines incumbent upon their host authority are adhered to. The drafting of policy documentation should also take account of the host authority’s house styles and ensure that publically available material carries the relevant logos and insignia. 
Forward Plan Template
1. Preliminary Checklist
Reference Material: 

· Mission statement of host authority

· Mission statement of host department

· Strategic Plan of host authority

· Strategic Plan of host department

· Informing the Future of the Past (Gilman & Newman (eds) 2007, B.2). (HERs that have not undertaken an audit should make particular reference to the self-assessment checklist which forms panel two of this subsection) 
http://archaeologydataservice.ac.uk/ifp/Wiki.jsp?page=SectionB.2  
· HER Benchmarks for Good Practice (ALGAO/EH 2002, p9, 4.4)

· Historic England (Heritage Information Partnerships and Data Standards Unit) HER Audit (or Audit Revisit) Report – Action Plan. 

(Encouragement is given to HERs that have not undertaken an audit of this type to do so. It is also a recommendation of the Benchmarks for Good Practice (p7, 3.6). The audit process covers much of the preliminary analysis which is required for the creation of a Forward Plan and the resulting action plan forms a useful interim document from which a full forward plan can be developed).  

Contact the Historic England, Heritage Information Partnerships team (nick.davis@historicengland.org.uk or sarah.maclean@historicengland.org.uk ) for further information.  
·  Regional Research Framework (if applicable). 
Suggested Consultees:
· National agencies (if a nationally funded project features within the programme)

· Buildings Conservation team of host authority (or local planning authority)
· Natural Environment team of host authority (or local planning authority)
· Buildings Conservation team(s) of constituent district/borough authorities (if any). 

· Natural Environment team(s) of constituent district/borough authorities (if any). 

· Other HERs

· Local Library Service

· Local Museums

· Local archaeological societies and heritage groups  
· Local Listing validation committees  
Mission Statement
The HER mission statement (or statement of purpose) forms an independent component in the suite of policy documentation supporting the service (Benchmark 4.3). However, part of the purpose of this document is to define the purpose of the HER within the context of the work of the host authority. As such this statement serves as a bridge from the strategic objectives of the corporate host to the HER’s practical objectives as laid out in the Forward Plan. Consequently a transcript of the Statement serves as a useful preface to the Forward Plan. 

Assessing Future Strategy 

Drafting a Forward Plan requires a considered and objective assessment of the current state of the HER and a developed vision of its future. The best avenue to reaching this level of understanding is to participate in an HER Audit undertaken within the structure of the HE audit programme. The primary goal of this process is to compile an audit action plan against which to evaluate the HER in a regular cycle of revisits. (The audit action plan can be used, in the short-term as the core of an HER Forward Plan, although a broader document with a more developed strategic outlook is usually found necessary in the longer term).  
If, however, the HER has not been recently audited and an audit cannot be undertaken within an appropriate timescale other (albeit rather abbreviated) preliminary preparations can be made:          
Working from the initial principles set out in the Mission Statement a future strategy for the HER can be mapped out using the framework set out in the HER Benchmarks for Good Practice and Informing the Future of the Past (B.2, Panel 2). As part of the preliminary process IFP recommends producing a SWOT (strengths/ weaknesses/ opportunities/ threats) analysis for the service.

The following headings (taken from the Benchmarks) can be used to structure this section of the document:   
· User Services and Access
· Satisfying User Needs

· Reaching New Audiences

· Information Coverage and Content

· Information Management

· System Organisation and Procedures

· Quality and Security Measures

· Organisation Management

· Corporate and Business Arrangements

· Staffing and Support Services

2. Forward Plan Guide – Model Headings
Introduction

Briefly outline the role of the HER within the structure of the corporate host quoting directly from the mission statement if appropriate. Expand on this, including a synopsis of the future vision of the service, illustrating this with any research undertaken into usage and user satisfaction. If an HER audit has been recently undertaken give summary details of its conclusions and the recommendations of the action plan.         

Functional Aims  
This section serves to break down the vision of the future development of the service into programme areas and projects. This phase of the process should include:

· Identifying resources necessary to delivering the projects (including training requirements.
· Detailing the timetable within which the programme objectives sit. In devising the framework to be followed it may be necessary to correspond to (or desirable to mirror) a corporate planning cycle employed by the host authority and/or section/department. The timetable used at this level can encompass a longer-term framework than that used for the individual project tasks (below).          

Tasks

· Under each project heading break down the work involved into a list of the individual tasks required to achieve the goals set out for the plan period.  
· Each task should sit within a framework of priorities depending on their importance to the functioning of the HER but also taking into account their significance in respect of the HER Benchmarks for Good Practice, dependencies on other tasks and accessing resources.  
· The duration of each task should be timetabled. The timetable employed should sit within the broader programme timetable (see 2 above) but may be broken down to follow a shorter cycle of review, for example the 3-5 year period used by the HE HER Audit programme and/or annual target dates.

· The level of progress expected by the end of the review cycle should be defined to a level of detail sufficient to enable achievements to be identified. Tangible targets (qualitative or quantitative) should be attached to each task against which progress can be evaluated.      
· Where necessary (that is, where satisfactory detail has not been provided at the programme area level) training requirements should be included for each task (or group of tasks).   
Timetable   
This should be in the form of a Gantt chart breaking the plan down into stages and tasks with the resources required. 
Risk Management Plan
An assessment should be made as to the risks to implementation of any of the components of the forward plan. These should be presented in tabular format including assessments of both the likelihood of the risk being realised and the severity of its impact on the progress of the plan objective(s).  
3. Forward Plan Template
Additional guidance available in section 5 of Historic Environment Record Revised Audit Specification (version 3.1) pp48-50
Mission Statement
[Insert HER Mission Statement or Statement of Purpose]  

Management Summary
This forward plan sets out the background and operating framework of the [Insert name of host authority] Historic Environment Record (HER) and summarises the strengths and weaknesses of the record [as identified by the HE HER Audit process in relation to national standards]. In order to achieve the goals identified a series of objectives and timetabled tasks are described which will need to be undertaken. This process will develop the HER service’s efficiency, responsiveness and relevance to the needs of the community that it serves [and will be required to meet the first stage performance measures laid out in the HER Benchmarks for Good Practice].  

Introduction
The [insert name] Historic Environment Record (HER) is an integral part of the [archaeological/planning] service maintained by [insert name of host authority]. The HER is the core reference tool for the historic environment in the [insert authority type], underpinning both conservation work and public information provision for the authority. 
This forward plan details the objectives, tasks and resources that will be required over the next [X] years to continue the development of the HER as a fully integrated record supporting the work of the service. [The main aim at this stage is to bring the HER up to the first stage of the measures required by the HER Benchmarks for Good Practice].     
The principle strength of the HER is the support of a dedicated HER Officer, a post that has been provided by the [insert name of host authority] since [XXXX]. This provision has allowed the HER to develop and grow and to participate in local, regional and national projects and initiatives. A number of weaknesses have been identified as a result of [an HER audit/ consultation/ user and non-user research] which form the foundation of the objectives and tasks detailed below. In working to achieve these objectives we are determined to continue to develop the record as an accurate and comprehensive information resource and to provide a relevant and useful service to the area.      
Functional objectives (nb specimen examples only)
Elements of this work will require additional dedicated staff resources for the HER and a budget for funding associated work such as training, expert consultancy, office space, computer hardware/software development and publicity.
The following objectives have been identified over the next five years:

· Enhance the HER’s coverage of buildings in cooperation with local Conservation Officers and investigate the potential for electronic information exchange.

· Retain staff levels at a minimum of 1.5 FTE to prevent accumulation of backlogs.

· Data gathering regarding existing users and user/non-user research to inform HER policy and forward planning.

· Identify and index those data-sources which constitute the HER’s supporting reference collection.     

· Create and/or revise HER policy documents. Put in place a full suite of documentation as outlined in the HER Benchmarks for Good Practice and Informing the Future of the Past.

· Create a prioritised programme for the updating and enhancement of the HER.

· Continue the updating and enhancement of the HER employing regularly updated national terminology standards and thesauri.   

· Instigate formal staff training and review process.   
For which the following training requirements have been identified:

· Familiarisation with the Uniform Planning database employed by Conservation Officers (HER Officer). 
· Attendance at twice yearly HER Forum meetings (HER Officer and/or Assistant).
· Attendance at Regional HER Forum meetings (HER Officer and/or Assistant)
· IfA Annual Conference (HER Officer)

· HE HELM day school – NPPF: A practical guide (HER Assistant)  
Tasks (nb specimen examples only):
1.1: Develop mechanisms to comprehensively log user enquiries.
Performance Indicator:

a) Electronic user log to be in operation from January 20XX.
1.2: User and non-user research and development and utilisation of a user satisfaction form. Derived data to underpin and update Information Services Policy. 

Performance Indicators: 

a) On-line user satisfaction form to be introduced by January 20XX.

b)  Participation in Council ‘Feed-back Freeway’ initiative, April-September 20XX. 

c) Information Services Policy to be refreshed at end of Stage1.   
2.1: Enhancement programme to develop aspects of monument recording identified as currently being weak. 

Performance Indicators –
a) Recording project of industrial sites from OS first edition maps. To be completed by December 20XX
b) Recording project of First World War military hospitals from ’Scarlet Finders’ website data. To be completed by December 20XX.
2.2: Enhancement programme to develop aspects of events recording identified as currently being weak.

Performance Indicator –
a) Revisit excavation records and compare with index of evaluation events provided by Historic England. Re-index where necessary. To be complete by end of Phase 1. 
2.3: Enhancement programme to develop period categories identified as currently being weak within the record.

Performance Indicator –
a) Trawl of Pevsner’s Buildings of England for Twentieth Century Buildings. Recording of relevant sites to be complete by end of phase 1.
b) Trawl of Twentieth Century Society Journal. Recording of relevant sites to be complete by end of phase 2.
2.4: Include product of Conservation Area Appraisals on HER database. 

Performance Indicator –
a) Liaison meeting with authority’s Building Conservation Officers before June 20XX. 
b) Timetabled programme for receipt of retrospective files and input of data onto HER. 50% of backlog to be processed by end of phase 2. 
c) Mechanisms for preliminary liaison regarding new appraisals to be in place by December 20XX.
d) All data for CA appraisals undertaken during forward plan period to be entered onto HER (or included on a timetabled programme of data-entry) by end of phase 2.      
3.1: Request regular Historic England thesaurus updates. 

Performance Indicator –
a) Updated monuments thesaurus to be received from HE DSU by June 20XX. 

b) HE thesaurus updates to be received at regular six-monthly intervals.
4.1: Compile a written guide and index to supporting reference collections. 

Performance Indicator –
a) Preliminary review to establish the extent and storage location of reference collection (in combination with 4.2 below) to be complete by December 20XX.
b) Written index and guide to be complete by June 20XX. 
4.2: Create a prioritised programme to process the HER’s backlog.
Performance Indicator – 
a) Preliminary review to establish extent of backlog (in combination with 4.1 above) to be complete by December 20XX.
b) Programme for processing of backlog to be complete by June 20XX. 
5.1: The development of a formal GIS strategy and the development of mechanisms to record metadata for spatial data.
Performance Indicators -
a) Preliminary review of spatial data against the INSPIRE directive complete by June 20XX.
b) Specification of requisite metadata elements for spatial data by end of phase 1.
c) Assessment of mechanisms for production of metadata (e.g. automatic generation within GIS software) by end of Phase 1.
d) Enhancement of recording manual to include creation of metadata at spatial dataset level by end of Phase 1. 
5.2: Assist in the development of a Business Continuity and Disaster Recovery Plan for the [XXXX] Heritage Centre with an element relating to HER Systems Security. 

Performance Indicator –
a) Meeting with Heritage Centre Business Continuity Manager XX May 20XX.
b) Final draft of BC & DR Plan to be signed off by end of phase 1
6.1: Development and instigation of a continuing professional development and formal review process for HER staff (Audit 4.8 and Benchmark 4.8a requirement). 
Performance Indicator –

a) Research and drafting of plan and supporting documentation (making reference to Informing the Future of the Past, section B.3) complete by June 20XX.

b) Internal consultation complete by and of phase 1.

c) Initial CPD meetings to be held April 20XX.   
The priority areas for action are (nb populated with specimen entries only):

	Task
	Required 

Stage 1

(20XX/XX)
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	Date of completion
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Timetable

(nb populated with specimen entries only)
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	Achievable with existing section staff

	
	Achievable with short-term additional resources and/or training 

	
	Requiring additional long term resources and training


Risk Management Plan

Nb populated with specimen examples only. Likelihood/severity to be graded High/Medium/Low 
	Risk No
	Risk Description
	Likelihood
	Severity
	Risk Management

	1
	IT services unable to facilitate regular thesauri updates.
	Low
	Medium
	Updates to be carried out by HER Officer. External sources and funding would have to be secured in their absence 

	2
	Collapse of SLAs with district council or councils 
	
	
	

	3
	Loss or reduction of hours of HER Officer
	
	
	

	4
	Repositioning of HER within new host organisation and changing management priorities
	
	
	

	5
	Increased workload necessitates change of timetabling for audit actions
	
	
	

	6
	Funding cutbacks to HER service
	
	
	

	7
	Breakdown of specialist applications used by the HER but presently unsupported by IT services.
	
	
	

	8
	Host organisation unwilling to instigate formal Continuing Professional Development
	
	
	



