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Introduction

Thank you for your interest in finding out more about becoming the Chair of Trustees
of Castle Bromwich Hall & Gardens Trust (CBHGT). This is an exciting time for the
Gardens as we start to plan a process of development which will support the Gardens
for the next decade and beyond.

This pack provides you with a brief introduction to the Gardens.

The Board of Trustees has agreed a new Vision which will support us in taking the Gardens
forward.

In 2025 the Trust will reach its 40th year of rescuing, restoring and maintaining this rare
and beautiful 350 year old formal garden.

As just one part of a much larger Conservation Area with Grade |, II* and Il buildings and
landscapes - all in different ownerships - the Gardens effectively act as the public ‘portal’
for knowledge and access to the whole site. The Conservation Area is a valuable and
valued area of ‘green’ surrounded on all sides by industrial landscapes, roads and intensely
built urban housing on the edge of Birmingham and North Solihull.

The Trust as an organisation, could be said to be in its third ‘phase’ of development and is
looking eagerly towards a fourth; the initial mammoth task of the restoration was followed
by a period of consolidation with a concentration on maintaining the Gardens and
informally letting the public in. The third phase has pushed the Gardens to look outwards
beyond the 3 metre high walls and to pay attention to building audiences as a heritage and
cultural visitor attraction.

It is hoped the new Chair will lead the Trust into a fourth phase taking us towards realising
the Vision outlined below and to achieve the critical mass needed for long term
sustainability.

The current Vision

An inclusive, welcoming & sustainable heritage garden
for the benefit of everyone

To focus on being an excellent local & regional visitor attraction
To hold wider recognition as a garden of historic significance
To focus on the environmental message of the garden throughout all areas of offer

To be led by a strong and effective Board
To be a strategic and sustainable organisation
To be an innovative and creative organisation
To develop a skilled, dedicated and highly motivated workforce
To deliver a streamlined and effective events programme and build on core event
strands
To take advantage of opportunity where it best serves the purpose of the strategic
direction of the organisation
To be financially secure
To maintain a passionate and dedicated membership
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The Gardens

The Gardens are a very rare survival of late 17th century and early 18th century formal
garden design which survived, through fortunes of fate, the ‘bulldozers’ of the English
Landscape movement. Being gifted by the Earl of Bradford in 1985 to a newly formed
Trust, this piece of history was saved from dereliction.

The Trust then set about the rescue of the Gardens and a programme of works,
underpinned by archaeological and archival research, to restore the Gardens to its peak
time of 1680 - 1760.

Although not a botanical garden, the Trust’'s small gardening team, keep planting to the
style, and where possible the varieties, of that period. The historically informed layout
constitutes the Gardens’ USP and reason for its listing with Historic England as Grade II*
Park and Gardens. This puts the Gardens and Parkland in the top 10% of historic and
architectural sites in England. With this in mind, the garden and the operational teams
continuously make finely considered judgements in order to balance the contemporary
visitor experience, environmental sustainability while maintaining historical integrity.

Although relatively small in size the 10 acres of formal walled gardens are made up of
numerous smaller areas, each of a different character; orchards, formal beds,
‘wildernesses’, formal vegetable gardens, lawns, hedging and topiary. Garden
management is therefore surprisingly complex and the Trust's current employed gardening
team (1.8 fte) is generally regarded as being far too small.

Currently the team is managed exceedingly well by the Head Gardener with the team
supported by skilled and faithful volunteers. Long term sustainability and succession
planning for this area of the Trust’s work is a priority.

The wider site

Once part of the extensive estate of the Earls of Bradford, there are about 70 acres of land
and buildings making up the largest Conservation Area in the Borough (Solihull
Metropolitan Borough Council). Apart from the Trust’s ownership of the Gardens, the rest
of the Conservation Area includes Grade |, II* and Il buildings and landscapes, all of which
are in a variety of different ownerships: individuals, a hotel partnership, the Church and
Public Authority.

Multiple ownerships across the site present both positive opportunities; as we have found
with the historic Parkland nature reserve over the last two years, as well as potential
threats; continued strained relations with the Hall/Hotel owners, both for the Heritage and
for the financial survival of the Trust.

Developing creative partnerships with our Conservation Area neighbours is likely to be
a pivotal prospect for the new Chair.
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Financial profile

Unlike many Trusts and heritage sites of this size, the Gardens do not benefit from any
form of endowment funding. Financial income over the first 35 years has been made up of
a mixture of, a diminishing level of, core funding from the local council (completely ceased
2022), funding from grant making trusts and foundations and from internally managed
revenue generation.

The Trust has always struggled to strengthen its reserves for future investment. While
financial management has always been prudent, growth has been hard won. Over the last
few years focussed efforts to build audiences and develop revenue streams has begun to
bear fruit.

Maintaining the standard of care and maintenance of the Gardens and the historic fabric
thirty-odd years on from the initial restoration is naturally a necessity. Renewal of buildings
- historic and working public facing buildings - and longer term horticultural investment
becomes increasingly urgent.

Generous public funding during Covid-19 enabled the Trust to continue trading and to
provide a much needed local amenity and source of safe cultural entertainment (and local
employment).

Effectively the funding during the pandemic enabled the Trust to pivot its business model.
Unable to rely so heavily on volunteers for front of house services, it has nevertheless
substantially increased the cafe and shop offer and income in this period. Growth now
seems achievable, however the Trust needs further specialist knowledge in order to judge
the path to expansion and what limits there may be on growth.

Venue, events and audiences

Although visitor numbers have risen by 68% over the last five years, the total figure of 12k
still seems well below what the Trust could be aspiring to.

'Visiting gardens’ is a major leisure pursuit in the UK, however the Gardens’ visitor profile
still struggles to attract and retain this market - despite being an RHS Partner Garden.

The family audience however is a success story, attracting both hyper-local and regional
audiences with a range of activities from music under the blossoms for babies, through
forest school, self-guided nature exploration and a raft of holiday craft and cultural
experiences.

Events and Activities Programming in general has grown and changed considerably over
the last three to four years in response to changing external factors and in recognition that
the events programme is effectively the most powerful ‘site marketing’ vector.

The Gardens are situated in an area of very low cultural provision and participation and has
been more or less successful in positioning itself as ‘the’ cultural venue for the East
Birmingham/North Solihull attracting audiences across both the lower and upper segments
used by Audience Agency'’s Spectrum.

While there are aspirations for the events and cultural programming to become ‘bigger’,
the narrow financial margins may make this unsustainable, without considerable subsidy.
However, historically the Hall and Gardens have a long tradition of music playing and are
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of course visually stunning, so as a heritage visitor attraction the ‘fit" is there and the
current approach of arts funders may make such programming viable.

Volunteering, community outreach,
environmental sustainability

As well as relying very heavily on volunteering for day to day operations, the Gardens have
a long history of outreach and connection with other volunteer groups, including special
schools, local conservation volunteer groups and corporate responsibility/team building
sessions.

We feel such connections are important both for social and ethical reasons and in order to
directly further our general production and environmental goals.

As a large ‘green’ space ringed by industrialised landscapes the ecological and
biodiversity value of the Gardens and Parkland is great.

The themes and values of organic gardening, local produce/producers, artisan products
and good environmental practices are embedded in the Trust’s operations and increasingly
in its public communications.

With the urgent need to replace and enhance all its working and visitor buildings the Trust
has an opportunity, not only to renew itself for a carbon neutral future, but to act profitably
as an eco-demonstration site for local and regional visitors.

The Governing Body

The Garden is constituted as a Registered Charity and as a Company Limited by Guarantee
governed by a Board of Trustees/Directors. The Trustees are legally responsible for
ensuring that CBHGT is solvent, well-run and for delivering its charitable objectives.

The shape and make up of the Board of Trustees/Directors remains largely as it was at its
inception in1985. This includes a number of appointed ‘Founding Members' drawn from
the, then, main funders and interested stakeholders.

Small adjustments were made to the Memorandum and Articles in 2008, mainly to include
Trustees voted in by the Membership.

In preparing the Trust for a sustainable future, the new Chair may consider a review of the
governing document a priority.

Trustee Board: Founding Members (appointed)

Richard, Lord Bradford (giftor)
2 appointees from Birmingham City Council
2 appointees from Solihull Metropolitan Borough Council
1 appointee from Castle Bromwich Parish Council
1 appointee from St Mary’s and St Margaret's Church, our immediate neighbours
within the Conservation Area. (vacant)
The National Trust (vacant)
Trustee Board: elected and co-opted members
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3 members elected from the Membership (all vacant)
Other Trustees co-opted for their skills and experiences (currently 4)

Trustees are not paid but reasonable expenses can be reimbursed. Renumeration for
specific professional services may be agreed in certain cases.

Trustees are collectively responsible for the decisions and management of the Trust. The
role of the Trustees is to:

e Take ultimate responsibility for directing the affairs of the charity and to do so with
innovation, creativity, ambition and appropriate challenge.

e Ensure that CBHGT has a clear vision, mission and strategic direction and is focused
on achieving these.

e Act reasonably and prudently in the best interests of CBHGT, never in pursuit of
personal interests or the interests of another organisation, meeting the legal
obligations common to all Trustees.

e Act as guardians of the assets owned and managed by CBHGT both tangible and
intangible, taking due care over their security, deployment and proper application.

Role of the Chair

After a period of uncertainty during the Covid pandemic the Board has taken the
opportunity to take stock. It recognises it is time for CBHGT to seize the opportunity for

transformation and change to secure the longer term future of the Gardens for visitors and
communities.

Our new Chair will lead the organisation forward at this exciting time. We recognise
that this will be a challenging role. We also recognise that the successful candidate
may wish to work with us for a finite time to take the organisation through the
immediate short-term transformation. We are happy to have this conversation.

Person Specification — Chair of Trustees

Skills, Knowledge and Experience Essential |Desirable
Experience of leading organisations (independent, private or E

public sector) through a period of significant change or
transformation.

An excellent communicator. E

A working knowledge, or equivalent experience, of the E
expectations, and limitations, of Governance in small charities.

Experience of working closely with a range of trustees, local E
authorities, partners, funding bodies and stakeholders.

Experience of working on or chairing a board or senior D
management team.
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Experience of supporting the development of relevant skills and D
experience required of Trustees.

Ability to champion creative solutions with limited resources. E

Skills in developing strategic plans and successfully taking these |E
forward .

An working understanding of the funding and financial D
landscape in both grant making trusts and statutory sources.

An interest in heritage assets, cultural attractions and historic E
gardens.

Leadership

Experience of working within local, regional and national E

political environment.

Able to bring independence, external perspectives, skills and E
challenge to strategy development.

To work closely with the General Manager (or equivalent) in E
order to support their successful delivery of change.

An ability to listen, to question, to care and to learn, and to work | E
collaboratively.

Provide strategic leadership and direction. E

Promote a culture of openness and challenge. E

Time Commitment

The Trust hopes the coming period will be one of growth and substantial change and that
the new Chair’s leadership will be central to driving this.

Initial time commitment for this transformational role may be greater than is normal for the
Trust. Full Trustee Board meetings currently happen quarterly, in the early evening, in a
blended online/in person manner. Additional Task and Finish groups, are convened outside
of this.

The new Chair may feel their contribution to an initial focussing of the pathway and
kickstarting the journey is the best fit with their skills and goals, with longer term
leadership and ‘completing the transformation’ being left to others down the line.

With this in mind we ask the new Chair to commit to a stay of 2 years with a probable 2-3
days per month workload. Much of this time may be remotely delivered.
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Equal Opportunities

We value and promote diversity and are committed to equality of opportunity for all and
appointments made on merit. We believe that the best boards are those that reflect the
communities they serve.

How to apply — next steps

The Trustees would be happy to have a preliminary telephone (or other remote)
conversation with potential candidates, prior to a formal application.

Please email, in the first instance, Glynis Powell, General Manager on
genmanagercbhgt@gmail.com or 07790 787479 who will connect you to one of the
Trustees.

Otherwise please send a copy of your CV together with a brief statement about how you
see yourself in this role to

Closing date for application: February 14 t*, 2023

Interview dates with the Trustee Committee will be in the first week of March (date tba)
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