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AIM Mentoring Scheme Summary 

The AIM Mentoring Scheme was a partnership between the Association of Independent Museums (AIM) 

and the Federation of Museums and Galleries in Wales. The aim of the project was to support five Welsh 

museums to develop more sustainable futures through a combination of individual mentoring by museum 

professionals and visits to other museums to see best practice that results in the adoption of a new business 

plan or strategy by the governing body or equivalent of the mentee museum. The focus of the mentoring 

placements was determined by the mentee museum, typically covering areas such as governance and 

leadership, trading and enterprise, marketing and fundraising, all of which relate to sustainability. 

The Scheme was based on a 

successful project in England in 

2013, which was 100% funded by 

Arts Council England. The 

methodology is largely similar to the 

2013 project, but has been adapted 

in places to reflect the evaluation and 

learning from the previous project. 

Having reviewed the evaluation 

report of the previous scheme and 

the benefits to the mentee museums, 

we felt that the needs in Wales were 

similar to those identified in England 

and that there would be real benefits 

to Welsh museums to be able to 

access the same type of mentoring 

support. The Scheme was funded by 

CyMAL. It was launched in May 2014 

and completed in January 2015. 

 

 

 

  



 

 

IMPROVING YOUR RESILIENCE: SHARING EXPERIENCES - WORKSHOP FOR MUSEUMS IN WALES 

27th January 2015 

Sharing Experiences 
 

The ‘Improving Your Resilience: Sharing Experiences’ workshop took place on Tuesday January 27th at the 

Firing Line, Cardiff Castle.  

This workshop provided a unique opportunity for both mentors and mentees to listen to each other’s 

individual experiences and to gain new insights from different museums. Each mentee presented their 

findings during the workshop and mentors added their ‘Top Tips’ at the end of the session. 

Mentors that weren’t able to personally attend submitted their tips via email to AIM so that others can benefit 

and staff from AIM, CyMAL and the Federation of Museums and Art Galleries of Wales also attended. 

Rachel Silverson – Firing Line 
 

http://www.cardiffcastlemuseum.org.uk/ 

Firing Line decided to take part in the AIM 

mentoring scheme to help achieve the museums 

long-term aspiration of becoming a centre of 

excellence in the field of Welsh Military History. 

They were mentored by Sam Mullins (London 

Transport Museum) and Adrian Green (Salisbury 

Museum). 

Firing Line wanted support from their mentors to 

help with the specific issues of: Marketing, 

Volunteer structuring, how to boost visitor 

numbers and Fundraising. 

 Some Key Lessons learnt by the Firing Line 

team during the mentoring process included:  

• Governance 

 Hold meetings that are agenda specific and not just generic reporting meetings. 

Need for formal review processes to be embedded at all levels to identify strengths, weaknesses, 

opportunities and threats. 

• Membership & Fundraising 

Membership not incentive based but based on supporting the museum 

Membership & Fundraising have a tangible connection (legacies/ fundraising campaigns) as does Marketing 

& Fundraising. 

A meaningful connection between volunteers and members.  

Rachel Silverson 
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Identification of stakeholders and their connection to others to expand an audience base leading to 

generation of funds. 

• Marketing 

Important to understand your audiences (AIM Visitor Verdict) – this will help to reposition museums within 

communities 

Also understand what the offer is and who it is targeting (USP) 

Marketing strategies need to be based on evidence. 

Firing Line also stated that they are now changing how they source their donations by creating specific 

donation boxes based on the themes of: Inspire, Protect and Evolve.  

This method means that visitors can now choose which themes they wish to donate to and Firing Line have 

started using this method thanks to a similar initiative set up at Salisbury Museum. 

The team also advocates ‘Banking and Thanking’ and frequently thank their individual donors for all 

donations received. 

The team is now in the process of creating a business plan that highlights future plans for development 

which includes a new marketing strategy to help embed the museum into the local community and 

participation in the Investing in Volunteers scheme. 

 

Gaby Rivers – The Judge’s Lodging   
 

http://www.judgeslodging.org.uk/ 

 

The Judge’s Lodging opened as a museum in 

1997 and is based on life in the 1860s. Artefacts 

can be handled by the public and the museum is 

lit using period lighting for an authentic 

experience. 

They were mentored by Tim Bryan (Heritage 

Motor Centre) and Anna Brennand and Paul 

Gossage (The Ironbridge Gorge Museum Trust). 

The Judge’s Lodging team is facing LA funding cuts which will impact detrimentally on the small team and 

now they need to secure their own income urgently. 

Some Key Lessons learnt by the Judge’s Lodging team during the mentoring process included: 

 

Gaby Rivers 

http://www.judgeslodging.org.uk/
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• Diversification of Income  

Plans are now underway to explore the potential of group bookings and corporate events at the museum 

A rethink of their pricing structure for entry is being considered 

An increase in retail operations is being planned 

Venue hire for private events and weddings in their grand dining room 

• Marketing 

The museum is based in the semi-rural area of Presteigne, Radnorshire and through the mentoring process 

the team learnt new marketing tactics to help attract new visitors from outside the area. 

The implementation of more events throughout the year is also being planned to help highlight the museum 

to the local community. 

 

Gwyn Jones - Oriel Plas Glyn -y-Weddw   
 

http://www.oriel.org.uk/ 

 

Oriel Plas Glyn-y-Weddw was built in 1857 as a 

private home but has functioned as a public arts 

gallery since 1896. In 1997 a charitable trust was 

formed by the Friends of the gallery with over 

1,200 members. 

The organisation has faced numerous challenges 

throughout its life and a decade ago, closure was 

a very real prospect due to funding cuts and a 

decrease in visitor numbers due to an outbreak of 

foot and mouth disease in the surrounding rural 

area. 

In 2005, a new commercial approach was 

implemented and in 2008, the organisation bought back a twelve acre woodland that had been originally 

owned by the estate. This land now hosts walking trails, a substantial outdoor theatre and an eco-car park. 

In December 2013, Plas Glyn-y-Weddw gained full museum accreditation. The organisation is now moving 

from: “Survival mode into strategic mode,” said Gwyn Jones. 

They were mentored by Perdita Hunt (The Watts Gallery) with Fundraising and museum curating being their 

main topic of mentoring. 

Gwyn Jones 

http://www.oriel.org.uk/
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Future plans include the building of a significant new extension to the existing house which will contain 

exhibition areas, meeting spaces, extra galleries and education areas. 

Some Key Lessons learnt by the Oriel Plas Glyn-y-Weddw team during the mentoring process included: 

• Governance 

In the light of the targets both for raising core funds and raising capital funds, we spoke about the 

appropriateness of the board and the skills set required.  This needs some looking at as the Board needs to 

play a key part in supporting the chief executive in the targets set and there is a need for some clear sub-

committees to undertake different areas of the work.  Since the meeting a new member of the Board has 

joined and the introduction of new blood should help with new thinking which has started this ball rolling. 

• Endowment 

Given the year on year need to meet core funds, in the experience of Watts Gallery Trust it is best to raise 

money for endowment as part of the Capital project fundraising.  This means that every donation makes a 

contribution to the below the line running cost of the new capital development. 

• Fundraising Strategy 

The team is now looking into pursuing additional philanthropic support from the local community and 

overseas and the possibility of introducing more learning programmes in order to engage more funding.  

 

Roy Haley – Llandudno Museum  
 

http://www.llandudnomuseum.co.uk/ 

 

Roy Haley is the Chair of Trustees at 

Llandudno Museum which is staffed by 

volunteers. This museum was officially 

mentored by David Tucker (Lyme Regis 

Museum) and Susan Eddisford (Royal Albert 

Memorial Museum, Exeter). 

They also received additional support thanks 

to Emma Ayling (Priest’s House Museum 

Wimborne Dorset), Mark Lewis (Tenby 

Museum) and Pauline Griffith (Narbeth 

Museum). 

The team’s key objectives for the mentoring 

programme were wide ranging and included: The Governance of the Museums, Volunteers Structure, 

Friends Groups, Funding and Finance, Retail operations, Additional income streams and Experience with 

HLF applications and other Grants. 

Roy Haley 

http://www.llandudnomuseum.co.uk/
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“The people that I met during mentoring gave me so much time and so much detail,” said Roy Haley. 

Some Key Lessons learnt by the Llandudno Museum team during the mentoring process included: 

• Diversification of Activities 

Llandudno receives no revenue support from Conwy CBC. CBCC provide the support of a County Museum 

Development Officer and grants for one off projects.  There is an annual grant from Town Council. 

The team have explored how their mentoring museums use a diverse range of fundraising tools to help 

boost income such as the sale of second hand books, cafes, retail outlets, Research library and paid school 

visits. Tips on how to achieve these were given by all mentors. 

• Volunteer Structure   

The Llandudno team discovered that all six museums they visited during the mentoring process had a 

strong volunteer base and Friends Groups and insights picked up from these visits are now being applied at 

Llandudno. 

The involvement of the volunteers at Llandudno is also now being analysed to help strengthen the overall 

organisation. 

The Llandudno team now recognises that it is critical to have actively engaged Trustees to help secure the 

future of the museum. 

• Income Generation 

A key objective for the team was to learn more about HLF funding and how they can be successful in future 

applications. All six museums they visited have had experience with the preparation and delivery of HLF 

funding bids. The knowledge gained by talking to other museums about this particular funding stream 

helped the Llandudno team with their part 1 application which was submitted in December 2014. 

 

Chris Wright - The Greenfield Valley 

Museum and Heritage Park 
 

http://www.greenfieldvalley.com/w/ 

Established in 1986, The Greenfield Valley 

Museum and Heritage Park is open to the public 

from mid-March to October each year. The 

museum hosts an impressive collection of farm 

equipment and buildings plus there is a seventy 

acre park containing Scheduled Ancient 

Monuments largely from Industrial Revolution. 

The Greenfield Valley team was mentored by Andrew Lovett (Black Country Living Museum). 

Chris Wright 

http://www.greenfieldvalley.com/w/
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The short term challenges faced by the team include: writing a Business Plan as part of HLF Phase 2 Bid, 

securing the support from their Local Authority by underwriting the HLF bid and to plug a gap of £50,000 

shortfall in match funding. 

Some Key Lessons learnt by The Greenfield Valley team during the mentoring process included: 

• Governance 

Governance is the keystone to the structure of the whole organisation. 

“I am a Trustee guide. I help guide them up the mountain and safely back down the mountain to safety,” 

said Chris Wright. 

• Evaluation 

That it is critical to consistently evaluate and revaluate your organisation, services and structure.  

• Planning For the Future 

Determining the difference between Where do we want to go? And where do we need to go? 

That proper planning requires patience and the ability to see the long term objectives. 

• Resources 

To enable a culture of spotting opportunities, creating networking opportunities and using tools produced by 

partners such as AIM, CyMAL, The Federation of Welsh Museums and Art Galleries and other colleagues 

within the sector. 

Top Tips from Mentors 
The Mentors for this scheme have been extremely generous with their time, skills and knowledge and have 

kindly supplied some of their top tips to help other museums. 

David Tucker (Lyme Regis Museum) 

Before embarking on a major project get the support structure right – even if this means difficult staff 

restructuring do it – because without the right people around you, you’re going to fail. 

Money – don’t dodge the bullet and ‘go all embarrassed and English’ (or perhaps Welsh…) face up to the 

financial issues rather than be cowed by them. 

Employ people who tell you what you need to know, not what you want to hear. 

Take care of yourself – jog/walk/read/get out and relax. 

Get a mentor – official or unofficial. Make sure they’re a better man/woman than you are. (In my case my 

brilliant Chairman, Stephen Locke) 
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Andrew Lovett (Black Country Living Museum) 

Be prepared to take time to fully understand the project and / or mentee, and any ‘hidden’ influences. 

Make sure everyone is seeing the wood for the trees. 

People get seduced by being able to raise capital; when in fact revenue is the harder ask. 

 

Sam Mullins (London Transport Museum) 

Scan the museum horizon, talk to people doing interesting work, and ask for referral on to others.  

Use the intelligence gathered to develop an engaging vision for the future of your museum, talk about it with 

colleagues and repeat it endlessly to stakeholders. 

 

Tim Bryan (Heritage Motor Centre) 

Emphasise your uniqueness to help you become a more attractive prospect for corporate partners, funders 

and customers. 

Make sure you have the right photographs for the right occasion. 

Use your website and don’t be afraid to say what is great about your organisation!  

 

Adrian Green (Salisbury Museum) 

Cultivate your Board and look for people that have good connections to help support you. 

Build relationships because the people that love you will support you. We recently raised £150K from our 

members alone to mark 150 years of the museum.  

Consider using legacy giving. Salisbury Museum has previously published books and created benches in 

the memory of people who left us a legacy. 

 

Sue Eddisford (Royal Albert Memorial Museum)  

Have a legacy policy so that people can understand how you spend legacy donations.  

Don’t imagine that everyone knows and understands your museum: always look at your marketing materials 

from a visitor’s perspective. 

The museums that succeed are outwards looking. Don’t be afraid to step outside of your comfort zone!  

 

 


