6 November 2026

LEDBURY TOWN COUNCIL s

COVENANT

To:  Dr Philip Errington, Dr John Holmes, Amy Howard, Tim Keyes, Caroline
Magnus, Councillor Nick Morris, Justine Peberdy, Christine Tustin,

Councillor Liz Harvey

Dear Board Member,

You are invited to attend a meeting of the Masefield Matters Board at 11.00 on
Tuesday, 10 November in the Committee Room, Council Offices, Church Lane,

Ledbury, HR8 1DL for the purpose of transacting the business below.

Yours faithfully

Angela Price PSLCC, AICCM
Town Clerk

FILMING AND RECORDING OF COUNCIL MEETINGS

Members of the public are permitted to film or record meetings to which they are
permitted access, in a non-disruptive manner. Whilst those attending meetings are
deemed to have consented to the filming, recording, or broadcasting of meetings,
those exercising the rights to film, record and broadcast must respect the rights of

other people attending under the Data Protection Act 1998.

AGENDA
Apologies for absence (AP) 5 mins
To approve and sign the notes of meetings of (JP) 5 mins
the Masefield Matters Board held on 11
September 2026
To vote in new Board member proposed (JP) 5 mins

in the last meeting

(Pages 62 — 67)



10.

12.

To receive an update on the status of (NM)

complaints against a Board member
including a reading of statement

To receive and note the Action Sheet

(EC)

To review general public vote, discuss and (EC)

propose a winner from the three shortlisted
designers

To present a progress report with financials
(inc. Project Co-ordinator salary deficit) inc
NLHF update

To agree key aspects of the final
commissioning brief for the winning designer.
(e.g. how money will be paid and money and
more detailed time schedule)

Discuss unveiling of Trail 1 June 2028

To Receive and Note Sub Group Updates:
9.1. Fundraising

9.2. Communications

9.3. Risk

Date of next two meetings

(JP/AP)

(EC)

(NM)

(TK)
(CM, CT)
(EC, AP)

(All)

5 mins

10 mins

30 mins

15 mins

15 mins

5 mins

30 mins

5 mins

(To follow)

(Pages 70 - 75)

(To follow)

(Pages 76 - 81)

(Pages 82 - 93)

(Pages 94 - 98)

Agree date in December for meeting to agree transition/handover process
(inc. review of resources from January 2027 onwards)

Tuesday, 5 January 2027



LEDBURY TOWN COUNCIL

MINUTES OF A MEETING OF THE MASEFIELD MATTERS PROJECT BOARD
HELD ON FRIDAY, 11 SEPTEMBER 2026

PRESENT: Justine Peberdy (JP) (Chair), Councillor Nick Morris (NM), Philip
Errington (PE) (remotely), Amy Howard (AH) (remotely), Caroline Magnus (CM)
(remotely), Christine Tustin (CT).

ALSO PRESENT: Councillor Liz Harvey (EH) (Chairman of Ledbury Town
Council), Emma Clowsley (EC) (Project Co-ordinator), Angela Price (AP) (Town
Clerk).

86. APOLOGIES FOR ABSENCE
Apologies for absence were received from Dr John Holmes and Tim Keyes.

87. TO APPROVE AND SIGN THE NOTES OF MEETINGS OF THE
MASEFIELD MATTERS BOARD HELD ON 14 AUGUST 2026

CM queried the use of the word “notes” rather than “minutes”. It was confirmed that
the record should be referred to as minutes.

RESOLVED:

That the minutes of the Masefield Matters Board meeting held on 14 August
2026 be approved and signed as a correct record subject to the above
amendment.

88. TO RECEIVE AND NOTE THE ACTION SHEET

Members reviewed the action sheet and were asked to provide EC with updates on
actions allocated to them, including confirmation where actions had been completed.

AH advised that outstanding communications actions could be progressed once
Ledbury Poetry’s new Communications Manager, Hayley, was in post from 21
September 2026. It was agreed that the communications actions should then be
reviewed with her.

It was noted that the action relating to the conversation with lan Wilson had been
completed. Members also identified that an entry relating to press contacts and the
press release concerning the shortlisted designers appeared to have been recorded
against the wrong action and should be clarified.

AH clarified that her previous action regarding a play-reading group was to inform
the group about Masefield Matters and explore whether it wished to include
Masefield material in its own play-reading activity; it was not an action to ask the
group to create a new Masefield play.
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Members requested that target dates be shown on the action sheet. It was confirmed
that the live spreadsheet contained a target-date column. The live link should be
circulated directly to Board members but not to be included in the publicly published
agenda pack.

Action:

MM88 EC to update the action sheet accordingly, including completed actions and
the corrected wording of AH’s play-reading action. AH to confirm the name of the
relevant play-reading group. Target dates are to be included in the circulated action
information.

89. PROGRESS REPORT AND FINANCIALS

The Board received the progress and financial report. The staffing budget showed a
projected shortfall of approximately £2,679, arising from staffing costs including
overtime and costs which had not been included in the original budget assumptions.
Members were reassured that the overall project remained within budget and that
underspends existed in other budget headings.

EH considered that a forecast was required showing the remaining work packages,
anticipated expenditure and potential future income before decisions could be made
about the use of underspends or remedial action. Councillor Wilkinson was reviewing
the project finances and further officer work was required before the Fundraising
subgroup could make recommendations.

RESOLVED:

That the progress report and financial information be received and noted, and
that no decision on remedial action be taken until fuller forecast information is
available.

Action:

MM89 EC, with input from Councillor Wilkinson and the fundraising subgroup, to
develop fuller forecast information covering remaining work packages, anticipated
expenditure and relevant future income. Timeline to be set following AP meeting with
Clir Wilkinson.

90. REVIEW OF TERMS OF REFERENCE

Members reviewed the revised Terms of Reference and discussed amendments
intended to provide greater flexibility and align the Board’s governance
arrangements with the Town Council’s civic year.

It was suggested that the section describing Board membership should refer to
representatives from relevant stakeholder organisations, with the listed organisations
given as examples rather than an exhaustive list, and that the list should be
alphabetical. Members discussed the distinction between organisational
representation and named individual membership.

The reporting arrangements in section 8 were also reviewed. Members supported a
monthly written report to Board members rather than duplicating fortnightly and

Page 63 of 98



monthly reporting. Suggested amendments included reports from the Clerk and/or
Chairman, day-to-day management of the nominated lead officer by the Town Clerk,
fortnightly meetings between the Clerk and lead officer, and a written monthly report
from the Chairman.

RESOLVED:

That the revised Terms of Reference be approved, subject to the amendments
discussed, for onward submission to Ledbury Town Council. CM and PE
abstained.

Action:

MM90 The revised Terms of Reference to be amended in accordance with the
discussion and submitted to Ledbury Town Council.

91. POTENTIAL BOARD MEMBERS

The Board discussed strengthening membership for the next phase, particularly
through additional experience in commissioning public art and sufficient Town
Council representation to maintain the quorum.

Three members of the Core Consultation Group were identified for an initial
approach: Hywel, Jackie Tweedale and Arthur Green. An initial approach would not
appoint them. If interested, each would provide a short statement about their
background, interest in the project and what they could contribute, for circulation to
Board members.

RESOLVED:

That JP approach the three identified members of the Core Consultation Group
to establish whether they would be interested in joining the Board, with the
process to be completed in time for potential appointment before the next
Board meeting.

Members considered the requirement for at least one Town Councillor to be present
for the Board to be quorate. To provide resilience alongside Councillor Morris,
Councillor Harvey offered to join the Board.

RESOLVED:
That Councillor Harvey be appointed as a Ledbury Town Council
representative on the Masefield Matters Project Board.

Action:

MM91 JP to contact the three identified potential members, request a short profile
from each interested person and circulate the information to Board members for a
decision.

92. REVIEW OF RESOURCES AND 2027 PLANNING
EC presented an overview of current Project Co-ordinator and Project Assistant

tasks which might require continuation after the end of her contract. Members
considered that future resource requirements should be assessed against the
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Board'’s core remit, remaining work packages and overall project timeline.

JP clarified that the Board’s remaining core responsibilities were the selection and
delivery of the memorial trail and the final unveiling event. Other community activity
could continue through partners and Town Council activity, but reallocation of
National Lottery Heritage Fund underspends would require appropriate approval
where funds were ring-fenced.

Members requested a clearer distinction between work essential to delivery of the
funded project and wider activity arising from the momentum created by Masefield
Matters. Board members were invited to review EC’s report and identify areas where
they had relevant skills. A possible future subgroup focused on
commissioning/delivery and evaluation was suggested but not agreed.

Actions:

MM92 (1) EC to develop the resource review into a timeline/work programme
identifying future work packages, essential project tasks, sequencing and
resource/skills gaps, for the next meeting. Board members to review EC’s report and
advise her of areas in which they could contribute.

MM92 (2) AP to consider how a Masefield strand could be incorporated into relevant
Council activity between now and 2028.

93. FINAL COMMISSIONING BRIEF FOR THE WINNING DESIGNER

Members discussed matters for the final commissioning brief for the successful
designer. The more detailed brief for the £65,000 commission would include delivery
milestones, payment arrangements, reporting and meeting arrangements,
permissions and the timetable for development of the final design.

Members were asked to review the existing commissioning brief and provide
additional requirements. It was agreed that the successful designer should engage
directly with the Board at the beginning of the commission and that the brief should
provide for an early visit to Ledbury. Within one month of the commission being
awarded, a date should be agreed for the designer to visit Ledbury and meet the
Board.

The final brief should also allow for necessary officer time and processes associated
with permissions, including any listed building or conservation-area requirements
arising from the chosen design.

Actions:

MM93 (1) All Board members to review the existing commissioning brief and
examples of similar commissioning briefs and send EC requirements or information
for the final commissioning brief.

MM93 (2) The final commissioning brief to include an early meeting/visit to Ledbury
by the successful designer, with a date to be agreed within one month of the
commission being awarded, together with appropriate delivery, payment, reporting
and permissions requirements.

Page 65 of 98



94. SUB-GROUP UPDATES

Fundraising
The minutes of the Fundraising sub-group were received and noted.

Members requested that each sub-group identify its work programme, key decision
points and delivery milestones against the overall project timeline and review its
action list.

Communications
AH confirmed that Ledbury Poetry’s new Communications Manager, Hayley, was
expected to start on 21 September 2026.

EC had prepared a press release announcing the three shortlisted designers and the
next stage, including the public event on 6 and 7 November 2026. The press release
and related website information are required by 18 September 2026.

The draft press release is to be circulated promptly to Board members for comments
before approval by the Town Clerk and the National Lottery Heritage Fund. AH
agreed to reconvene the Communications subgroup after the new Communications
Manager had settled in and to arrange an introductory meeting with JP and EC.

Risk
The Board noted the addition of a risk concerning a Councillor or Board member
committing the project to a contract without proper authority.

Members reiterated that expenditure and commitments must follow the agreed
approval process and proposed spending should be brought through EC and AP.
Members considered that the risk register should be refreshed for the current stage
of the project, with gaps completed and mitigations updated.

EH asked if the procurement toolbox was in place, and AH confirmed that it is.

Actions:

MM94 (1) Each sub-group to map its work programme, key decision points and
delivery milestones against the overall project timeline and review its action list.
MM94 (2) EC to circulate the draft shortlisted-designers press release to Board
members with a clear deadline for comments; Board members to respond within that
deadline so approvals can be completed by 18 September 2026. RESOLVED
MM94 (3) AH to ask Hayley to suggest dates, once settled into post, for an
introductory/project handover meeting with JP and EC, and to reconvene the
Communications subgroup after 21 September 2026.

MM94 (3) The Risk sub-group are to refresh the risk register for the current phase of
the project, with outstanding mitigation information completed.

95. PATRONS

The previous approach to Simon Armitage was briefly discussed. It was noted that
the approach had not followed what had been agreed by the Board and that a
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meeting involving NM, JP, Councillor Harvey and AP was intended before the patron
matter was revisited.

96. SOUVENIR BOOK

Members discussed a souvenir book to mark the culmination of the project. This
should be considered as part of the wider resource and skills-gap planning. Arthur
Green was suggested as a possible contributor.

JP expressed how we feel Joyce Mason’s loss hugely and noted her contributions to
the project which we are all grateful for, the souvenir book was one of these things.
JP suggested NM might have some ideas of how we take we take the book forward.

Members were asked to consider if they want to be involved with producing the
book. Members also discussed documenting development and production of the
memorial through video or other digital material. It was agreed that an expectation
for the successful designer to document the creative process should be included in
the final commissioning brief.

It was noted that some previously approved funding remained available for
production of a book and that further fundraising was continuing. No decision was
made on the final scope or budget.

Actions:

MM96 EC to ensure the final commissioning brief includes a requirement for
appropriate documentation of the design/creative process, including a video-diary or
equivalent element.

97. DATE OF NEXT TWO MEETINGS

Members agreed that the next meeting should take place after the public event on 6
and 7 November 2026 so that the Board could consider public feedback and make a
recommendation to Ledbury Town Council on the preferred designer. The
recommendation would need to be supported by sufficient information on all three
shortlisted proposals.

RESOLVED:

That the next meeting of the Masefield Matters Project Board be held on
Tuesday, 10 November 2026 at 11.00 am.

Actions:

MM97 EC to produce a report/evidence base on the three shortlisted designers and
public feedback to be prepared and circulated in advance of the 10 November 2026
meeting. EC to share with EH and JP before sending to the Board.

A subsequent meeting will be held on Tuesday, 5 January 2027, immediately before
the end of EC’s contract.
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FULL COUNCIL 5 NOVEMBER 2026 AGENDA ITEM: 24
REPORT

Report prepared by Emma Clowsley — MM Project Co-ordinator

Masefield Matters Project Progress

Purpose of Report

The purpose of this report is to provide Full Council with an update on the progress of
the Masefield Matters Project, including key achievements, ongoing activities, and any
significant developments.

Detailed Information

The projectis splitinto four key phases; engagement, consultation and commissioning,
and build/installation (which will end with the launch in June 2028, We are now in the
commissioning phase.

1. Commissioning [June 2026 - December 2026]

The three shortlisted designers were agreed by Masefield Matters Board and
signed off by Full Council. The designers have until 31 October to submit their
developed designs.

On the 6 and 7 November, the general public will be invited to view the designs
and vote for their favourite. At the same time, a fundraiser ‘The Long Trick’ event
celebrating John Masefield, will be taking place at The Market Theatre.

The votes will be counted and presented to Masefield Matters Board on 10
November, and a winner will be chosen taking the votes into account. This will be

then be presented to Full Council on 26" November for decision sign off.

A more in-detail commissioning brief and contract will be drawn up between
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Ledbury Town Council and the winning memorial designer. Work will begin in
December 2026.

Looking ahead the Board are considering their roles and responsibilities within
the project as they prepare for the departure of the Project Co-ordinator in early
January 2027.

Appendix A is a Project Gantt Chart detailing the work undertaken to date, work
in progress and work planned for the future.

Current Financial Situation

Taking into account forecast, there is an identified overspend of £8,544.16 in the
budgeted Staff Salaries cost category. However, due to underspends in
completed work packages, the current forecast is that the project will be
underspent by approx. £10,121.84 at completion (NLHF budget). Adding in the
amount from Ledbury Town Council for Staff Salaries of £4,482.56 the actual
total remaining will be is estimated to be £14,604.40

The current financial position is set out in Appendix B attached to this report and
below is an explanation on understanding this information.

The ‘Travel Staff’ category was not included in the budget, but was identified as
an essential cost line. This expense category was included in the approved
purposes document (see below).

The categories in Appendix B are those agreed with National Lottery Heritage
Fund and are used for reporting back to them. LTC accounting cost codes differ
slightly, with fewer discrete categories, and are used in the reporting to Full
Council. The Accounts Clerk and Project Co-ordinator are working on updating
the main expenditure spreadsheet to include the LTC codes. This will make it
easier to compare the LTC and NLHF financial frameworks, going forward.

Staff Salary - additional funding from LTC. This was an additional amount

Ledbury Town Council contributed to the project. This was to cover an approved
contract extension for the Project Intern Assistant. This additional funding has
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been added to Staff Salary amount, but has also been kept separate on the table
at Appendix B, as itis notincluded in the figures approved by and reported to
NLHF.

Appendix D provides the detail of the project costs, as set out in the final
application to the National Lottery Heritage Fund headings.

3. Next steps and Expenditure Forecast

The Masefield Matters Board, with support from the Town Clerk and the National
Lottery Heritage Fund Relationship Manager, will consider how best to address
the staff salary deficit, including the reallocation of any surplus funds from other
budget headings or cost categories. Agreements and recommendations resulting
from these discussions will be provided to Council in due course.

Appendix C provides details of the expenditure forecast for the known activities
of the remainder of the NLHF Project. This includes ring fenced amounts for
items such as the memorial build, planning permission, salaries up to January
2027, and final payment to the evaluators.

This information will be provided to the Masefield Matters Board at its meeting in
November and will highlight any other future costings they are expecting for
2027/28, such as the £1,000 allocated to a Masefield Map. These will be added
to the spreadsheet.

Recommendation

1. That Members note the progress of the Masefield Matters Project.
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APPENDIX A

Masefield Matters — Project Gantt Chal

2025 - Jun 2028 | Month-level p

for ce notes

roject Coordinator in post, contracts for evaluation an
O T e wiaad oo | | | 111 L L LLL L Ll LLLLLLLL]
2|Complete Recrutment [P I5th 01/012025]01/01/2025)
c duce terms of ref T
3|Complete Recrutment |1 h 01/02/2025| 01/12/2026|
alComplete Evaluation 01/02/2025] o1/o2/2005]
Greenwood carving activity (Tewkesbury Road), x1 day coppicing
5|complete Engagment |and carving in winter and x1 day finishing in summer + o1/02/2008|  01/08/2025]
refreshments.
6[Complte Engagment_[Formal launch of 01/03/2025] __01/03/2025]
7[Complete Engagment __|Hands-on acti 01/03/2025]01/03/2025)
[The Daffod Felds, isits o s the wild daffodls and
8|complete Engagment 12 sessions of pired by 010372005 01/07/2025]
ot
[Visits to the Masefield Archive by community groups participating
o|complete Engagment e o 01/04/2025| 01/02/2026|
Heritage Open
10]Complete Engagment _[Project 01/05/2025] 01/05/2025
11 Complete Engagment_[Project ommunity Day 01/06/2025]01/06/2023]
Programme for Bg Green Week. Hands-on actvities and ral,
12|complete engagment 01/06/2025|  01/06/2025]
vided wal
Seafever, actiity exploring seafaring lfe with ex-merchant
i
13|complete Engagment e oty 01/06/2025]  01/07/2025
1a[on hold Engagment _[Ledbury Poet next year] 01/07/2025]_01/07/2025]
15|compiete reogment SV Of e i fodbar, i sesion G e ooz ovosrons
[The Mg Folk,session introducing local widife - otter, fox,
16|complete Engagment  [batand ow - followed by a creative response exploring 01/08/2025|  01/08/2025|
movement through dance. acti
T Complete Engagment[Ledoury Carmival NEW (Paint  pot- Oijoszos|  01j08/20%5]
Production of a Masefield focused map of Ledbury to encourage
18|0mhold EME8TENt |oeople to explore the town during Heritage Open Days, 0V/09/2025)  01/05/2025
Delivery of project with Refugee Support Group, 6 1/2 day
19]Complete Engagmen o1/0s/2005|  01/11/2025]
Pt 28T |sessions. Heritage theme to be agree 0o/ s
K * proj
20|compiete Engagment [about the people to whom Masefield presented the books held in o1/10/2005|  01/02/2026]
the 1d Archi
[ Si[complete[ergogment[Hands onac v/oa/a0z]owjosraon]
Event to mark completion of familiarisation phase and thark
22|Complete. Engagment  [participants. Rum with Captain Morgan Poets, exhibition, food 01/03/2026|  01/03/2026|
and drink, speakers
23[Complete Fundratsing e Brocq at Pauntey Court 01/03/2026]01/03/202%]
24| complete Consultation  [elsewhere. Core group to meet (6 sessions) and undertake 01/03/2006|  01/05/2026]
further research including consideration of NLH four Investment
principles.
25| compiete Engagment 01/04/2024 1/08/2026|
o e rey 5 /042026 01/04/
Presentation of options for the memorial to the Working Party
26{compiete. Commissioning 01/05/2026  01/05/2026|
Pt 8 |and Full Council (Ledbury Town Council 0o/ M

(Commissioning begins, advertising, longlist of potential makers
[selection panel convened to produce shortlist. - Deliver by

27| complete. c beginning of september June. Advertising by 01/06/2026| 01/08/2026|
mid May, expression of interest 15t week of june... Meeeting by

d week endof une
38| Complete [EngagmentLedbury Poetry Festval event -~ oor/z0%| o1/or/205
ampe[commison. |1 CorlonGoupto et coras s PSSP E—

M Board meet o decide n 3 shortited desiners
sofcomplete e New brief s sent ovjos/2026|  01/08/2026]
R e e T Ve VR
" s o o6/11/2026| 0771172006
33{Improgress [Fundraising [ Th Long Trick (Fundraserat The arket Theatre) Oeji1/30%8| o07/11/20%9
3afimprogress [Commissoning |Xion  event toshare ideas and design of 3 shortsted osprip0ns| 077137202

keholders. Pre - drinks

35 [Notstarted Designer det
36[Notstarted [ Decision ign off from Full Council
ot stared e o

Detailed brief and contract agreed with winner (Date may need

38Notstarted | Commissioning

amencin  ve allowed 2 weels)
B Commisson/ Gifii/z0s] o
40[Not started e s 01/01/2027| 01
Not tarted Deadinefor
2 [Notstarted nchevert

Quarter peal ofbet mak he 150thanversaryof Johw

Joa72008]
/0472027]

43|Notstarted | Commissioning

a[Notstarted | Formal ‘opening of Memorial

Legend Date needs review
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APPENDIX B

UPDATED 16/10/2026

Staff salary Additional funding from LTC £ 448256 | £ - £ 4,482.56
Budget (exc | Spent to date
Category VAT) (exc VAT) Remaining
Staff Salary £112,990.00 | £ 115,316.95 |-£ 2,326.95
Professional fees £ 30,540.00 | £ 26,124.00 | £ 4,416.00
Recruitment £ 2,000.00 | £ 557.50 | £ 1,442.50
Purchase price of heritage items £ 60,000.00 | £ - £ 60,000.00
Event costs £ 2,735.00 | £ 938.31 | £ 1,796.69
Equipment and materials £ 9,680.00 | £ 5,066.68 | £ 4,613.32
Training staff £ 1,000.00 | £ 550.00 | £ 450.00
Training volunteers £ - £ - £ -
Travel staff (identified cost after AP doc produced) £ 750.00 | £ 572.73 | £ 177.27
Travel volunteers £ 3,840.00 | £ 2,095.30 | £ 1,744.70
Expenses staff £ 300.00 | £ 294.04 | £ 5.96
Expenses volunteers £ 350.00 | £ 7.67 | £ 342.33
Other £ 3,625.00 | £ 2,676.46 £ 948.54
Publicity and promotion £ 1,500.00 | £ 1,278.75 | £ 221.25
Evaluation £ 8,000.00 | £ 6,000.00 | £ 2,000.00
Contingency £ 10,500.00 | £ - £ 10,500.00
Inflation (venue hire only) £ 160.00 | £ - £ 160.00
TOTAL £247,970.00 | £ 161,478.39 | £  86,491.61
Not in NLHF budget
OVERTIME TO BE CHARGED TO THE COUNCIL AND DEDUCTED FROM SALARY TOTAL £725.60
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APPENDIX C

EXPENDITURE FORECAST UPDATED 28/10/2026

Staff salary Additional

ing from LTC 4,482.56 0.00 4,482.56
Budget Spentto date

Category (exc VAT) [(exc VAT) Remaining
Staff Salary 112,990.00{ 115,316.95| -2,326.95
Professional fees 30,540.00|  26,124.00 4,416.00
Recruitment 2,000.00 557.50 1,442.50
Purchase price of heritage
items 60,000.00 0.00/ 60,000.00
Event costs 2,735.00 938.31 1,796.69
Equipment and materials 9,680.00 5,066.68 4,613.32
Training staff 1,000.00 550.00 450.00
Training volunteers 0.00 0.00 0.00
Travel staff (identified cost
after AP doc produced) 750.00 572.73 177.27
Travel volunteers 3,840.00 2,095.30 1,744.70
Expenses staff 300.00 294.04 5.96
Expenses volunteers 350.00 7.67 342.33
Other 3,625.00 2,676.46 948.54
Publicity and promotion 1,500.00 1,278.75 221.25
Evaluation 8,000.00 6,000.00 2,000.00
Contingency 10,500.00 0.00 10,500.00
Inflation (venue hire only) 160.00 0.00 160.00
TOTAL 247,970.00| 161,478.39| 86,491.61

Forecast cost|Surplus / Deficit

£10,699.77 -£ 13,026.72
£  4,416.00
£ 1,442.50
£60,000.00 | £ =
£ 400.00 ' £ 1,396.69
£  4,613.32
£ - £ 450.00
£ - £ =
£ 177.27
£ 1,744.70
£ = £ 5.96
£ 342.33
£ 270.00 | £ 678.54
£ 221.25
£ 2,000.00 | £ =
£ 3,000.00 £  7,500.00
£ - £ 160.00
£76,369.77 | £ 10,121.84
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Known costs remaining
Salary for 3months (plus 5 days January - to be calculated). Minus
£4,482.56 (see yellow line) Total deficit £8,544.16

£60000 earmarked for memorial
Hospitality for commissioning event for 3 short listed artist/makers
plus specialview for lottery players. (ringfenced)

Production of booklets - these may be digitial now so costis minimal

This can be used for expenses of staff helping with launch event
and/or supporting the project,

Venue Hire to share shortlisted designs for memorial +
presentations, at Weaver Gallery cost £150pw (Mon-Sun) and
Community Hall @ £120 for 4h. (ringfenced)

Publicity and promotion for the launch of the memorial

Fees which may be required for memorialinc structural engineers
report, ground surveys.



OFFICIAL

MATTERS
CELEBRATING THE LIFE & WORK OF

JOHN MASEFIELD

Commissioning Brief — developing your ideas

Masefield Matters: Memorial to John Masefield funded by The National Lottery Heritage
Fund

About the Project

Everyone read John Masefield in the 1920s, he was a best-seller. His inspirational life and work
have now faded from view. The 150th anniversary of his birth in Ledbury in 2028 is an
opportunity to rectify this. Through a programme of activity exploring the things that mattered
to him - people and place, the countryside and the sea, seafaring life - the community will
become reconnected with the Ledbury poet and their newly gained insight will be harnessed in
the co-development of a memorial to him. The decision for the memorial to be a literary or
walking trail featuring his words, has been decided by the community following a series of
engagement activities and consultations.

The aim of the project is to create a memorial to the Ledbury poet and writer, John Masefield,
informed by the views of and in partnership with local people, particularly groups underserved
by heritage including young and old. As John Masefield is now largely forgotten in the town of
his birth, the project will achieve this through a phased approach -familiarisation, consultation,
commission. The community will be an active participant throughout.

Commission

The total budget for the commission is £65,000 (exc VAT)
(including design, materials, production, fixings, transport, installation)

Your design should incorporate a donor recognition element that can be sponsored by the
public in small units e.g 100 x £100. This would be along the lines of a ‘friends of the trail’
commemorative plaque/stone/brick.

055ib/,
‘1@‘55 13 le Wi

Heritage
Fund
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OFFICIAL

From design to final installation, production will take 12 to 16 months, with a deadline of April 2

2028 for a launch event on Saturday 3 June 2028.

Procurement timetable and phases

Winner contacted, announcements in local press

27 November 2026

Detailed brief and contract agreed with winner (Date may need
amending - I've allowed 2 weeks)

11 December 2026

Commission / memorial produced and installed

December 2026 to April 2028

Acquire all necessary permissions

January - April 2028

Deadline for finished installation April 2028
Marketing and preparation for launch event April-May 2028
Formal 'opening' of Memorial. 3June 2028

Reporting phase

June - September 2028

The winning designer will be required to attend monthly meetings (in person or online) with the

Chair of Masefield Matters Board and the Town Clerk to give a progress update.

There will be a commissioning sub-group of Masefield Matters Board who will oversee this

phase of the project, You will have access to them for information, guidance and resourcing.

The winning designer must produce a mid-way report on progress that will be shared with the

Board and The National Lottery Heritage Fund.

A more detailed brief will be provided and a contract agreed between Ledbury Town Council

and the winning designer following the final decision.
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OFFICIAL

To be included/ Next steps

[suggestions listed below]

- early meeting/visit to Ledbury by the successful designer, with a date to be agreed within one
month of the commission being awarded, together with appropriate delivery, payment, report-
ing and permissions requirements.

- contract to be drawn up and signed
- regular meetings with Angie and Chair of Board to be set up

- commissioning sub-group of Masefield Matters Board will be set up to support designer

- Develop designs and review locations for permissions needed

- Planning permission requests, these can take some time

- submit before starting build work
- regular meetings with Angie and Chair of Board to be set up

- ensure appropriate documentation of the design/creative process, including a video-diary or
equivalent element

Invoicing

Payment of £65,000 will be made in xx parts. Please invoice for £xx upfront and £xx upon
delivery of designs and requested information. [insert payment stages, work that must be
completed and how much to invoice at each stage]

Invoices should be sent to The Town Clerk clerk@ledburytowncouncil.gov.uk and headed
Masefield Matters.

055ib/,
‘:\eﬂe 13 le Wi

Heritage
Fund
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OFFICIAL

What we are looking for in the winning design

Your design should aim to:
e be creative, playful and imaginative
e berelevantto John Masefield, his work, life and legacy

e strengthen heritage’s contribution to the local economy by employing local
suppliers where possible

e protectthe environment (by your choice of materials, the process by which itis
manufactured and its ongoing maintenance requirements)

e be culturally, materially and financially sustainable

e be Ledbury focused (with respect to Ledbury being a conservation area with many
listed buildings)

e Dbeinclusive and accessible

e provoke interest and conversation in a way that will take John Masefield’s work
forward for future generations

Your design should incorporate appropriate Heritage Fund acknowledgement:
Acknowledgement toolkit - How to acknowledge and celebrate your grant from The
National Lottery Heritage Fund

Your design should incorporate a donor recognition element that can be sponsored by the
public in small units e.g 100 x £100. This would be along the lines of a ‘friends of the trail’
commemorative plaque/stone/brick.

Further information

The Masefield Matters Board can provide expert and local knowledge:

Dr Philip W. Errington has published and lectured extensively on Masefield

John Holmes is the headmaster of John Masefield High School

Amy Howard is Director of Ledbury Poetry

Tim Keyes has previously delivered a major Heritage Fund-supported project in Ledbury
Caroline Magnus is John Masefield’s great niece and Chair of The John Masefield Society
Nick Morris is a Town Councillor

Justine Peberdy is Ward Councillor for Ledbury West

Christine Tustin is Secretary of Ledbury Civic Society

Requests for further information or any questions should be sent to Justine Peberdy [insert
email address]. Please note that any further information provided will be shared with all three
shortlisted designers.

o ae possiblg “"'?f;

Heritage
Fund
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https://www.heritagefund.org.uk/sites/default/files/2026-05/acknowledgement_toolkit.pdf

OFFICIAL

Supplementary material

Photographic examples of existing memorials, sites of historic interest, existing resources
walking maps for your reference.

Additional note: 3. John Masefield opened The Barrett Browning Institute as a public library and
placed copies of his own works around the library.

Heritage
Fund
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OFFICIAL

The Priory — John Masefield lived at The Priory, Ledbury during his formative years with
his Uncle William and Aunt Kate and siblings.

Mural - John Masefield reading Sea-Fever at Tilley’s Alley, Ledbury

o e possible “"'E/,
|/
4

Heritage
Fund
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OFFICIAL

John Masefield archive exhibition in The Master’s House, Ledbury (owned and managed
by The John Masefield Society.

feaiass

Situated by The Church House, Church Road

Also refer to:

Dymock Poets’ Path (Friends of the Dymock Poets website)

Masefield Cycle route:
https://www.ledburytowncouncil.gov.uk/uploads/Ledbury-Walk-Cycle-Map.pdf
Ledbury Heritage Trail

About Ledbury - Ledbury Clvic Society

HOME | THE JOHN MASEFIELD SOCIETY

e pOSSsiblg
‘Nad‘ P ley,, i

\/
A

Heritage
Fund
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https://www.ledburytowncouncil.gov.uk/uploads/Ledbury-Walk-Cycle-Map.pdf
https://ledburycivicsociety.org/about-ledbury/
https://www.johnmasefieldsociety.org/

Financial

Project Sponsor (NM) /

Failure to secure match

Shortfall in project budget, impacting on

Inherent

The fundraising target is relatively modest and we have a

Residual

1 ]
I I
. ) . | 4 5 i i
Fundraising Group funding quality and programme. I robust plan in place. LTC have pledged £5,000. !
1
| “
Failure to comply with | i
Financial Regulations ) ) Y ) i 3 3 S| Town Clerk monitors all finances regarding the project i
LTC financial regulations ! |
J. |
Failure to comply with | m 5
1 Y
MLHF Procurement ! 2 3 6| Town Clerk monitors all finances regarding the project 1 P
requirements ! | 5
Council Gavermin m Pracurement "tool box" to be putin place providing “ m.h
Procurement d t= ot f N d | 4 5 clarfication on roles within procurement process and | n
ocuments not followe
i responsibilities from staff to councillors .m
|||||||||||||||||||||||||||||||||||||||||||||||||||||||||||||||||||||||||||||||||| N I gttt S RN S SRS
Working ! 1
party/Councillor/staff | Council has Financial Regulations that set out m
member authorises m 3 3 S| requirements for authorising payments. No payments to !
payment without proper | be made without proper authorities being adhered to. |
authority | “
Cost of producing " Provide budget limit rtof [tati d “
rovide budget limit a part of consultation an
memarial higher than 1 2 3 6 :unEmEmzmﬁ Snmwwu m
budgetted | . . !
Cost of maintaini ! |
ostof maintaining ! 4 5 To be determined during commissioning stage |
memorial in future years | 1
]
Evaluati tract !
Mm cﬂ on ”._u: ﬂmnﬁ 1 Evaluation consultant was appointed in April 2025 and is
enchmarking) no
( gl i 2 3 6| capturing data at this point. Project team have been
1
1
]
1
1

appointed early enough
to capture baseline data

keeping track of participant numbers and project impact.




Failure to submit regular
grant claims

PC and Town Clerk to ensure grant claims are submitted
in good time

Direct Costs

Goods and services
billed and paid for but
not supplied

Coiuncil has Financial Regulations that set out underlying
requirements - No advance payments to be made in
respect of major projects without confirmation from
council.

=]

Employers liability

Resources

Failure to retain project
co-ordinator/lead role

Impact on timetable if we have to
advertise a second time, also quality
depending on point at which staff
member leaves.

Excellent induction to ensure Project Coordinator
empowered and fully up to speed with council policy and
procedures. Availability of steering group to provide
support and guidance. Second member of project staff
to provide capacity at most demanding period.

Resources

Town Clerk and her line-
manager

Insufficient LTC
stafffresources to
support the delivery of
the project

Impact on quality, also potentially on th
timetable and therefore cost.

induction - policies & Procedures available delegation
scheme familarisation (to include key contacts) mentor.
We will be increasing the capacity of the team by
recruiting two project staff and a small steering group to
support them. Steering Group will include people who
have first-hand experience of delivery and leaders of the
groups we will be working wi

Standing Orders

Failure to comply with
LTC Standing Orders

S| Town Clerk monitors all finances regarding the project
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Other Liabilities /
Operational

Project Delivery

Failure to deliver project
within set timescales

long lead in time

Project Delivery

Project Coordinator /
John Masefield Society

Access to John
Masefield Archive for
project particpants
limited as Archivist
based in London.

ALLESS IO OTE dIcTIIVE TS TTOT
fundamental to the familiarisation
projects however ideally all groups

would have the option to visit and one

project will be based on the archive

lbcik dlicie,

o

Recruit a volunteer assistant archivist to support the
project. Role profile drafted. Include provision for
expenses in project costs. 2 locally based archive
assistant inducted.

Project Delivery

Town Clerk and Project
Coordinator

Fail to deliver elements
of the project that need
to take place early (ie
winter/early spring 2025)

Impacts on familiarisation projects that
start winter 2024/25 with consequences
for quality as alternative projects will

need to be identified.

Indicated on project plan, flagged as part of induction.
Some activities have been given revised timings to allow
for preparation and quality

Project Coordinator and

Maintaining motivation
and commitment of

Impacts on memarial and what form it
takes, significant implications for quality

Investment in relationships post familiarisation projects.
Enzsuring high quality, empowering opportunities at times

Project Delivery X . R o G|that best suit participants, supported by excellent
consultation lead participants during and the overall aspirations for the 1 - . .
X K ! hospitality {pizza). Vouchers to thank people for time
consultation phase project. | .
committed.
Failure to engage with !
Engagement 838 G |
local groups |
L Failure to secure artist |
Commission . g 1
to produce final !
- Failure of artist not i
Commission i i 9 !
completing project |
B R
Final Memorial final recommendation =l

for memarial

Final Memorial

Project Sponsor (NM)

Project Board and/or
Town Council unhappy
with recommendations
for the memorial

Impacts on how some key stakeholders

feel about the project with possible

implications for fundraising if funds not

secured.

*duplicate of 27 and 25*

Excellent communication to ensure key stakeholders are
kept informed of progress and have the opportunity to
meet participants and share their thoughts.
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Final Memaorial

Project Sponsor (NM)

Project Board and/or
Town Council unhappy
with recommendations
for the memaorial

Impacts on how some key stakeholders
feel about the project with possible
implications for fundraising if funds not
secured. *duplicate of 27 and 25*

Excellent communication to ensure key stakeholders are
kept informed of progress and have the opportunity to
meet participants and share their thoughts.

Final Memarial

Board unable to agree
on final memorial

10(Final options to be provided to LTC for final decision

Final Memaorial

Project Sponsor (NM)
with Project Board
(Working Party)

Permissions take longer
to obtain than
anticipated

Impact on timetable although there is a
generous lead in time for the
commission

Involve Herefordshire Council Heritage and Planning
Officers early in process to advise and guide (invite to join
Working Party). Be proactive and prompt about pursuing
S| permissions. Number of permissions and likelinood of
obtaining them may be consideration re options for the
memaorial. Importance of communication f maintaining a
dialogue with stakeholders.

Final Memaorial

Contractural

Project Cordinator

Unable to procure
maker for memorial
within planned
timescale

Impact on timetable, may miss June
2028 anniversary date.

As recommendations for the memorial start to emerge,
start thinking about where we would advertise, seek
guidance from relevant specialists so prepared in
advance + to generate awareness of the project and
forthcoming commission. PC will inform local colleges of
memaorial commission in advnce and it will be advertised
in advnce to reach as many artists as possible.

w

Failure to keep LTC
informed

Failure to following
scheme of delegation
(i.e. report back to
parent committee (i.e.
Pet's))

All minutes of meetings are prepared within agreed
timescales and agreed by Councillors at the next meeting
of the relevant LTC Standing Committees and/or Coun
All minutes are made available for public access on the
Town Council website at the of publishing the next
agenda for each committee

w

Procedures

Failure to comply with
LTC policies and
proedures

o

ALLTC policies and proceduras to be reviewed bi-annuall

Tender rules

Incorret application of
tender rules

Clerk checks the legal positio with professional bodies,
either when requested by Councillors or in their
judgement if there is a risk to council

w

Tender Threshold

Incorrect tender
threshold set

Council to review its Financial Regulations annually and
set tender threshold in line with the limit set out in the

Public Contracts Regulations
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Contract timing

Contracts

Failure to despatch
specification
documents on time

Member of staff,
councillor or member of
Working Party commit to
a contract without
proper authority

w

(=]

Specification documents to be drawn up, reviewed and
approved in good time before the deadline to allow for
absenses and corrections where needed.

All minutes of meetings are prepared within agreed
timescales and agreed by Councillors at the next meeting
of the relevant LTC Standing Committees andfor Council.
All minutes are made available for public access on the
Town Council website at the of publishing the next
agenda for each commitiee
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