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The Heritage Crafts Association
Strategic Plan 2020-23

Summary
Vision – a society in which heritage craft skills are popularly acknowledged as being of vital cultural importance, and are nurtured and celebrated for their own intrinsic value, not just for the objects or environments they produce, conserve or restore

Mission – to support and promote heritage crafts as a fundamental part of our living heritage
Strategic issues
1. Improving support and responsibility for heritage crafts at government level

2. Improving training routes for people wishing to become heritage craftspeople

3. Enabling creative subjects and haptic skills to be taught in schools

4. Increasing appreciation for heritage craft skills among the general public

5. Alleviating the difficulties facing crafts businesses

6. Increasing diversity in the heritage crafts sector

Approaches

· Knowledge – increasing knowledge of the status of heritage crafts and the challenges faced

· Advocacy – influencing government, policymakers and funders to improve the likelihood of craft skills surviving and flourishing

· Safeguarding – ensuring that the highest standard of craft skills are passed from one generation to the next

· Support – supporting craftspeople to practice, nurture and pass on their craft

· Engagement – raising awareness and interest with the wider public

Strategic framework

· Develop the HCA Red List as a key source of heritage craft viability data

· Research into the heritage crafts sector to identify and address barriers to entry and increase diversity

· Influence government, policymakers and funders to improve the likelihood of craft skills surviving and flourishing

· Administer a fund to help ensure that endangered crafts have a substantially improved chance of survival 

· Develop partnerships in the education and learning sectors

· Create resources for capturing and preserving heritage crafts skills 

· Provide information resources to make craft businesses more sustainable

· Encourage local ownership of HCA and initiate regional HCA groups 

· Ensure that membership of the HCA meets the needs of a diverse range of crafts people

· Develop The Makers into a more detailed and joined up directory resource 

· Facilitate a positive representation of heritage crafts in the media

· Participate in exhibitions and showcases
· Run a suite of awards and facilitate national recognition of the best craftspeople
The Heritage Crafts Association

The Heritage Crafts Association (HCA) is the advocacy body for traditional heritage crafts in the UK. Working in partnership with government and key agencies, it provides a focus for craftspeople, groups, societies and guilds, as well as individuals who care about the loss of traditional crafts skills, and works towards a healthy and sustainable framework for the future.
The HCA was founded in 2009 and registered with the Charity Commission for England and Wales as a Charity in 2010 and a Charitable Incorporated Organisation (number 1159208) in 2014. Its charitable purpose is to advance public knowledge and appreciation of traditional and heritage crafts,
 in particular, but not exclusively, through education, advice and training. Its beneficiaries are the public as a whole, for whom craft skills provide a collective cultural resource, not just the craftspeople within whom those skills reside.
The HCA was founded by a group of craftspeople and supporters who felt that traditional crafts were not being supported by the UK government and its agencies, and a new organisation was needed to act as a unified voice and support body for a diverse sector that did not otherwise receive support through departments responsible for the arts (which increasingly prioritised innovation as a primary indicator of value) and heritage (which prioritised tangible heritage – artefacts, buildings and monuments – over knowledge, skills and practices).
In its first ten years, and resourced without any public funding though membership income and donations from supportive individuals and charitable foundations, the HCA has grown organically and achieved a number of significant successes.
 Today, the HCA has three part-time staff members, a dedicated Board of volunteer Trustees and a membership of around 800, comprising both professional and amateur craftspeople and supporters.

However, many of the issues that led to its creation, including a lack of government and agency support contributing to a lack of public awareness, the lack of craft education for young people, and the lack of recognised and funded training routes for craft skills transmission, have not been adequately resolved. 
This strategy sets out a three-year plan to make major strides in realising the HCA’s mission and help bring about its vision for the future. It follows a Theory of Change model, working back from the vision of society that would be achieved should the HCA be successful in its mission, working backwards to identify necessary preconditions and changes required to make that vision come about.

Vision and mission

The HCA’s vision is:

· A society in which heritage craft skills are popularly acknowledged as being of vital cultural importance, and are nurtured and celebrated for their own intrinsic value, not just for the objects or environments they produce, conserve or restore. 

The HCA’s mission is:

· To support and promote heritage crafts as a fundamental part of our living heritage.
Strategic issues

Before detailing the changes necessary to bring about the HCA’s vision, it is necessary to identify the issues preventing this, both current in 2020 and anticipated in the coming years. These include:
7. The lack of support and responsibility for heritage crafts at government level. The UK is one of only 15 of the 193 member states of UNESCO that has not ratified the 2003 UNESCO Convention on the Safeguarding of Intangible Cultural Heritage. Countries that are signed up to the Convention are required to map and provide support for intangible heritage (of which traditional craftsmanship is one of five domains), especially instances that are at risk of dying out.


8. The lack of training routes for people wishing to become heritage craftspeople. The few government-supported apprenticeships available are often poorly suited to the requirements of the sole traders and micro-businesses that make up the vast majority of the heritage crafts sector. Often accreditation is less important to the craft business in term of ensuring standards (for often the assessors are not specialists and do not have the required craft expertise), than for drawing down funding, for which it is essential. However, the few funded opportunities that are currently available go towards the salary of the apprentice and do not compensate the trainer for the time spent away from production in order to carry out the training, which is more significant the smaller the business. The lack of support for training is one of the main factors that has led to an ageing sector, with many craftspeople approaching or beyond retirement age with opportunities for passing on their skills diminished or passed.

9. The lack of creative subjects and haptic skills taught in schools. Many employers are finding that young people are leaving the education system with few practical skills, poor dexterity and hand/eye coordination. This stems from the reduction in creative and practical subjects taught in schools in favour of literacy and numeracy, feeding a neoliberal model of education whereby performance can be ranked and market forces relied upon to push up standards. The lack of skills training continues through further and higher education with many graduates of craft degrees reported to be unable to master the basic skills of using tools and working with materials effectively, having focused on theory and conceptual innovation for the majority of their degrees.

10. The lack of appreciation for heritage craft skills among the general public. This stems partly from the consequence of the lack of craft skills taught in schools, with older cohorts of adults having never worked with their hands or had the opportunity to appreciate the skill that goes into making the objects that surround them. It is also the result of the immediate availability of consumer goods and the increasing separation between producer and consumer in a globalised economy. Popular craft television programmes have gone some way to increase the appreciation of craft and this is a major positive, though programmes often focus on competition at the expense of a true appreciation of the craft skill.

11. The difficulties facing crafts businesses. This includes the bureaucratic burden for small businesses, business rates and the cost of workshop space, and competition with mass production and low-wage economies.

12. The lack of diversity in the heritage crafts sector. This stems partly from the lack of appreciation for heritage craft skills among the general public, as awareness levels fail to break through the barriers between sectors of society, particularly those relating to cultural background, ethnicity, and social class. Lack of funding for training and the inability to subsidise a struggling business from private funds from family members often means that those from poorer economic backgrounds are precluded from developing their interest. The HCA believes that the heritage crafts sector is structurally weaker as a result of its lack of diversity
By addressing and finding solutions for each of these strategic issues, the HCA believes that it can make great strides towards achieving its vision.

Approaches
The strategic issues laid out need to be engaged with in different ways depending on the nature of the issue. These can be divided into five broad approaches:
· Knowledge – increasing knowledge of the status of heritage crafts and the challenges faced

· Advocacy – influencing government, policymakers and funders to improve the likelihood of craft skills surviving and flourishing

· Safeguarding – ensuring that the highest standard of craft skills are passed from one generation to the next

· Support – supporting craftspeople to practice, nurture and pass on their craft

· Engagement – raising awareness and interest with the wider public

The first approach, Knowledge, is a way of working in its own right, but it also stands alone in that it informs each of the four other approaches by providing an evidence base upon which they can be strengthened.

The table below gives some idea of how these approaches can lead to the kinds of impacts that will help the HCA achieve its mission using a Theory of Change model.

	
	
	Knowledge
	
	Advocacy
	Safeguarding
	Support
	Engagement

	Impacts
	
	All stakeholders are aware of and in agreement about the case for supporting heritage crafts
	
	The government has demonstrated its commitment to heritage crafts through legislation and practical support
	Fewer craft skills are being lost as a result of problems relating to skills transfer
	Craft businesses are more resilient and sustainable and craftspeople from all backgrounds have the resources they need to participate
	More people are aware of the importance and relevance of craft to our cultural heritage

	Outcomes
	
	An improved evidence base to support advocacy, fundraising etc
	↓ Evidence base ↓
	Policy decisions are influenced in favour of heritage crafts
	More craftspeople remain in the sector and more new craftspeople are trained. Crafts are recorded where one-to-one transmission is unfeasible
	Crafts businesses are better resourced and networked to deal with the strategic issues facing them
	Interest in and awareness of heritage crafts expands and the market for heritage craft products strengthens and perceived value increases

	Activities
	
	Carry out research on endangered crafts, the economic importance of crafts, and the cultural significance of crafts. 
	
	· Meetings with government officials

· All-Party Parliamentary Group for Craft
· Engage with UNESCO and other partners on ICH
· Develop partnerships with other organisations seeking similar outcomes
	· Endangered Crafts Fund
· Develop training routes through partnerships in the education and learning sectors

· Digital media to record endangered crafts
	· Provide advice and guidance resources

· Develop access to funding
· Provide networking opportunities
· Support provided through membership benefits
	· PR / social media / marketing
· Makers Directory

· Events

· Work with broadcasters and filmmakers on television and radio and social media content


Strategic framework

The strategic framework below sets out exactly what the HCA plans to do to address each of the strategic issues, what timescale it plans to do it in and how it will recognise whether or not it has been successful.

	Strategic issue(s) addressed
	Approach
	Aim
	Activities (18 months)
	Activities (3 years) 

	1. Lack of government support
4. Lack of appreciation among general public
	Knowledge
	Develop the HCA Red List as a key source of heritage craft viability data
	Red List is updated and refined in for presentation at the HCA Conference April 2021.

Two craft-specific symposia are run to unpack some of the broader craft categories and engage communities of practice.
	Red List is continually monitored and updated every two years, with results/stories actively disseminated to the press.

One/two craft specific symposia run per year.

	1. Lack of government support
4. Lack of appreciation among general public
6. Lack of diversity
	Knowledge
	Research into the heritage crafts sector to identify and address barriers to entry and increase diversity


	First-hand research with crafts people and stakeholders 

Compile and assess existing research relating to lack of diversity and barriers to entry
	Link with universities to offer research topics – e.g. lack of diversity in the craft sector, barriers to getting into craft, crafts and mental health

	1. Lack of government support
2. Lack of training routes
3. Lack of skills taught in schools
	Advocacy
	Influence government, policymakers and funders to improve the likelihood of craft skills surviving and flourishing
	HCA representation on All Party Parliamentary Group (APPG) for Craft
Build relationships with peers and MPs as a result of the APPG

Advocacy meetings with government officials, agencies and partner organisations on measures to overcome the six strategic issues
	Advocate for UK ratification of the UNESCO 2003 Convention on the Safeguarding of Intangible Cultural Heritage or the introduction of alternative measures of equivalent value
Grow links with UNESCO and international partners through the ICH Forum

Use members to advocate on behalf of the sector in a coordinated fashion through local/regional networks (see Support)

	2. Lack of training routes
5. Difficulties facing crafts businesses
	Safeguarding
	Administer a fund to help ensure that endangered crafts have a substantially improved chance of survival 
	Endangered Crafts Fund administered twice in 2020 in accordance with parameters informed by Red List research and Endangered Crafts Officer post
	Endangered Crafts Fund administered twice each in 2021 and 2022


	2. Lack of training routes

3. Lack of skills taught in schools
	Safeguarding
	Develop partnerships in the education and learning sectors
	Establish working relationships with groups such as City and Guilds and the National Heritage Training Group on the topic of training.

Initiate a working group to take forward agreed education/training pathways. 


	Learning programme initiated e.g. a ‘maker space’ in schools in a residency type programme

Training/apprenticeship pathways and funding available for endangered crafts

Develop more craft-based learning resources for non-specialist teachers


	2. Lack of training routes
	Safeguarding
	Create resources for capturing and preserving heritage crafts skills 
	Develop capacity to record digital media/film as a last resort to safeguard critically endangered skills when training routes are unfeasible
	Raise funds to create a collection of archive materials including digital media, written materials



	5. Difficulties facing crafts businesses
	Support
	Provide information resources to make craft businesses more sustainable
	Begin developing online resources for craftspeople – business support etc. 

Create a matching website to link potential trainees with training opportunities
	Full suite of online resources available to support crafts businesses


	3. Lack of skills taught in schools

4. Lack of appreciation among general public
6. Lack of diversity
	Engagement
	Encourage local ownership of HCA and initiate regional HCA groups 
	Pilot regional network e.g. South West, Birmingham and the West Midlands
	Regional networks initiated across the UK whose members are advocates, organise exhibitions/school programmes at a local level etc

	5. Difficulties facing crafts businesses6. Lack of diversity
	Engagement
	Ensure that membership of the HCA meets the needs of a diverse range of craftspeople


	Membership of HCA delivers additional benefits to members – e.g. advice and guidance, insurance, business support, information resources 


	Implement the recommendations of research to identify and address barriers to entry and increase diversity (see Knowledge)


	4. Lack of appreciation among general public
5. Difficulties facing crafts businesses
	Engagement
	Develop The Makers into a more detailed and joined up directory resource 
	Put plan in place to revise the Makers Directory subject to available resources

Link Makers directory to news, stories and general PR/social media

Publicise the Makers Directory and grow the listings


	Continually update and revise the Makers Directory so that it is the ‘go to’ place for people looking for craftspeople or information about crafts in a particular area

	4. Lack of appreciation among general public
6. Lack of diversity
	Engagement
	Facilitate a positive representation of heritage crafts in the media
	Work with media platforms, traditional and online to raise the profile of heritage crafts amongst the general public

Liaise with broadcasters on positive TV and radio coverage of heritage crafts
	Work with broadcast partner(s) to co-produce TV and/or radio content focused specifically on heritage crafts and the need to safeguard craft skills.

	4. Lack of appreciation among general public
6. Lack of diversity
	Engagement
	Participate in exhibitions and showcases


	Small show with 5-10 makers as part of London Craft Week

Participate in two high footfall events with partners

Start the planning process for a major public facing event of heritage crafts
	Major public facing event of heritage crafts

Continue to build on the success of the annual conference 



	4. Lack of appreciation among general public
6. Lack of diversity
	Engagement
	Run a suite of awards and facilitate national recognition of the best craftspeople


	Increase applications to the Heritage Crafts Awards and public awareness of the awards through publicity and developing the awards offering

Continue to submit nominations for National Honours to increase the profile of the UK’s best craftspeople
	Advocate for a government supported equivalent to a Living National Treasures scheme to celebrate the best craftspeople in the country


Appendix - environmental analyses

The following environmental analyses have been considered while developing the strategic framework set out above.

PESTEL
	Political
	· The British exit from the European Union
· Dominance of the UK Conservative Party in the current Parliament

	Economic
	· The promised ‘end of austerity’
· Uncertain trading arrangements following the British exit from the European Union

	Social
	· Increased emphasis on self-reliance and ‘the analogue’ as a reaction to the increased prevalence of digital technology
· Portfolio, contract and zero-hours working practices

	Technological
	· Increased reliance on digital technology and the demands of ‘screen time’
· Manufacturing automation leading to changes in working patterns

	Environmental
	· The climate emergency

	Legislative
	· Uncertainty about continued regulatory alignment with the European Union


SWOT

	Strengths

· The HCA has achieved a higher level of awareness and interest from the public, policymakers and partners internationally as a result of its work on the HCA Red List of Endangered Crafts.
· The HCA had a dedicated and highly skilled team of staff and Trustees.

· The HCA ‘punches above its weight’ and has influential contacts in the private, public and charitable sectors and a key role in the All-Party Parliamentary Group for Crafts.

· The HCA is highly appreciated by its existing supporters and advocates. 
	Weaknesses

· The HCA has low brand recognition compared with its competitors.
· The HCA is currently unable to access public funding as a result of funding streams prioritising contemporary arts and tangible heritage, and as a result is financially precarious in the medium to long term.
· The HCA currently has little influence in the education sector and moderate influence in the training sector.

	Opportunities

· Consumer ‘experiences’ are growing more popular as people realise that there is more to life than accruing material possessions, and the demand for convenient ‘packaged’ experiences is increasing.
· There is more interest in heritage crafts and endangered crafts amongst broadcasters and publishers.
· The British exit from the European Union and other factors may put more emphasis on the government to promote British heritage domestically and overseas.

· The climate emergency and other factors mean that there may be more emphasis on local and sustainable production and self-reliance, which the heritage crafts sector often (but not always) provides.
	Threats

· The HCA continues to struggle to attain financial sustainability.
· The education sector continues to shun creative and haptic subjects in favour of measurable attainment in literacy, numeracy and IT.

· The training sector continues to focus exclusively on a narrow vision of the jobs seen to serve the neoliberal growth economy and doesn’t include heritage craft skills.
· The majority of the public continue to view heritage crafts skills as irrelevant to modern life.

· The heritage crafts sector continues to be recognised as a white middle-class sector.

· The British exit from the European Union and other factors reduces the movement of craftspeople and skills, and may contribute to a feeling that cultural diversity is undesireable.

· The climate emergency threatens the movement of materials and products. 























� The HCA defines heritage crafts as ‘practices which employs manual dexterity and skill and an understanding of traditional materials, design and techniques, and which have been practised for two or more successive generations.’ This includes crafts that have originated outside of the UK and that have travelled here with migrant communities.


� See HCA (2019) Ten Years in the Making.
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