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Invitation to Tender for a Heritage Consultant to Prepare a Conservation Management Plan (CMP)
Margam Castle, Margam Park
Client: Neath Port Talbot County Borough Council
Project: Reimagining Margam Castle, National Lottery Heritage Fund (NLHF) – Development Phase
Tender Reference No: 
Submission deadline for tender: Sunday 31st May 2026 12:00hrs
1. Introduction
Margam Castle is a Grade I listed building of exceptional architectural, historic and communal significance, located within Margam Park, itself a landscape of national importance. 
Neath Port Talbot Council has secured NLHF Development Phase funding to progress proposals for Reimagining Margam Castle, being Phase 1 of a wider masterplan. The Development Phase will advance design proposals to RIBA Stage 3, develop a sustainable future use, and prepare a Round 2 (Delivery Phase) application to The National Lottery Heritage Fund.
About Margam Park, Margam Castle, and the Reimagining Margam Castle project
Covering around 330 hectares, Margam Country Park (www.margamcountrypark.co.uk) is a site of exceptional historic and scenic value located within Neath Port Talbot. It was designated a Country Park in 1974 and is listed as Grade I on the Register of Landscapes, Parks and Gardens of Special Historic Interest in Wales. It contains three Scheduled Ancient Monuments, four Grade I Listed Buildings & Structures, three Grade II* Listed Buildings & Structures and 12 Grade II Listed Buildings & Structures. Margam Country Park also lies within the Margam Mountain Landscape of Historic Interest in Wales and is listed as a site of local importance by Natural Resources Wales. As well as being a historic deer park, the parkland, pastures and woodlands support a range of plants and animals and are priority habitats for a myriad of national and locally important species. Margam Park has a very high level of accessibility to the regional road system and M4 motorway. As a regional attraction, Margam Country Park draws a significant number of tourists to the area and acts as an events venue. Education provision for local schools and colleges is delivered by the Field Studies Council from their site within the Park.  
Margam Castle is a Grade I listed building described as a 19th century Tudor-Gothic mansion of exceptional quality, and with some spectacular features such as a vast staircase hall and octagonal tower. Built in 1830-1840 by Thomas Hopper for Christopher Rice Mansel Talbot. Margam Castle was built of Pyle ashlar stone sourced from the nearby Pyle quarry and arranged around three courtyards, it has two main storeys with a gabled third storey. A dramatic octagonal tower with attached stair turret rises two storeys above the main house. The main entrance is a Gothic, two storey gabled porch.  
Until 1942, the Castle and estate remained in the ownership of the Talbot family when it was acquired by a local landowner, Sir David Evans Bevan, and in 1974 by the County Council, the present owners, when it was of ruinous state. The house was extensively damaged by fire in 1977; some restoration work has been undertaken, and parts of the house are in use as offices. The Entrance Hallway and Staircase Hall is open to the public. The Library, Dining Room and Drawing Room are now used for a variety of events such as paranormal events, exhibitions and seasonal events.
The biggest priority for Reimagining Margam Castle is to halt the extensive decline of the Castle. Various phases of emergency works have taken place in recent years totalling over £2.5m but there is no costed programme of repair and maintenance across the whole building. Works are reactive in response to high risk or opportunistic in relation to short notice external funding. 
The At Risk status of the Castle is an indication of the need to undertake a comprehensive programme of repair and conservation works but the available funding means that this must be restricted and delivered in phases. The priority is to make the Castle wind and watertight, there are holes in the roof and missing rainwater goods leading to significant water ingress. There is a need for extensive stonework repairs as recent works to chimneys and finials have shown just how precarious these are – plus the condition survey reveals just how much damage is being done by the lack of basic items such as gullies and downspouts. Thus, all external works must form part of the phase 1 project even though this will take up the vast proportion of the available funds, with the aim of safeguarding the Castle for future generations and making the park more sustainable by reducing the significant annual repair costs.  
Internal repair and conservation works can only be afforded on the ground floor within the funding available for this phase of work, and this also fits with our remodelling and adaptation plans. There are significant works needed to the former library, drawing room, dining room and the southern wing of the building which has had no real use for over 50 years as they are to be brought back into public use to house the new visitor offer and facilities: 
- a new café (c.70 covers) to complement the current catering provision, enhancing the visitor experience as well as generating additional income to cover the increased management and maintenance costs 
- creation of new public spaces providing programmable and exhibition spaces in the current library, drawing room, dining room and staircase hall providing a significant new draw as a visitor experience, attracting new and more diverse audiences to the Castle  
The Castle requires no major alteration to room layouts to achieve the project vision. All rooms and courtyards will require conservation repairs, redecoration, new finishes, and material upgrades.  
There is currently no heat and light provision to many rooms on the ground floor and the existing boiler would not be sufficient to cope with the additional requirements. The material upgrades are required to bring comfort levels to the required standard, improve sustainability and improve the efficiency of the running of the building.    The current toilet provision needs to be upgraded to meet the anticipated increase in need, as well as ensure that the building meets accessibility requirements of the local community and visitors.
11 species of bats have been recorded roosting and foraging in the Castle itself and due to the nature of the building, they use almost the entirety of the space (excluding the current office space).  The Castle therefore forms an important resource for bats in the County and may be one of the most diverse sites in Wales, if not the UK.  Bats are afforded protection under the Wildlife and Countryside Act and the Conservation of Habitats and Species Regulations.  Previous repair work to the Castle has been undertaken in compliance with these legislative requirements, either through a derogation licence from Natural Resources Wales or under supervision of a bat ecologist to ensure ‘continued ecological functioning’ requirements are met.  The extent of use of the Castle by bats have been surveyed over a significant number of years, which has allowed the previous repair works to proceed. 
Client’s aims for the Project 
Reimagining Margam Castle Project aims to bring this fabulous building into sustainable, long-term use, specifically; 
1. Safeguarding the Castle for future generations by carrying out repairs to the envelope of the building thus preventing further deterioration and significantly reducing annual repair costs. 
2. Creation of a new, compelling visitor offer within the key ground-floor spaces allowing the Castle to facilitate a range of activities or exhibitions designed to enhance the visitor experience and provide the infrastructure for income generating and visitor attracting opportunities thus creating a more resilient asset. 
3. Enable a wider range of people to be involved in heritage and make heritage more accessible through an ongoing programme of events and initiatives, interpretation, community engagement and volunteering. 

4. Protecting, enhancing, and interpreting the rich heritage and unique ecology of Margam Castle 
5. Provide heritage learning, training and educational opportunities. 
6. Assist in the reduction of the operating deficit for the park by increasing visitor numbers, dwell time, secondary spend, and reducing the ongoing building costs. 
7. To be a catalyst for economic, social, and cultural regeneration 
8. To be a flagship project delivering against the Council’s strategic priorities for culture, tourism, well-being and the environment 
During 2022-2024, specialist consultants were appointed to deliver an options appraisal and feasibility study for Margam Castle with funding from The National Lottery Heritage Fund. Findings from this feasibility work have informed the successful Round 1 (Development Phase) application to The National Lottery Heritage Fund for a major grant.
As part of the feasibility study and options appraisal an overall master plan was devised for the whole Castle including all courtyards and outbuildings. A number of streams of work fed into this but from a cost perspective the drivers were: 
· an overall condition survey carried out by Purcell early in 2023 – this revealed serious defects in the Castle fabric which prompted Cadw to increase the At Risk rating of the Castle. The repair and conservation bill alone was over £9m. 
· the exploration of new uses informed by community and stakeholder consultation, business planning and development work with key partner organisations – leading to a capital conversion cost in the region of £20m. 
· the development of ideas around interpretation, community use, learning programmes, events and activities plus the associated staffing costs for a 5-year project adding a further £3m. 
These costs were based on a single phase project, however, a project with a budget of £30m+ is not one that the Council could progress without phasing. The current project is a deliverable and fundable phase 1 concept alongside which there are indicative future phases. The phase 1 project – Reimagining Margam Castle – has been shaped to meet the funding priorities of the investors, namely Neath Port Talbot Council and The National Lottery Heritage Fund. The success of the project is dependent on managing costs carefully and ensuring best value is achieved when undertaking the works. 
Client’s Approach
1. To ensure Margam Castle is ‘inclusive by design’ to ensure the widest range of people can access our building and stories independently, equally, and with dignity. 
2. To create a sustainable, relevant and contemporary visitor offer, grounded in a deep understanding of the needs and interests of both core and target audiences, placing the Castle at the heart of Margam Park, creating memorable experiences and reasons to return. 
3. To use all the opportunities afforded by the capital project to involve people and communities in the development of the project– reflecting and informing best practice in collaboration, co-creation and place-making, creating a sustainable network of engaged audiences, and making a tangible difference in the lives of participants through training, sills development, and collaboration. 
2. Purpose of the Commission
A Conservation Statement for Margam Castle was previously prepared by Purcell Architecture for the Development Phase application to NLHF and is attached as an appendix (A), along with the feasibility stage report (appendix B), also prepared by Purcell Architecture.
The Council are now seeking a highly experienced Consultant to prepare a full Conservation Management Plan for Margam Castle to the standard required for a Delivery Phase application to NLHF. The Consultant should have extensive experience delivering CMPs for Grade I listed buildings, and experience of working on NLHF-funded projects.
The completed CMP will be a core decision-making document, helping us retain the significance of the heritage asset through the project. The CMP will inform and shape our:
· long-term management strategy;
· proposals for repair and refurbishment;
· proposals for new uses;
· proposals for interpretation and engagement;
· project development;
· access plan;
· training plans;
· volunteering plans;
· 10-year management and maintenance plan;
The Consultant must ensure the CMP follows NLHF and Cadw guidance on conservation planning both in terms of the conservation planning process and the structuring of the written plan.
In addition to the NLHF and Cadw guidance, the consultant should also incorporate and develop policies for interpretation and potential museum use of Margam Castle. A feasibility study on the potential for a new museum for Port Talbot identified a role for Margam Castle within a distributed museum and heritage ecosystem across Neath Port Talbot. The consultant shall:
· assess how interpretation can support significance;
· identify spaces appropriate for display, interpretation or exhibitions; and,
· provide guidance on the limits and opportunities of using the Castle as part of a wider museum network.
3. Existing documents
The Consultant should make use of existing resources, in particular they should take account of the following documents:
· Conservation Statement – the consultant should take note of the recommendations for further research (as well as themselves identifying any new areas of research).
· NLHF Development Phase Application
· Ecology surveys
· Feasibility stage condition survey (structural, M&E)
· Stage 0/1 architectural proposals
· Heritage Impact Assessment (this work has been commissioned by the Council and takes in Margam Castle, planned completion is June 2026)
· Margam Interiors Project http://www.margamcountrypark.co.uk/37095 (including associated documents from archival searches)
· Port Talbot Museum Feasibility Study 
· NPT Strategies for Culture, Heritage, and Destination Management 
4. Research, Consultation and Engagement
The consultant will design and manage a plan for a proportionate research, consultation and engagement programme to ensure the active involvement stakeholders in developing the plan.
Specifically, reflecting the guidance published by NLHF, the development of the plan should proceed in four steps – headlines of the guidance have been reproduced below.
Step 1: Understanding our heritage – which should cover a description of the heritage asset, the local context, how the site has developed through time from the earliest point to the present day, relate heritage to the wider heritage context, and describe how the heritage is looked after. Any detailed supporting information, such as a site gazetteer, area character appraisal, inventory of a collection or other survey, or audit reports, should be contained in appendices.
Step 2:  Summarising heritage value - set out what is important about the heritage, why and to whom it is important. The Consultant should cover the heritage as a whole, but also identify the specific values of individual parts in more detail, preferably in a gazetteer.
Step 3: Investigating risks and opportunities – the CMP should consider and explain the ways in which our heritage might be vulnerable and any potential threats to its long-term survival. The Consultant should a include a summary of the opportunities for protecting or better revealing the value of our heritage, such as conserving historic buildings or landscapes, increasing access or providing better visitor facilities. Opportunities should be identified for improving the condition of the site and how it is managed, and how the benefits it provides for people and society can be maximised.
Step 4: Policies – the Consultant should prepare the policies as a series of aims and objectives that are specific to our heritage. The policies also need to be consistent with any local, regional, national or international policies and regulations and should refer to any relevant conservation standards. Policies should cover the following, as set out in more detail in the NLHF guidance: Conservation, maintenance and repair; Making changes – adaptation and new work; Improving access; Protecting the environment; and Managing information about our heritage.
Research
The Consultant will identify and carry out research in new areas where required by gaps in existing knowledge, and should:
· Engage with existing HEI stakeholders and identify any opportunities to build on previous research
· Consider the use of volunteer researchers where appropriate, and provide or ensure professional oversight and training
· Ensure academic and volunteer research is appropriately validated and referenced
· Clearly identify any remaining gaps in knowledge.
Consultation

Those who need to be consulted with in preparing the plan include but are not limited to:-

· Those directly involved in caring for Margam Castle
· Current building users, including Friends of Margam Park
· NPT officers across core Council Services including but not limited to Countryside and Wildlife, Regeneration, Property, and Economic Development
· Wider community and interest groups, societies, and specialists
· Statutory organisations

Engagement

The Consultant shall deliver at least three public-facing engagement opportunities, which may include:
· An online or in-person public talk introducing the project and the purpose of the Conservation Management Plan.
· A guided site tour or walk focusing on the history, significance and conservation challenges of the Castle.
· A workshop or practical session exploring historical research, archives, archaeology or building evidence.

These activities may be delivered in partnership with the Client, Friends groups, local societies or academic partners.

The approach for engagement and consultation must:
· Enable people to contribute knowledge, memories, perspectives or questions.
· Support understanding of the site’s heritage and significance.
· Inform the identification of heritage values, risks and opportunities.
· Help build long-term local ownership and advocacy for the site.

The Consultant shall:
· Ensure activities are accessible, inclusive and proportionate.
· Consider a mix of in-person and digital engagement.
· Provide clear, welcoming communications and opportunities for participation.
· Record engagement activity, attendance and key themes.
· Summarise findings clearly and demonstrate how engagement has informed the CMP.
· Include a short engagement report or appendix within the CMP.

The Council will support the Consultant in identifying and facilitating introductions to key contacts and groups as well as facilitating wider public engagement opportunities. The Consultant is expected to coordinate with other specialist consultants (including Activity Planners, Interpretation Planners, or Business Planners) to avoid duplication and/or consultation/conversation fatigue.
5. Deliverables
A Conservation Management Plan presented in the format as described by the table of contents detailed in the NLHF guidance.
Copies of the final plan should be provided in digital and accessible formats suitable for sharing with stakeholders and all those who were involved in preparing it. The CMP will be published on the Council’s website.
6. Copyright
The author will grant the Council licence to use the plan for any purpose.
The consultant must clear the copyright of any illustrations or other material used.
New material collected during the preparation of the plan will be passed to the most appropriate local repository.
7. Timetable
An indicative timetable for the Development Phase is as follows, dates may be subject to change:

	Closing date for ITT
	31st May 2026

	Interviews
	w/c 15th June 2026

	Anticipated contract start
	6th July 2026

	RIBA Stage 0/1 review
	July/August 2026

	RIBA Stage 2
	August 2026 – January 2027

	RIBA Stage 3
	January 2027 – June 2027

	NLHF Round 2 application submission
	Towards end of 2027



8. Budget
There is a maximum budget of £8,000 (excluding VAT) for this commission.
9. How to apply and information for bidders
Interested consultants are invited to submit a proposal by the deadline of 12:00hrs on 31st May 2026.


Clarification questions: may be submitted via j.m.davies@npt.gov.uk  up to 20th May 2026.

Your proposal should include the following – please use this section as a checklist to ensure your submission is complete:

1. A written response to the following Quality Questions 

	Question
	Weighting and Page Limits per question
(Quality 60%)

	Q1 Organisation and Track Record
· Please introduce your organisation and provide examples of three similar projects delivered in the past five years, including details of scope, outcomes, and client testimonials. Please highlight areas of relevance for this project. Please also highlight role on project played by proposed team members that will work on Margam Castle

· Please provide two copies of a completed CMP for a similar project.

	30%
1 page maximum (excluding example plans)

	Q2. Skills and Experience
· Please provide a summary CV for each team member who will be working on the project. Please clearly identify and explain any arrangements for any areas of work that will be subcontracted.

	30%
2 pages maximum

	Q3. Methodology and Approach
Please describe your methodology for delivering the Conservation Management Plan for Reimagining Margam Castle. Your answer should include:
· Your method statement which sets out how you will approach consultation and engagement, this must include (but not be limited to):
· how stakeholders and wider audiences can be involved, please include information about  methods you propose to do this, including workshops, events, exhibitions, open meetings and how you will manage consultation on written drafts. Please identify/quantify outputs and outcomes of consultation and engagement.
· Your strategy for approaching background desk research and fieldwork.
· Your approach to working with the Design Team (including Conservation Architect) and Interpretation Planner.
· Please confirm that you are able to comply with project timelines set out in this document.

	30%
3 pages maximum

	Q4. Programme
Please supply an outline programme for the scope of works in this specification aligned to the timetable noted above, including milestones and dates. Please clearly identify time for involving people and consulting on drafts.
	10%
1 page maximum



2. Your fee proposal which should be a single lump sum fixed fee inclusive of all normal expenses and overheads based on the services set out in this specification. You should show a breakdown by activity, including day rates for each team member, and resources allocated to each work stage indicated in your programme. Please note any exclusions from your fee. The maximum budget for this appointment is £8,000. Please complete the Form of Quotation (appendix D) to submit your price.

3. Please provide details of two referees who would be willing to discuss the Suppliers performance. For each please include:
Full name of referee
Job title
Organisation name, and registration number (if applicable)
VAT registration number (if applicable) 
Contact details including, address, email address, and telephone number
Description of works carried out and contract value (no more than 150 words)

4. Please include the following supplier information with your proposal
a. Name of organisation
b. Registered address
c. Primary contact (name, email, telephone)
d. NPT Council require the following insurances. With your submission please provide details of the insurance cover you currently hold, or are willing to obtain, to meet Neath Port Talbot Council’s requirements, including policy limits and renewal dates.

	(a) public liability insurance with a minimum limit of £10,000,000 per any one occurrence, number of claims unlimited;
	

	b) employers liability insurance with a minimum limit of £5,000,000 per any one occurrence, number of claims unlimited; and
	

	(c) professional indemnity insurance with a minimum limit of £500,000 each and every claim, number of claims unlimited.
	



e. NPT Council’s terms and conditions will apply to this appointment and are attached at appendix C.

Evaluation Method Statement (60% Quality / 40% Cost)

Tenders will be evaluated using a Most Economically Advantageous Tender (MEAT) approach, based on a balance of quality and cost.
· Quality will be weighted at 60% of the total score and assessed using the scoring matrix below.
· Cost will be weighted at 40% of the total score and assessed based on the total fee submitted, evaluated in accordance with the pricing schedule.

The final score for each tender will be calculated by combining the weighted quality and cost scores. The tender achieving the highest overall combined score will be recommended for appointment.

Scoring Matrix

	Score
	Definition
	Rationale

	0 – Unacceptable
	Does not meet requirements
	The response fails to address the question, is irrelevant, or provides insufficient information to demonstrate capability. Significant gaps or misunderstandings are evident.

	1 – Poor
	Barely meets requirements
	The response addresses the question superficially but shows major weaknesses, omissions, or lack of understanding. Significant risk to successful delivery.

	2 – Below expectations
	Partially meets requirements
	The response shows some relevant experience or understanding but contains notable gaps, lacks detail, or provides limited confidence in delivery. Risks remain.

	3 – Meets expectations
	Satisfactory response
	The response clearly meets the requirements of the brief, demonstrates relevant experience and understanding, and provides an acceptable approach with no significant concerns.

	4 – Exceeds expectations
	Strong response
	The response is well-evidenced, clearly articulated, and demonstrates strong relevant experience, insight, and a well-thought-through methodology. Added value is evident.

	5 – Outstanding
	Exceptional response
	The response is exemplary, demonstrating exceptional expertise, deep understanding of the project context, innovation, and clear added value. No weaknesses identified.



How scores are applied
· A score of 3 represents a competent, acceptable submission that meets the Council’s requirements.
· Scores of 4–5 reflect increasing levels of confidence, insight, and added value.
· Scores of 0–2 indicate increasing concern or risk in relation to delivery.
10. Appendices
A Conservation Statement (Purcell Architecture)
B Feasibility Report (Purcell Architecture)
C NPT Council short form contract
D Form of Quotation
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