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The Business:  
 

Arnos Vale is a working cemetery providing a unique location for funeral services, burial and 
cremation plots, as well as a memorial to the citizens of Bristol who have died and been 
buried or cremated here in the last 175 years.  
 
In addition, it is a visitor centre attracting people who come to explore the 45 acre estate, 
enjoy the exhibitions, heritage, wildlife and environment at Arnos Vale, participate in 
events, visit the gift shop and relax in the cafe. The two Grade 2 listed Chapels and striking 
surroundings also make it a superb venue, unmatched in the local area, for weddings, 
corporate hire, musical and theatrical event.   

 
The Story:  
 

Arnos Vale Cemetery is a magnificent 45 acre cemetery in the centre of Bristol.  It opened in 
1837, the same year that Victoria came to the throne.   It is one of the earliest, best, and the 
only fully restored, example of a Victorian, Arcadian garden cemetery; it is universally 
regarded as leading the way for the curatorship of historic cemeteries in the twenty-first 
century.   
 
It is managed by Arnos Vale Cemetery Trust which, following a major restoration between 
2005 and 2010, unveiled the revitalised Cemetery to the public in May 2010.   
 
Arnos Vale Cemetery is now a national exemplar of how a decaying cemetery can be 
brought back to its former glory, providing new and exciting ways to engage visitors of all 
backgrounds and ages with a city’s history. It is a hugely significant place for Bristolians, who 
value it as a place of remembrance, an important working cemetery, a place of local 
heritage and historic importance, and a very special and much loved landscape. 
 
In 2010 Arnos Vale Cemetery Trust set five primary objectives towards which it agreed to 

work over the following 3 years. These have been regularly reviewed and the Trust 

considers they remain relevant for the duration of this business plan from 2014 until 2017:  

Primary Objectives:   

1. To re-establish Arnos Vale Cemetery as a place of choice for remembrance: 

a. To promote Arnos Vale Cemetery as a working cemetery 

b. To develop a wide range of services for the remembrance of family and friends  

2. To manage and interpret the historic landscape and to enhance Arnos Vale Cemetery as 

a habitat for wildlife   
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3. To promote wide awareness of Arnos Vale Cemetery’s social, historical, cultural, 

architectural & sculptural heritage  

 

4. To develop a wide learning and events programme for children and adults 
 

5. To create a financially sustainable future for the cemetery.  
 
 

Business Plan Review and Revision 2014 
 

At the time of the re-launch in 2010 a business plan was developed which the Trust regularly 
reviews for progress, in the process learning a great deal both about how to operate a 
cemetery, and the opportunities and limitations of the historic site and buildings. Based on 
early learning this was plan revised in October 2011 by the Board, with a refreshed vision 
and strategic goals setting the strategic direction for 2012 to 2015.   
 
By mid-2013 many of the initial  goals had been achieved. Cemetery Services business and 
enterprise activity had significantly increased in line with projections and, through 
community engagement, public relations and marketing visitor numbers had significantly 
increased, providing many opportunities for learning, wildlife preservation and heritage 
appreciation.    
 
However at a strategic review in September 2013 the  Board recognised that, whilst 
progress had been commendable, the scale and rate of development was not sufficient to 
ensure Arnos Vale Cemetery would become financially sustainable and, thus, stay safe 
forever.  It was agreed that a step change in approach and delivery was needed to 
significantly increase revenue for the Arnos Vale entity. 
 
The Board agreed that Arnos Vale Cemetery Enterprises activity must grow significantly, 
with the aim of contributing an annual £120K to Arnos Vale Cemetery Trust by 2017.    The 
Board recognised that this would be a  challenge, but one they were prepared to champion 
to secure the future of Arnos Vale.  This Business Plan sets out 5 ambitious business goals to 
push Arnos Vale through its next phase of development.   
 
This ambition is underpinned by a growing understanding of the market in which we 
operate and is based on activity to date, which have provided us with a better appreciation 
of the opportunities and the possibilities. This includes the recognition that capital 
investment and organisational development is fundamental to achieving the business goals;  
these have been identified  and provided for within the Business Plan. 
  



Arnos Vale Business Plan 
January 2014 

These considerations have led the Board to agree the following revised vision for the future 
of the Trust. 

 

Refreshed Vision 2014: 
 

Arnos Vale Cemetery will be a place of remembrance, recreation, heritage, wildlife and 
learning, which is sustainable, viable, and valued by all its stakeholders. 
 

 
Financial Targets 2014 to 2017: 
 

To deliver this vision, the Trustees have agreed the following financial targets. 
 
During the years 2014/15 and 2015/16, the Trust is prepared to invest in the future of the 
Cemetery by approving deficits in its financial results, funded by drawing on the Endowment 
Fund managed on its behalf by Quartet Community Fund, as permitted by the agreement 
under which the Endowment Fund was established in 2003. 
 
By 2017 the Trust will be operating at a break-even level for the whole of its operations, 
with Arnos Vale Cemetery Enterprises contributing £100K towards the running costs of the 
core cemetery and public engagement activities. 
 
By 2017, the Trust will have raised a gross amount of £1M through the Heritage Lottery 

Fund Catalyst scheme which will have created an Endowment Fund of £2M to provide for 

the future financial viability of the Trust.  
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Three Year Business Goals 2014 to 2017: 

1.  Cemetery Services  

Provide a wide range of cemetery services to meet customer demand and achieve primary 

objective 1 by making Arnos Vale a place of choice for funerals, burials and remembrance, 

generating annual revenue of £100,000 by March 2017.  

2.  Public Engagement, Partnerships and Learning 

Deliver a varied programme of learning, cultural and leisure activities to directly support 

Arnos Vale’s charitable objectives (2, 3 and 4) and to encourage new and returning visitors 

to Arnos Vale.  The aim is to reach an annual income of £50K by March 2017 which will be 

achieved from sales and funding/grants secured to support our ambitious programme of 

events.   

3.  Fundraising 

Raise £1m for the Arnos Vale Endowment Fund by 2016 enabling us to build the fund to a 

total of £2.0m by 2017 as a contribution to the financial sustainability of the organisation 

(0bjective 5) enabling us to keep Arnos Vale viable into the foreseeable future.  

4.  Landscape 

Develop and deliver a fully costed three year landscape and site management plan, which is 

committed to the environmental and economic sustainability of Arnos Vale Cemetery. 

5.  Enterprises 

Contribute to the financial sustainability of Arnos Vale Cemetery by achieving annual 

revenue of £240,000 by March 2017, giving rise to a contribution of 40% to Arnos Vale 

Cemetery Trust running costs.   This will be achieved through a combination of high quality 

offers, services and facilities, sympathetic to the ethos of the Cemetery, and by delivering an 

excellent customer experience across a range of enterprise activities.    
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1.  Cemetery Services  

A wide range of cemetery services will be available to meet customer demand making Arnos 

Vale a place of choice for funerals, burials and remembrance, achieving an annual income of 

£100,000 by March 2017.  

Priorities for 2014 to 2017 

1.1. Continue to raise awareness with the general public that Arnos Vale is still a working 

cemetery, specifically marketing new burial plots available for sale, chapel facilities for 

funerals, memorial services and catering for after service receptions. 

1.2. Review the Cemetery Services Strategy with particular emphasis on identifying and 

developing new areas of the cemetery for burial, interment of ashes and memorialisation 

and reassessing our pricing structure taking into account supply and demand of cemetery 

services within Arnos Vale and across the wider Bristol area. 

1.3. Conduct a feasibility study into woodland burials in the ‘old orchard’ area of the 

cemetery with the aim of developing and launching woodland burials in spring 2015. 

 

2.  Public Engagement, Partnerships and Learning 

Deliver a varied programme of learning, cultural and leisure activities to directly support 

Arnos Vale’s charitable objectives (2, 3 and 4) and to encourage new and returning visitors 

to Arnos Vale.  The aim is to reach an annual income of £50K by March 2017 which will be 

achieved from sales and funding/grants secured to support our ambitious programme of 

events.   

Priorities for 2014-2017 

2.1. Gain a better understanding of current visitor data and plan systematic and prioritised 

data gathering from customers, visitors and donors during 2014-15 in order to set a robust 

baseline for visitor types and numbers and agree a strategy for encouraging year on year 

target increases.    

2.2.  Generate a positive and compelling answer to the question “Why would I want to visit 

and/or support Arnos Vale Cemetery?”  by continuing to develop and deliver a programme 

of events, either alone or in partnership, that are refreshing and engaging and which will 

bring new and repeat visitors to Arnos Vale.   

2.3. Build on Arnos Vale’s growing reputation for excellence in school visits, support of the 

national curriculum and further and higher education courses, and families by increasing 
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take up and refining formal and informal learning opportunities that engage schools, 

colleges, universities, independent researchers and adult learners with Arnos Vale. 

2.4. Manage a team of volunteer researchers, tour guides, student placements to deliver a 

wide ranging research programme that is both pro-active in creating and discovering new 

information for interpretation and responsive to requests for information that will 

contribute to event programming and continuing to improve the visitor experience. 

2.5. Establishing a unique niche in the city and region’s events calendar, alongside and 

complementary to other public venues and heritage sites. 

 

3.  Fundraising 

Raise £1m for the Arnos Vale Endowment Fund by 2016 and continue to build the fund to a 

total of £2.0m by 2017 as a contribution to the financial sustainability of Arnos Vale 

Cemetery (0bjective 5), thus keeping Arnos Vale safe for the foreseeable future.  

Priorities 2014-17  

3.1. Deliver the priorities set out in the Arnos Vale Endowment Fundraising strategy agreed 
in January 2014, including raising funds via:  
 

 Trusts and Foundations 

 Individual major and mid-range donors  

 Direct mail and regular giving  

 One-off and on-site fundraising  

 Corporate support 

 Community fundraising 
 

3.2. Continue to apply to relevant major trusts which do not permit applications for endowments 

with a view to submitting revenue and or small capital applications to support fundraising and other 

core costs.  

3.3. Consider and agree priorities for the Arnos Vale Cemetery fundraising strategy beyond 

the catalyst endowment campaign which ends in June 2016. 

 

4.  Landscape 

Develop and deliver a fully costed three year landscape and site management plan, which is 

committed to the environmental sustainability of Arnos Vale Cemetery. 

Priorities for 2014-2017 



Arnos Vale Business Plan 
January 2014 

4.1. To complete the programme of capital improvements identified for 2014-2017 to the 

agreed timescale and within budget, continually looking for opportunities to use pro-bono 

help, volunteer support and external funding which may become available during the 

period.   

4.2. Conduct a review of the existing Landscape Management Plan to include updating 

ecological surveys and to reflect progress to date, current and future needs of the Cemetery 

as well as good practice in conservation, biodiversity and health and safety.  Set Landscape 

Management priorities for the next 5 years.   

4.3.  Grow capacity within landscape volunteers team to enable Arnos Vale Cemetery Trust 

to bid for and effectively deliver a contract for the Commonwealth and War Graves 

Commission, maintaining 229 war graves on site and generating an annual income of 

£2,500.  

4.4.  Ensure the delivery of the seasonal landscape implementation plan and ongoing 

buildings programme of work at Arnos Vale and develop a communication plan so that 

Trustees, staff, volunteers and the community have a good understanding of the tasks to be 

achieved and timescales.    

 

5.  Enterprises 

To contribute to the financial sustainability of Arnos Vale Cemetery by achieving annual 

revenue of £240,000 by March 2017, giving rise to a contribution of 40% to Arnos Vale 

Cemetery Trust operational costs.   This will be achieved through a combination of high 

quality offers, services and facilities, sympathetic to the ethos of the Cemetery and by 

delivering an excellent customer experience across a range of enterprise activities.    

Priorities for 2014-2017 

5.1.  The Corporate Offer:  Develop and deliver a business to business sales and marketing 

strategy that targets and attract corporate clients to use Arnos Vale as their chosen venue 

for events such as team building days, conferences, meetings and other business functions. 

 

5.2.  Weddings: Develop and deliver a wedding business sales and marketing strategy that 

encourages initial enquiries and aims to achieve a conversion rate of 50% of initial enquiries. 

To ensure that throughout the business relationship the client receives excellent customer 

service and experiences a seamless service between Arnos Vale Cemetery, Whisk! and the 

wedding coordination service, leading to positive feedback post event.  
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5.3.  Music and Theatre: Proactively target promoters, musicians, and theatre groups to 

build a programme of music events making Arnos Vale known as a renowned venue for 

music and theatre.  

 

5.4.  Health and Well-being: Build on the existing yoga classes by proactively marketing the 

ambience of the site and its facilities to attract a range of health and well-being teachers 

and practitioners making Arnos Vale known as a respected  centre for health and well-being.      

5.5.  Re-locate gift shop to a more central and visible location within Arnos Vale which will 

increase footfall and revenue. 

5.6.  Continue to research and look for further opportunities to develop enterprise activity 

which will significantly contribute to the target income of £240K by March 2017  

 

6.  Capital Investment and Organisational Development 

In order to achieve business plan priorities for 2014-17 a number of capital projects  have 

been identified as fundamental to Arnos Vale’s growth.  Projects have been prioritised and 

costed on the basis of:    

o opportunities to generate/increase income for Arnos Vale Cemetery Trust;  

o improving operational conditions and  

o improving safety and access for visitors to Arnos Vale.  

 

The total Capital Investment programme over the three years will require funding of in 

excess of £250K, as per the projects listed below. These have been included in the financial 

projections attached. 

 

6.1. Acoustics – improvements are needed in the non-conformist Chapel as feedback from 

customers has been that it is extremely difficult to pick up what is being said in the room, 

resulted in an overall negative visitor experience.  Feedback has confirmed that customers 

using the Spielman for meetings will not re-book with the acoustics as they are currently. 

This limits the number and range of bookings that can be taken in the venue. 

Acoustic reverberation systems have been explored and it is estimated that a solution will 

cost approximately £8K 

6.2. External Lighting - The darkness at the front gates and on ceremonial way between the 

front gates and the Anglican Chapel is extremely off putting for visitors and has resulted in 

cancelled bookings.  The lack of facilities in the Anglican Chapel make it imperative that 

visitors can walk safely between the Anglican and Spielman Centre.  Currently we rely on 

rigging up temporary lighting each time we have an event which is time consuming and has 
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limited effectiveness.  It is difficult to market evening events confidently when knowing the 

lack of lighting could be any issue for customers and visitors.  It is estimated that to install 

this external lighting will cost approximately £17K. We will also review the feasibility and 

cost of installing lighting between the Spielman Centre and the new Underwood Centre. 

6.3. Hearing Loop – The UK Disability Discrimination Act (DDA) of 1995 requires the 

elimination of discrimination against disabled people, including people who are deaf and 

hard of hearing in the workplace, in education and when accessing goods and services.  It is 

estimated that to purchase an induction loop and related equipment, installation and 

training with cost £4.5K. 

6.4. Site Signage – as the range of events/activities at Arnos Vale has expanded and the 

number of visitors has increased there has developed a plethora of different signs, some 

temporary, and some permanent signage that doesn’t account for latest developments e.g. 

cafe and Underwood centre.  Signage needs to be reviewed and branding agreed to ensure 

we communicate well and present a coherent and consistent image.  Cost estimated at £5K 

6.5. Re-location of shop – we have acknowledged that the gift shop is not currently located 

at the ‘hub’ of Arnos Vale’s activity.  People driving into the cemetery are unlikely to stop, 

and walkers often don’t venture right to the front gates.  Ideally the shop would be located 

nearer to the Spielman centre.  Possible options discussed included a ‘pop-up’ shop on 

Spielman terrace and a structure on the site of the old crematorium.  The costs of this 

project could be up to £130K. 

6.6. Woodland Burial -  Advice gained from the Association of Natural Burial confirmed that 

there is little regulation currently in this aspect of cemetery services.     However the steep 

slopes in the Old Orchard currently make access difficult and a  Forestry Commission 

Woodland Improvement Grant for £9600 has been awarded to introduce pathways and 

steps around the boundary and into the area making it accessible to the public, families and 

the funeral profession.  The additional cost to Arnos Vale Cemetery is estimated to be £10K.  

The site currently has dense tree coverage which can be coppiced to open up the canopy.  

However a survey needs to be carried out to investigate whether root coverage will cause 

grave digging to be problematic.  Land in the basin of the Orchard can become quite boggy 

and further investigation is also needed into the water table.  Survey work is estimated to 

cost £3K. 

6.7. Building Improvements – Currently we are extremely limited on office space.  Offices 

are small and have very limited cupboard space or room for any more furniture.  The 

Anglican Chapel has no storage, other than in the Crypt, accessed by steep steps.  This space 

is also used for exhibitions and is a stop on our most popular tours, so its storage capacity is 

limited.  All usable spaces in the Spielman are full and will not take any further equipment or 
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furniture. The basement of the old crematorium was intended to be used for storage but 

during the restoration project it was not treated and therefore remains too damp to use.  

It is therefore proposed that the West Lodge basement area is brought into use via a major 

refurbishment to provide the additional space we require. It is estimated this work will cost 

£40-50K. 

Tools are currently stored in the basement of the East Lodge and are spilling out into the 

volunteers’ space. It is proposed that a storage/workshop space is erected behind the East 

Lodge.  The structure would include an open-sided timber frame workshop built against the 

existing boundary wall with a workbench for maintenance and repairs along with suitable 

building for tool storage, with lockable cages for wheelbarrows and equipment.  It is 

estimated that this work will cost approximately £11K. 

6.8. Health and Safety Considerations outside East and West Lodge  - At the main entrance 

to Arnos Vale Cemetery there are gates for vehicle access and separate pedestrian gates.  

However, there is currently no mechanism to segregate pedestrians from cars and we need 

to look at how we can introduce this, partly to encourage pedestrians to walk in closer to 

reception and the shop, but also to ensure their safety in a busy multi use space.  

Additionally the ramps into both the East Lodge and West lodges are unsightly and, as they 

have to be put away each evening, are a manual handling risk.  A more permanent fixture in 

line with English Heritage criteria will be explored.  This work is still to be costed. 

6.9. Top Lodge – formerly home for the cemetery superintendent, this building has been 

derelict for a number of years.  In October 2009 the Bristol Buildings Preservation Trust 

carried out an options appraisal in order to propose new uses for the building and the 

repairs required.  The estimated cost of repairs at that time was £200K and the proposed 

use was for a cafe on the site.  Now, 4 years on in the development of Arnos Vale and its 

ambience, as well as very different market conditions, it is appropriate to re-visit this project 

and carry out a study to look again at options for future usage of the space and the capital 

investment needed.  The study is estimated to cost £5K.  Development of the Top Lodge is 

planned for the next business plan period. 
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7.  Organisational Development and Growth 

Arnos Vale Cemetery Trust has been through significant stages of development and change 

since the restoration project began in 2007.  The approach since the re-launch of Arnos Vale 

in 2010 has been to develop the organisation incrementally and to empower the team to 

develop new ideas, make decisions and evolve processes and systems to support work 

priorities. This has worked well, resulting in many successes as well as creating 

opportunities to develop in the future. 

The organisation during that time has grown and become more complex.  This coupled with 

ambitious plans for further development and growth means we now need to introduce 

robust management systems which support effective and efficient delivery of service as well 

as information to monitor and evaluate progress.  

There will also be a need to recruit additional staff in the Enterprises arm of the business  to 

deliver the additional revenue and contributions expected. The costs of these recruits are 

include in the financial plan attached to this business plan. 

Robust Governance 

To ensure arrangements to rotate and refresh the Board of Trustees are in place and that 

Arnos Vale Cemetery continues to recruit trustees with appropriate skills and experience to 

govern and support the organisation.  

Developing our People 

The team of staff and volunteers should feel valued, supported and with the skills and 

capability to deliver the Arnos Vale Cemetery business plan objectives.   The introduction of 

an annual review and appraisal system with clear business and development objectives for 

all staff will help this.   

The Volunteer Co-ordinator and staff line manager will support volunteers to achieve their 

ambitions through volunteering at Arnos Vale as well as providing clear parameters on 

objectives for them to work within.   

Customer Relationship Management 

The development of Salesforce database to hold all contacts and track relationships with 

visitors, customers, stakeholders and suppliers  

On-line Booking System 

The planned introduction of the EventBrite system will reduce staff and volunteer time in 

managing what has become a cumbersome and unwieldy manual bookings system.  Visitors 

will be encouraged to book on-line with tickets for some events available to purchase on the 

day in the shop.  
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VAT registration 

In preparation for increased income across Arnos Vale Cemetery and Arnos Vale Cemetery 

we will register for VAT to take effect from 1 April 2014. 

Marketing and Communication 

Internal communication plan to be developed, plus Business-to-Business and Business-to-

Customer marketing plans across each area of the total Arnos Vale Cemetery entity. 

 

 

Approved by the Board of Trustees 

January 2014 

 

Appendix 1 

Financial Projections 2013/14 to 2016/17 


