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1 Introduction 

1.1 The brief 
This survey and report were commissioned in December 2025 by The National 

Lottery Heritage Fund and Historic England. 

The purpose of the study is to understand how designated historic parks, gardens 

and cemeteries across the UK are being maintained and managed in response to 

climate change, through a literature review, stakeholder interviews and online 

research. A designated historic park, garden or cemetery is one that is assessed to 

be of special historic value by the relevant UK heritage agency, and which is listed 

on a heritage register or inventory. There are about 2,800 such sites in the UK. 

Historic parks, gardens and cemeteries is a term that is being used for the purposes 

of this report; the national registers and inventories also include other types of 

designed landscapes, for which the information provided in this report may also be 

relevant. 

Accelerating climate change is putting owners and managers of historic parks, 

gardens and cemeteries on the front line, yet many are thought to be poorly 

prepared. While larger and well-resourced organisations are actively engaged in 

mitigation and adaptation, many other sites, particularly small sites run privately or 

by small trusts, lack comparable access to expertise and resources, and hence may 

be more at risk. 

The objectives of this work are to: 

• better understand how historic gardens and demesnes are responding to 

climate change challenges which will provide insight into scale and need 

• identify the level of awareness among stakeholders of the tools and 

resources that are already available and what they are already using 

• understand how managers are identifying and assessing climate change 

related risks and threats, and what challenges and/or barriers they are facing 

• identify what factors are being considered in the management and 

maintenance of these places and how these factors are being prioritised with 

a view to better understand whether there is a balance between cultural and 

natural heritage significance 

• identify needs, opportunities, risks and possible demand for advice, tools and 

support 

• develop recommendations to help guide the sector’s strategic response 

This is not intended to be a ‘state of the nation’ inquiry but rather, a ‘snapshot’ of the 
current position and issues being faced, to guide decisions about direction and 

resources. The work will inform a route map for how bodies like the Heritage Fund, 

Historic England, and others can help the UK’s historic parks, gardens and 

cemeteries to adapt to climate change, while protecting and retaining their heritage 

values for future generations. Findings will be used immediately to inform the 

Heritage Fund’s 2026 - 2029 delivery plan. 
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1.2 Outputs and report structure 
The study comprises the following components: 

• literature review (Chapter 3) - a rapid review to inform the study team of what 

information is readily available to site managers, and which identifies gaps in 

the guidance 

• stakeholder interviews (Chapter 4) - development of a questionnaire (see 

Appendix 1), interviews with stakeholders, notes of each interview and a 

summary of the overall findings 

• online survey (Chapter 5) - an online survey (see Appendix 2) following the 

same structure and topics as stakeholder interviews to increase the sample 

size and reach 

• analysis and appraisal (Chapter 6) 

• recommendations (Chapter 7) 

• final report 

An overview of how the project was approached is contained in Chapter 2 – 
methodology. A list of participating sites is included at Appendix 3. 

1.3 Abbreviations and definitions 1 

Throughout the report, historic parks, gardens and cemeteries has been abbreviated 

to HPGCs. 

The National Lottery Heritage Fund is referred to throughout as the Heritage Fund. 

Definitions of conservation plan, management plan, heritage significance and climate 

resilience used in this report are set out below. 

Heritage sector terminology aligns with Heritage Fund and Historic England 

guidance. In Wales, Scotland and Northern Ireland, there are variations in approach, 

producing documents with different titles which serve the same, or similar, purposes. 

Much of the content of this document reports what site managers / head gardeners 

said in conversations, and not everyone uses the same heritage sector terminology 

in the same way. The authors have tried to maintain a balance between faithfully 

reporting the actual content of conversations while also respecting the need for 

accurate use of terminology for the sake of clarity. 

Conservation plan: a strategic document that sets out the history, heritage values 

and significance of a site, identifies issues, threats and opportunities, and specifies 

the policies required to conserve and protect that significance over time. 

Conservation plans are informed by detailed surveys and stakeholder engagement, 

tailored to the needs of the individual site, and should include information on all of 

the different types of heritage within a site. 

Management plan (or management and maintenance plan): a strategic document 

that identifies the current management situation, sets out aims and objectives, and 

details how these will be delivered through an action plan. Typically covering a 

minimum of ten years, the plan can include management and maintenance 

schedules of works or activities and should include a method of measuring progress. 
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For a heritage asset such as an HPGC, it should be informed by the analysis and 

policies in the conservation plan, when one is available, or otherwise outline 

significance and policies for management and maintenance to conserve, protect, 

manage and maintain a site and its significance over time. 

Heritage significance: the collective value of a heritage asset to this and future 

generations because of its heritage interest, which includes cultural and natural 

/ecological aspects of significance that relate to holistic place-based values. 

Significance is a collective term for the sum of all the heritage values attached to a 

place. Depending on the method, these can be grouped into four categories of 

evidential, historical, aesthetic and communal value, or described in terms of historic, 

architectural, artistic or archaeological interest. Consideration should be given to the 

contribution the site’s setting makes to its significance. 

Climate resilience: climate resilience refers to the capacity of systems, including 

communities, infrastructure, ecosystems and economies, to anticipate, resist, 

absorb, adapt to, and recover from, the effects of climate related hazards. In this 

report, the term is used specifically in relation to the HPGCs, and is understood to 

embrace site staff, managers and site management systems; site features and 

infrastructure; the natural environment within the site (and sometimes adjacent to the 

site, as in the case of water catchment issues); and the economics of managing a 

HPGC, including, where a site is open to the public, visitor management and 

engagement. The term is used to refer to resilience in terms of enabling conservation 

of overall heritage significance and embrace each of the different elements that 

make up a HPGC - horticulture, arboriculture, ecology, landscape, hydrology, 

infrastructure, and operational aspects. 

A climate-resilient system responds in a timely and efficient manner, including 

through the preservation and restoration of its essential structures and functions. For 

a HPGC, good climate resilience will reduce the impacts of climate change upon the 

site; strengthen adaptive capacity; enable shorter recovery times after extreme 

events; and lessen the likelihood that disruptions cause the permanent loss of 

historic value and heritage significance. 

1.4 Study team and acknowledgements 
The study team comprises Drew Bennellick, Project Lead, Heritage Fund; Erika Diaz 

Petersen and Gemma Woodfall, Historic England; and consultants Paul Bramhill and 

Ellen Bramhill, Bramhill Design; Dr Sarah Rutherford, Sarah Rutherford Historic 

Environment Ltd; and Claire Thirlwall, Thirlwall Associates. 

Our thanks go to all the head gardeners, site managers, owners and curators that 

volunteered to take part in the interviews, at short notice, and who gave their time 

freely. Thanks also to those who took time to complete the online questionnaire. 

Without you, there would be no output: your time and constructive contributions are 

very much appreciated. 
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1 Definitions, principles and guidance: 

• Conservation planning good practice guidance | The National Lottery Heritage 
Fund: https://www.heritagefund.org.uk/funding/good-practice-
guidance/conservation-planning 

• Management and maintenance plan good practice guidance, The National 
Lottery Heritage Fund: https://www.heritagefund.org.uk/funding/good-practice-
guidance/management-and-maintenance 

• Conservation Principles, Policies and Guidance | Historic England: 
https://historicengland.org.uk/advice/constructive-conservation/conservation-
principles 

• Maintenance, Repair and Conservation Management Plans for Historic Parks 
and Gardens, Historic England: 
https://historicengland.org.uk/advice/technical-advice/parks-gardens-and-
landscapes/maintenance-repair-and-conservation-management-plans-for-
historic-parks-and-gardens/ 

• Conservation Principles | Cadw: https://cadw.gov.wales/advice-
support/historic-assets/conservation-principles 

• Conservation Management Plans, Cadw: https://cadw.gov.wales/advice-
support/historic-assets/scheduled-monuments/looking-after-your-scheduled-
monument#section-conservation-management-plans 

• Managing change to Registered Historic Parks and Gardens, Cadw: 
https://cadw.gov.wales/advice-support/historic-assets/registered-historic-
parks-gardens/managing-registered-historic-parks 

• Managing Change in the Historic Environment: Gardens and Designed 
Landscapes | Historic Environment Scotland: 
https://www.historicenvironment.scot/publications/all/publication/?publicationId 
=83214207-c4e7-4f80-af87-a678009820b9 

• Climate resilient pathways: 
https://www.ipcc.ch/report/ar6/wg2/chapter/chapter-18/ 

• The Climate Dictionary, United Nations Development Plan 2023: 
https://www.un.org/climatesecuritymechanism/en/climate-dictionary 

https://www.heritagefund.org.uk/funding/good-practice-guidance/conservation-planning
https://www.heritagefund.org.uk/funding/good-practice-guidance/management-and-maintenance
https://historicengland.org.uk/advice/constructive-conservation/conservation-principles
https://historicengland.org.uk/advice/technical-advice/parks-gardens-and-landscapes/maintenance-repair-and-conservation-management-plans-for-historic-parks-and-gardens/
https://cadw.gov.wales/advice-support/historic-assets/conservation-principles
https://www.historicenvironment.scot/publications/all/publication/?publicationId=83214207-c4e7-4f80-af87-a678009820b9
https://www.ipcc.ch/report/ar6/wg2/chapter/chapter-18/
https://www.un.org/climatesecuritymechanism/en/climate-dictionary
https://cadw.gov.wales/advice-support/historic-assets/registered-historic
https://cadw.gov.wales/advice
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2 Methodology 
The study was commissioned in December 2025, when the literature review began; 

the project started up fully in January 2026, with a completion target of March 2026 

and final report by May 2026. 

The brief identified four discrete areas of work: 

• a literature review to examine readily available information

• stakeholder interviews with site managers or head gardeners to explore in

detail the impacts of climate change on individual sites and what support

would be most valued over the next few years

• an online questionnaire to broaden the survey

• analysis and reporting, bringing together the findings and informing client

recommendations

2.1 Literature review 
The literature review was undertaken by Dr Sarah Rutherford and was broadly in 

place to inform the start-up meeting. It was intended to identify missing themes or 

apparent knowledge gaps, as well as set out a bibliography of the existing materials 

available. The document was ‘left open’ in case further key sources were identified

during the rest of the project. Findings are summarised in Chapter 3. 

2.2 Stakeholder interviews 
It was envisaged that about 20 interviews would be achievable within the project 

timescale. 

A strategy was developed for selecting the HPGCs that would be approached to take 

part in the stakeholder interviews. 

A range of UK-wide maps defining different climate regions were examined. A 

simplified map developed from Met Office data, which provides broad climatic 

regions, was selected as being the most suitable for the purposes of this study (see 

Figure 2.1). It allows for achievable sample sizes in each region. It describes four 

broad climate regions: 

• northwest, which includes western Scotland, Northern Ireland and northwest

England north of the Mersey

• northeast, which includes eastern Scotland and northeast England from

south Yorkshire northwards

• southwest, which includes Wales and the West Country with an eastern

boundary following a broad line from Cheshire to Hampshire

• southeast, which includes the rest of England, encompassing East Anglia,

the home counties and Kent
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Figure 2.1 
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Seven or eight HPGCs per climatic region were then selected, to ensure 

representation of diverse types, size and management, and to explore whether 

specific criteria relate directly to climate change vulnerability. Criteria considered 

included: 

• type and age / period

• grade / listing tier

• size

• ownership, management and governance; for example, private, public, non-

governmental organisation, trust

Interview questions were then developed for the stakeholder interviews, covering 

four main areas of inquiry, namely: 

• What is their understanding of climate change and what impacts have

managers observed that they would attribute to climate change?

• How are managers strategically addressing the heritage significance of their

site in relation to climate change and have they adopted any form of climate

risk assessment?

• How are managers responding to change and prioritising actions in relation to

climate change; and what constraints or opportunities to their actions are they

experiencing?

• How are managers getting information about climate change, and what would

help them most over the next 12 months or so, to help them better respond to

the challenges? Specifically, what could organisations such as The National

Lottery Heritage Fund and Historic England most usefully do, to support

them?

The questions were trialled with two sites in early February 2026, refined and then 

used for all subsequent interviews. 

Considerable effort was put in to contacting head gardeners, owners and managers, 

via personal networks, professional connections and internet research. Around half 

of the sites contacted, 23, agreed to participate. 

The interview sample included stakeholders from a diverse mix of HPGCs, 
spanning private ownership, trusts, charities and NGOs, local authorities, and public 
bodies which represent a range of site contexts.

Findings from the interviews are set out in Chapter 4. 

2.3 Online questionnaire analysis 
Following the same structure as the interview questions a more specific set of 
questions was developed for the online questionnaire. This was designed to 
expand the reach of the study and give a broader insight into climate change 
issues of other HPGCs across the UK. The online survey was hosted by Historic 
England and ran for six weeks. 
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Methodology 

The Heritage Fund and Historic England heavily promoted the online survey to 

many networks and organisations across the sector, and their reach was such that it 

received 79 returns from designated HPGCs in a very short period. 

Historic England extracted the data from the survey. The survey data was exported 

using the inbuilt tools in Smart Survey, which can create graphs and tables from the 

online responses. This was provided to the consultants for analysis. Results of the 

online survey are set out in Chapter 5. 

2.4 Analysis and reporting 
The results of the stakeholder interviews and responses to the online survey were 

summarised. Analysis sought to identify trends across the various answers, by 

comparing and cross-referencing responses, and looking for commonalities and 

differences across the criteria sub-sets. 

The analysis process began with the interviewers simply discussing what they found 

and listing common threads emerging from the conversations. Data counts and 

searches were then used to test and confirm findings and ensure nothing of 

importance was overlooked. 

Results were examined with the aim of drawing together relevant information, 

exploring influential factors, and examining implications in relation to each of the 

discrete study objectives. Ideas for interventions were also discussed, especially 

where these were identified by stakeholders. 

Key findings were summarised and presented in an exercise considering the 

strengths, weaknesses, threats and opportunities facing HPGCs, which examines: 

• emerging strengths already evident in the sector’s response to existing

issues

• a range of weaknesses identified across the sector

• some threats to the future of HPGCs if climate change issues are not

addressed in a timely and holistic manner

• opportunities afforded by rising to the many challenges presented by climate

change

Analysis of the interviews and online survey are set out in Chapter 6. 

This report concludes with a set of recommendations developed to respond to the 

study findings, specifically the issues and needs raised in the interviews and online 

survey; priorities identified by stakeholders, and opportunities found through the 

analysis process. Recommendations are set out in Chapter 7. 
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3 Literature Review 
The literature review found that climate change advice relevant to HPGCs exists, but 

it is fragmented across sectors and presented at inconsistent levels of detail. 

The evidence base principally includes: 

• a substantial volume of strategic policy and position statements (particularly

from sector bodies, often published between 2000 and 2015)

• several generic toolkits and guidance notes that can be applied to decision-

making for HPGCs

• a small number of toolkits and guidance notes that directly inform decision-

making specifically for HPGCs

Strategic policy documents generally articulate organisational intent and high-level 

objectives, but do not translate consistently into detailed guidance for the full range 

of disciplines embedded in HPGC management. 

In parallel, a number of generic toolkits exist (including those from government and 

linked bodies) to support climate risk assessment and the identification of adaptation 

actions. However, these typically require specialist professional judgement to tailor 

them to the constraints of significance-led decision-making that is required for 

HPGCs. A limited amount of more detailed guidance on alternative methods and 

their effectiveness specifically aimed at HPGCs is available but is fragmented and 

does not cover the complete range of parameters that managers need to consider. 

3.2 Key relevant sources 
A small number of sources stood out as comparatively usable for HPGC managers 

because they either provide structured decision-support or address specific HPGC 

components in operational terms. The most relevant materials were distributed 

across the following bodies: 

• Historic Environment Scotland: an historic environment climate impacts guide

with a matrix approach that includes an assessment framework specifically

referencing HPGCs, alongside other asset types (for example buildings and

archaeology)

It is the closest example in this review to a step-by-step decision-support tool

for significance-led responses, but it would benefit from broader coverage and

greater depth on horticulture and day-to-day operational delivery.

• National Trust: an evolving suite of component-based guidance notes

(published iteratively) addressing specific garden and landscape features (for

example water features, lawns / grass paths, trees, cultivated plants, rose

gardens), plus related topics (for example wildfires, masonry/roofless ruins)

These are practical and accessible, though emphasis varies by topic and can

prioritise visitor experience over explicit conservation decisions.
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• Natural England: Climate Change Adaptation Manual (NE751), particularly

Part 2 Section 6 on wood pasture and parkland

This provides directly relevant impact pathways and adaptation responses for

parkland systems (including veteran trees and associated habitats) and fills a

significant gap where few other UK sources offer comparable guidance.

Further chapters in the suite of documents address other habitats and wildlife

typically found in HPGCs but are not specifically aimed at historic environment

issues.

• Royal Botanic Gardens, Kew: research outputs and advisory material on

climate impacts on plant collections and woody species, including work that

informs resilient tree selection (notably for London and the southeast)

This evidence is valuable for species selection and succession planning but is

particularly aimed at conditions in the southeast and not framed around

heritage significance or historic landscape character.

• Forestry Commission and Forest Research: guidance on adapting woodland

management and tools for assessing tree species suitability and selection

under future climates

This supports decision-making on resilience but does not directly address the

heritage-led requirement to retain (or evoke) historic landscape character

when substitution becomes necessary.

Taken together, these sources provide some useful resources; however, they are 

fragmented in format and terminology and, in respect of HPGCs, not comprehensive 

in scope. They require managers to translate between historic environment 

considerations, such as historic value, conservation planning, and fabric 

vulnerability; and sylvicultural / forestry and natural environment considerations, such 

as species resilience, habitats, soils and hydrology. The application of the guidance 

is currently left largely to individual HPGCs, which is likely to increase workload, 

raise the threshold for uptake, and create inconsistency in how risks and trade-offs 

are evaluated across the sector. 

3.3 Key gaps and missing themes 
Despite the presence of various toolkits, guidance and resources, which are not 

HPGC-specific, the review found an overall absence of a coherent, freely accessible, 

UK-wide guidance offer, in a single place, that takes an HPGC manager from 

understanding climate hazards through to prioritised, fundable actions that protect 

(or consciously adapt) significance. Specific gaps identified include: 

• whole-site risk assessment based on significances - practical methods to

assess climate impacts and associated risks across the full fabric, character

and heritage significances of HPGCs (not solely individual components such

as trees or habitats)

• decision-making and prioritisation - guidance on selecting appropriate policy

and practical responses, including how to balance retention of heritage
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values, nature recovery, safety, visitor expectations, cost, and long-term 

sustainability, and to what extent adaptations are acceptable, particularly to 

the heritage agencies, before heritage significance is compromised 

• mitigation alongside adaptation - practical guidance on reducing carbon 

impacts arising from HPGC operations (for example, heated propagation, 

machinery, buildings), aligned with heritage constraints 

• nature-based mitigation opportunities - clearer signposting on opportunities 

such as carbon sequestration and storage, water management and flood 

attenuation, and other nature-based solutions compatible with designed 

landscape significance 

In addition, the balance of available material tends to favour either general gardening 

and amenity horticulture; woodlands and trees; the natural environment; or heritage 

buildings and archaeology, with comparatively little that directly addresses subsets of 

HPGCs particularly historic parklands, public parks, and cemeteries as operational 

landscapes. Where relevant content does exist, it is rarely presented in an integrated 

way that reflects how these places are planned, funded and managed in practice. 

3.4 Summary 
Overall, the review demonstrates a clear need for consolidation and for a unified, 

UK-facing suite of guidance and tools specifically aimed at all types of HPGCs that: 

• frames climate adaptation through significance-led conservation planning 

• is practical for managers across a range of organisational capacities 

• integrates horticulture, arboriculture and woodland management, 

archaeology, habitats, park management, hydrology, visitor management and 

built fabric into a single decision pathway. 

The best existing resources, notably Historic Environment Scotland’s structured 
approach, the National Trust’s component guidance, and Natural England’s parkland 
advice, offer strong starting points, but they require expansion, harmonisation and 

clearer signposting to training, exemplars and specialist support, to reduce 

duplication of effort and enable consistent, justifiable climate adaptation decisions 

across the HPGC sector. 
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4 Stakeholder Interviews 
Interviews were held with managers of 23 sites, representing reasonable distribution 

around the four climate regions: 

• Southeast 9 sites

• Northeast 3 sites 

• Northwest 6 sites

• Southwest 5 sites

A range of different types of ownership are represented, with private or trust-

owned sites; sites owned or run by large NGOs or charitable organisations such as 

National Trust or English Heritage Trust. The interview sample embraces historical 

periods ranging from 16th century to 20th century and site sizes ranging from 2ha to 

400ha. A broad range of different garden styles and features, and different register 

grades, are represented. 

Interview questions are given in full in Appendix 1. Questions focused on four main 

areas of inquiry (Chapter 2, Methodology), which may be summarised as: 

• Understanding of climate change and its impacts

• Strategic planning and risk assessment in relation to climate change

• Prioritising management actions, constraints and opportunities

• Sources of information and advice, and what guidance is most helpful

Interview findings are set out in four main sections, below, in relation to these broad 

themes. Under each main heading, the specific questions which were asked are 

stated. The range of responses received, is then examined: text in bold states the 

key points, beneath which is a synthesis of details ascertained through the 

discussions. 

4.1 Understanding of climate change and its impacts 
Two questions were posed, to understand manager’s views on climate change as an 

existential threat and to ascertain to what degree it has already, if at all, affected the 

sites they manage: 

• Do you feel you have a broad understanding of the potential impacts of

climate change and how this may affect your site?

• Is climate change having an impact on your garden at this present time? For

example - extreme weather events, increased flooding, drought, storm

damage or pests.

4.1.1 Broad understanding of climate change 

There is a strong practical awareness of climate change, grounded in 

observation 

Across almost all sites, managers are experiencing climate change as something 

directly affecting their day-to-day management activities, rather than a distant or 
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abstract risk. Climate change is consistently described, not simply as gradual 

warming, but as increased volatility and unpredictability, particularly: 

• more intense rainfall 

• prolonged wet periods 

• hotter and drier summers 

• shifting storm patterns 

This understanding is often built on decades of site knowledge and observation. 

Several people explicitly reference personal records, long careers, or institutional 

memory as the basis for recognising change. 

All stakeholders accept climate change is having an effect 

All interviewees accept climate change as real and relevant: many describe impacts 

as climate-driven and human-influenced, although a minority acknowledge climate 

change but question the speed and extremity of changes. One manager doesn’t 

believe they are experiencing climate change impacts at their site although they are 

aware of impacts on other gardens in their region. 

However, regardless of personal experience, management behaviour still includes 

measures such as changes to planting; storm recovery work; and water 

management. 

Understanding tends to be greatest where professional networks are strongest 

Interview conversations indicated that managers who are most active in a variety of 

professional networks also seem to demonstrate the greatest understanding of 

climate change and its implications. Those managers who are using the greatest 

range of peer and/or professional networks are also those who are taking a much 

more strategic approach, using a variety of climate risk assessment and planning 

tools, as well as carrying out pro-active measures on the ground. 

The most frequently cited networks are: 

• PlantNetwork 

• Professional Gardeners Guild 

• National Trust or National Trust for Scotland 

• Botanic Gardens Conservation International 

Where managers are more isolated, working on small private estates and/or with 

limited staff numbers, understanding seems to be derived more from individual 

experience and individual research and use of professional networks is more limited. 

4.1.2 Impacts of climate change 

A wide range of direct and indirect impacts are being experienced; the effects most 

consistently raised in the interviews are set out below. 

Rainfall is more intense and unpredictable 

Across all four climate regions, managers describe heavier rainfall, often 

concentrated into shorter periods, resulting in a range of issues including: 
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• flooding in areas that have never flooded before 

• historic drainage systems designed for steadier rainfall patterns being 

overwhelmed 

• prolonged waterlogging and saturated soils preventing routine work 

• erosion of paths, slopes, and riverbanks 

• gravel and soil washed into planting beds and water bodies 

Rainfall is also considered to be harder to predict and manage, increasing both 

operational risk and visitor safety concerns. 

Storm frequency and severity is increasing 

Many stakeholders report more frequent and more damaging storm events, often 

with unusual wind direction, giving rise to increasing tree loss and structural damage. 

Wind speeds above 50mph, which used to be relatively rare, are now commonly 

experienced, and named storms are often bringing 80-90mph winds across the 

country. 

Consequently, managers are experiencing large-scale tree losses (from dozens in 

smaller gardens to tens of thousands on large estates), with uprooting now more 

common due to saturated soils. Sites are often closed for public safety, affecting 

income and visitor relations. 

Dry periods are longer and more severe 

Sites are experiencing hotter, drier springs and summers, sometimes following very 

wet winters. This creates compound stress on plants and soils, which is causing 

mature tree and shrub losses in areas not historically considered prone to drought. 

Measures to combat drought place extreme demands on staff time for manual 

watering, reducing time and resources for core horticultural work, particularly at sites 

with limited or inadequate irrigation infrastructure. 

It is also clear from responses that water availability is not simply a drought issue, 

but one of timing, storage, and infrastructure capacity. 

Changing rainfall patterns are causing soil stress 

The impact of wet winters followed by dry or very dry summers upon soils is 

frequently referenced. This trend weakens root systems and reduces resilience to 

later droughts, in a cycle which is linked to visible and accelerating decline in 

structural planting. 

Pressure from pests and diseases is increasing 

Across all regions, rising pest and disease incidence is being experienced, often 

described as relentless or accelerating. Fungal diseases thriving in warmer, damper 

conditions are increasing. Loss of entire plant groups, particularly box hedging and 

vulnerable tree genera such as ash, sweet chestnut and oaks are now accepted. 

This is getting more pronounced as milder winters fail to suppress pests and 

diseases, resulting in year-round pressure. 
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Seasonal rhythms and plant behaviour are disrupted 

Loss of predictable seasons is also apparent. This undermines traditional 

horticultural calendars and practices, and plant dormancy no longer occurs, resulting 

in: 

• winter growth and winter mowing 

• fruit trees flowering in autumn, reducing spring productivity 

• insufficient winter chilling affecting fruit crops and ornamentals that are 

adapted to a cold seasonal trigger 

• blurring of boundaries between cutting, pruning, and planting seasons 

• complicated work planning to respond to the above 

Established seasonal cues can no longer be relied upon, and managers consistently 

describe this as increasing decision fatigue and risk. 

Infrastructure is failing and causing maintenance problems 

Historic infrastructure is repeatedly described as being designed for a climate that no 

longer exists. This is particularly noticeable in HPGCs depending on Victorian 

infrastructure, such as early drainage systems which fail under modern rainfall 

intensity. Many sites report repeated path washouts, need for frequent repairs and/or 

changes to surface materials to cope with intense rainfall events. There is a clear 

move away from traditional self-binding gravels / hoggin surfaces to bonded gravels 

and tarmac to maintain visitor amenity. 

In addition to the primary infrastructure failures, managers also reported that such 

failure often triggers secondary impacts, such as visitor displacement onto lawns and 

consequential soil compaction, which then requires remediation, necessitating 

additional work. 

Climate change has operational and staffing impacts 

Day-to-day pressures are intensifying, resulting in increased workloads and reactive 

(rather than planned or pre-emptive) management. More staff time is being diverted 

to emergency responses; storms, floods, and disease outbreaks are cited. 

Consequently, less time is available for planning, scheduled maintenance tasks, and 

training. 

Climate change is affecting visitor experience and expectations 

Indirect impacts upon visitors’ experience and expectations of HPGCs are also a 

common experience: 

• Unscheduled and increasing site closures (for example, because of extreme 

weather), can lead to dissatisfaction and reputational damage. 

• Adaptive management responses to climate change can create tension, for 

example - leaving grass longer and/or introduction of meadow planting, in 

relation to visitor expectations of ‘tidiness’. 

It is difficult for some visitors to appreciate the need for adaptation and changes to 

traditional practices and presentation, and that their expectations of an historic 

garden, which they pay to visit, may no longer be sustainable. Yet other visitors 
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show growing environmental awareness and engagement, with questions about 

climate, chemicals, and biodiversity. 

4.2 Strategic planning and climate change 
Conservation plans and management plans are site-specific documents which are 

used to inform and guide strategic decisions for conservation and robust and 

informed management of HPGCs. 

To explore the effectiveness of conservation plans in identifying climate change 

challenges and in safeguarding significance from the effects of climate change, four 

questions were asked: 

• Do you have a conservation plan for the garden? If so, what date was the 

plan prepared? 

• Does your conservation plan identify the cultural and natural heritage 

significances for your site? 

• Does your conservation plan identify policies to address climate change? 

• Have you undertaken a climate risk assessment for your site? 

4.2.1 Conservation plans 

The majority of sites, but not all, have a conservation plan – and not all plans 

are effective 

Three quarters of stakeholders have conservation plans for their sites, although this 

does not necessarily mean heritage is being safeguarded, since more than half the 

plans are reported to be outdated, vague, or not operationally influential. 

Where up-to-date and user-friendly plans exist, significance is actively used to inform 

management actions, including climate adaptation decisions. Six stakeholders 

explicitly explained how they use heritage significance to prioritise climate responses 

and to justify difficult changes. 

However, many others said that they are adapting their sites without reference to 

formal plans, as they need to respond quickly to changing circumstances. 

A more informal approach to decision making is common among privately owned 

HPGCs, especially at smaller sites. The managers of a large site in private hands 

which also takes an informal approach to management, emphasised the flexibility 

advantages of this, set against prescriptiveness from formal documentation. 

Overall, there are two closely related findings: 

• Relatively few HPGCs have up-to-date conservation plans. 

• Even where conservation plans exist, most of them are not being used to 

inform management decisions about climate adaptation. 

Conservation plans are rare outside publicly owned and national heritage 

organisation sites 

Private estates and independent trusts rarely have a conservation plan, relying 

instead on long-standing knowledge and/or owner or head gardener continuity. 
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Several owners and head gardeners said that plans are ‘in our heads’ or are seen as 

unnecessary. 

By contrast, sites which are owned and managed by one of the national heritage 

organisations invariably do have conservation plans in place. Heritage organisations 

view conservation plans as being an essential tool for applying high conservation 

standards and safeguarding significance, even though individual managers may not 

find such plans helpful on a day-to-day basis. 

Beyond the national heritage bodies, one site has a conservation plan written for a 

Heritage Fund grant, where the grant funder sets similarly high conservation 

standards to ensure public money or grant funding is properly used. 

Many conservation plans are out of date and do not consider climate change 

issues 

Only 35% of managers interviewed have conservation plans that are current. Plans 

are often more than 10 years old - dating from between 2008 and 2015 is common. 

Because they were written before consideration of climate issues was standard 

practice, and have not been updated, they do not contain policies or 

recommendations that are relevant to climate adaptation decision-making. 

Small teams lack the time and capacity to produce and/or update conservation 

plans 

Across almost all sites, time and staffing pressures are cited as the primary reasons 

that plans do not exist, remain unfinished or are not updated. This is particularly so 

for small teams where more extreme weather is increasing operational pressures 

and leaving no time for strategic work. Often, writing plans competes directly for 

resourcing with visitor safety, income generation, and compliance, which take 

priority. 

There are some common reasons why managers are not using conservation 

plans 

• Plans tend to be seen as compliance documents, not as management tools. 

• There is some organisational and cultural resistance: ‘we’ve always done it 

this way’. 

• Organisational tensions between heritage ‘purity’ and operational survival are 

also evident. 

• There is a perception that conservation plans reduce flexibility and are too 

prescriptive. Several senior practitioners argued strongly that fixed plans are 

quickly overtaken by events such as storms, flooding, and disease, and that 

flexibility and experience are more valuable than documentation in 

responding to rapidly changing circumstances. 

• Managers repeatedly noted that climate impacts are unpredictable so that 

five, ten, or twenty-year plans are increasingly unrealistic because extreme 

events mean that priorities must be reordered frequently. 

• Plans do not answer questions such as ‘what do I plant instead?’ or ‘what do 
I stop doing?’: site-specific climate adaptation advice is missing. 
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• Even where effective plans are in place that embrace climate change 

adaptation, implementation is impeded by high infrastructure costs, for 

example, in relation to drainage, path surfacing, or flood defences; lack of 

access to specialist expertise, particularly hydrology and civil engineering; 

and/or difficulty building business cases for mitigation measures. 

4.2.2 Climate change risk assessment 

Very few sites have carried out a climate change risk assessment 

Only three sites (13%) reported they have a current climate change risk assessment.  

Four sites (17%) said they had partial assessments in place and two (9%) said they 

were in progress. 

One large organisation is rolling out climate risk assessments to all its properties: 

these encompass whole estates, including buildings and wider settings, not just 

gardens. Another is using an approach based on climate mapping data from Keele 

University and ecological classification tools. 

Most of the managers interviewed felt that some form of guidance or toolkit 

addressing climate risk for HPGCs would be helpful; they have not been able to 

source anything satisfactory from existing sources. 

4.3 Prioritising management actions in relation to climate change 
Site management plans are important tools that, if used effectively, aid managers to 

set priorities, plan their actions, for example in terms of cost, staff resources and 

seasons, and monitor and review outcomes. 

Five questions were devised to explore whether, or how, management plans are 

being used to safeguard heritage significance in the light of climate change, and 

what management issues stakeholders are experiencing while responding to the 

realities of climate change: 

• Do you have a management plan that identifies actions to respond to climate 

change, and if not, what factors do you consider when planning management 

and maintenance actions? 

• What actions are you taking to address climate change? for example 

changing planting palette; making changes to infrastructure? 

• Are climate actions being prioritised according to significance, for example 

cultural and natural heritage significance? 

• What challenges or barriers are you facing in trying to address climate 

change actions? 

• Are there any opportunities arising from climate change? 

4.3.1 Management plans 

Only eight (35%) of the managers interviewed are using management plans as live, 

day-to-day decision tools. A further four (17%) have plans that are outdated, 
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incomplete, or disconnected from daily activities. Thus, nearly half the sites, 11 of the 

23 (48%), rely primarily on experience-based, informal, or reactive management. 

Three-quarters of the privately owned sites in the sample do not have a 

management plan. 

Where management plans are actively used, the key benefits cited are: 

• prioritising staff time 

• providing justification for climate-driven changes 

• helping to explain trade-offs between heritage, access, and resilience in 

decision making 

However, many barriers to using management plans were described by 

stakeholders, with a lot of commonalities across the sample. Reasons mirror those 

identified in relation to conservation plans: 

There are some common reasons why managers are not using management 

plans 

Lack of time and limitations on staff capacity are consistently given as the greatest 

barriers to effective use of management plans. Day-to-day operational pressure 

leaves most managers no time to write, update, or actively consult management 

plans. Even where plans exist, staff simply do not have the capacity to consult them 

frequently and use them to inform decisions. 

Management plans are outdated, incomplete, or not climate-relevant 

Many existing management plans pre-date climate change as a mainstream 

consideration. Managers therefore see them as irrelevant to current conditions and 

bypass them in practice. 

Management plans are perceived as strategic, not practical 

Several managers distinguish between ‘strategic’ and ‘operational’ documents. 

Management plans are often considered to be too high-level, too static, or too 

abstract to guide day-to-day operational decisions for activities such as mowing, 

planting, staff deployment, or site closure. Where plans are not clearly operational, 

decision-making defaults to experience, instinct, and immediate priorities. 

Governance arrangements in larger organisations can hinder effective use of 

plans 

In larger organisations, decision-making layers and approvals slow down both plan 

updates and their practical use. Site teams may have plans, but cannot act on them 

quickly, and so lose confidence in both the planning process and the plan itself. 

There is a strong reliance on knowledge and long experience 

Many staff teams are led by highly experienced gardeners (20 to 40+ years on site). 

Decisions are often made using deep site knowledge, which is trusted more than 

written documents. 
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Writing and implementing management plans costs money and staff time 

Writing, updating, and implementing management plans requires resources that 

many sites lack, and management planning is therefore not prioritised over day-to-

day or reactive tasks. Plans are most actively used where funding, reporting, and 

delivery are directly tied to them. 

4.3.2 What actions are you taking to address climate change? 

Planting and plant collections are being adapted 

Altering the range of plant species is now common practice, with managers aiming 

to: 

• include more climate-resilient species, often using plants from warmer and/or 

drier regions 

• evoking the effect of historic planting character, using alternative plant 

species that respect the design intent through scale, form, texture, colour, 

and massing effect 

• reduce reliance on vulnerable species such as box, birch, beech 

• reduce or eliminate use of traditional bedding plants, replacing these with 

perennials, mixed hedges, or alternative ‘structural’ plants 

Stakeholders also talked about trialling new species and different planting systems 

(for example, planting into grit beds, instead of soil, which produces more resilient 

plants; use of lean soils; autumn instead of spring planting) to improve drought 

tolerance and root resilience. 

Water storage, irrigation and soil management practices are changing 

• Intensive irrigation is reducing, and drip systems are being installed. 

• Water efficiency is being prioritised, for example rainwater harvesting, re-use 

of historic tanks. 

• Watering is only done to help new planting become established 

• Use of mulches to retain soil moisture is common practice. 

• Incorporating organic matter into soil, to lock in carbon and conserve soil 

health, is also frequently cited. 

• No-dig soil management is also being practiced. 

Nature-based water management solutions are being used on many sites. Examples 

described in interviews include: 

• leaky dams that allow slow release of water to maintain moisture levels 

downstream 

• re-wetting of ground that was historically damp or boggy 

• improvements to ponds 

• new woodland planting to increase water retention within the tree zone, which 

slows runoff and helps to manage extremes of flood and drought 

Several stakeholders said that it is desirable to take a whole catchment approach to 

water management, in partnership with upstream landowners, as it offers an 

effective solution to reducing the impacts of peak storm damage and flooding. 
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Responding to storms, flooding and infrastructure damage 

Storm damage of garden infrastructure is increasingly affecting HPGCs. Managers 

report a range of measures being taken in response: 

• Paths are being upgraded to surfaces less likely to be washed away and 

more able to cope with visitor footfall in wet conditions, although this is done 

with the knowledge that it frequently changes the character of the HPGC. 

• New drains are needed where historic paths and fields are unable to cope 

with intense rainfall. 

• Visitor safety thresholds, closure policies, and maintenance priorities are 

being revised in response to more frequent storms and wind damage. 

• Controlled flooding is becoming more acceptable. 

• Re-designing landscapes to accommodate flood water rather than exclude it, 

where heritage constraints allow, is also happening, notably naturalising 

watercourses and creating rain gardens as part of drainage/water 

management schemes. 

Different approaches are being taken to pest and disease management 

Warmer, wetter conditions are increasing pest and disease pressures, and 

managers reported moving away from routine chemical use, towards: 

• careful pest monitoring 

• improved plant and site hygiene 

• adoption of biological controls 

• early treatment intervention 

Tree and shrub populations are also being diversified, which reduces whole-

collection or genus vulnerability to single pathogens. 

Working methods and traditional horticultural practices are changing 

Some managers described making changes to traditional horticultural practices, 

notably: 

• reduction of labour-intensive operations such as mass bedding and frequent 

mowing 

• reallocating staff time to climate-driven tasks such as watering, storm 

recovery, and monitoring 

• investing in training, conferences, and peer-to-peer learning focused on 

climate adaptation rather than traditional amenity horticulture 

However, others put forward that a good horticultural education promotes broader 

understanding which enables gardeners and managers to make their own decisions 

about adaptation measures. 

Visitors and stakeholders are being engaged 

• Visible changes such as meadow creation, alternative plants, and new 

woodlands are being used as opportunities to explain climate impacts and 

adaptation to visitors. 
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• Explaining that climate adaptation is essential to protect heritage, visitor 

safety, and long-term viability comes through as very important, particularly 

when managers are seeking governance consensus and/or external funding. 

4.3.4 Are climate actions being prioritised according to significance? 

Assessment of significance is an important component of conservation plans and 

management plans. Assessment of significance considers a range of values, for 

example, in England, normally historic, aesthetic, communal and evidential values 

are assessed. Assessment of significance for conservation and management 

planning purposes usually also considers natural and ecological values, for example, 

presence of protected species, natural environment designations and habitat 

sensitivities. 

The relative importance of features and areas of the site for visitors, and visitor 

safety considerations are also important factors. 

Some sites are explicit about prioritising climate actions according to historic 

and/or natural significance 

• Prioritising climate actions in line with historic and/or natural significance is 

happening at some sites, even where climate change is not yet embedded 

with risk assessments or plans. 

• Several sites explicitly describe using the concept of ‘evoking historic 

character’, for example, by selecting different plants that produce a similar 

aesthetic, to balance heritage values with climate resilience. 

On a number of sites, prioritisation in relation to significance is not led by 

documentation 

Some sites do prioritise, but without reference to formal significance statements or 

assessments. Decisions are made based on: 

• professional judgement of experienced head gardeners 

• long-term site knowledge 

• immediate risk to key heritage assets (for example, trees, walls, paths, vistas) 

Climate responses are often reactive, and instead of being led by a structured 

assessment of significance, managers tend to focus on: 

• areas of highest heritage visibility 

• heritage assets that are most vulnerable to failure 

• public safety risks 

Climate actions are not necessarily prioritised in relation to significance 

Particularly in places where conservation plans and/or management plans pre-date 

obvious climate impacts on site; where there are no climate risk assessments; and/or 

where guidance documents are not routinely used, decisions tend to be driven 

primarily by operational and financial considerations. 

Some managers describe their climate mitigation responses as being incremental 

and opportunistic, rather than strategically prioritised. 
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4.3.4 What are the challenges or barriers to taking climate change actions? 

Climate change is complex and gives rise to multiple and conflicting pressures 

A strong and universal theme is that managers are not dealing with one clear trend, 

for example, ‘warming’, but are challenged by conflicting and compounding 

pressures such as: 

• flooding and drought 

• storm damage and thriving pests and diseases 

• warmer winters with longer growing seasons and late frosts 

Forward planning is becoming increasingly difficult for managers. Common issues 

are that: 

• experience is no longer a reliable guide 

• confidence in long term / operational plans is lost 

• reactive decisions are frequently required 

Some managers described ‘firefighting’ modes of working, where a cycle of simply 

responding to the latest extreme weather event has displaced any strategically 

planned activity. 

Funding is frequently prioritised for emergency responses to extreme events, 

but is harder to find for preventative or planned mitigation 

Additional funding is often only available after damage has occurred (for example, 

after storms or floods) and it is far harder to secure funds for preventative or adaptive 

work. 

Commonly required climate change adaptations include measures such as: 

• drainage 

• irrigation 

• path surfacing 

• large scale changes to planting 

• erosion control measures 

These are expensive and compete with other funding demands. 

The constraint of time, staff resources and capacity dominates all decisions 

Across all the responses, lack of time and people is cited as a consistent barrier to 

climate action. 

Climate adaptation requires time for staff learning, experimentation, and review, but 

many HPGCs report struggling with capacity to maintain baseline standards. Climate 

change is placing additional burdens on staff time, including: 

• increased maintenance burdens, for example, storm clearance, drainage 

repairs, watering 

• reduced work ‘windows’ for example due to water-logged soils, droughts 

• necessity of being diverted away from strategic work to urgent reactive tasks 
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Even when managers know about appropriate mitigation, they cannot necessarily act 

on that knowledge, because of lack of resources. 

There is fear of ‘doing the wrong thing’ in relation to heritage constraints 
Managers consistently describe tension between the need to make changes, with 

the obligation to protect historic character and ‘historical authenticity’. Common 

issues are: 

• Usually, managers have no clear guidance on how far adaptation can be 

taken, before it is seen as unacceptable. 

• Managers do not act because of the risk of criticism from boards, regulators, 

visitors, or peers. 

• Risk-averse organisations and owners prefer minimal intervention. 

• Adaptation which requires visible physical changes, for example, increased 

water storage, changes to path surfaces, anti-erosion measures, can be 

difficult to reconcile with their impacts on heritage character. 

• Implementation of changes is often either delayed, fragmented, or framed 

defensively rather than proactively. 

Guidance is fragmented 

Consistent themes emerging from discussions are that: 

• Sources of relevant information are scattered and not comprehensive. 

• Guidance is often too generic. 

• There is no clear ‘go-to’ source for guidance and advice for HPGCs. 

• Staff rely heavily on peer networks and personal judgement. 

• Smaller and less well-connected sites struggle to access good examples. 

• Good practice mostly spreads informally. 

Decision-making can be very slow 

Multiple layers of approvals and conflicting internal priorities - typically heritage 

considerations versus operations versus finance - leads to frustrating delays for 

managers trying to implement climate-adaptive measures. This is particularly an 

issue for managers working in large organisations. 

Visitor expectations need to be managed 

Many managers said that visitors tend to expect historic ‘perfection’, tidiness, and/or 

a level of predictability as part of their experience, and that climate-adaptive 

management practices, such as meadows or browned grass where there used to be 

mown lawns, or replacement of seasonal bedding plants with drought resistant 

perennials, conflicts with these expectations. Also, interpretation and visitor 

communications often lag behind changes being implemented. This exposes 

managers to complaints and reputational harm. 

Institutional perceptions of what the public will accept can be a constraint 

Some interviewees observed that climate adaptation is constrained by organisational 

perceptions of what change the public will tolerate. Consequently, some managers 
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are being asked to continue to maintain traditional practices, even where climate 

change impacts mean this is increasingly inappropriate. 

4.3.5 Opportunities afforded by climate change 

It is encouraging to discover many managers are embracing some positives among 

the daily pressures and challenges they are confronting. The most common of these 

are set out below. 

Plant palettes are expanding and diversifying 

Milder winters with fewer prolonged frosts and longer growing seasons are allowing 

new species to survive outdoors and reducing reliance on glasshouses: 

• One HPGC noted that with fewer snow days, they are able to try traditionally 

tender plants outdoors, freeing up space under glass for a wider range of 

plants. 

• There is greater experimentation with global plant material. 

• Use of species from the Mediterranean area is increasing. 

• One manager expressed a great interest in Turkish flora, as their recent 

climate projections for their site indicate temperatures could be similar in 

about 20 years. 

• A clear trend is that more plants from Chile, Australasia and the southern 

hemisphere are being tried. 

Conservation best practice is being re-examined 

Interviewees said that climate change is driving a shift away from perceived 

‘historical authenticity’, towards an approach that respects historic intent and 

character while improving climate resilience. Particularly common examples 

described by managers include replacement of path surfaces such as soft gravels 

with more robust surfaces, such as bonded gravels or tarmac; and using plant 

species which are better adapted to current conditions. Three managers specifically 

used the term ‘evocation’ as a term meaning ‘evoking historic character’ of planting, 

by using alternative species to achieve similar visual effects. 

Biodiversity and ecological systems are being improved 

Managers report that reduced chemical use, altered mowing regimes, and less 

intensive management - often driven by climate change and/or cost considerations - 

are delivering biodiversity gains: 

• A site in the northwest saw major biodiversity recovery during the COVID 

period, when substantial reductions in intensive maintenance were made. 

• A site in the southeast successfully transitioned formal lawns into meadow 

management; interpretation helped initial visitor resistance to give way to 

acceptance. 

Key benefits of less intensive management are seen as: 

• helping to build resilience against pests, disease, and extreme weather 
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• aligning HPGCs with biodiversity and nature-recovery agendas - intrinsically 

positive and good for public perception 

• strengthening HPGCs eligibility for environmental and climate-linked funding 

Breadth and depth of public engagement with relevant issues is expanding 

Visitors are increasingly climate-literate, curious about environmental management 

and supportive of visible sustainability actions. This awareness offers opportunities 

for deeper engagement. Managers report that visitors are asking more questions 

about issues such as use of chemicals, tree loss, habitat value, and wildlife. One 

HPGC notes a demographic shift toward younger families who are highly attuned to 

climate and food-security issues. 

Some funding is being secured, and new partnerships are forming 

Some managers observe that climate change is beginning to act as a driver for 

changes in funding patterns, and the following types of work are being prioritised: 

• water management 

• nature-based solutions 

• carbon reduction 

• landscape-scale thinking 

One HPGC secured a £3.5m Heritage Fund grant by embedding climate adaptation 

and re-wetting as core objectives. Another stakeholder cites increased funding 

visibility and organisational prioritisation due to climate relevance. 

Some HPGCs are attracting new cross-sector partners such as those focused on 

ecology, water management or green energy, harnessing opportunities to make 

proactive, rather than reactive, spending possible. 

Innovation and experimentation is taking place 

Climate uncertainty is legitimising trials, pilot projects and learning through failure. 

• One HPGC is experimenting with grit-based planting systems, accepting that 

some species will fail. 

• Another is using experimental rain-gardens as both research and advocacy 

tools. 

• Yet another is very ambitiously exploring catchment-scale floodplain 

intervention options rather than rigid engineering solutions to address water 

erosion problems. 

Adaptation capacity and knowledge within the sector is slowly starting to build. 

4.4 Sources of information, advice and helpful guidance 
Four broad questions were asked: 

• Have you been able to access formal external advice, expertise or resources 

to support you in response to climate challenges? If so, what have you 

accessed? If not, is there a simple reason why not? 
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• Do you use informal networks or contacts to support you in response to 

climate challenges? If yes, what have you accessed? 

• What do you consider the barriers to gaining knowledge? 

• What support would you find most useful in the next 12 months? 

o guidance and toolkits 

o grants 

o local peer networking peer visits 

o training, continuing professional development, wider training 

o conferences 

o pilot or demonstration projects 

o case studies 

4.4.1 Access to external advice and expertise 

Professional networks, guilds and institutes are most widely used and trusted 

Professional networks are the most widely used and trusted source of external 

advice, which is consistent across the whole stakeholder sample. The most 

frequently cited, of the many networks that managers are tapping into, are: 

• PlantNetwork (most often mentioned) 

• Professional Gardens Guild 

• Botanic Gardens Conservation International 

• International Dendrology Society 

• Arboricultural Association 

• Treasure Houses Head Gardeners Group 

• Chartered Institute of Horticulture 

This rich source of knowledge share is described as fast, trusted and often more 

site-specific. 

However, stakeholders in Northern Ireland feel particularly isolated from advisory 

networks. 

Sector organisations, memberships, and conferences are not accessible to 

everyone 

Many managers also obtain advice via sector organisations such as: 

• Royal Horticultural Society 

• National Trust / National Trust for Scotland 

• Historic Houses Association 

However, access is not equal across the board, particularly for conferences and 

training; managers note that travel costs are prohibitive for lower-paid staff. They 

also say that conferences are not always promoted effectively so opportunities are 

missed. 
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For those in the larger organisations, networking with colleagues can be 

helpful 

Managers working within larger organisations tend to benefit from regular staff 

meetings to share knowledge. In some cases, they may also have colleagues who 

advise on climate, ecology, heritage and cultural environment etc. 

Specialist consultants are useful but only where funding and organisation 

allows 

Some HPGCs commission professional advice, particularly where funding or 

organisational scale allows. These tend to be the larger estates and organisations: 

paid consultancy expertise is typically only sought by well-resourced or grant funded 

HPGCs. 

Several HPGCs report difficulty accessing appropriate external support, especially in 

finding contractors or advisors with relevant expertise in water management or 

climate-adaptive infrastructure. 

There are some common and frequent issues with external advice and 

guidance 

• Managers repeatedly express frustration with one-size-fits-all guidance. 

• Access to help often depends on personal networks, so those individuals with 

strong professional connections, often senior or long-serving staff, can 

access more advice, more easily than others. 

• Stakeholders working at smaller and privately-owned HPGCs frequently state 

they do not know who to approach for advice or funding. 

4.4.2 Use of informal networks and personal contacts 

Peer advice is most common and most trusted 

Many managers describe relying on direct conversations, reciprocal visits, and 

trusted peers to understand what is working elsewhere under similar conditions. 

Peer advice is seen as practical, honest, and site relevant. 

Professional membership networks are often used informally 

The Professional Gardeners Guild, for example, clearly has a primary role as a peer 

network rather than a source of more formal advice; some managers describe it as 

the most effective way of finding out ‘who has done what’ in other HPGCs. 

Stakeholders also rely on long-standing informal relationships with other head 

gardeners and botanic-garden professionals. In the southeast, some managers draw 

heavily on local gardener networks, for example Buckinghamshire Gardens Trust 

Professional Gardeners Network and local WhatsApp groups, for rapid, experience-

based advice. 

Informal networks fill the gaps left by published guidance 

From the discussions, informal networks appear to act as a filter, helping to translate 

broad climate ideas into workable actions. Peer insights are universally valued. 
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• Stakeholders say that published guidance is too generic, and that informal 

contacts provide the missing nuance. 

• They value peer conversations that understand historic constraints and 

individuality of HPGCs. 

• Stakeholders also comment on the absence of a central resource ‘hub’ and 

that they rely instead on personal networks to identify suppliers, species, and 

practical solutions. 

The evidence shows strongest reliance on informal networks is among: 

• smaller and/or privately owned HPGCs 

• managers without access to external consultants or internal specialists 

• highly experienced managers with long professional relationships 

Several interviewees argued for better signposting and shared knowledge platforms, 

so that good practice is more visible and accessible to less well-connected 

managers. 

4.4.3 Barriers to gaining knowledge 

Staff time is often too limited 

This is the dominant barrier. Managers consistently state that the need to undertake 

reactive maintenance consumes the time needed to seek out and absorb new 

knowledge. Even when training budgets exist, staff often cannot be released. 

This trend is consistent across all the climate regions. 

• A manager in the northeast states that maintaining and renewing existing 

collections absorbs all available staff resources, leaving no time for learning. 

• In the southwest, another manager describes the need to respond to 

intensive weather events prevents any staff training or forward planning. 

Information is fragmented and hard to find 

Stakeholders almost universally observe that specific climate-adaptation knowledge 

for HPGCs is scattered across many organisations and reports; much also rests with 

individuals. There is no single ‘go-to’ source or ‘signposting’ system for HPGCs. 

A lot of time is also lost, trying to find information. Sharing of knowledge is uneven. 

Successfully finding a good solution is almost entirely dependent on personal 

persistence. 

Guidance is often too generic or too abstract 

Even when managers locate guidance that seems relevant, many are often 

frustrated by generic approaches that fail to acknowledge constraints such historic 

environment, organisational realities, or site-specific factors. 

One stakeholder said that while guidance in the form of general principles exists, it 

requires heavy interpretation and critical thinking to apply to specific situations. 
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There is a heavy reliance on personal networks 

Less well-connected and younger people struggle to access the same insights as 

their more senior and well-connected colleagues. Several observed that finding good 

advice and solutions is person-dependent, and expressed frustration that access to 

knowledge is not equitable across the sector. 

Access is limited due to cost, geography, and role 

Conferences, training courses, and workshops are often too expensive for lower-paid 

staff to attend. Travel costs are also often prohibitive. Stakeholders in Northern 

Ireland feel particularly disconnected. Opportunities are also often said to be poorly 

advertised. 

In some places there is cultural and/or individual resistance to overcome 

Some managers interviewed say that some staff remain sceptical or misinformed 

about climate change and point to a generational or educational divide. One HPGC 

manager particularly cites staff resistance, misinformation, and climate denial among 

some younger gardeners, whom they thought may have been influenced by social 

media. 

There can be loss of site-specific knowledge when long-serving staff depart 

Generally, and unsurprisingly, interview discussions revealed that long-serving staff 

hold deep reserves of unwritten knowledge about their sites and how they are being 

affected by climate change. Loss of these individuals from their roles creates a 

sudden loss of site-specific expertise: 

• One HPGC in the sample faces the imminent retirement of their head 

gardener who has 40 years of site knowledge, and there is no succession 

plan, so that knowledge will be permanently lost. 

• Conversely, two HPGC managers said they hold, and refer to, site and 

weather records going back over 100 years. 

4.4.4 What support is most needed? 

Owing to the nature of the question and responses in this section, it is possible to 

count some specific and common answers; broad percentages have been added 

below, to give an indication of the proportion of stakeholders requesting specific 

support, where practicable. 

Practical guidance and toolkits 

Slightly more than half of stakeholders explicitly ask for more appropriate and 

accessible information on climate change (56%), and for guidance on how to carry 

out a climate change risk assessment for an HPGC. Managers repeatedly ask for: 

• practical, site-relevant guidance 

• guidance on climate change specifically designed for HPGCs 

• templates for climate risk assessment for HPGCs 

• guidance on how to undertake a climate change risk assessment for a HPGC 

(52%) 
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• step by step practical toolkits to help HPGCs to adapt, particularly tailored to 

small sites with fewer resources 

• data that is easy to access and to understand 

• a single ‘go-to’ location for resources and knowledge (see also below) 

Several interviewees suggested organisations that could host and promote 

guidance, such as Historic England or PlantNetwork. 

Funding and grants 

A third of stakeholders say that lack of funding is their primary constraint to 

implementing adaptive changes, not lack of ideas or lack of willingness to act. 

Almost everyone interviewed said funding is essential, especially for infrastructure 

adaptation. The most common items mentioned for which funding is needed are: 

• upgrading or replacing infrastructure that is unfit for purpose in the light of 

climate change, including all aspects of drainage systems, irrigation systems, 

path networks and water capture systems (60%) 

• pilot schemes, planting trials, and case studies (25%) 

• training and continuing professional development (35%); local training is 

especially important to the devolved nations 

• shelter-belt renewal and changing plant species for better resilience 

• staffing and/or capacity building, which is particularly requested by smaller 

sites (26%) 

• new equipment, for example battery-powered tools, water-saving systems, 

solar panels 

Additional funding for staff is also needed for increasing maintenance capacity, and 

several stakeholders also stated it would be helpful to increase staff capacity to 

update or prepare a conservation plan and/or to free up staff time to plan adaptation 

actions. 

Interviewees also said that funding is needed for consultancy support in relation to: 

• advice around water engineering, drainage and hydrology (35%) 

• tree shelterbelt and general resilience actions (22%) 

• climate risk assessment and adaptation planning (22%) 

• heritage planting or designs (13%) 

• coastal flood engineering (4%) 

Centralised source of information 

Over half (61%) of the interviewees said that some form of centralised resource ‘hub’ 

would be helpful, with: 

• tailored, simple and practical guidance for HPGCs 

• curated case studies 

• signposting to suitable contractors and suppliers 
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Support for peer networking and site visits 

Almost all stakeholders value seeing what others have done and having the 

opportunity to talk honestly with other practitioners, about failures as well as 

successes. Strong threads running through the interviews are: 

• 43% would like to see more support for peer networks 

• Support for peer networking is particularly wanted in Northern Ireland and 

Scotland because of travel barriers 

Training and continuing professional development opportunities 

Just under half (48%) of stakeholders say that more targeted training and continuing 

professional development opportunities specifically related to the challenges of 

HPGCs would be helpful. Interviewees identified four main areas of need, 

encompassing strategic and practical requirements: 

• Peer-based learning, embracing: 

o site visits 

o local / regional exchanges 

o shared case studies and demonstration projects 

• Strategic continuing professional development events at national and/or 

regional level, covering: 

o climate risk assessment training specifically for HPGCs 

o heritage-sensitive adaptation 

o incorporating climate change issues and formulation of policies and action 

targets in conservation plans and management plans 

• Climate impacts, and methods and techniques for adapting, including: 

o how to manage drought, flooding, storms 

o soil health and regenerative techniques 

o water management and drainage 

o climate-resilient planting 

• continuing professional development opportunities to learning about pests 

and diseases, particularly: 

o Phytophthora species 

o box caterpillar / blight 

o new pathogens linked to climate warming 
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5 Online Survey 
An online survey was created to expand the reach of our inquiries. Working with the 

same main topic areas as the interview questionnaire, a series of 32 questions were 

devised under similar broad headings, to tease out insights across the same range 

of issues as the interview questions. The survey questionnaire is given in full in 

Appendix 2. Many of the online questions offer multiple choice options, so the 

answers lend themselves to quantitative data analysis, graphs and tables set out 

below. 

The survey was ‘live’ from the beginning of February to mid-March 2026. It was 

heavily promoted by The National Lottery Heritage Fund and Historic England. In the 

six weeks the survey was open, over 100 returns were received. Of these, 79 

responses were from register / inventory HPGCs and as they met the study criteria, 

they were therefore taken forwards for analysis. 

5.1 Climate change understanding and observations 
Figure 5.1 below shows that 75% of respondents consider themselves moderately to 

extremely knowledgeable about the impacts of climate change on HPGCs, while only 

3% think they are not knowledgeable at all. 

Figure 5.1: How would you describe your level of understanding about climate 

change 

When asked whether climate change was starting to damage their sites, 93% state 

that they agree with this statement, see Table 5.1: 

Table 5.1: Is climate change starting to damage your site? 
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The climate related changes observed, set out in Figure 5.2 below, are closely 

aligned with changes most frequently mentioned during stakeholder interviews, 

namely: 

• increased drought and heatwaves 

• storms, intense rainfall, high winds and floods 

• an increase in pests and diseases 

Figure 5.2: What climate related changes have you already observed? 

Asked to identify what features were being affected and how much, results in Table 

5.2 below may be summarised as: 

• 90% of respondents report damage to trees and planting 

• 74% report damage to infrastructure and garden structures 

• 69% report damage to habitats and species 

Table 5.2:  How much do you think climate change is damaging your site? 
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5.2 Strategy and climate change 
In answer to the question about whether the respondent’s site has a conservation 

plan, 71% reply that they do, which is a close correlation to the interview responses, 

which was 75%. 

For those with a plan, nearly all responses (93%) state their plans include policies 

guiding site management, but less than half (45%) say there are climate change 

policies within their plans. Out of 79 responses, 32% of respondents have policies 

addressing climate change within their conservation plans (Figure 5.3) which again is 

like the interview findings (35%). 

Figure 5.3: What does your conservation plan identify? 

The online survey then asks whether respondents are currently planning for climate 

change, or if they expect to need to consider climate change over the next four 

years; 82% agree or strongly agree that they are planning now, rising to 98% by 

2030. 

When asked whether respondents have carried out any form of climate change risk 

assessment for their site: 

• 6% say they have a climate risk assessment 

• 75% say they do not have a climate risk assessment 

• 18% say it is addressed in another way 

Those answering ‘other’ include a few respondents that are addressing specific 

components such as trees; have another organisation doing assessments; are in the 

process of actioning the need for assessment or have planned to carry out their 

assessment in some way, but not through a conservation plan. 

5.3 Management actions and climate change 
Asked if their site has a management plan, 75% of the online responses say yes: a 

high proportion when compared to the stakeholder interviews, where those with a 

management plan is just over half of interviewees. However, a much higher 

proportion of sites in the ‘interviews’ batch are privately owned: 35%, set against 
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15% of the online survey sites. The stakeholder interviews indicate a trend that few 

private sites have a management plan. 

Asked about what changes are being made to address climate change (Figure 5.4 

below), the following features are the ones being targeted: 

• tree and plant species selection 

• water management including irrigation, stormwater and rainwater collection, 

flood protection and drainage 

• changes to garden and/or landscape design 

Figure 5.4: What changes are already being made to address climate change? 

This again echoes the most frequently cited features being affected and changed, in 

the stakeholder interview discussions. 

A significant percentage, 64%, consider the actions they are taking are in 

accordance with the significance of the heritage. It is presumed that this is derived 

from guidance in the form of a conservation plan or management plan. 

In response to the online questions about barriers to addressing climate change, 

many responses identify funding being the main issue, see Figure 5.5 below. 

Responses reveal: 

• Many respondents are facing significant financial hurdles in trying to 

implement adaptation measures that are needed. 

• Weather uncertainties and extremes are expensive, for example trying to 

resource water for watering to cope with extreme heat and drought. 

• Trying to forward plan and set forward budgets against a background of 

unpredictability feels like trying to meet an impossible challenge. 

• One respondent says that change is taking place faster than they can react. 

• There is a need for better knowledge, particularly for expert advice, and 

especially around which trees to plant. 

• Several respondents say it is hard to make changes to a designated HPGC. 

• Several also indicate that it is difficult to address change while also meeting 

public expectations. 

• Public or institutional understanding is also a barrier to change. 
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• Having time to respond, learn about and adapt to climate change is also a

significant barrier.

Figure 5.5: What are the challenges / barriers you are facing addressing climate 

change? 

Asked whether there are any opportunities or benefits arising from climate change 

elicited some positive responses, see Figure 5.6. 

Figure 5.6: What are the opportunities or benefits of climate change? 

Positive opportunities identified include: 

• Adapting and renewing planting

• Improving biodiversity

• Obtaining biodiversity net gain credits

• Restoring habitats

• Reducing maintenance inputs

• Improvement of carbon footprints

• Being able to access carbon credits

• Accessing different types of funding for more environmentally led approaches

• New opportunities for education, skills development

• New and refreshed offers for visitors, including improved interpretation
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5.4 Climate change advice, guidance and support 
Online questions were designed to quantify and prioritise what respondents need. 

Asked whether they find information on climate change easy to access, just less than 

half (47%) agree. 

Asked what forms of advice, guidance and support are most useful, it emerges that: 

• Local peer networks and contacts are by far the most valued form of support 

(75%) 

This correlates with the stakeholder interview findings, in which informal peer 

networks come through strongly as being the most trusted source of advice. 

Table 5.3 below gives a breakdown of all the responses: 

Table 5.3: What forms of advice, guidance and support have you found most useful? 

Around 60% of respondents selected: 

• Internet searches and artificial intelligence 

• Non-governmental organisation publications such as National Trust / Royal 

Horticultural Society guidance 

• Case studies 

• Conferences and seminars 

Around 50% of respondents selected: 

• Pilot or demonstration projects 

• National peer networks such as PlantNetwork, Professional Gardeners Guild 

• Formal training courses and continuing professional development 
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Government agency advice is considered to be of least use. 

Barriers to gaining knowledge and accessing support also closely align with 

stakeholder interview findings. Lack of time is the most significant barrier to gaining 

knowledge: 87% of respondents identify this as their main obstacle. Lack of funding 

and lack of knowledge on where to find information are also major obstacles, see 

Figure 5.7 below. 

Figure 5.7: What do you consider the barriers to gaining knowledge and support? 

When asked what support would be most useful over the next one to two years, by 

ranking a list of ten potential support offers, the top five were: 

• a grant scheme for targeted action to respond to climate change adaptation, 

for example, replanting of borders, repairs to water features, installation of 

drainage 

• help to write / update conservation plans to address climate change issues 

and provide better strategic approach to climate change 

• creation of a regularly updated online climate change knowledge centre / hub 

that can signpost users to latest information, activities, networks, etc 

• specific conferences and seminars addressing climate change issues in 

historic parks and gardens 

• access to specialist consultancy time, for example, mentoring / monitoring / 

support that could be used to meet short term needs 

This ties in closely with findings from the stakeholder interviews, where managers 

suggested guidance and toolkits; funding, especially for infrastructure; a centralised 

resource hub; support for local networking and training opportunities. Table 5.4 

below shows the actual numbers and rankings for all ten options offered. 
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Table 5.4:  Over the next 1 to 2 years, what support would you find most useful to 

help you respond to climate change? Please rank the enclosed list. 

Online respondents were also asked to suggest other resources they would like over 

the next few years to help them respond to climate change. Funding is the largest 

category of requests at 40% in total; this is split across: 

• climate adaptation, generally 

• educating the public 

• investment in infrastructure 

• maintenance 

• planning 

• staffing 

• planting renewal 

Other requests include: 

• case studies / best practice (10%) 

• better links to information (6%) 

• a template for climate change risk assessment (4%) 

• a coordinated UK strategy (4%) 

• directories of specialist nurseries (2%) and contractors (2%) 
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6 Appraisal 

6.1 Analysis approach 
Climate change is complex and gives rise to multiple and conflicting pressures; a 

wealth of information was generated through the 23 interviews and the online survey. 

Chapters 4 and 5 attempt to set out the commonalities and exceptions succinctly, 

while at the same time embracing all the important aspects of extensive findings. 

This section, Chapter 6, attempts to crosscut and synthesise these findings and 

examines the emerging issues the sector is trying to address. 

Work behind this chapter therefore relies less on quantitative data analysis and more 

heavily on professional considerations of the insights gained during the research. 

The first part of this chapter considers findings in relation to the study objectives. 

Vulnerability of HPGCs to climate change is then discussed. Finally, the findings are 

examined in an exercise considering the strengths, weaknesses, threats and 

opportunities facing HPGCs. 

6.2 Study objectives and key findings 
The objectives of this study are set out in a list in the introduction; they are used here 

as headings for the sections below. 

6.2.1 Objective 1: to better understand how HPGCs are responding to 

climate change, to provide insight into scale and need 

Throughout the interviews, it became increasingly apparent that making the contact 

with the HPGCs managers was very valued and useful, not only for the consultants 

exploring the study issues, but because the discussions stimulated managers to 

think more deeply about and around the issues of climate change and its potential 

consequences for their site. Many stakeholders said that they valued the interaction, 

and chance to explore different issues and perspectives. 

Almost everyone agreed climate and weather patterns are changing, and climate 

region strongly shapes both the type of climate impacts experienced and the urgency 

of response. 

• Sites in the southeast climate region consistently report increased drought 

stress, tree mortality, irrigation pressure, and visitor-related ground damage 

during prolonged dry periods. 

• Sites in the northeast are experiencing very wet episodes which can halt 

operations, with rainfall intensity that damages slopes; and extensive, storm-

driven, loss of tree canopies and shelterbelts. 

• Sites in the northwest emphasise excessive rainfall, flooding, erosion, 

waterlogging, increases in fungal disease, and storm damage as their key 

problems. 
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• Sites in the southwest also report impacts from intense rainfall, exacerbated 

by steep terrain and watercourses, yet can also experience prolonged 

droughts. 

Acceptance of the influence of climate change is universal. Practitioners across all 

four climate regions describe: 

• greater unpredictability rather than a single dominant trend 

• seasonal boundaries blurring 

• historic norms and traditional practices no longer being reliable 

While there is some evidence of a bit of scepticism about causes and speed of 

change, this does not seem to be limiting action, and managers everywhere are all 

trying to respond in practical ways. 

In addition to regional variances, the study also collected information such as 

ownership, size of site, number of employees, length of time the interviewee has 

been in service, visitor numbers, to see whether and to what extent these are also 

influential factors. 

A clear distinction emerges, between sites that are reacting well and coping with 

changes, and sites that are not. Site size and complexity emerge as major 

determinants of both vulnerability and adaptive capacity, and the needs of each 

group are distinct and different: 

• Large sites and those with high footfall are facing compound pressures: 

climate impacts intersect with visitor safety, access, income streams, and 

reputational risks. Flooding, storms, and path failures have immediate 

operational consequences, forcing closures and reactive spending. These 

sites often require infrastructure-scale solutions (drainage, water 

management, path rebuilding) that far exceed routine maintenance budgets. 

Conversely: 

• Smaller sites and privately owned HPGCs frequently lack capital but benefit 

from greater agility. Decision-making can be faster, experimentation is 

sometimes more acceptable, and adaptation can often proceed incrementally 

without extensive approval processes. However, these advantages are offset 

by very limited staff and resources, reliance on tacit knowledge, and 

vulnerability to the loss of long and deep site knowledge, especially when 

head gardeners retire or relocate. Such sites have a need for accessible and 

quick tools to help them assess significance, climate risk and heritage 

impacts; better connections to sources of good advice and examples, and 

incentives to encourage engagement and action. 
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6.2.2 Objective 2: to identify awareness and use of existing tools and 

resources 

Many managers are aware of some guidance and information that is available but 

are also aware of its limitations: it is highly fragmented, uneven in depth, and rarely 

written in a way that can be applied directly to the mix of designed landscape 

features, horticulture, arboriculture, ecology, hydrology, archaeology and buildings 

that co-exist on most sites. 

The central issue with what is currently available, is not simply lack of information, 

but the cumulative time and expertise required to locate, translate and integrate 

multiple generic resources into justifiable site-specific decisions. This contributes to: 

• duplicated effort across the sector 

• inconsistent outcomes across the sector 

• a different level of resilience between better-resourced and larger 

organisations and smaller HPGCs with fewer resources and different issues 

Identified gaps in existing resources include: 

• an absence of comprehensive, UK-wide, freely and easily accessible 

guidance that is specifically tailored to meet the unique requirements of 

HPGCs 

• a lack of robust leadership and guidance from the heritage bodies to help 

managers make informed and justifiable decisions about issues such as 

prioritisation; how to retain heritage values; and how to balance heritage 

significance considerations with factors such as public safety, nature 

recovery, cost, and long-term sustainability 

• limited availability of practical whole-site climate risk assessment methods 

which are based on an understanding of overall significance (rather than 

isolated component advice) 

• Poor signposting to: 

o skills development and continuing professional development opportunities 

o how to specify and procure specialist support (for example hydrology, 

engineering, pathology), especially for smaller sites 

• Under-developed sector-specific mitigation and nature-based solutions 

compatible with HPGCs 

Gaps such as these help to explain some of the barriers to change, explored further 

in the section below. 

Recurring questions raised in interview conversations indicate a good level of 

understanding of the issues, including recognition that conservation in practice works 

on the principle of managing change in a way that sustains heritage significance, not 

preventing change altogether. However, issues raised by interviewees indicate that 

there is clearly a need for sector-wide discussion, clearer guidance, and good 

examples about how to address issues raised by climate change, including, 

specifically: 



Appraisal 

Heritage Fund and Historic England 46 

• how should register / inventory sites sustain their significance and character 

whilst adapting to climate change 

• what level of change is acceptable and what principles should be followed to 

assess this 

• is ‘evoking historic character’ rather than ‘historical authenticity’ acceptable 

• how should genus collections be treated 

• does it matter that infrastructure is not replaced like-for-like 

• what is ‘resilience’ and what terminology should be used around ongoing 

climate-driven changes 

Where progress is most evident, several enabling factors are present: 

• strong peer networks 

• supportive leadership 

• flexible interpretation of heritage values 

• access to demonstration projects and/or pilot funding 

Peer-to-peer learning is consistently valued above formal guidance. There is a sense 

that social interaction, particularly site visits and opportunities to see what works 

(and what does not), to discuss challenges with others facing the same issues, is an 

important component of learning and understanding for site managers and staff. 

6.2.3 Objective 3: understand how managers identify and assess climate-

related risks, and the barriers they face in responding 

Climate risk assessments are few and far between, but where they have been 

carried out, they are valued. There is a clear need for simple climate change risk 

assessments that help managers identify issues and plan specific responses 

appropriate to the needs of their HPGC. 

Despite contextual differences, barriers that managers face are remarkably 

consistent across the study sample. Managers identified: 

• funding constraints, particularly for infrastructure adaptation 

• lack of time and staff resources, which restricts: 

o strategic thinking 

o ability to undertake training and expand knowledge base 

o ability to prepare documentation such as management plans, action plans 

• fragmented information, scattered across organisations, disciplines, and 

informal networks, which is difficult to adapt and apply to the matrix of 

features and issues typically found in HPGCs 

• governance and approvals processes, especially in larger organisations or 

designated sites 

• in some places, organisational resistance to climate adaptation changes, 

including: 

o attachment to ‘historical authenticity’ and appearance 

o scepticism about climate change 

o fear of visitor dissatisfaction 
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These barriers can interact rather than operate independently, for example: lack of 

funding increases reliance on reactive maintenance work, which in turn reduces time 

for planning and learning, thus reinforcing vulnerability. 

6.2.4 Objective 4: to identify how maintenance and management decisions 

are prioritised, and whether cultural and natural heritage significance are 

being balanced 

The study found that where effective conservation and/or management plans exist 

and are treated as live documents, they are being used as tools to: 

• support arguments for change 

• set priorities based on significance 

• enable climate adaptation to be framed as conservation rather than loss 

In contrast, outdated plans, or complete absence of plans, becomes a constraint to 

making decisions and taking action, which is particularly evident in larger and 

publicly accountable organisations. 

Notably, many plans pre-date consideration of climate change and therefore offer no 

relevant policy or practical guidance. This leads site managers to act without 

reference to plans and documents, especially when responding to extreme events. 

Highly experienced professional gardeners are more confident and often rely on 

intuition and long observation to make informed, but autonomous, decisions. Less 

experienced managers are more likely to seek guidance and refer to written plans, 

but may then lack the resources, or authority to implement changes. 

Sites with small teams of gardeners, typically under 5 FTE, can be almost entirely 

absorbed by ensuring visitor safety, and carrying out reactive maintenance. 

Sites with larger staff teams raised a different set of issues affecting management 

decisions, including 

• resistance to change within their organisation 

• the need for extensive consultation and co-ordination before action can be 

taken 

A picture therefore emerges of considerable unevenness across the sector, with 

some HPGCs aligned with current best practice and able to demonstrate robust 

decisions and responses, but many others with a gap between planned policy and 

actual practice, and where, consequently, heritage values are at risk of being 

overlooked or sidelined. 

A common theme is ‘evoking historic character’ rather than ‘historically authentic 

replication’ as a guiding principle to help reconcile heritage sensitivities with the 

realities of climate change impacts: the aim being to allow heritage values to be 

respected as far as practicable, using alternative plant species and/or materials to 

sustain design intent, spatial effect and legibility where historic replication is no 

longer viable. 
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Managers are also being creative in seeing climate change as an opportunity to 

move where possible to more natural management approaches and/or low-input 

maintenance operations, which often also benefits biodiversity. Explaining changes, 

and the reasons behind them, is also strengthening visitor engagement and 

promoting wider appreciation of the complex issues being faced. 

6.2.5 Objective 5: to identify needs, opportunities, risks and demand for 

advice, tools and support, including an action plan for enabling adaptation 

Combining responses from the interviews and online survey, the most requested 

forms of support can be summarised as: 

• practical guidance and toolkits 

• access to funding and grants, for: 

o general climate adaptation 

o educating the public 

o investment in infrastructure, particularly repairs to water features, 

installation of drainage, path renewal 

o maintenance 

o planning 

o staffing 

o planting renewal 

• centralised source of information with links or signposting to: 

o latest information, activities, networks 

o advice and guidance including a template for climate change risk 

assessment 

o directories of specialist nurseries and contractors 

• support for peer networking and learning through site visits and best practice 

case studies 

• training and continuing professional development opportunities, including 

specific conferences and seminars addressing climate change issues in 

HPGCs 

• an improvement to strategic guidance 

• help to write or update HPGC conservation plans and/or management plans 

to address climate change issues and provide better strategic approaches to 

climate change 

• access to specialist consultancy time, for example, mentoring / monitoring 

support that could be used to meet short term needs 

In addition to directly asking respondents to identify their needs, the study also 

explored whether and how needs may differ across the sector; and therefore, 

whether support should be specifically targeted in order to be more effective. 

Analysis suggests that needs do vary, depending on 

• length of experience of individuals 

• size of site 
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• type of organisation, whether private or public ownership 

The strongest consistent pattern is that managers across the sector value practical, 

useful support over generic information. 

6.3 All HPGCs are at risk 
Around 2,800 parks and gardens across the UK are formally recognised for their 

historic value by inclusion on registers of historic interest. 

From the study findings, there is absolutely no doubt that managers of HPGCs 

nation-wide are observing direct impacts of our changing climate, on the ground, 

year on year. Everyone taking part in this study accepts that climate change is 

having an effect. 

Types of impacts vary by region, from drought and water scarcity in the southeast to 

flooding, erosion, and storm damage in the northwest and southwest. Across all 

regions, managers consistently report: 

• growing unpredictability, breakdown of seasonal patterns 

• traditional management routines being overtaken by the need to react swiftly 

to extreme weather events 

• operational and staffing pressures 

• impacts on visitor experiences 

Climate change is a very clear and existential threat: all HPGCs are at risk. 

Across the sector, common barriers to change are being experienced: insufficient 

funding, limited staff time, fragmented information, lack of training, internal resistance 

to change, and governance delays. Yet there are also clear opportunities: sites that 

have supportive leadership, peer networks, flexible interpretations of significance, 

and access to pilot funding are adapting more confidently. Many managers are 

enabling HPGC landscapes to evolve while retaining the essence of their historic 

character. 

6.3.1 The most vulnerable sites 

It is also clear from the discussions that while all HPGCs are at risk, some seem to 

be more at risk than others. 

One interviewee observed that within the next 50 years, their site in a coastal 

location may simply be lost to rising sea levels. While not all coastal HPGCs are 

equally vulnerable to sea level change, this is one criterion that could be further 

researched. 

A pattern of relative vulnerability of different types of HPGC is discernible: smaller 

parks and gardens in private / trust ownership, and with more limited resources to 

draw on, seem to be more vulnerable to the impacts of climate change than larger 

sites, publicly owned and/or managed by national organisations. Smaller private 

HPGCs are often reliant on a single owner or a very small team, while larger 

organisations have greater capacity and internal support systems, but face complex 

governance and significant infrastructure challenges. 
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The rapid and restricted nature of this study excluded HPGCs in fragmented and/or 

commercial ownership, but these HPGCs are likely to be equally or even more 

vulnerable, since their managements may have very different priorities and be 

disengaged from conservation considerations. 

Recurring barriers identified in the smaller, privately-owned site responses, can be 

summarised as: 

• limited capital for major adaptation works such as drainage, flood defences, 

erosion controls, water storage and water-efficient irrigation 

• owner priorities and governance constraints 

• lack of strategic documents such as conservation plans, management plans 

and climate risk assessments 

• inevitable eventual loss of the head gardener, usually equating to loss of 

deep and long site knowledge 

• heavy reliance on informal networks for advice and guidance, with a risk that 

mistakes are repeated 

• very small teams and heavily reactive workloads severely restricting any 

capacity for planning and/or training 

• presentation of heritage and visitor expectations acts as a constraint 

• weather-sensitive income streams and cashflow challenges 

• difficulties accessing specialist expertise and contractors 

• difficulty justifying preventative investment, particularly in the face of extreme 

event damage expenditure 

Since, from this study, these sites seem to be especially vulnerable, it is important 

that the recommendations respond to and prioritise their specific needs. 

However, there are other possible criteria, such as specific landscape styles, flood 

plain location, specific species collections, reliance on mono-species for specific 

historic features, that could not be addressed by this study due to sample size. 

These factors could also be explored, to develop a more detailed understanding of 

risks and degrees of vulnerability across all the UK’s HPGCs. 

6.4 Strengths, weaknesses, threats and opportunities 

6.4.1 Strengths 

• The sector has a strong reliance on site-specific knowledge and long site 

experience. 

• Site managers are already taking climate adaptive actions, demonstrating 

skills and resourcefulness. 

• Horticultural knowledge is informing decisions to put the ‘right plant in the 
right place’. 

• Actions are already being taken to address climate change issues: 

o plant and plant collections are being adapted 

o water storage, irrigation and soil management practices are changing 

o pest and disease management practices are changing 
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o working methods and practices are changing 

• Some climate change actions are resulting in improvements in biodiversity. 

• Some HPGCs are explicit about prioritising and planning climate actions in 

relation to heritage significance. 

• Several HPGCs are responding especially well to climate change challenges 

already, which provides a source of good practice and case studies. 

• Some well-managed sites are illustrating the combined strengths of good 

strategic planning (through conservation plans and management plans) with 

delivery of management actions. 

• Innovation and experimentation are taking place. 

• Peer-to-peer and professional networks are widely used and trusted sources 

of information and advice. 

• Good network organisations already exist, which could assist in sector 

engagement, for example the Historic Houses Association. 

• New partnerships are forming to share knowledge and to seek and secure 

funding. 

• Visitors and stakeholders are becoming more engaged in climate change 

issues, how HPGC environments are being affected and why changes are 

necessary. 

6.4.2 Weaknesses 

• Climate change is causing a marked departure from planned and consistently 

applied management cycles towards a reactive model, for example, 

responding to the latest extreme weather event. In many instances, already, 

stability and a ‘return to normal’ is not reached before the next extreme event 

occurs. 

• Constraints of time, staff resources, and management capacity dominate all 

management decisions. 

• With increasing need for reactive management actions, there is 

correspondingly little, or no, time or resource left for learning and forward 

planning. 

• Conservation and management plans which, as part of conservation best 

practice, explain heritage significances and the rationale for management 

decisions: 

o can be cumbersome, are perceived as strategic high-level documents and 

are frequently ineffective as practical management tools 

o are often out of date or incomplete, and do not consider climate change 

issues 

o are rare outside sites in public ownership or national heritage 

organisations 

o are beyond the means of smaller sites to prepare and implement 

• There is a risk of harm and loss to heritage significance because: 

o management actions addressing the effects of climate change are not 

necessarily prioritised in relation to heritage values 
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o there is a lack of guidance explaining how best to safeguard heritage 

values and heritage significance while adapting to address climate change 

pressures 

o there is also a fear of doing the wrong thing in relation to heritage 

constraints, in some cases leading to inaction 

• While many managers know what they could do to combat climate change 

effects, they lack accessible funding to implement changes. 

• Guidance is fragmented and hard to find, and often too generic or too 

abstract to be useful in addressing site-specific problems in a practical and 

achievable way. 

• There is variable knowledge across the sector and a heavy reliance on 

personal networks for advice. 

• Some staff, particularly at smaller sites, and at more junior levels, struggle to 

access knowledge, advice and guidance. 

• Access to training is limited due to demands on staff time, staff roles and 

responsibilities, cost, and geographical location. 

• There can be loss of in-depth, site specific, knowledge when long serving 

staff depart, leading to lack of continuity, risk of past mistakes being 

repeated, etc. 

• Some HPGCs are thought to be particularly at risk, including: 

o small HPGCs in private ownership with few staff, which appear to have 

insufficient capacity to respond to the need to change and adapt 

o HPGCs managed by commercial organisations (such as hotels or 

schools), which may have priorities other than heritage conservation 

o sites in multiple ownership which may lack clear strategic focus 

o sites on risk registers / inventories due to management or condition issues 

• In some places there is institutional, cultural or individual resistance to 

overcome, especially where: 

o governance arrangements / approvals processes in larger organisations 

hinder timely and effective management actions 

o institutional perceptions of what the public will accept is a constraint, 

limiting what managers are able to do even when they have the 

knowledge and resources 

6.4.3 Threats 

• Historically significant parks and gardens, or large parts of them, could be 

substantially altered or lost due to climate change. 

• Parks and gardens are, by their very nature, ephemeral and vulnerable; they 

can be severely damaged in a single weather event and can very quickly lose 

their unique features and significance. 

• Managers nearly all report that they are under-staffed and under-funded and 

without financial help it will be difficult or impossible for HPGCs to respond to 

climate change. 
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• Funding for gardens is rarely a priority as it is often seen in the shadow of 

investment in listed built heritage. 

• Funding tends to be prioritised for emergency responses to extreme events, 

and it is much harder for managers to secure funding for preventative or 

planned climate mitigation action. 

• Uncertainties around climate predictions and increasingly volatile weather 

patterns makes it very difficult to plan and deliver mitigation actions. 

• Less well-maintained infrastructure, and poorly structured and/or aging 

planting are particularly vulnerable to weather extremes. 

• HPGCs are often trying to attract greater visitor numbers to help pay for 

remediation of increasing levels of damage due to climate change; but 

increasing visitor numbers also puts greater pressure on garden 

infrastructure and all aspects of HPGC management. Problems are 

particularly marked at HPGCs where traditional garden infrastructure is not 

robust enough to accommodate large numbers of visitors, and a ‘double 

whammy’ maintenance problem is thus created. 

• Lack of leadership from national heritage organisations means that heritage 

significance across the HPGCs sector is not currently being robustly 

safeguarded. 

6.4.4 Opportunities 

There are therefore opportunities to: 

• respond to requests identified in this study for comprehensive and practical 

guidance specifically tailored for HPGCs addressing climate adaptation 

• re-examine traditional approaches to accepted conservation best practice, 

and provide guidance that responds to climate change issues, such as: 

o what is ‘climate resilience’ in the context of HPGCs; and what terminology 

should be used around ongoing climate-driven changes 

o how register / inventory sites should sustain their significance and 

character whilst adapting to climate change 

o what level of change is acceptable and what principles should be followed 

to assess this 

• advise on integration of climate change issues into conservation and 

management plans, and ways of assessing climate change risk in heritage 

landscapes 

• create a centralised location for online guidance and information 

• support and disseminate examples of good practice, signposting case 

studies, experiments and pilot schemes 

• provide signposting to existing grants and new sources of funding as they 

come on stream 

• make targeted funding available to address sector-specific issues, for 

example, infrastructure adaptation, climate risk assessments 

• provide sector-specific funding to support a broad range of accessible 

training opportunities 
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• support and promote peer and professional networks and guilds 

• continue to expand the breadth and depth of public engagement with climate 

change issues in relation to heritage conservation, HPGCs and the natural 

environment 

• engage and consult with HPGC managers from a broad variety of sites 

across the UK to ensure that any measures put in place are accessible, 

practical and useful on site, day to day 

• bring together sector bodies to discuss a co-ordinated approach to supporting 

HPGCs to respond to climate pressures and adaptive changes 

• gain better understanding about vulnerability and resilience issues in HPGCs, 

and be in a stronger position to develop targeted policy and support 
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7 Recommendations 
Recommendations draw on responses from 23 stakeholder interviews held with 

managers of nationally recognised HPGCs, and findings from the online survey 

completed by 79 respondents from HPGCs; and respond directly to the analysis set 

out in Chapter 6, and particularly to the opportunities identified (at 6.4.4 above). 

Where questions were asked about what specific support would be most helpful over 

the next few years, recommendations respond directly to the most common requests 

made by interviewees, combined with the results of the online survey. In many 

instances, however, the recommendations are also the result of a process of 

distilling the evidence of need identified in chapters 3, 4 and 5, using the analysis in 

chapter 6 which brings together the common threads - strengths, weaknesses, 

threats and opportunities - and through discussion, formulating a range of ideas 

designed to address the most pressing issues identified during the process of the 

study. 

The recommendations set out below therefore provide an initial response to the 

difficulties the sector is currently experiencing due to climate change and are 

intended to provide a ‘springboard’ for discussion and a starting point from which 

work to support the HPGC sector to respond to climate change, can be developed. 

Because of the unique mix of challenges this sector is facing, and the fragmented 

nature of existing guidance, it is very important that support is practical, easy to 

access and use, and specifically tailored to HPGCs needs. 

To take these recommendations forwards successfully will require support from a 

wide partnership across HPGCs, the heritage agencies and related organisations 

throughout the four devolved nations. While some in the sector are forging ahead, 

many HPGCs are only beginning to think about what adaptations might be needed. 

At the same time, many networks and discussion groups are emerging, and early 

lessons are being disseminated. What might now seem to be the best way forward, 

may need to adapt in future to continue to respond appropriately to needs, in a 

changing climate. The emergence of ever more powerful AI tools, for example, may 

make information accessibility much easier and enable guidance that is tailored to 

individual site requirements. 

Recommendations are not presented in any order of priority; they have been loosely 

grouped together by theme: 

• knowledge, advice and guidance 

• funding 

• communications 

• UK-wide co-ordination 

• further work 

Some, or all, of them might be worked on at any one time. They offer possible 

approaches to assisting and guiding the HPGCs sector as a whole, as well as 

individual sites. Different ways of potential delivery will need to be explored, and 

implementation options will need to be tested with the sector. Funding, inevitably, 
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also needs to be secured to move forwards. As an overall set of recommendations, 

they respond directly to needs identified in the report above, devised to assist with 

some of the most pressing and widespread issues currently being faced by the 

sector. 

7.1 Knowledge, advice and guidance 

7.1.1 Develop climate adaptation ‘toolkit’ specifically for HPGCs 

It is recommended that a HPGC climate adaptation ‘toolkit’ is developed, with key 

sector stakeholders across the UK, that is concise, principle-led and intentionally 

non-prescriptive. In the interviews, managers requested practical guidance, or 

‘toolkits’, with a ‘step-by-step’ process that is comprehensive and easy to follow. In 

the online survey, help in writing or updating conservation plans was the second 

most requested item for support; help in updating management plans so they 

address climate change actions, the sixth; and support to undertake climate change 

risk assessments to identify key actions, the seventh. 

The toolkit should provide a step-by-step basis for decision making, with guidance 

that: 

• creates a consistent approach and terminology that HPGCs can use when 

planning and justifying actions, particularly if there is a need for change to 

heritage features or values that contribute to heritage significance 

• provides outline contents for plans, checklists, information to gather, etc, and 

shows how to apply conservation principles to site significances and specific 

aspects of heritage values in considering and making climate adaptation 

decisions 

• gives managers a sound basis for decision making and for communicating 

their reasoning and justification 

• identifies an appropriate scale of climate change planning, depending on 

size, nature and resources of individual sites, recognising that large or 

complex sites may need comprehensive plans whereas small or simple sites 

may need only a light touch 

To be effective, it is important that such a ‘toolkit’ is endorsed by the UK’s heritage 

agencies, so that the whole sector has a shared and common reference point. It will 

provide confidence that actions are aligned with sector expectations, rather than ad-

hoc departures from good conservation practice. 

7.1.2 Create an online national HPGCs knowledge hub 

An online hub should make information on practical climate change adaptation easy 

to find, compare and apply, for the different climate regions and types of HPGC. In 

the online survey, this was ranked as the third most important item for support. 

Stakeholders who were interviewed also stressed the need for a centralised source 

of HPGC-specific guidance and information. 
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A hub should: 

• bring together examples of current good practice and case studies drawn 

from across the UK’s climate regions, highlighting physical climate change 

adaptation measures 

• address gaps in guidance (identified in the literature review) and provide a 

comprehensive suite of resources tailored to HPGCs 

• include examples of what doesn’t work, as well as what is successful 
• signpost other sources of guidance and information 

• identify training and learning opportunities 

• link with guilds, peer networks and other sources of advice 

There is a desire from HPGC managers that a hub should identify appropriate 

consultants or contractors. So as not to be anti-competitive, the solution may be to 

include links to professional bodies and trade groups as a source of information 

about consultants, contractors and suppliers with demonstrable experience. 

Options for delivery need to be explored, including potential content, bringing 

together currently disparate data, how and where such a hub could be hosted and 

managed, and how it could be funded and sustained. 

7.2 Funding 

7.2.1 Put in place a funding stream for creating / updating key ‘toolkit’ 

documents 

In many instances, managers need help with updating existing plans specifically in 

relation to climate change considerations: updating conservation plans is the second 

highest ranking of need identified in the online survey. Where plans already exist, 

undertaking climate risk assessments and embedding the results in existing 

documents is a relatively quick method of guiding adaptation. 

The toolkit should identify a range of documents that assist with understanding the 

impacts of climate change adaptation on any individual HPGC, and direct users 

according to the size and resources of the site, to guidance on: 

• conservation plans 

• climate risk assessments 

• climate risk registers 

• management plans 

• heritage impact assessments 

Many smaller sites, especially those that are privately owned, may not have any 

strategic plans and this funding stream should support them to carry out studies that 

help them understand the heritage significance of their sites, how they are at risk 

from climate change and how to integrate adaptation responses in their 

management. 

These sites may also benefit from short-form assessments, similar to the Heritage 

Guidance Sheets used by Historic Environment Scotland (for example), instead of 
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full conservation plans. Knowing about heritage impact assessment processes would 

give managers the skills and confidence to review and prioritise least damaging 

approaches to climate adaptation and templates / guidance for this process could 

also be made available. 

7.2.2 Create a Climate Adaptation Fund for HPGC infrastructure projects 

The highest-ranking option for support identified in the online survey is ‘grant 

scheme for targeted action to respond to climate change adaptation’. Funding, 

especially for infrastructure, was also one of the top requests from the interviews; 

other aspects for which funding was requested include planting renewal, staffing, 

educating the public, planning, and climate adaptation generally. 

An adaptation fund would move the sector from pilots and plans into mainstream 

implementation. The purpose is to provide a clear, accessible route for HPGCs to 

access capital funding for interventions that are already evidenced and understood, 

but which would otherwise remain out of reach financially. 

A new fund could offer simplified application routes and a set of pre-approved 

intervention types, such as drainage improvements, water reuse and storage, and 

tree / plant species diversification, while still allowing HPGCs to justify other climate 

adaptation interventions where needed. 

Because climate pressures evolve and interventions may need to be staged, the 

fund should permit phased funding over time rather than forcing HPGCs into single, 

rigid project packages. There is a barrier around sites having capacity to develop 

grant funding applications, so funding may also need to be available for support in 

putting together proposals, particularly for HPGCs with few staff. 

Access to specialist consultancy time, for example, for mentoring support that could 

be used to meet short term needs, was ranked as the fifth most useful type of 

support in the online survey. The fund could provide consultancy support, particularly 

to smaller HPGCs with fewer staff, and capacity training courses or continuing 

professional development could be offered where there is sufficient staff resource. 

7.2.3 Fund and/or promote regional pilots, trials and demonstrations 

Regional pilot and demonstration sites translate abstract adaptation guidance into 

real projects on the ground. Managers and site staff are practical people who 

particularly value peer-to-peer advice and site visits; 62% of interviewees requested 

support for peer-to-peer networking and 35% support for visits to pilot projects. 10% 

of the online survey respondents suggested case studies / best practice as a 

resource they would like to help them respond to climate change. 

The purpose is to build confidence by showing what adaptation looks like in real 

historic landscapes and to build up climate change specific knowledge across the 

sector. 

In the first instance, it would be a quick win to create case studies, best practice 

examples and research from sites and projects that are already taking action and 

adapting. Pilot studies should focus on a tangible adaptation challenge, such as 
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water management; tree resilience; surfaces and paths; pests and diseases; and 

include a visitor communication component so that changes are explained as 

stewardship rather than decline. 

To maximise learning, pilot studies should share failures as well as successes, and 

the programme should analyse patterns, such as the capacity of different ownership 

types to respond, and use the findings to target future support more precisely. 

7.2.4 Invest in specific skills and support networks to support HPGCs 

Specifically targeted investment in skills and organisational capacity, not only 

infrastructure, will help to address the confidence and skill gaps that determine 

whether HPGCs can plan, deliver, justify (if necessary) and explain adaptation 

measures, particularly where HPGC management teams are small and stretched. 

When asked what support would be most useful, many interviewees suggested local 

training opportunities and networking. Specific conferences and seminars addressing 

climate change issues in HPGCs was the fourth most selected need for support in 

the online survey, and creation of better links and awareness of networking 

opportunities, including direct support for key networks, was tenth. 

Sector-specific training needs identified by interviewees include strategic topics such 

as: 

• climate risk assessments 

• heritage sensitive adaptation measures 

• practical skills around how to adapt for drought, flooding and storms 

• training about specific pests and diseases 

This whole area of up-skilling is therefore clearly very important to ‘front line’ HPGC 

staff. 

Training could also be offered on how to use the ‘toolkit’, targeted at different sector 

audiences. There should be an emphasis on peer-based learning with site visits and 

demonstration projects throughout. 

Access to training is uneven, and often unaffordable for smaller HPGCs, which 

exacerbates regional and organisational inequalities in their ability to respond. 

Therefore, thought needs to be given as to how targeted support could be delivered 

most effectively. This may include: 

• setting up a specific fund to support and enable regional peer-learning 

networks 

• regional seminars, courses and visits 

• tailored continuing professional development that specifically addresses 

practical climate adaptation issues and opportunities in the context of HPGCs 
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7.3 Communications 

7.3.1 Communicate to the public what adaptation in HPGCs looks like 

Almost half the respondents say they get negative comments around adaptive 

changes such as replacing box hedging, shifting away from bedding plants, letting 

grass grow longer, changes to infrastructure and path surfaces, and when planting 

replacements are not ‘historically authentic’. 

There is, therefore, a need to change the public awareness of climate change and 

what it means, so that visitor and stakeholder expectations do not become an 

operational constraint. The purpose is to build understanding that adaptation is an 

essential part of responding to a changing climate and that HPGCs may need to look 

different in order to survive and remain meaningful. Actions may include: 

• exploring with sector partners how to communicate the bigger story of what is 

at risk, why and what HPGCs are doing about it 

• developing a communications strategy that explains why particular changes 

are happening and consistently frame climate change adaptation as 

responsible management rather than loss 

• identifying good media partners, and explore opportunities to publicise issues 

and communicate via multimedia outlets 

• Support interpretation, developing and sharing messaging templates that 

individual HPGCs can adapt for their own contexts, helping teams to 

communicate confidently, consistently and effectively 

7.3.2 Promote conversations 

When undertaking this study one of the key observations is how valuable the 

interviews are to both parties; interviewers noted how energised managers are about 

what they are doing. Particularly with smaller sites, but also with some major 

gardens in more isolated locations, head gardeners appreciated the opportunity to 

discuss what they are doing and how they could do it better. 

It is therefore recommended that funders think about how to make conversations 

with knowledgeable individuals available and accessible. This might be done by 

embedding a dedicated person(s) into an existing organisation or network as a point 

of contact. 

7.4 UK-wide co-ordination 

7.4.1 Seek strategic partnerships with devolved nation agencies 

There is an opportunity for the heritage agencies across the UK to start to share 

thoughts on the really difficult questions facing the future of historic designed 

landscapes in a rapidly changing climate, including, potentially, to work closely 

together on a co-ordinated approach to develop a consistent UK-wide response. 
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7.4.2 Gain a better understanding of registers / inventories 

Strategic planning for HPGCs would be assisted by improved understanding about 

the sites on the registers / inventories. The study has revealed that smaller sites 

and/or those in private ownership seem to be more at risk. However, the data on the 

registers / inventories is not in a format that can be easily searched or analysed, on 

matters such as ownership, size, complexity, types of features, and other criteria. 

Having data such as this available in a searchable format would facilitate better 

understanding of the sites on the registers / inventories. This would assist in 

identifying other vulnerability factors, which could thus enable funding streams to be 

directly promoted to the sites most at risk from climate change, to make best use of 

limited resources. 

Further analysis to identify whether a HPGC on the register is also a member of a 

national garden opening scheme, affiliated to the Royal Horticultural Society, or a 

member of the Historic Houses Association, would help in finding out to what extent 

these existing networks might be useful, for example, in communications to promote 

new initiatives or in carrying out further research. 

7.4.3 Build partnerships 

Delivering the recommendations of this report will need a wide partnership across 

the devolved nations, the historic gardens sector and the broader horticultural and 

environmental sectors. Using the findings of this report as an opportunity to create or 

reconnect with existing partnerships around climate change would be a strong way 

to start. 

It is also clear that strategic discussions and initiatives are emerging, and part of the 

challenge is linking people to the most helpful initiatives and building strong 

partnerships as the response to climate change matures. Identifying appropriate 

groups and linking to them, creating a network of contacts, is a good starting point 

for conversations going forward. 

The Historic Houses Association emerges as a potential key partner owing to their 

reach to many sites on the HPGCs registers. The Gardens Trust is also well placed 

to contribute, given its membership. The Royal Horticultural Society has developed a 

network of affiliated gardens, and the National Trust, National Trust for Scotland, and 

English Heritage are already part of the conversation. PlantNetwork and the 

Professional Gardeners Guild are rated by survey respondents. Kew and Edinburgh 

botanical gardens are strongly linked into research networks and lead on plant 

adaptation and climate change projections. 
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7.5 Further work 

7.5.1 Expanding the research 

This report is based on findings from just 23 interviews and 79 online survey 

responses relating to HPGCs on UK registers / inventories, which equates to just 

3.6% of the total number of sites, about 2,800. The range of questions was focused 

on the study objectives and therefore limited in scope. 

There is a strong consistency in responses across the interviews and the online 

survey; however, the sample size is small. There appears to be a strong correlation 

between site size and type of ownership, and vulnerability to climate change. A 

further hypothesis is that there may be similar correlations between landscape type, 

or historic period or age, with vulnerability to climate change, but a larger sample 

size is needed to test this. Conversations during the study, and questions raised 

during the preparation of the report, also revealed additional factors that would be 

worth further investigation, comprise: 

• exploring vulnerability to climate change across a range of other criteria, such 

as different types of ownership – commercial, fragmented, local authority, 

trust; across age, period, landscape type, style; for low-lying sites, in 

floodplains and/or coastal locations 

• the financial impacts of climate change on HPGCs, including impacts on 

visitor numbers and revenue generation 

• whether there are specific vulnerabilities and adaptation issues facing 

cemeteries that differ from parks and gardens: the study managed to engage 

with a memorial garden but not a traditional cemetery 

• whether available climate data is easy for HPGC managers, head gardeners 

and staff to understand, and whether there are opportunities to make this 

information easier to use, for example, via climate prediction models, possibly 

using AI or specific apps 

This study reveals that HPGCs across the UK are all being affected by climate 

change, and that while managers are being very resourceful in responding, they 

urgently need tailored guidance and sector-specific support to ensure registered 

HPGCs are conserved for future generations. Further research would increase 

understanding of the many challenges managers and owners are facing and enable 

limited resources to be targeted to best effect. 
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Appendix 1: 

Stakeholder questions 

Interview Questionnaire      

1 February 2026 

This data is confidential and will be anonymised 

A Climate change understanding and observations 

A1 Do you feel you have a broad understanding of the potential 

impacts of climate change and how this may affect your site? 

A2 Is climate change having an impact on your garden at this present 

time? for example extreme weather events, increased flooding, 

drought, storm damage or pests 

B Strategy and climate change 

B1 Do you have a conservation plan for the garden? If so what date 

was the plan prepared 

B2 Does your conservation plan identify the cultural, historical and 

natural heritage significances for your site? 

B3 Does your conservation plan identify policies to address climate 

change? 

B4 Have you undertaken a climate risk assessment for your site? 

C Management actions and climate change 

C1 Do you have a management plan that identifies actions to respond 

to climate change? Yes/No 

If not what factors do you consider when planning management 

and maintenance actions? 

C2 What actions are you taking eg changing planting palette, making 

changes to infrastructure etc 

C3 Are these actions being prioritised according to significance e.g. 

cultural and natural heritage significance 
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C4 What challenges or barriers are you facing in trying to address 

climate change actions? 

C5 Are there any opportunities arising from climate change? 

D Climate change advice, guidance and support 

D1 Have you been able to access formal external advice, expertise or 

resources to support you in response to climate challenges? 

If yes, what have you accessed? 

If not, is there a simple reason why not e.g. knowledge, cost, 

time? 

D2 Do you use informal networks or contacts to support you in 

response to climate challenges? 

If yes, what have you accessed? 

D3 What do you consider the barriers to gaining knowledge? 

D4 What support would you find most useful in next 12 months: 

• Guidance and toolkits, 

• Grants, 

• Local peer networking/peer visits 

• Training 

• CPD/ wider training 

• Conferences 

• Pilot or demo projects 

• Case studies 
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Appendix 2: 

Online questionnaire 

1. Online survey targeted at managers of 

Parks and Gardens across the UK 

Peel Park, The Crescent, Salford, Greater Manchester. © Historic England Archive. DP372431. 

The National Lottery Heritage Fund in collaboration with Historic England are 
undertaking UK wide stakeholder research to understand how historic parks and 
gardens across the UK are being managed and maintained in response to the 
threats posed by climate change. The work includes developing an understanding of 
what advice and guidance is available to the owners and managers of these historic 
places, what challenges and barriers they are facing, what factors are being 
considered in approaches to future management and whether balanced 
consideration is being given to the cultural, historic and natural heritage significance 
of the places. 
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The following questionnaire is divided into 5 sections, which should take around 10 
to 15 minutes to complete. Many are multiple choice, but there are some open 
questions where we would appreciate more detailed answers if you have the time. 

All information you provide will be anonymised and kept strictly confidential. Even if 
you give consent, you will still be free to withdraw from the study at any time, without 
giving a reason, and your data will be disposed of securely and confidentially. The 
National Lottery Heritage Fund and Historic England will act as the joint Data 
Controller for this project. This means that both The National Lottery Heritage Fund 
and Historic England are responsible for looking after your information and using it 
properly. 

Read the privacy policies of the National Lottery Heritage Fund and Historic England. 

1. Please confirm you consent to participating in this research. 

Yes 

No 

https://www.heritagefund.org.uk/privacy
https://historicengland.org.uk/terms/privacy/
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2. About you and your site 

2. What is the name of your site? Please enter the site name and 

county it is located in. 

3. Please enter the site postcode. 

4. Are you the owner or manager of the historic park or garden? 

Yes 

No 

5. Please tell us if your site is on: 

Historic England's Register of Historic Parks and Gardens 

Historic Environment Scotland's Inventory of Gardens and Designed 

Landscapes 

Northern Ireland Environment Agency's Register of Parks, Gardens and 

Demesnes of Special Historic interest 

Cadw's Register of Historic Parks and Gardens 

Other (please specify): 

6. What is your role in the management / conservation of the 

historic park or garden (please tick all that apply) 

On-ground operational activities 

Direct supervision of on-ground activities 

Management / oversight of on-ground activities 
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Strategic direction 

Other, please tell us about your role. 

7. What type of organisation are you employed by? 

Private owner / estate 

Local Government 

Government organisation 

University 

Non-governmental organisation / charity (for example, National Trust) 

Other (please specify): 

8. How long have you worked in the management / conservation of 

historic parks and gardens? 

Fewer than 5 years 

5 to 10 years 

10 to 20 years 

More than 20 years 

9. What are your areas of expertise? (Please tick all that apply.) 

Architecture 

Botany / Ecology / Environmental Science 

Conservation / Cultural Heritage / Heritage Studies 

Forestry / Arboriculture 
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Horticulture 

Landscape Architecture / Design 

Landscape Management 

Other (please specify): 

10. What are the main components of your historic park and/ or 

garden? (Please tick all that apply.) 

Woodland 

Parkland 

Formal gardens 

Lakes / waterbodies 

Cemetery 

Other (please specify): 
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3. Climate change understanding and 

observations 

11. What is your view on climate change? 

Strongly 

agree 

Somewhat 

agree Neutral 

Somewhat 

disagree 

Strongly 

disagree 

Climate change is 

starting to 

damage this site 

12. How would you describe your level of understanding about 

climate change and its impacts on historic parks and gardens? 

Not knowledgeable at all 

Slightly knowledgeable 

Moderately knowledgeable 

Very knowledgeable 

Extremely knowledgeable 

13. For the site that you are telling us about, what climate related 

changes have you already observed? (Please tick all that 

apply.) 

Seasonal changes 

Increased frequency / intensity of heatwaves 

Increased frequency and longer periods of drought 

Increased frequency / intensity of short duration rainfall events 

Increased frequency / intensity of extreme storm or wind events 

Increased frequency / intensity of flood events 
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Increased frequency / intensity of wildfires 

Increases in pests and / or diseases 

Insignificant / little change 

Coastal or site erosion 

Other (please specify): 

14. How much do you think climate change is damaging your site? 

Strongly 

agree Agree 

Neither 

agree nor 

disagree Disagree 

Strongly 

disagree 

Climate change is 

already damaging 

trees / planting 

Climate change is 

damaging 

ornamental / 

decorative 

features (for 

example, statues, 

pergolas) 

Climate change is 

damaging 

habitats / species 

Climate change is 

damaging 

structures / 

infrastructure (for 

example, paths, 

lakes, drains, 

glasshouses, 

walls) 
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4. Strategy and climate change 

15. Does your site have a conservation plan? 

Yes 

No (move to question 17) 

16. If yes, does your conservation plan identify: 

Yes No 

Important historic 

ornamental / 

decorative 

features (for 

example, statues, 

pergolas) 

Important trees / 

planting / habitat / 

species 

Important 

structures / 

infrastructure (for 

example, paths, 

lakes, drains, 

glasshouses, 

walls) 

Policies guiding 

management of 

the site 

Specific climate 

change policies to 

guide 

management of 

the site 
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17. For the park or garden you are telling us about, please tick one 

box to show your level of agreement or disagreement with 

each statement. 

Strongly 

agree Agree Neutral Disagree 

Strongly 

disagree 

I am already 

planning for the 

impacts of climate 

change 

I will need to 

consider the 

impacts of climate 

change in the 

planning / 

management for 

the near future 

(by 2030) 

18. Have you undertaken a climate change risk assessment of your 

site, for example, assessing all the likely impacts of climate 

change and how they affect all features of your site? 

Yes 

No 

Other (please specify): 
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5. Management actions and climate change 

19. Does your site have a management plan? 

Yes 

No (move to question 22) 

20. If yes, does your management plan identify actions that respond 

to climate change? 

Yes 

No 

21. If no to the above question, what factors do you take into 

account when planning management and maintenance 

actions? 

22. What changes are already being made to address climate 

change? (Please tick all that apply.) 

Garden / landscape design 

Plant / tree species selection 

Irrigation / mulching practices 

Introduction of rainwater / stormwater collection and reuse practices 

Introduction of flood protection measures, including site drainage 

improvements, repairs 
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Measures to protect and preserve physical objects and structures, for example, 

statues, monuments, glasshouse 

Other (please specify): 

23. Are these actions being prioritised according to the importance 

of historic or ecological features? 

Yes 

No 

24. What are the challenges or barriers you are facing addressing 

climate change? 

25. Are there any opportunities or benefits arising from climate 

change? For example, this could include enhancing planting 

or biodiversity, gaining biodiversity net gain credits, developing 

carbon capture projects and/or credits. 
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6. Climate change advice, guidance and 

support 

26. This section will help us direct our support over the next 2 to 3 

years. 

Have you found it easy to access advice, expertise or resources to 
support you in your response to climate change? 

Yes 

No 

27. What forms of advice, guidance and support have you found 

most useful to date? 

Most useful 

Moderately 

useful 

Infrequently 

useful Not used 

Agency advice, 

for example, 

Historic 

Environment 

Scotland 

Non-

governmental 

organisation 

publications such 

as National Trust 

/ Royal 

Horticultural 

Society guidance 

National peer 

networks, for 

example, 

PlantNetwork, 

Professional 

Gardeners' Guild 
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Most useful 

Moderately 

useful 

Infrequently 

useful Not used 

Local peer 

networks / 

contacts 

Formal training 

courses and/or 

continuing 

professional 

development 

Conferences and 

seminars 

Pilot or 

demonstration 

projects 

Case studies 

Internet 

searches, 

artificial 

intelligence 

28. Can you tell us more about the most useful ways you have 

found to access climate change support and / or sources of 

knowledge, for example, local head gardener group via 

WhatsApp? 
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29. What do you consider the barriers to gaining knowledge and 

accessing support? (Please select more than one option, if 

relevant). 

Lack of time to research topics 

Lack of funding / grants to engage with educational opportunities 

Lack of knowledge of where to find the most useful information 

Other (please specify): 

30. Over the next 1 to 2 years, what support would you find most 

useful to help you respond to climate change? (Please rank 

the topics below by moving them, top being the most 

important and bottom the least important). 

Help to write / update conservation plans to address climate change 

issues and provide better strategic approach to climate change 

Specific conferences and seminars addressing climate change 

issues in historic parks and gardens 

Creation of a regularly updated online climate change knowledge 

centre / hub that can signpost users to latest information, activities, 

networks etc 

Help to update management plans so that they address climate 

change actions and heritage significance within the conservation plan 

Access to specialist consultancy time (for example, mentoring / 

monitoring / support that could be used to meet short term needs) 

Support to undertake a climate change risk assessment / audit that 

can identify key actions that can be fed into management plans 

Online tutorials / videos sharing knowledge and experience not only 

of successes but what didn't work too 

Creation of better links and awareness of networking opportunities, 

for example, direct support for particular key networks 
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Grant scheme for targeted action to respond to climate change 

adaptation, for example, replanting of borders, repairs to water 

features, installation of drainage 

Bring together the many networks, specialist non-governmental 

organisations and charities, agencies to provide a more coordinated 

approach to their varied support to avoid duplication 

31. Can you suggest other resources you would like over the next 

few years to help you respond to climate change on your site? 
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7. Thank you for your time, we appreciate you 

completing this important survey. 

32. If you would be willing to be contacted for follow-up questions or 

to participate in future research, please enter your name and 

email address below: 
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Appendix 3: 

List of participating sites 
Abney Park, Greater London; Alexandra Park, Greater London; Arduaine Garden, 

Argyll & Bute; Arley Hall Gardens, Cheshire; Ashridge House Gardens, 

Hertfordshire; Attadale Gardens, Highland; Audley End House and Garden, Essex; 

Beckenham Place Park, Greater London; Belsay Hall Castle and Gardens, 

Northumberland; Bishop's Palace, Carmarthenshire; Blenheim Palace Gardens, 

Oxfordshire; Bodnant Gardens, Conwy; Boughton Park, Northamptonshire; Bradgate 

Park, Leicestershire; Branklyn Garden, Perthshire; Brockwell Park, Greater London; 

Brodie Castle, Moray; Brodsworth Hall and Gardens, South Yorkshire; Broughton 

House & Garden, Kirkcudbrightshire; Burley Park & Garden, Rutland; Caerhays 

Gardens, Cornwall; Castle Bromwich Historic Gardens and Parkland, West 

Midlands; Chatsworth House, Derbyshire; Chelsea Physic Garden, Greater London; 

Chiswick House and Gardens, Greater London; Clumber Park, Nottinghamshire; 

Crystal Palace Park, Greater London; Culzean Castle and Country Park, Scotland; 

Dawyck Botanic Garden, Scottish Borders; Doddington Hall, Lincolnshire; Down 

House, Greater London; Dulwich Picture Gallery, Greater London; Dyrham Park, 

South Gloucestershire; Fieldend, Greater London; Gilbert White's House and 

Gardens, Hampshire; Glenwhan, Wigtownshire; Greenbank Gardens, East 

Renfrewshire; Greenwich Park, Greater London; Grimsthorpe Castle, Lincolnshire; 

Haddon Hall, Derbyshire; Hammerwood Park, East Sussex; Harewood House, West 

Yorkshire; Hedingham Castle, Essex; Heydon Estate, Norfolk; Highgate Cemetery, 

Greater London; Hillsborough Castle, County Down; Holker Hall and Gardens, 

Cumbria; Holyrood Park, Edinburgh; Homme House, Herefordshire; Kenilworth 

Castle & Elizabethan Gardens, Warwickshire; Kennington Park, Greater London; 

Kensal Green Cemetery and West London Crematorium, Greater London; Kew 

Gardens, Greater London; Langtons Gardens, Greater London; Levens Hall, 

Cumbria; Linda Vista Gardens, Monmouthshire; Lister Park, West Yorkshire; Lloyd 

Park, Greater London; Malleny Garden, Edinburgh; Marble Hill Park, Greater 

London; Mount Stewart, County Down; Muncaster Castle, Cumbria; Myatt's Fields 

Park, Greater London; Nantclwyd y Dre, Denbighshire; New Place Gardens, 

Warwickshire; Newhailes House and Gardens, East Lothian; Painshill, Surrey; 

Painswick Rococo Garden, Gloucestershire; Penllergare Valley Woods, 

Carmarthenshire; Penrhyn Castle, Gwynedd; Pitmedden Castle, Aberdeenshire; 

Polesden Lacey, Surrey; Powis Castle, Powys; Royal Botanic Gardens Kew, Greater 

London; Regents Park, Greater London; Rowallane, County Down; Ruskin Park, 

Greater London; St Pauls Walden Bury, Hertfordshire; Stoke Poges Memorial 

Gardens, Buckinghamshire; Streatham Rookery, Greater London; Sulgrave Manor, 

Northamptonshire; The Pineapple, Stirlingshire; The Retreat, North Yorkshire; The 

Rookery Gardens, Greater London; The Royal Botanic Garden Edinburgh, 

Midlothian; The Walks, Leicestershire; Threave Garden, Kirkcudbrightshire; 

Treowen, Monmouthshire; Tring Park, Hertfordshire; Victoria Park, Greater London; 

Wallington House, Northumberland; Walmer Castle and Gardens, Kent; Wanstead 
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Park, Greater London; West Norwood Cemetery, Greater London; Wicksteed Park, 

Northamptonshire; Gravetye Estate, West Sussex; Witley Court & Gardens, 

Worcestershire; Wolterton & Mannington Estates, Norfolk; Wrest Park, Bedfordshire; 

York Museum Gardens, North Yorkshire. 
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