Minutes of the Annual General meeting of NYMR PLC and the North Yorkshire Moors Railway Trust held in the Memorial Hall, Pickering and on-line on Saturday 18th October 2025

Item 1 – Welcome and Introduction by the Chairman of the Trust

The meeting commenced at 10:00 when Jerry Swift, Trust Board Chairman, welcomed members and shareholders to this combined meeting. He asked for a short silence in memory of those friends and colleagues no longer with us.

He welcomed back Mark Brierley as the PLC Chair. Mark had been co-opted onto the PLC Board and elected by them, supported by the Trust, to the role of Chair. He would be formally appointed at next year’s AGM. 

The Chair also thanked Tammie McGee and Katherine Dodds who were standing down as Trust Board Directors and not re-standing for election. 

Item 2 – Apologies for Absence

Apologies had been given by
· Mr C.J.R Helm
· Mr D Helm
· Bill Woolley
· Edward Handley
· John Larke
· Michael Leech
· John Broadley
· John Hunt

Item 3 – PLC Annual General Meeting

Mark Brierley (PLC Chair) asked the sole shareholder, namely the NYMR Trust represented by Jerry Swift, the following:

Item 3.1 – To receive and approve the minutes of the 2024 AGM

The Trust Chairman approved the minutes of the previous AGM. 

Item 3.2 – To receive and adopt the Company’s Annual Report and Financial Statements for Year Ending 28th February 2025, together with the Directors’ reports and auditor’s report therein

The Trust Chairman received and adopted the Company’s Annual Report and Financial Statements for the Year Ending 28th February 2025, together with the Directors’ reports and auditor’s report therein.

Item 3.3 – To confirm the Director who has been appointed to the Board since the last AGM on the 5th October 2024, namely Mr Colin Martin, and to re-appoint the Director retiring by rotation, namely Mr Garry Mumford 

The Trust Chairman appointed Mr Colin Martin and re-appointed Mr Garry Mumford.

Item 3.4 – To re-appoint BHP LLP Chartered Accountants as auditors to hold office from the conclusion of the meeting at which the accounts are laid before the Company at a remuneration to be determined by the Directors

The Trust Chairman approved the reappointment of BHP LLP Chartered Accountants.

Item 4 – Trust Annual General Meeting

The Chairman explained that the agenda items in respect of the four resolutions to be covered under Item 4, which Members had been invited to vote upon, were as detailed below.

Item 4.1 – To receive and approve the minutes of the 2024 AGM

The minutes of the 2024 AGM were approved with 98.13% of votes in favour. The voting results were as follows: 518 voted “For” and 10 “Against”. There were 50 abstentions. 

Item 4.2 – To receive and approve the Annual Report and Audited Accounts for Financial Year 2024/2025. 

The Annual Report and Audited Accounts for the Financial Year 2024/2025 were approved with 95.76% of votes in favour. The voting results were as follows: 515 “For” and 23 “Against”. There were 42 abstentions.

Item 4.3 – To re-appoint BHP LLP Chartered Accountants as auditors to hold office from the conclusion of the meeting at which the accounts are laid before the Company at a remuneration to be determined by the Directors

The meeting voted to re-appoint BHP LLP Chartered Accountants as auditors at a remuneration to be determined by the Directors with 92.73% of the vote in favour. The voting results were as follows: 505 “For” and 40  “Against”. There were 34 abstentions.

Item 4.4 – The appointment of Trust Board Directors

The result of the Vote was as follows:
· Kevin Yeoman = 468 votes  (Elected)
· Andrew Stuart = 454 votes  (Elected)
· David Boddy = 430 votes  (Elected)
· John Green = 417 votes  (Elected)
· Colin Martin = 396 votes  (Elected)
· John Philip = 393 votes  (Elected)

Therefore, Kevin Yeoman, Andrew Stuart, David Boddy, John Green, Colin Martin and John Philip were appointed as Trust Board Directors (Trustees).

The remaining candidates received the following votes:
· Philip Spence = 293 votes 
· Tuukka Laakso = 241 votes

Unfortunately, Philip Spence and Tuukka Laakso therefore were not appointed. The Chairman thanked Tuukka for his work on both the Trust and PLC Boards. 

Item 5 – Close of formal business

The Chairman then closed the formal part of the meeting.

Item 6 – Presentations

Presentation were made by:
· Jerry Swift – Trust Board Chairman
· Laura Strangeway – Chief Executive Officer (CEO)
· Garry Mumford – Finance Director

The Green Knight Restoration Appeal Video then played. 

Item 7 – Questions and Answers

There were ten advance questions as follows:

Question 1:
It has been known for almost 200 years that the Bicentenary of the Stockton & Darlington Railway will be on the 27 September 2025. Celebrations are to be held on Teesside from the 26 to the 28 of September. Why, therefore, did the NYMR decide to hold its Annual Steam Gala on the same weekend? Surely, two major steam railway events in the North East of England on the same weekend is counterproductive.

P.S. On the 21st February 2025, I emailed the above question to moorsline@nymr.co.uk but, unfortunately, I did not receive a reply to my email nor an answer to my question in Moors Line!

Q1 Answer – CEO:
The NYMR Annual Steam Gala is customarily held on the final weekend of September, a timeframe that is well established and recognised by regular attendees. At the point when we confirmed our usual dates, Stockton and Darlington Railway had not yet disclosed their intentions; we therefore did not anticipate it would be a large-scale event. Additionally, we considered that its proximity might encourage individuals to attend both events.

After careful consideration and reviewing the railway heritage calendar of annual steam gala events across the country, it became evident that no other suitable dates were available.

We also conducted post-event surveys from the previous year to determine if holding our Annual Steam Gala on the same weekend would affect attendance. Only 7% of respondents indicated that it would influence their decision to attend.

Question 2:
Infrastructure:
1) Please could you provide an update on the state of Platform 4 at Grosmont and expected next steps to bring this back into operation including proposed or expected costings between the NYMR and NR.

2) Likewise, are there any further updates on the work regarding eventually replacing the ground frames for our operation between Grosmont and Whitby?

3) Our volunteer accommodation coaches at Goathland are fast becoming an eyesore, particularly when sidled next to the Camping Coach in its professional paint job. I’ve heard multiple customers passing comment on their state - including at the recent Steam Gala - saying they were “a bit grubby” or wondering if they were “abandoned coaches.” Do we have any plans to at least restore the liveries on these?

Q2 Answer – Trust Chairman:
1) This area of land is owned by Network Rail. They are carrying out investigations into the mine workings, and have their final visit booked for 20th October. They have been carrying out detailed laser sweeps as well as working from historical drawings. The final task is to send cameras down the bore holes, which are in the 4 foot on road 4. Once all the survey work is complete, we will then work with Network Rail on a proposal for repair (and hopefully they will help fund it!)

2) The Project Team (NR/NYMR/Northern) are awaiting release of the next stage of funding from the local authority. Although the project is well underway and the requirements agreed including operational interfaces, the detail design is still to commence along with an agreed delivery and commissioning programme. This is highly unlikely to be operational before the start of the NYMR’s main 2026 season but the project sponsor is maintaining pressure on the designers and delivery team to get the work done as soon as reasonably possible.

3) A good question. We would all agree that this is not the image that we wish to portray. They need extensive body work repairs before we consider painting them. Ultimately when this will be done is down to available funds but we are aware of their increasing deterioration which is bringing them up the list.

Question 3:
Rolling Stock:
1) Our Pullman fleet - while internally updated recently - is really starting to show signs of fatigue externally, particularly Opal and Robin. Is there any planned work to restore and generally revive the livery? Likewise, do you have any update on when Car No. 79 might be reintroduced to the fleet?

2) As ever, it is always sad to see the LNER teaks sat in the carriage stable - what is the latest on discussions, funding for works, and prospect of operation for the set in the 2026 season?

Q3 Answer – Trust Chairman:

1) With the coaches in near constant use we only have the chance to paint one per year on a rolling cycle, Robin is to be painted this winter. It's unfortunate that there have been a number of incidents with branches scratching the coaches and all the sets are in need of painting . This has also not been helped by the hose pipe ban which has meant the coaches have not been washed for a number of months.

Car 79 is hoped to be in service next year with the interior and rewire progressing well, this is however dependent on been able to replace or repair the vacuum cylinders and drawhooks with specialist contractors.

2) We continue to talk to LNERCA about the use of the teaks. We pay a hire fee for their use as well as being responsible for maintenance of the set below the sole bar. Whilst we would love to use them, the sad fact is we don’t actually need them and to get them back into use means diverting money and resources away from other higher priority issues. We have discussed other arrangements with LNERCA but to date we have not identified anything which is other than a cost to NYMR at a time when we can ill afford it. LNERCA suggested a way they might assist (with NELPG and the Lambton Trust) but our calculations suggest that would dilute revenue – the fares they pick up would come back to NYMR but if they are lower than the fares NYMR would have charged, this simply dilutes revenue.  Neither NYMR nor LNERCA have given up on this, but it has to be net financially positive.

Question 4:
Digital Platforms:
1) Please could you give an update on the concurrent running of HOPS and OnTrack? Is the plan for the railway to completely retire HOPS and, if so, why? Are we at risk of reinventing the wheel and not to the same quality as the current offering for roster management, etc?

2) There has been talk of removing our current online webcam offering and/or putting this behind a paywall to generate revenue. Can you provide an update and, if this is to be the case, do we expect to have additional webcams available for viewing?

3) Have we explored or approached any liaisons at HBO or WB Entertainment regarding the new Harry Potter TV series being filmed? With our original link to the film franchise at Goathland, there might exist a lucrative opportunity or two?

Q4 Answer – CEO:
1) Ontrack and HOPS currently deliver very different services. Ontrack was originally instigated as a replacement for Moors Online which was developed by a previous employee who left to work for HOPS and itself co-existed with HOPS acting as a blog and simple Intranet. Ontrack took that on when Moors Online failed and it also has a few key applications that make operational and/or financial sense to run in-house. Membership Administration is one such application and it is still the intention to get the Real Time Trackers and a Timetable function running within Ontrack. There are no plans to retire HOPS, and no funding exists to further expand Ontrack. HOPS is used for Timesheets, Rostering (inc health and skills compliance) and Asset tracking and will continue to do so, as far as we can tell, for the foreseeable future. 

2) We are in the process of developing a Digital Streaming Package which we are working to offer on YouTube as a low-cost monthly subscription service (hopefully £2 per month). We are working with S&T at this time to install lineside streaming cameras offering beautiful sweeping views of the trains in motion. At current count there will be up to 8 webcams along the line within this package. As with any new pilot programme it is a work in progress but hope to have something in the next few weeks. It is worth pointing out that none of the YouTube Streaming cameras are permitted to be recorded. They are live broadcast only. We do intend to issue a location guide to everyone so if you are working in a lineside location near to the camera you can be aware and if working directly in line of the camera for an extended time can put in an instant request for it to be temporarily suspended.

3) Yes, and this is ongoing – however there is an embargo, and we cannot say anymore. These initiatives are more long term, especially around licensing etc. 

Question 5:
The CEO has been in post for over a year, (prior to which she was ‘Acting/Deputy CEO’). 
How does the Board assess the performance of the CEO? is an annual review undertaken? if so, when? Are Key Performance Indicators used to measure CEO performance and if so what KPI’s are used?

Q5 Answer – Trust Chairman:
Our CEO has a number of objectives set by our previous PLC Chair Chris Gee and myself. Those are unchanged despite Chris stepping down. Mark and I will be undertaking a performance review against those objectives with Laura towards the end of the year.

Question 6:
When will the Strategic Property Plan be published? And will Volunteers / Members be asked to participate in the formulation of the SPP?

Q6 Answer – Trust Chairman:
The aim is to have a draft Property Strategy presented to the Trust Board for its consideration in December 2025. A small task and finish group comprising paid and volunteer staff have contributed to the formulation of the draft property strategy. Once the Property Strategy has been approved by the Trust Board a summary version will be made available through Moors Line. 

Question 7:
How does the NYMR propose to improve the recruitment of talent into senior positions within the organisation? What improvements could be made to the recruitment process and remuneration packages to attract talented individuals?

Q7 Answer – PLC Chairman: 
Background - 50 years ago, it was a case of come one, come all and we’ll find a job for every volunteer. We are now in the top 3% of the UK’s 300,000 charities with a multi-million pound a year turn over, so we now have paid staff and volunteers to ensure the business runs efficiently and safely and complies with all the legislation around that. To achieve that, we MUST make sure that all of our valuable team members are properly trained to ensure everyone’s safety, which is our main priority.

Recruitment – Andy Woolley (our recently appointed Head of People) is reviewing both staff and volunteer advertising, recruitment, induction and training to bring it right up to date.

Promoting talent – We always like to make sure that we have the right person in the right post at the right time, we have a good record of promoting our talented people to senior positions. This includes Paul Middleton, Nick Simpson and Chris Kelley who all started as Apprentices within the Traction and Rolling Stock Department. More recently we have progressed Charlie Bauckham and he is now in his third year of his apprenticeship. In addition, the team at the MPD are currently working on a training syllabus for fire raisers to progress to duty fitters. We are training for boiler assistants to become boilersmiths via the BESTT scheme.

Remuneration – We keep that under constant review. We do pay the real living wage rather than the minimum wage, but we’d like to pay more. That, of course is dependent on what we can afford.

Question 8:
It is my understanding that trustees of charities should be unpaid volunteers. Can you please confirm that is the case with the NYMR. Can you also please explain who the directors of the PLC are and confirm that they are all paid?

Q8 Answer – Trust Chairman:
I can confirm that all 12 trustees are volunteers and receive no compensation nor expenses.

There are presently six directors of the PLC. Mark Brierley as Chairman and Trustee representatives Colin Martin, as Vice Chair, and Tuukka Laakso (who having not been re-elected will resign). They are all unpaid volunteers. There is then Laura Strangeway, CEO, Paul “Piglet” Middleton, Director of Mechanical Engineering, and Garry Mumford, Finance Director. Laura and Piglet are salaried employees. Garry’s company Insight Associates charges a fee for his services and other services they provide; he does not take a salary. Richard Howell as PLC Company Secretary is also a volunteer.

So, just 3 out of 19 appointments are paid.

Question 9:
Why were so many steam diagrammed services diesel hauled this year outside of the firecon restrictions, e.g. a lot of September. Will there be more diagrammed diesel services next year? (Negative views on diesels seem to be when they are not advertised as such rather than when they run as advertised... There was a lot of diesel substitution this year)

Q9 Answer – CEO:
Firecon mitigations operated for 10-weeks which currently is the longest period we have operated with changes to the advertised timetable. There was no requirement to drop steam over Langdale Moor Fire, however this was the right decision to avoid burdening the fire services if we were to have a fire that required external support. 

Equally, the 5-day operations meant that the first services out of Pickering are diesel hauled due to maintenance. 

We have also been waiting for Unipart Rail to deliver components to allow the completion of 44806. This has resulted in more diesels on the Whitby services than planned. 44806 registration is nearing completion to operate on the mainline. 

Question 10:
At the last two AGMs it was suggested the Pullman would start from Pickering and utilize the carriage shed at the start of service two years hence. i.e. In Oct 23 suggested would be starting in Mar 25.

What is the plan for 2026? If it won't start then why is that?

Q10 Answer – Trust Chairman:
We are really keen to move the Diner to Pickering. It was part of the reason for the carriage stable. There is work to fit out the catering prep areas and that comes at a price. The main block is believed to be facilities for disposal of locos at New Bridge and the impact on costs of that – both capital and running. We need to be clear that overall income is positive, and we will be working over the winter to look at the options. By the time we get to the start of the running season I am determined that we will have a clear plan, hopefully for the move but if the costs don’t work out then to make the best of Grosmont.


There were then questions from the floor as follows:

Question 11:
During covid we took the action of borrowing £2 million. Has all of that been paid back?

Q11 Answer – Finance Director:
During the lockdown in Summer 2020 we were successful in getting covid recovery grants – the first one in October 2020 was around £1.9 million. In the same month the bank agreed to provide extra facilities to us of £2 million (a mixture of extra overdraft and a term loan). We never drew down all of the money from the bank. We had to take the term loan or would have lost it. However, it wasn’t used and was repaid after the pandemic. The only bank loan remaining is £765k.

Question 12:
I understand recently we had a full-time member of staff resign from the Booking Office. Rather than rely on volunteers to take the position to the end of the season we employed someone. I also understand from volunteers that they have tried to get turns in the Booking Office to be turned down for paid staff fulfilling them whilst being paid overtime.

Q12 Answer – CEO:
I think there is a piece of work for us to do as a PLC generally. Andrew Mead (Trustee) and Andrew Woolley (Head of People) are working on this. I think there is a disconnect between how we manage our volunteers and the structure it sits in. We need clear reporting lines to ensure that what you are saying doesn’t happen. From previous years we have struggled to backfill Booking Office roles, which is why we have put in key posts for business continuity. That may now have been corrected and we need to review it. It is good to know if there are problems in these areas as we don’t want unnecessary payroll costs. The Booking Office and Customer Services team are now interchangeable. I will go away and look into this. We need clear processes to understand how many volunteers we need and where we have volunteer shortfalls to understand the staffing requirements. We don’t yet have that understanding but are working on it. The Booking Office and Customer Services Manager’s remit also covers training, which is essential, particularly the gift aid training.

Trust Chairman: 
The challenge we also have is that some volunteers may only be able to give us one or two shifts but not sufficient to cover all available shifts. This can force us to put in paid staff and we then have to give them work. We must ensure that keys roles are covered.

Question 13:
When a volunteer takes a turn they come up for a full day’s work. What happens to a full-time member of staff – do they get the day off? A few years ago we had a full-time guard who used to sit in the beer garden and watch trains go by.

Q13 Answer – Trust Chairman:
We are acutely aware that we have to get the right balance for volunteers to give them a decent turn whilst at the same time, where we don’t have a volunteer available, making sure our minimum cover levels are maintained. The heritage railway world has changed a lot in the last 15 years. Things that were acceptable back then aren’t any longer. The national network pressures are being drip-fed to us placing more requirements on us to ensure certain roles are covered. If we can’t cover with volunteers we have to utilise paid staff. Firecon is a good example. Without Firecon we run the risk of having our steam services banned. Whilst in the past BR set fire to the lineside across the nation, that is no longer legally acceptable. As we run through SSSIs we are morally and legally obliged to behave. 

CEO:
The volunteer numbers reported in our rostering system (HOPS) are over-inflated. Firecon, which has been a big focus this year, shows 74 registered people for the role (51 of which were volunteers). Of those 51 listed volunteers only 18 had done at least 1 turn this year. This means the paid staff are having to cover the role. 60% of these shifts were backfilled by the senior team this season. We need to understand why many those listed volunteers did not cover a turn. We may not always need this role but we have had to rely on it heavily this year. We need to upskill and multi-skill our workforce (paid and volunteer). We have done this in the Operations team and now need to start to do it in other areas. We need to engage with our volunteers to see what other areas they may be interesting in assisting in. 

If anyone is aware of issues with volunteers not being rostered please let us know. 

Question 14:
Job titles – when I was on the Board we fought against the Manager title. We now have Directors. This is costing us a fortune. 

Q14 Answer – CEO:
The titles are not reflected of the salaries. A CEO salary in the big wide world is not aligned with my salary. Affordability is also key. There is a reason we haven’t been able to fill the Director of Civil Engineering role this year. The candidates we found were expecting salaries of over £100k. We cannot pay that – I am not on that amount. We split the role to Head of Structures and Head of Track but we are still struggling to fill these roles. Please don’t think that our salaries align with job titles.

Finance Director:
The other thing we need to bear in mind is attracting talent. We are victims of how the market works. If we want to attract talent, we have to be able to pay suitable amounts when we can and have suitable titles to attract people to apply. It is what people expect in the marketplace. The NYMR is a very complex organisation and we need different talent in different areas across the railway. We are struggling to bring in the required talent as we cannot pay the expected salaries. Fitters at Grosmont are a good example where we lose staff due to pay.

CEO: 
We are 13% down on full time equivalent posts following the restructure last year. The rise in national Insurance costs and minimum wage is one of the main reasons for increases in payroll costs. 

Question 15:
This is about how we account for asset depreciation. We are not renewing any track at the moment so it is wearing out and will cost us to renew. Is this accounted for in the accounts?

Q15 Answer – Finance Director:
We are currently looking at what we consider to be fixed assets. We capitalise the cost of PWay replacements. We spent a lot of money on this many years ago and good quality track should have a 50-year life. Last year we had the services of David Ventry (former head of PWay at Network Rail). He identified 2 or 3 places on the line in need of work but we haven’t got the resources to relay them. However, PWay have fixed most of these issues over this season during our 2 non-operating days. The accounts reflect the historical cost of what we have spent money on. We have an increasing backlog of capex spend. The infrastructure is a problem and will continue to cost us money to maintain. A lot of the issue is also having the resource to carry out this work. 

Question 16:
Peak Rail have decided to move form a PLC to a Limited Company and have found as a result they have got access to more grants etc. Is there any way we may be able to consider or benefit from this?

Q16 Answer – Trust Chairman:
John Bailey (Trustee) recently wrote an article for HRA on this subject. There are pros and cons to all of these. John has looked at them in detail and we have had discussions. What has put us off at the moment is the considerable amount of work for any constitutional change and that is not felt a priority at present. 

Finance Director:
If we started again we’d structure the railway differently but we have to balance the time and cost of restructure against any benefit. The current structure with the charitable trust allows us to seek grants so we are not disadvantaged. 

Question 17:
Dame Vera Lynn (DVL) is waiting to be overhauled. Can I ask for reassurance that the locomotive will eventually (around 2028) be one of our main locos again? We’ve raised just under £400k so far. 

Finance Director:
That is a great achievement. 

Q17 Answer – Director of Mechanical Engineering:
We are driving forward 2253 Omaha as it gave us the ability to get the technology proven and competence training going. It will take up a lot of next season to operate and fault find. The plan is that once 2253 is out of the shed we will get DVL into the workshop around the Christmas period. We can then get the tyres turned and the pony axle away for replacement. Significant work has been carried out. There is a brand-new tender and we now need to get on with the locomotive. We need it in service.

Question 18:
The assumption is that the standard model for heritage railways is not viable, how do we go forward?

Q18 Answer – Finance Director:
I don’t believe we will be able to get the railway back to where it was before the pandemic. The dynamics of the economy, costs etc make it unachievable. The solution is other sources of income more commercial in nature, events and also the need to look at other sources such as fundraising, grants and donations. We need to get the balance right and focus on philanthropic income. We proved with YMJ that we can raise significant funds. Unfortunately, a lot of grant bodies like to pay for assets rather than towards operational costs. 

Question 19:
We’ve talked about oil firing and this year has shown we need them more. What is the strategy in connection with facilities to operate oil firing locos?

Q19 Answer – Director of Mechanical Engineering:
As part of the conversion we have to collect data. We will do DVL next and I would like to aim to have 50/50 oil vs coal burners. That will give us flexibility in the service. It will take time. The S160 already has the design and data available which has helped. This will allow us to gather the data and understand what is needed. The entire preservation world will be watching us to see how we get on.

Part of the design of the oil tank includes technology to prevent spills. The ground infrastructure is kept to a bare minimum. It will run 4 days on a tank of fuel. We have the ability to experiment with other types of fuel. We think all bases in the design and infrastructure are covered. Obtaining competencies will be the biggest challenge as this will take time. 

Finance Director:
2253 is owned by Peter Best (one of our Honorary Presidents) and he is funding the conversion. He has made it possible and we owe huge thanks to him. He is also investing in the facilities for this. 



The Trust Chairman concluded by thanking everyone for attending the meeting and contributing to the meeting and the success of the railway. 

The meeting closed at 11:55.


Claire McCann
Company Secretary / Executive Assistant
5th November 2025

