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Summary:


This report outlines the progress to date with the museum and arts service development plan.

Recommendations:

The Executive are recommended to:-

1. Note the report and provide comments to officers on the development plan options.

Contact Officer:
MARK BEVERIDGE
Ext:
7350

1. BACKGROUND INFORMATION AND OPTIONS

1.1
The decision to commission a development plan for the museum and arts service was taken at full Council on 4/11/03. (Minute C172/03H)

1.2 Following this decision a procurement exercise was undertaken and ABL Limited were appointed to deliver the plan.  During the summer months they carried out a substantial amount of work to prepare the plan.  Consultation with staff, officers, elected members and external groups such as the friends of Tullie House, and North West Regional Development Agency, was undertaken.

1.3 The purpose of commissioning the plan was and is to provide a means by which the future of direction of the service can be set out, in terms of capital investment, governance and organisationally, allied to corporate objectives.

1.4 The Tullie House Museum holds a significant position at a number of levels.  Locally it is the primary museum service in North Cumbria, it contains collections which catalogue many aspects of local natural and social history. Regionally, it is one of five museums which form the “Hub”, these significant museums have been identified as providing more than just a local service and as such are now in receipt of funding via the Museum Libraries and Archives Council (MLA).  This is a direct result nationally of the Government initiative to increase visitors to museums from groups in society for whom such a visit is not a common occurrence. The collections contain a diversity of nationally important

Material, especially in fine art and archaeology.

2.0 THE ISSUES

2.1 The Museum and Arts Service represents both a significant capital investment and revenue expenditure for the Council.  However, as with all customer services, particularly one which competes in the market place for the “Leisure pound”, it needs to offer a product which people will pay to see.


2.2 The Museum and Arts Service serves two distinct markets, residents and visitors.  Both are equally important, although it tends to be visitors who generate the bulk of the admission income.  Catering and secondary spending is split between visitors and residents.

Events, such as Brampton Live, have a greater emphasis towards visitors, while the Stanwix Theatre programme is primarily focused towards residents.

2.3 Tullie House, the museum, does not have a distinctive brand, although the substantial Roman heritage presents such an opportunity.  A recent study undertaken by the N.E and N.W Regional Development Agencies on Hadrian’s Wall highlighted Carlisle as a potential investment opportunity to maximise the world brand that is Hadrian’s Wall.  This builds on investment identified from East to West along this World Heritage Site.

2.4 The income generating potential of Tullie House is inextricably bound up with Carlisle as a destination which itself is linked to the whole marketing focus of the City.  This is not merely a Council function but links with both Carlisle Castle and the Cathedral as well as Cumbria Tourist Board plus the many other groups which have a stake in Carlisle developing as a destination.

2.5 An officer group within the City Council has been drawn together to develop a road map for cultural development.  The first meeting has yet to be held, but it is anticipated that the outcome will be an action plan with specific aspects to focus upon.

3.0 THE DEVELOPMENT PLAN
3.1 The draft development plan runs to over 170 pages. As would be expected from the work undertaken in its preparation, it provides a substantial amount of detail and information.

3.2 The capital investment options outlined within the plan act as guides as to what could be achieved with different levels of investment.  It is important to note however, that there is no guarantee that investment of the levels outlined will result in a significant rise in visitor numbers commensurate with the capital investment made.  This is an important point and links back to the marketing of Carlisle as a destination itself from which Tullie House will benefit, rather than marketing Tullie House as a destination in Carlisle.

3.3 The governance issue explored within the plan, is one, which the Council has previously considered.  The question of whether Tullie House should be a trust or not is not easily answered. The development plan identifies a trust as the most suitable option for the service, although clearly the corporate implications of such a decision are significant.  This requires further work to clearly set out the implications of such a decision for the Council.

4.0 TIMETABLE

4.1 The work of ABL Limited has not been concluded yet because the Council has the opportunity to comment upon the development plan and provide an indication on which capital option or elements they contain meet the objectives for the service. Upon receipt of this information ABL Limited will draw together the final version of the plan.

4.2 This report will be subject to scrutiny on 15/11/04 at Community  Overview & Scrutiny before being considered again by the Executive at its meeting on 24/01/05. The intervening period will provide time for further consultation and refinement of the plan, together with the outcomes of the discussions on the scope of culture in the City.

4.3 Thereafter if members so determine, budget provision would need to be made for capital investment to match externally sourced funds to implement capital investment over a period of time and/or for preparing the service to become a trust.

4.4 Alternatively, members could decide to wait and see how the Hadrian Wall Study is to be implemented regionally and what is the outcome of the officer group working on cultural development.

The impact of both these pieces of work could have significant impact on the Museum and Arts Service.

5.0 CONCLUSION
5.1 The Museum and Arts development Plan provides considerable detail on a rich and diverse service.  Some of the purely operational issues can and will be implemented as soon as is practical  However, the more significant  decisions concerning the future direction of the service are inextricably linked to Corporate objectives.  As such the museum and arts service undoubtedly fulfills a number of these, but will only continue to do so in a positive and productive manner if decisions about the long term future are taken and plans are implemented to achieve them.

5.2 The Museum and Arts Service which the City operates and delivers is larger than would be expected of a City of Carlisle’s size.  However, this is due to the role, which the service plays within the County and the region.  As such, it adds tremendous credibility to the position Carlisle plays as a sub-regional centre.

The cost of this role has to be viewed in the value the service provides in meeting the broader corporate objectives which members have set for the Council.

6.0 CONSULTATION
6.1 Consultation to Date:

Elected members, PFH, Stakeholder Groups, (Friends of Tullie House North West Regional Development Agency), Tullie House Staff.

6.2 Consultation proposed:

Overview & Scrutiny, PFH, Stakeholders Groups, Staff.

7.0 RECOMMENDATIONS
The Executive are recommended to:-

Note the report and provide comments to officers on the development plan options.

8.0 REASONS FOR RECOMMENDATIONS
To enable the development plan to be considered within the scope of   the role of Culture within the City.

9.0 IMPLICATIONS
*
Staffing
-
Nil within the context of this report.

*
Financial
-
The revenue and capital financial 




implications resulting from actions in the 





Development Plan should be clearly set





out. The decision as to which actions are





pursued cannot be effectively made without





knowledge of the financial consequences


arising. It is reasonable to expect some analysis of the affects any development is likely to have on visitor numbers, satisfaction and in turn income likely to be


generated in the future.  The Development Plan should at some level set out the Business Case. Any additional requirement for funding should be considered as part of the budge process.  The Council through this process meets it’s requirement to show how finite resources are planned to be utilised to deliver the Corporate Plan objectives and priorities. 

*
Legal

-
None within the context of this report.

*
Corporate
-
Culture is a significant aspect of the local 


economy and Tullie House represents a 





major contribution from the City Council to 





to provision in the area.  It is important that 


the future of Tullie House is taken within the context of cultural development in the  City.

*
Risk Management
-
As and when necessary, dependent 






on development options finally 






chosen, a full assessment will be






carried out in accordance with the


normal Council procurement procedures.

*
Equality Issues
-
Options for ensuring full accessibility






are contained within the development






plan.

*
Environmental
-
The Museum and Arts Service can 






assist in helping to improve these 






elements within the context of their






wider diversionary role.

Mark Beveridge

Head of Culture, Leisure and Sport Services

Executive Summary

1.1
Introduction

ABL Cultural Consulting was commissioned by Carlisle City Council to:

· Provide a development plan for Carlisle City Council Museums and Arts Service for the next ten years

· Establish a clear direction for the Service

· Identify an action plan for clear prioritisation and costings and partnerships.
1.2
Development issues

The study needed to address issues relating to product, finance, management, marketing, operation, access, branding and collections management.

In particular the following areas were highlighted for attention:

· Refurbishment of the main display areas

· Provision for a new gallery for art collections

· Improved access to stored collections

· New space for learning and access

· Outreach

· Commercial and retail activities including admission charges, catering, retail and corporate hospitality

· New performance space.

1.3 Service recommendations

Chapter 5 details the service reviews in full, but listed below are the recommendations arising from those reviews.

1.3.1 Displays

· The museum’s mission is to describe the story of Carlisle and its place in the world

· Exhibitions should be people-centred and storyline driven

· There should be extensive use of interactive and multi-media technologies

· Hadrian’s Wall should principally be interpreted in the Millennium Gallery

· The natural history and human history store in Old Tullie House should be converted to a fine art gallery

· Old Tullie House should be used to display costume and interpret the building

· The rotunda should be integrated into the story line of the Borders Gallery.

1.3.2
Exhibitions

· Special exhibitions should be relocated to the Reivers audio-visual display area

· Varied learning opportunities should be included throughout the displays; these will include interactive exhibits, a variety of interpretative techniques and design that supports these 

· The curatorial team and arts team work closely to integrate the programming of the social history and contemporary art exhibitions space

· The arts team programme the contemporary art gallery to suit different audiences at different times of year.  For example, programming exhibitions to appeal to families during school holidays.

1.3.3
Collections

· A networked documentation system should be developed capable for public and staff use

· There should be an increased emphasis upon contemporary collecting

· Collecting policies should be developed to provide a closer connection between collecting and the Museum’s mission

· Oral testimony and other non-object support should be collected for story line stories

· Material should be collected for use by a wide range of educational users.

1.3.4
Storage

The storage options are considered fully in chapter 6.  The options are proposed for discussion and no firm recommendation is made by ABL.

· Options 1 and 2 propose a relocation of the Shaddon Mill material

· Option 3 proposes two tier storage of material, partly at Tullie House and in a purpose built off site store

· Option 4 considers all material stored off site 

· Option 5 considers an accessible store built onto the back of Tullie House

· Option 6 is much the same as option 3 in storage terms.

1.3.5
Learning provision

· The schools programme should be redeveloped so that it directly relates to the Museum’s collection

· Schools provision should be located adjacent to the galleries and integrated with their content

· Schools should be charged a small per capita fee for the schools service

· Freelance staff should be used to lead schools sessions

· Education and arts events need to have a co-ordinated programme.

1.3.6
Café, conference and event catering

· The servery area should be reconfigured

· A coffee style lounge should be created at the entrance to the café

· The menu should be reviewed so that more food is delivered from the kitchen

· The contract caterers should be monitored more heavily

· Venue and conference catering should be marketed more aggressively

· The catering contract should remain outsourced during the transfer of Tullie House Museum to charitable status

· Joint provision with Carlisle Castle should be explored.

1.3.7
Shop

· The shop should remain the same size and located where it is currently but the display cases and merchandise should spill out more forcefully into the atrium space

· The shop should be painted, re-lit and refitted with flexible units

· There should be a single shop and admissions desk to maximise staffing efficiency  

· The obsolete stock should be written off 

· Joint arrangements for stock purchase and shop marketing should be explored with the Castle and Tourist Information Centre

· The shop needs to work harder to attract café users to enter the shop and buy  

· An on-line shop should be established

· A marketing strategy should be written for the shop.

1.3.8
Arts provision

· The option to build a 300 seat performance space is considered in chapter 6, option 6

· The arts team should be integrated with the museum team more fully to ensure closer collaboration with marketing, exhibitions and events.

1.3.9
Marketing

· Tullie House Museum marketing and arts marketing should be integrated

· A more strategic approach should be taken for specific marketing actions and target audiences

· The offer and branding of Tullie House Museum needs to be clarified and updated and should focus on Hadrian’s Wall

· There is potential for Tullie House to develop as a regional centre rather than just as a local one

· There are opportunities to piggyback on Hadrian’s Wall Tourism Partnership’s short-break marketing 

· Tullie House could be marketed more as a ‘leisure activity’

· The possibility of joint marketing activities and/or ticketing with Carlisle Castle and the Cathedral needs to be seriously considered

· The opening hours need to be rationalised

· Tullie House needs to work closely with Carlisle City Council’s Tourism Officer to address some of the outside perceptions of the City

· A thorough and consistent programme of market research and marketing evaluation needs to be carried out. 

1.3.10
Admissions and opening hours

· The business plan recommends that the adult charge is reduced to £4.00

· The opening hours need to be simplified

· Consideration should be given to harmonizing Tullie House’s opening hours with those of the Castle.

1.3.11
Governance and staffing

· Tullie House Museum and Arts Service should become a Non Profit Distributing Organisation (NPDO) with charitable status

· The management team needs to include a Finance Director

· A review of administrative support needs to be undertaken.

1.4 Site and service options

Some of the service recommendations have a spacial impact and chapter 6 analyses six possible scenarios for the building.  Chapter 6 also marries the service recommendations that did not have spacial implications with the six options:

1. Do nothing (status quo)

2. Refurbishment of the museum buildings and displays  

It is assumed that from option 2 onwards Tullie House Museum and Arts would become an NPDO, would simplify its opening hours and would reduce the adult admission charge to £4.00.  Elements of the learning, café, shop and marketing recommendations could be implemented.

3. Structural improvements to the spaces accessible to the public and development of a two-tier system for accommodating the collection  

From option 3 onwards all the service recommendations for learning, café, shop and marketing can be implemented.

4. Structural improvements to the spaces accessible to the public and development of an off-site storage solution

5. Structural improvements to the spaces accessible to the public and development of an on-site storage solution

6. Structural improvements to the spaces accessible to the public and development of an on-site storage solution and performing arts space.
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