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Purpose / Summary:

This report returns the Tullie House Museum and Art Gallery Trust 2014- 2017 Business
Plan to Carlisle City Council’'s Executive.

The purpose of the report is to allow final consideration of the Business Plan, in order that
Executive may confirm core funding for the Trust (and inform the Council’s ongoing budget
setting process accordingly).

This is in line with Section 5 of the Partnership Agreement signed at the establishment of
the Trust that the Business Plan submitted by the Trust to the City Council should be used
as the basis agreeing funding.

Recommendations:

The Executive is asked to:
(i) consider and approve the Tullie House Business Plan for 2014 — 17;
(i) approve Carlisle City Council’s grant of £1,217,200 (including inflationary increases
up to and including 2011/12) to the Tullie House Trust in respect of core funding
for the period 2014-15
(i) note that the Tullie House Business Plan does reflect the proposed reduction in
core funding levels to £967,200 (including inflationary increases up to and
including 2011/12) for the periods 2015-16 and thereafter (a reduction of
£250,000 as reflected in the City Council’s Medium Term Financial Plan).
Tracking

Executive: 16™ December 2013
Overview and Scrutiny: 19™ November 2013
Council: 7™ January 2014
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BACKGROUND

The Council on 14th December 2010 approved the principle of establishing a new
Charitable Trust to run the Tullie House Museum and Art Gallery. Tullie House
Museum and Art Gallery transferred from Carlisle City Council to an independent
company on 5th May 2011.

The partnership agreement between Tullie House Trust and Carlisle City Council
states that the core funding for future years granted from the Council to the Trust is
set following consideration of a business plan submitted annually by the end of
October. Specifically it states:

“Core funding for 2012/13, 2013/14 and 2014/15 will be agreed by a Business Plan
submitted by MT to Carlisle not later than 31 October 2011 and core funding for
2015/16 will be agreed through a business plan which covers the period 2013/14 to
2015/16 submitted by MT to Carlisle not later than 31 October 2012.

Each year thereafter core funding for the third subsequent financial year will be
agreed through a Business Plan following the above process (Core Funding for the
first and second subsequent financial years already having been agreed through the
previous Business Plan following the above process).”

This report presents the Tullie House Business Plan for the period 2014/15 through
to 2016/17.

PROPOSALS

Executive are asked to review the business plan and confirm the Core Funding
level for 2014/15. They are also asked to note the Business Plan’s response to
proposed funding levels for 2015/16 and 2016/17.

Executive are asked to consider the content of the plan and highlight any areas of
concern or risk so that these are reflected and monitored within the Tullie House
performance framework and the regular contract monitoring meetings.

CONSULTATION

The Tullie House Business Plan has been considered initially by Executive on 18™
November. It was noted that the Business Plan does confirm that the Tullie House
Trust have acknowledged, and are preparing for the proposed budget reductions
from 2015/16. At that point Executive requested the input of the Community
Overview and Scrutiny Panel.

The Tullie House Business plan was considered by the Council’'s Community
Overview and Scrutiny Panel (on 19" November). The panel were broadly
supportive of the Trust's aims and achievements to date and of the proposed
Business Plan. The panel also noted that the business plan did acknowledge, and
plan for, the proposed budget reductions from 2015/16. They also discussed the



outlined plans for increasing revenue and developing the museum and services.
The full Overview and Scrutiny Panel meeting minutes accompany this report to
Executive.

4. CONCLUSION AND REASONS FOR RECOMMENDATIONS
4.1 The recommendations allow for Business Plan and associated core funding to be
approved in line with the Partnership agreement.
4.2  The Executive is asked to:
(i) consider and approve the Tullie House Business Plan for 2014 — 17,
(i) approve Carlisle City Council’s grant of £1,217,200 (including inflationary increases
up to and including 2011/12) to the Tullie House Trust in respect of core funding
for the period 2014-15
(i) note that the Tullie House Business Plan does reflect the proposed reduction in
core funding levels to £967,200 (including inflationary increases up to and
including 2011/12) for the periods 2015-16 and thereafter (a reduction of
£250,000 as reflected in the City Council’s Medium Term Financial Plan).
5. CONTRIBUTION TO THE CARLISLE PLAN PRIORITIES
5.1 “We will develop vibrant sports, arts and cultural facilities, showcasing the City of
Carlisle.”
Contact Officer: Darren Crossley Ext: 7004
Appendices Tullie House Business Plan 2014-15 to 2016-17

attached to report:

Note: in compliance with section 100d of the Local Government (Access to
Information) Act 1985 the report has been prepared in part from the following
papers:

* None

CORPORATE IMPLICATIONS/RISKS:

Chief Executive’s -

Economic Development —



Governance — As explained in the Report, in accordance with the Partnership Agreement,
Tullie House are required to submit their business plan to the Council for consideration as
part of the Budget Process.

Local Environment —

Resources - The MTFP assumes provision for the core funding of the Tullie House Trust
in accordance with the Partnership and Funding agreement. This equates to core funding
totalling £1,217,200 which includes the cost of inflation for 2011/12. The Business Plan
also assumes an inflationary increase for 2012/13 of approximately £15,000. However
further work is still required to agree this inflationary increase and discussions will continue
with officers from the Tullie House Trust to address this. A reduction in core funding in
2015/16 of £250,000 has been assumed in the MTFP which is also reflected in the Trust's
Business Plan. Other issues requiring clarification include the tender exercise for the
provision of central services and how the £250,000 reduction in core funding will be
delivered.
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1 INTRODUCTION

This, the third business plan to be prepared annually by the Tullie House Trust, covers the three
years from 2014/15 to 2016/17. Although the first two years, 2014/15 and 2015/16 were included in
last year’s plan, this latest plan is based on an assumed reduction of £250k in the Council’s annual
core funding from 2015/16. This planned reduction has caused the Trust to carry out an intensive
review of both its income generation activities and its costs, which is in turn reflected in some
substantial changes to our financial projections.

This apart, the key development since last year’s plan is that the Trust Board has recently decided to
move forward to the intensive planning stage of a major development of Tullie House Museum and
Art Gallery. This will involve our working closely with Carlisle City Council to ensure that the Trust’s
vision for Tullie House and the project is clearly communicated to the Council, that the Council’s
objectives and requirements are fully taken into account, that all relevant features and aspects of
the project are properly explained, and that the Council is actively involved throughout the planning
and implementation stages of the project.

The project is grounded in the Trust’s vision that ‘Tullie House will be one of the leading and most
influential arts and cultural institutions in Cumbria, providing a vibrant and proactive centre for
heritage and the arts in Carlisle. It will directly serve the people of the city and its visitors, playing a
leading part in the cultural, social and economic life of the north of England...” It would include:

e A completely new approach to the interpretation and display of the collections, in line with
latest international standards, which utilises the latest applications of digital technology for
museums.

e Substantial increases in gallery space, together with radical improvements to visitor access
and circulation between the galleries and public areas.

e Opening up non-visitor access to the collections through continuing application of latest
online digital technology developments.

e Construction of a new on-site store for the collections, enabling items that are not on display
to be housed in a safe and secure environment that is accessible to staff, researchers and
visitors alike.

e Transformed learning and education facilities, to ensure that Tullie House is able to provide
school and college students with a truly excellent environment in which to discover and
profit from the richness and diversity of what Tullie House has to offer.

e Enhanced visitor facilities, including visitor orientation, catering and retail.

This ambitious project, which has the potential hugely to enhance Carlisle’s attraction as a visitor
destination, has been indicatively costed at £16m - £18m. A project of this size and ambition will
require the mobilisation of large-scale external capital funding as well as a high level of planning and
implementation expertise. It will also imply further transformation of the Tullie House organisation’s
culture, skills and resources. The Trust has identified Heritage Lottery Fund as its prospective lead
funding partner, and following discussions with HLF intends to submit the initial application for HLF
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stage 1 funding in November 2014 - the first annual submission deadline that can realistically be
achieved.

Although the main impact of this project would occur after the period covered by this business plan,
considerable effort will be required in the first year of the plan to prepare the stage 1 HLF funding
application. This has been reflected in the budget for 2014/15 in this plan. To move from HLF stage 1
to stage 2 would require a further year of detailed planning and fundraising. This would occur in
2015/16 and 2016/17, and has not, at this relatively early stage, been reflected in this plan’s budgets
for those years. Full implementation of the project would not occur before 2017/18, and lies outside
the time horizon of this plan.

The City Council is the Trust’s key partner. The Trust has two City Council Members on the Trust
Board. There are regular meetings between Trustees and senior Trust staff, and the Leader of the
Council and senior Council officers. The Trust works with the City Council to develop initiatives such
as the Carlisle Pageant and the Commemoration of World War One starting in 2014, and has been
consulted by the Council over its proposed Carlisle Arts Centre. The Trust is involved in the new
Carlisle Story network, and Trustees are working with the City Council on the development of the
Historic Quarter. The Tullie Card for Carlisle residents is the result of close working with the City
Council. And as already mentioned, the City Council would be our key partner in the redevelopment
of Tullie House.

In preparing the business plan for the next three years, the Trust appreciates the continued support
of the City Council. Performance indicators are agreed with the City Council and regular quarterly
meeting are held with Council Officers. The Tullie House Departmental Management Team
continues to work with Council Officers in areas such as HR, building maintenance, community
engagement, payroll, finance, tourism and property, to ensure that there is a mutual understanding
of targets, opportunities and goals.

1.1 Strategic themes

The strategic themes underpinning the plan, which provide the broad framework for the Trust’s
activities and actions for the next three years, were set out in detail in last year’s plan and have been
carried forward from last year’s plan. They are:

e Collections - developing and making the collections more accessible and relevant to
audiences.

e Audiences - using collections to extend our reach by developing existing and new audiences.

e Resources - staff development, business development and generating income.

However our strategic priorities have moved on since last year’s plan, reflecting the impending
reduction in the Council’s grant, which means we have to focus ruthlessly on resources - income
generation, cost management and improving the ways we do things - alongside our determination to
proceed with the major development plan for Tullie House.
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1.2 Organisation of this document

This document is organised into five sections following this Introduction. We start in Section 2 by
summarising the highlights of the past year and look briefly at key trends in visitor numbers. Sections
3 to 5 then set out our plans in relation to each of the Trust’s strategic priorities: Section 3 deals with
the collections, Section 4 with our audiences and Section 5 with our approach to managing resources
with a particular focus on developing the organisation and generating income. Section 5 also raises
some premises issues that are important to the plan. The concluding section, 6, sets out our
proposed three-year budget for 2014/15 to 2016/17.

Appendix A reproduces relevant paragraphs of the Partnership and Funding Agreement between
Carlisle City Council and Tullie House Trust relating to the business planning process.
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2 HIGHLIGHTS OF THE PAST YEAR

In 2012 Cumbria received 38m visitors, made up of 32.8m day trippers and 5.2m overnight visitors.
2012 proved to be a difficult year for the visitor economy in Cumbria, as elsewhere. Poor weather
for much of the year and the adverse effects of many London-centred events such as the Diamond
Jubilee and Olympics, along with the continuing squeeze on people’s disposable income, adversely
affected the number of visitors to Cumbria and their propensity to spend. Day visitors, which
accounted for 65% of the county’s visitor days in 2012, were down by 6% (equating to a fall of 2.0m
people). Total spending by day visitors fell by 15% (£193 million), which means that spend per visitor
dropped by nearly 10%.

As almost 70% of our visitors come from outside Carlisle, this challenging market context inevitably
impacted our visitor numbers which, at 221,000, were down by 9.8% in 2012/13. Despite this, the
Trust has recorded some significant achievements over the eighteen months since April 2012, which
have included:

e Mounting the George Howard exhibition with the support of the Heritage Lottery Fund,
which received extremely good reactions from both our visitors and the media.

e Creating diverse exhibitions including Into the Light, Street Art, C-Art at Tullie and the new
Hartnell and Amies.

e Starting work on the Arts Council’s £3.2m Major Grant Fund award to the Cumbria Museums
Consortium, led by Tullie House Trust and also including Lakeland Arts Trust and
Wordsworth Trust, which is financing a three-year programme to develop access to Tullie
House and other key custodians of the county’s cultural heritage.

e Being awarded:

- the Cumberland News Group’s 2012 Business Award for Tourism and Hospitality,

- the Sandford Award for Excellence in Heritage Education 2013, and

- the Curious Minds New Settings Award for the North-West. This was for delivery and
commitment to the arts and embedding arts into our education programme.

e Being long-listed, for the second year in a row, for the Daily Telegraph’s Family-Friendly
Museum Award, which is voted for by families visiting Tullie House. This ranks us as one of
the top twenty family-friendly museums in the UK.

e Our successful collaboration with the British Museum to exhibit the Crosby Garrett Helmet
in both Carlisle and London, with significant support from arts funding organisations and the
Friends of Tullie House. (This exhibition opened in Tullie House in November 2013 and
moves to the British Museum in February 2014.)

e Hosting 8,115 visits from Carlisle’s school children, and reaching 1,384 people through our
outreach programme, in 2012/13.

e Receiving Good/Very Good ratings by:

- 93.4% of our visitors for the quality of our venue, and
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- 94.5% of our visitors for the enjoyment of their visit.

e Managing our finances prudently and achieving the financial targets (including cost
reduction targets) agreed with the City Council.

e Maintaining the stability and morale of our staff after a period of restructuring and
redundancies.

In March 2013 we introduced a new admissions charging structure, the key features of which
included:

e Bringing Old Tullie House into the scope of the charging structure, which has simplified
visitor circulation and gallery monitoring.

e Reducing the cost of the Tullie Card for Carlisle residents from £3 for two years to £1 for one
year.

e Raising the standard adult admissions charge for non-Carlisle residents from £5.50 to £7,
with an increase in concessions charges from £3.60 to £5.

e Introducing a discretionary charge of £3 for special exhibitions.

e Raising the age of free admission to 18, which applies to non-Carlisle as well as Carlisle
residents.

While we have not yet carried out a full review of the impact of these new charges, the most popular
admission ticket for 2013 to date is the £5 concession ticket. This is consistent with our visitor
research which shows that 60+ is the largest age group visiting Tullie House, accounting for 54% of
all adult entrants. (22% of our visitors used a Tullie Card and 19% purchased a standard admission
ticket.)

The main change in our adult visitor profile by age band over the past year has been a relative
increase in the 45-49 age range, which at 22% of visitors is now the second largest, having displaced
the 35-44 age band from that position. This change probably reflects our recent special exhibitions
programme which has been mainly aimed at family audiences, although this may shift again toward
the end of the present financial year, after the forthcoming Mechanical Circus exhibition.
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3 COLLECTIONS: Developing and making the collections more accessible and relevant to

audiences

3.1 Cumbria’s 20:20 Museum

Tullie House’s superb collections lie at the heart of what we have to offer our audiences. They have
the potential to inspire the residents of Carlisle, including successive generations of school children,
and to attract people from much further afield to spend time in the city. Properly interpreted,
displayed and managed, they are a priceless asset.

The Trust has been looking carefully at what needs to be done to ensure the collections are able to
play this role through to the mid-21* century. Urgency has been added to this by the facts that we
shall lose a substantial part of our collections storage space in 2016 when our existing lease at
Shaddon Mill expires, that most of the rest of our storage space is inadequate, that our education
and learning facilities are completely out of date, that our gallery space (even after the opening of
the excellent Roman Frontier Gallery) is much too limited to permit enough of the collections to be
permanently displayed, and that the physical layout of the buildings gets in the way of optimal
visitor circulation.

The Trustees concluded that unless these and other pressing issues were properly addressed it
would be impossible for Tullie House to continue to play its full part in the life of Carlisle and achieve
what both the Trustees and the City Council want and expect of it.

To help get started we asked consultants to provide some preliminary ideas on a new interpretation
strategy that recognised the strengths of the collections and the stories they can tell, and on how:

a.  Much more of the collections could be made accessible to visitors and students alike,
whether through additional gallery space or a new ‘accessible’ store.

b. The current orientation of the present buildings and visitor flow could be improved along
with the external approach and ‘visibility’ of the museum.

c. We might take advantage of vacant adjacent buildings on the Tullie House site in good
time for the end of the lease on Shaddon Miill.

d. All of this could be used to maximise visitor numbers and revenues while reducing costs.

It became clear from this review that these objectives could only be realised through a project that
involved significantly re-orientating and enlarging the existing galleries, building a new accessible
storage facility on the garden site of the adjacent Herbert Atkinson House, and repositioning the
museum’s main entrance so that it faced the City’s historic quarter. In parallel with this a new
interpretation strategy emerged, based on a new theme - ‘The Museum Unpacked’ — which,
informed by four unifying sub-themes that reflect particularly strong aspects of the collections: Life,
Landscape, Legacy and Laboratory, would allow visitors to explore and learn about the collections
from a curatorial point of view.

It also became clear that such a project would involve substantial capital expenditure. The
consultants identified five options, ranging from a minimal scheme that would meet immediate
near-term needs but do little to address the wider issues, to a comprehensive integrated set of
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developments that would address all of the problems and priorities, both immediate and longer-
term. They provisionally costed the capital sums required as between £5m for the minimal scheme
to £16m for the most comprehensive.

After reviewing the options, the Trustees concluded that only the comprehensive option offered a
clear and exciting way forward for Tullie House that would enable it to remain a vibrant and
proactive centre for heritage and the arts in Carlisle and beyond. The Trustees asked the Museum
Director and her team to develop the consultants’ initial ideas into a clear and coherent vision and
strategy for a major museum redevelopment that would command the confidence of key partners,
most notably Carlisle City Council, but also HLF, which had been identified as the most likely lead
funding partner, and other potential funders.

This further internal work has developed and refined the approach outlined by the consultants into a
clear vision and strategy for a major transformational project that will significantly raise the game of
not only Tullie House but also the city of Carlisle.

3.1.2 Next steps
The Trust will:

e  Work closely with Carlisle City Council, the Trust’s key partner on this redevelopment, to
ensure the City Council is fully supportive of all aspects of the redevelopment. The Trust is
keenly aware that the onus is on the Trust to achieve this.

e Engage the University of Cumbria and other key strategic partners such as Cumbria County
Council on refining the Cumbria’s 20:20 Museum proposal.

e Prepare the Stage 1 bid for submission to the Heritage Lottery Fund in November 2014 to
support development of the Cumbria’s 20:20 Museum vision into a detailed plan and
implementation approach capable of attracting capital funding.

e Initiate a 20:20 pilot programme that will develop exploratory ideas for the developments,
provide an ‘incubation’ area and stimulate and challenge our approach.

e Apply for funding to support the Cumbria’s 20:20 Museums vision and develop the pilot
programme.

e Prepare an application for Designated Museum status for Tullie House’s outstanding natural
sciences collections. Designated status would widen our opportunities to raise the profile
of the natural sciences collections, encourage safeguarding of the collection and allow
funding to be targeted in support of the collection.

e  Work with the higher education sector, particularly the University of Cumbria, to develop
the research potential of the museum as part of Cumbria’s 20:20 Museum.

e Use Cumbria’s 20:20 Museums to develop the skills of staff and volunteers and seek out
opportunities to maximise funding opportunities to widen skill sharing.

Preparing for a Stage 1 Heritage Lottery Fund bid for the Cumbria’s 20:20 Museum will cost an
estimated £80,000, which the Trust will meet from its own Reserves. If successful, HLF would
provide support for the Stage 2 bid, which is the detailed development of all aspects of the project
plans.
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3.2 Collaborations and partnerships that promote and enhance Tullie House’s reputation
The Trust has a good track record for its partnership programme and aims to develop new
collaborations and partnerships, building on those already achieved.

3.2.1 Carlisle City Council

We referred in the Introduction to Carlisle City Council’s importance as the Trust’s key partner. This
will continue to be reflected in our local community engagement activities. Partnerships and joint
projects focusing on young people and promoting healthy living will be central to the Trust’s
community engagement agenda. Tullie House will continue with initiatives such as:

e The Tullie Time Travellers club for 8 to 12 year old children

e The Yak Yak club for young adults aged 13 to 19

e Making Tullie House more dementia-aware. As part of Cumbria County Council’s Dementia
Awareness Strategy the museum has received funding to train staff and roll-out a package of
interventions that will make the museum more accessible to visitors with this condition

e Working with OUTreach Cumbria on a project to collect stories and objects that represent
Cumbria’s LGBT community in the museum'’s collections (subject to funding)

e Running a volunteer-led Community Archaeology project

e Carrying out a creative project, in partnership with the Solway Wetlands Team, to work with
three adult groups who have disability and / or are socially excluded

e Working with Sure Start and Barnardos to engage with victims of domestic abuse in a project
to build self-esteem

e Supporting the City Council with the Pageant Parade. Tullie House worked jointly with
various agencies on the 2013 parade to support young people, children and families as well
as those who had disabilities

3.2.2 National partnerships

The £1.4m Roman Frontier gallery, which opened in 2011, was the result of a valuable partnership
between Tullie House and the British Museum. It was opened by British Museum Director, Neil
MacGregor. The British Museum partnership continued with the Talking Objects and the museum’s
own Collections Conversations programmes, which inspire creative engagement with young people
and general visitors. At the end of 2013 Tullie House will be borrowing a number of pieces of Chinese
porcelain from the British Museum to complement the Natasha Daintree exhibition. These spotlight
loans will be developed further over the next three years wit