
Report to: Cabinet, 28th July 2015 

Report of: Cabinet Member for History, Heritage and Strategic Housing 

________________________________________________________________________ 

Subject: COMMANDERY MUSEUM INVESTMENT – KEY DECISION 

 

1. Decision Required  

1.1 The Cabinet agree investment of up to £260,000 for development of the 

Commandery Museum including the Battle of Worcester story. 

1.2 That Cabinet agree that the New Homes Bonus funding be allocated for the work. 

2.  Background 

2.1 In December 2014 the Cabinet agreed the draft budget for 2015-16 and new 

corporate plan themes, including proposed investment in heritage product 

development at the Commandery, utilising funding set aside from the New Homes 

Bonus (NHB) Grant. 

2.2 The scale and scope of the work, including a cost benefit analysis, has been 

commissioned by Museums Worcestershire at the City Council's request from DCA 

Associates (DCA). 

2.3 The initial proposals were presented for consultation to the Joint Museums 

Committee in March and a draft of the consultants' final report received and 

endorsed by members of the same committee in June. 

2.4 The Joint Committee have referred the key recommendations from the report back 

to the Cabinet for a final decision on the proposed investment.  

3. Improvement Proposals  

3.1 The final DCA report sets out an analysis of the current position in relation to 

findings from previous work, opportunities for improving the visitor experience, the 

potential for learning and income generation, an assessment of environmental 

conditions, and an outline business plan. Conservation architects, designers, and 

retail and catering specialists were engaged to help support the conclusions of the 

study. 

3.2 As part of the brief, DCA were also asked to identify how best to target a first phase 

of capital expenditure. Their recommendation for the immediate priorities at the 

Commandery are: 

• Creating the new Battle of Worcester visitor experience.  

• Warming the spaces where the Battle of Worcester experience is sited and the 

Great Hall to an appropriate level. 

• Creating the interpretation for the Great Hall 

• Transforming the front window and foyer. 

• Giving the shop a makeover, sourcing new stock, improving visual 

merchandising. 



• Getting the cafe up and running. 

• Branding and visual identity development; developing a phased marketing 

strategy; implementing phase 1. 

• Enhancing the Battle of Worcester Heritage Trail with on street way finding. 

 
3.3 The main conclusions from the income generation and business planning element of 

the study include the  following: 

• There are significant opportunities to generate additional income from admissions 

income, linked to a review of pricing structures, and to increase the number of 

visitors from all categories, including international audiences. 

• The improvements in interpretation will strengthen the offer for schools, 

particularly at Key Stage 3. 

• The recent reintroduction of café facilities in the canal wing is endorsed as a way 

of enhancing the visitor experience. Further improvements and extensions to the 

current catering may be possible through work with the external operator as 

visitor numbers increase. 

• Reconfiguring and restocking the shop to fit better with the new interpretation 

plans is a priority and will result in an increase in spend per visitor. 

• There is potential for weddings, meetings and other hires to make a contribution 

of up to £15K per annum. 

3.4 The study presents two options for investment. The works set out in 3.2 above are 

the basis of the first option and are estimated to cost £199k, allowing for some new 

interpretation in the garden wing, a promotional campaign including website 

development, shop refit and preliminary building works.  

3.5 The second option is a capital plan at the higher end of the investment range. It 

includes the works listed above but also provides an additional display about the visit 

of the US Presidents, further building works to address heating and humidity within 

the building, and events set up costs, in total a further £60K.  

3.6 The detailed cost plan for these two options is set out in Appendix 1. The second 

option offers the opportunity to increase the level of income generated. The study 

estimates that option 2 will generate c£64k by year 3, a significant benefit compared 

to the estimate of income for the first option of c£36k. Both options include some 

investment in improving environmental conditions, on a needs only basis, in the 

spaces to be addressed in the first phase. 

3.7 The benefits of the second option can be summarised as follows 

• An improved visitor offer linked to the visit of the US Presidents, already 

identified in previous reports on the visitor economy as having the potential to 

help draw international visitors and reinforce the Civil War City message. 

• Associated heating and environmental improvements in the spaces allocated for 

this display to improve the experience for visitors and the care of collections. 



• A budget to provide equipment and room dressing for weddings and events with 

a corresponding growth in income of £19K 

• Overall, a reduction in building running costs of £37K, an improvement of £12K 

on the lower end of the investment range 

3.8 The studies into the value of heritage tourism commissioned by Museums 

Worcestershire in 2013 identified the visit by Thomas Jefferson and John Adams to 

Worcester in the 18th century as a central part of the message to attract more US 

visitors to the City. Delivering this element of the project at an early stage will help 

to secure additional economic impact and profile among this target group. 

3.9 Subject to the Cabinet's decision, the Joint Museums Committee also recommend 

that the potential scope and value of a bid to the Heritage Lottery Fund also be 

investigated to secure further funds to enhance the Commandery and Civil War City 

offer. The Commandery has been the subject of a previously successful bid to the 

Heritage Lottery Fund, completed in 2007. It is important to stress that any work 

funded in part by HLF is distinct and separate from that part of the project funded by 

the City Council where a start has already been made. 

3.10 The work requires a substantial input from the Museums Worcestershire team to 

realise the project acting on behalf of the City Council. It is recommended that a 

contingency sum of £7500 be set aside to allow for backfilling of posts, to be 

confirmed once the full programme is established following the appointment of 

specialist support as set out below.  

3.11 The next steps if the Cabinet approves the recommendation are to appoint an 

exhibition designer to complete the detailed designs for the interpretation works and 

to manage the works through to completion, estimated by DCA as July 2016. The 

intention would be to address the planning and implementation of the new displays 

first to launch these earlier in the season; one option is Oak Apple Day at the end of 

May 2016.  

3.12 Operational decisions in relation to the detailed management of the project and the 

site will be delegated to the Joint Museums Committee, supported by the Museum 

Management Board and Property Services, in consultation with the City cabinet 

Member for History and Heritage. Some of the business planning issues need further 

examination to confirm the detail, including the delivery of the weddings and events 

package. There would be advantages in addressing this as part of the City's portfolio, 

to include the Guildhall offer. 

4.  Equalities, Financial, Health and Safety, HR, Legal, Policy, and Risk 

 Management Implications  

4.1 Equalities: The proposals are based on extensive observational research and public 

consultation, carried out in 2013 under the Arts Council funded Strengthening 

Museums and the Visitor economy programme. The new investment will provide for 

a wider range of more accessible interpretation techniques to be confirmed at 

detailed design stage. 

 



4.2 Financial: An allocation of £200K has already been set aside within the NHB 

funding. The consultants' brief included the development of revenue projections for 

the Commandery over the next three years. These demonstrate the potential for 

savings of £25-37K on the building's current running costs by Year 3. If the second 

option for improvements is implemented the cumulative savings are c£64k by year 

3, representing good value for money on the additional £60k investment. The 

additional £60k investment can be resourced from Capital receipts. Health and 

Safety: There are no Health and Safety implications 

4.3 HR: The project will be developed and managed by Museums Worcestershire shared 

service, on behalf of Worcester City Council, who will be client for this project. The 

investment will require additional sales and marketing support which will be 

recruited through the shared service. 

4.4 Legal: The proposals include some investment on a needs basis in heating and 

improvements to environmental conditions at the Commandery, which will assist the 

City Council in meeting its obligations for the long term care and preservation of the 

Grade 1 Listed building. 

4.5 Policy: The investment supports the City Council's corporate theme of Making the 

Most of Our History and Heritage and the relevant goals within the corporate plan, 

including support for Worcester to secure Heritage City status. In addition it will give 

specific impetus to the move for recognition of Worcester as the "Civil War City". 

4.6 Risk Management: The DCA report is supported by earlier, independent studies 

into the visitor experience at the Commandery, plus wider studies on the potential 

impact of a greater emphasis of Worcester's role as a Civil War City as part of 

heritage product and tourism development. Specific marketing and pricing studies 

were also sought from a specialist company.  

5.  Comments of Ruth Mullen, Corporate Director for Service Delivery 

5.1 The value of the proposed investment at the Commandery, the City Council's most 

historic building, has been demonstrated by the report and others commissioned to 

investigate the role of the Civil War in City tourism. 

5.2 These reports provide reassurance that the conclusions drawn are credible and 

substantiated and that the investment will have a positive impact on the 

Commandery, the quality of its offer to the public and Worcester's visitor economy. 

5.3 Further work is needed to develop a full business plan and to confirm the pricing 

policy at the relaunch of the Commandery in 2016. This will be subject to a further 

decision by the Cabinet early next year. 

5.4 The proposed level of investment in the report is seen as phase 1 in the 

transformation of the visitor offer. The key decisions at this stage are whether to 

proceed with an initial injection of funds for the Commandery in principle and if so 

whether the payback, in terms of the improved visitor offer (especially in relation to 

the US Presidents display) and the additional income, support the argument for the 

upper end of investment. 

  

 



6. THE CABINET MEMBER FOR HISTORY, HERITAGE AND STRATEGIC HOUSING, 

COUNCILLOR LUCY HODGSON RECOMMENDS THAT CABINET:  

6.1 Agree to the investment of up to £260,000 in improvements to the 

Commandery Museum as set out in this report, and agree that this is funded 

from the £200,000 New Homes Bonus previously set aside and £60,000 

from Capital Receipts. 

6.2 Authorise further discussions with the Heritage Lottery Fund to clarify the 

potential for a bid to support the development of the Commandery. 

 

 

 

Ward(s):   Cathedral 

Contact Officer: Ruth Mullen Tel: 01905 722010, 

Email:ruth.mullen@worcester.gov.uk 

Background Papers: A Development and Business Plan for the Commandery 

(DCA June 2015) 


