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Report to: Cabinet, 25th October 2016

Report of: Councillor Roger Berry, Cabinet Member for Housing and Heritage

Subject: THE COMMANDERY – VISITOR EXPERIENCE - KEY DECISION

1. Recommendation

1.1 That Cabinet approve the revised phasing and cost plan for the Commandery 
development and give authority to proceed with Phases 1 and 2;

1.2 That Cabinet authorise the acceptance of a grant bid to the Heritage Lottery 
Fund if successful, for Phase 2 of the project;

1.3 That Cabinet authorise officers to develop a business case and fundraising 
scheme for the completion of the commercial elements of the design as set 
out in Phases 3 and 4; and

1.4 That Cabinet authorise officers to submit necessary Listed Building and 
Planning Consents accordingly.

2. Background

2.1 In July 2015 the Cabinet agreed investment of up to £260,000 in improvements to 
the Commandery Museum. 

2.2 The strategic case for the investment was based on the studies into the value of 
heritage tourism commissioned by Museums Worcestershire in 2013. Funded by an 
Arts Council grant, these included a detailed assessment of the current and potential 
value of the Civil Wars as part of Worcester's Tourism Strategy.

2.3 These studies also included audience research and evaluation of pilot interpretation 
which concluded that "The Commandery is in the unique position of having played a 
significant role in the key battles of the English Civil War. The value of being able to 
say ‘this happened here, between these walls’ cannot be underestimated".

2.4 The investment decision in 2015 was made on the basis of a business and 
development plan for the Commandery by DCA Associates. This made it clear that 
further analysis would be necessary, including a full business plan and review of 
pricing policy, as well as further investigations and surveys to address issues relating 
to the Commandery fabric. 

2.5 The decision by the Cabinet also included authority to discuss the possibility of a bid 
to the Heritage Lottery Fund to boost the level of funds available to the project. 
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2.6 The Cabinet approved an additional allocation of £120,000 at its meeting on 13th 
September to address three elements of building maintenance work raised by 
condition surveys, to be brought forward as the first phase of work (phase 0) in 
order to provide a unified approach to the building fabric and the visitor experience. 
This report addresses the second stage of the transformation, namely a new master 
plan for the Commandery, it addresses the funding of phases 1 and 2 in readiness 
for relaunch to the public in May 2017

2.7 This relaunch is based on previous audience research, to upgrade the visitor 
experience. It will include a Civil War trail from the site which will help to put the 
building at the heart of the City's visitor offer. The Commandery has a key role in 
Worcester’s Heritage City plan to increase international awareness of Worcester’s 
role in the English Civil War and the visit of US Presidents Jefferson and Adams to 
the City.

3. Preferred Option (Progress To Date)

3.1 Since the joint museums committee endorsed the principles of the master plan for 
the Commandery on 7th June, Museums Worcestershire and City Council officers 
have worked with the exhibition designers to identify 5 distinct phases of the project. 
They are as follows:

Phase 0: Commandery Visitor Experience Maintenance Works
General fabric repairs, improvements to decoration, renewal of fire protection 
and heating improvements in advance of visitor experience and interpretation 
works.
Phase 1: Worcester – the Civil War City
A series of linked garden wing displays will tell the story of Worcester's part in 
the English Civil Wars, the key historical figures and the significance of the 
conflict in helping to shape our Parliamentary democracy. 
The façade of the building will include a new display of pikes above the gates 
which will be opened to provide a new entrance into the courtyard. 
To the rear of the building a new The Commandery Civil War study centre will be 
established including a library, research and volunteer facilities. The shop 
displays and stock will be refreshed to reflect the change of theme and reception 
for group visits will be enhanced in the canal wing.
Phase 2 - "It happened here”
A new light and projection display in the Great Hall to introduce the significance 
of The Commandery to visitors, plus the story of the visit of US Presidents John 
Adams and Thomas Jefferson in rooms overlooking Fort Royal Park.
Phase 3 - Commercial and visitor services
The creation of a new café in the front of the building facing the street the 
courtyard and canal, with the relocation of retail and admission point nearer the 
Great Hall entrance.
The establishment of a high quality wedding and corporate hire suite of rooms on 
the ground floor with an independent entrance.
The creation of temporary exhibition space
Phase 4 - Future interpretation
Completion of the interpretation plan concentrating on Medieval and Tudor 
Worcester.
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3.2 The development of this phased plan will help deliver the increased admissions set 
out in the original DCA report at an early stage. It also allows for each phase of the 
project to be separately addressed as part of Museums Worcestershire's fundraising 
strategy. The Museums Worcestershire service employed fundraising specialists to 
assist the project and obtained a grant of £28,504 from the Arts Council's Museum 
Resilience Fund.

3.3 The report by DCA provided for a limited revenue injection to develop existing and 
new income streams, to include retailing, weddings and corporate hire. The new 
master plan argues for a more ambitious approach to address the location of key 
visitor services like retail and catering. As a result, this new proposal and the costs 
associated with phases 3 and 4 require further work and the investment needs to be 
set in the context of a revised business plan and new income projections before a 
decision can be made. This will have to be the subject of a further report and the 
development of a business case, including an analysis of the potential for further 
external financial support; authority to proceed with this approach is included within 
the recommendations.

4. Cost plan and financial support

4.1  A detailed cost plan has now been developed based for phase 1 and 2 to support the 
maintenance works phase already agreed. An analysis of the fundraising 
opportunities secured from other sources is shown to demonstrate the significant 
leverage already gained. 

4.2 In July 2015 Cabinet authorised an approach to the Heritage Lottery Fund to assist 
in providing additional finance for the project. A bid was submitted in July 2016 for a 
grant of £96,000 to support phase 2 of the project, specifically:

 Introducing more displays, iconic artefacts and interpretation: Great Hall, 
Hamilton Room, Civil War propaganda interactive, and Presidents' Room

 Creation of a film and audio content for the Great Hall and Presidents Room
 Formal and informal learning activities

4.3 A positive response has been forthcoming from the Heritage Lottery Fund with 
Museums Worcestershire awaiting final confirmation of an award. The Cabinet is 
requested to authorise acceptance of the award of £96,000 from the Heritage 
Lottery Fund if successful.

4.4 The following table demonstrates that phases 1 and 2 are now achievable within the 
resources available to the project:

Phase One & Two Commandery Exhibition Cost Plan
Funding Income Costs Total £

Funder £ Net Cost of Exhibition 
Enhancements (Phases 1&2)

184806

WCC 260000 Environmental 38188
County Council 50000 Marketing 30500
Arts Council 28504 Weddings 22500
HLF(tbc) 96000 Activity Plan 5000
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Specialist Museum Design (GuM) 88000
Lighting Design 7800
Preliminaries / Contingency / Fees 57400

Total 434504 Total 434194

5. Alternative Options Considered

5.1 The development of a master plan for the building has refined the approach to the 
creation of a new visitor offer for the Commandery, in the light of previously 
commissioned studies on the tourism potential of the City's Civil War history. This 
has in turn provided a structured approach to maintenance issues and ensured that 
the planned capital investment on interpretation is supported by essential works on 
the building fabric.

5.2 A "Do Nothing" approach has been assessed but the consequences of withdrawing 
from the Commandery development plan at this stage would be significant. The 
additional visitor numbers and revenue savings from extra admissions, as set out in 
the original development plan, would not be achieved. The extra investment and 
leverage from external funders would also not be realised, as the grant applications 
are made on the basis of partnership funding. In addition the City Council's 
responsibilities towards the Grade 1 listed Commandery remain and investment in 
the building fabric would have to be considered, but without the same level of public 
benefit and removing the potential for increasing visitor income as well as the overall 
negative impact on the visitor economy and tourism.

5.3 The proposed option of phased, incremental improvements is therefore 
recommended as the best means to develop an improved visitor experience, linked 
to the success of the fundraising campaign.

6. Implications

Financial and Budgetary Implications

6.1 The original revenue projections for the Commandery over the next three years 
demonstrated the potential for savings and/or increased income of £25-37K on the 
building's current running costs by Year 3 after reopening. Although the display 
proposals have been amended, it is assumed that these projections still hold good, 
subject to a further review of pricing policy.

Legal and Governance Implications

6.2 The completion of the project will be subject to listed building consent. A number of 
meetings have taken place with the City’s Conservation Officer, Heritage Officer and 
Archaeological Officer, including site visits. These culminated in a site tour and 
meeting with the Historic England Inspector in early September, following which the 
design proposals have been revised to take account of the Inspector’s comments. 
Combined applications for Listed Building consent, covering both maintenance and 
visitor experience works, is currently being prepared.

The Senior Project Manager has been appointed to manage delivery of the project 
and is accountable to Worcester City Council-led Project Board. 
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The Board is chaired by Corporate Director – Place and the Board members are 
General Manager - Museums Worcestershire and the Head of Finance Worcester City 
Council. The Board will be advised by the Senior Curator – Museums Worcestershire 
and the Property and Assets Manager - Worcester City Council.

Risk Implications

6.3 This is a complex project requiring significant design input and statutory consents 
before the work can proceed. The requirements of funding bodies also have 
reporting conditions and deadlines for completion of work packages, which will 
require careful monitoring to ensure the programme can be delivered. As outlined in 
Legal and Governance Implications, there is integral involvement with relevant City 
Officers and Historic England to minimise potential risks in relation to working in a 
historic and listed building. 

A Risk Management Strategy in line with PRINCE2 will be initiated for the project 
which will describe the risk management procedure to be used and how risks are 
identified, assessed, mitigated planned and implemented

This will link directly to the overall approach to project risk management in place 
at Worcester City Council and as such key risks will form part of a risk register 
which is viewed by Cabinet and the Audit Committee. This Risk Register will 
record identified risks complete with a combined probability, impact rating and 
status.

Corporate/Policy Implications

6.4 The investment supports the City Council's commitment to heritage and tourism, 
including the possibility for Worcester to secure Heritage City status, as set out in 
the new Worcester City Plan 2016-21. The improvements will help deliver the vision 
for a Heritage City for the 21st Century, utilising a range of media to bring the 
Commandery's story to life. Worcester's role in the English Civil Wars will be more 
widely recognised as a result and the business plan demonstrates the potential for 
increased visitor numbers and turnover.

Equality Implications

6.5 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, together with further consultation 
work with partners and focus groups over the last year. The Commandery has also 
commissioned an updated access audit to address issues for people with disabilities.

Human Resources Implications

6.6 The works will improve working conditions on site for staff and volunteers 
particularly during the winter months.

Health and Safety Implications

6.7 The total package of works includes improvements to systems, including fire 
protection, which will assist with emergency planning and site security.

Ward(s): Cathedral
Contact Officer: Iain Rutherford
Background Papers: None 


