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Executive summary 

On 6 September 2019 the government invited 100 places in England, including Worcester, to 

develop proposals for a Town Deal, forming part of the £3.6 billion Towns Fund announced by 

the Prime Minister in July 2019. The Towns Fund is part of the government’s plan for levelling 

up the UK economy. Worcester submitted to government a Town Investment Plan (TIP) which 

sets out a long-term strategy for change to drive sustainable and inclusive economic growth in 

the city up to 2030, in addition to supporting recovery from COVID-19. Following the submission 

of the Worcester TIP, it was announced in June 2021 that Worcester had been awarded £19.6m 

from the Towns Funds to deliver long-term economic growth for the city and support recovery 

after COVID-19.  

The Heritage and Riverside project combine two of the original priority projects in the Worcester 

TIP: Heritage Tourism and Riverside as a Destination. Prioritised elements of each project have 

been taken forwards within a Towns Fund allocation of £0.64 million. The heritage aspect of 

the project will aim to drive footfall, dwell time and visitor spend in Worcester. The project will 

develop the national profile of The Commandery by moving the Worcestershire Soldier gallery 

into this space from the Art Gallery and Museum. Movement of this gallery will widen the scope 

of the heritage quarter, creating a full day offer for visitors. In addition, it will increase the 

exposure of the exhibition and provide the opportunity to modernise, update and contextualise 

the Worcester Soldier story. Alongside the move, renovation of The Commandery’s reception 

will deliver a new reception area to showcase the attractions offer. 

The Worcestershire Soldier’s move to the Commandery will enable the conversion of the area 

currently occupied by the Worcestershire Soldier gallery within the Art Gallery & Museum into a 

new art and exhibition space. The Art Gallery space will be redeveloped to focus on the City’s 

important and attractive collection of British Impressionism including new additions to the 

collection. 

Investment along the Riverside will complement an existing City Council project to develop the 

Riverside Park as a visitor destination. It will focus on improving public realm and enhancing 

public access to the Cathedral and St Andrew’s gardens. The River Severn is the natural heart 

of the city, but currently it is not being fully utilised. Improving the riverside will provide local 

health and economic benefits to residents and will assist in improving tourism. 

Strategic Case 

The importance of Worcester’s cultural assets is reflected in the significant economic 

contribution of the tourism sector, estimated at £180 million per annum, and high share of 

employment (6.6% in 2020)1. However, the city has failed to attract visitor numbers relative to its 

abundant cultural and heritage assets. The city has fared comparatively poorly relative to other 

‘cathedral cities’ like Exeter and Gloucester. For example, a Worcester City Council-

commissioned economic impact assessment in 2019 confirmed a continued decline in overnight 

stays and associated expenditure. The fall in volume runs counter to a 3% national increase2 for 

the same period and, adjusting for inflation, the overnight trip value fell between 2015 and 2018.  

The River Severn is a defining natural feature of Worcester, yet the river and the city centre, 

despite being located side by side, are poorly connected and moving between the two is far 

from intuitive and there is also a lack of activity and amenities along the river. Together this 

means that the river is not exploited as a visitor destination and economic asset. In addition, 

 
1 Data from the 2018 Cambridge Economic Impact Model and 2020 ONS BRES. 

2 2019 Great Britain Tourism Survey 
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evidence from the Worcester Tourism Strategy (2017-2022) suggested that one of the key 

improvements which could be made to the City to attract more visitors is improved linkages with 

and use of the riverside. 

The Heritage and Riverside project – through investment in museums, arts and events facilities 

as well as public realm – will establish a cogent visitor offer that showcases the density of 

cultural assets in Worcester and address the needs of the city as highlighted by stakeholders. 

The project aligns with national, regional and local policy including the Arts Council England 

‘Let’s Create: Strategy 2020-2030’, Worcestershire’s Plan for Growth 2020-2040 and Worcester 

City Council’s City Plan 2016-2021.  

The objective, outputs and outcomes of the project are shown below.  

Objectives Outputs Outcomes 

● Installation of permanent 

Worcestershire Soldier exhibition 

as a core offer at The 

Commandery by 2025. 

● Refurbishment of the Art Gallery 

& Museum and exhibition space 

by 2025. 

● Pedestrian infrastructure 

improvements to the Cathedral 

and St Andrew’s Gardens from 

the Riverside to help create 

improved access to and greater 

awareness of the Riverside Park 

and heritage assets, by 2024.  

● Improvements to Commandery 

and the Art Gallery & Museum.  

● An enhanced visitor offer to The 

Commandery  

● Improved and more accessible 

collections of military museums  

● Intuitive and attractive pedestrian 

link between the High Street and 

Cathedral, linking to the 

Riverside Park. 

● An intuitive and attractive 

pedestrian link between the 

Riverside and High Street 

through the heritage asset of St 

Andrew’s gardens. 

● Increase in visitors to Museum 

and Art Gallery and 

Commandery (est. 17,000 p.a.) 

● Increase in footfall, visitor dwell 

time and expenditure and 

increase in employment in the 

tourism industry. 

● Improvements in perception of 

Worcester as a centre for 

heritage and culture as well as a 

place to live and work. 

Economic Case 

The approach taken to the economic case is based on a combination of quantitative and 

qualitative analysis designed to accurately reflect the emerging proposal for the Heritage and 

Riverside project. Three options have been considered for delivering the project:  

1. Option 1 Do Nothing: no investment is made at The Commandery, Art Gallery and Museum, 

Cathedral gardens or St Andrew’s gardens.  

2. Option 2 – Do Something: the project as described above.  

3. Option 3 – Do Maximum: the project as per the original Worcester Town Investment Plan 

proposal.  

The qualitative options appraisal confirmed the identification of Option 2 as the Preferred 
Option. The quantitative VfM assessment focusses on two key benefits: Cultural wellbeing 
benefit and Heritage benefit. Real costs were calculated and discounted at 3.5% per annum. 
Both benefits and costs were treated as per MHCLG Appraisal Guidance and HM Treasury 
Green Book best practice.  The results of the Value for Money (VfM) assessment for the 
preferred option are detailed in the table below. A BCR of 2.2 demonstrates that the project will 
deliver good value for money to society. 

Economic Case - value for money analysis Project BCR 

Benefits for the BCR 

Cultural wellbeing benefit £1,716,131 

Heritage value £855,963 

Total benefits for the BCR (A) £2,572,094 

Costs  
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Economic Case - value for money analysis Project BCR 

Towns Fund (B)* £702,739 

Co-funding (C)* £314,375 

Total cost (Towns Fund + Co-funding) (D) = (B) + (C) £1,017,114 

Private sector cost (E) £316,681 

BCR calculation formula (A-E) / D 2.2 

*the funding allocations are linked to costs which have been discounted and adjusted with Optimism Bias, which is why 
they do not exactly correlate with the actuals presented in the financial case.      

The VfM Position is further strengthened once qualitative benefits of the project are considered. 

The qualitative benefits include: an improved external perception of Worcester as a visitor 

destination; Land Value Impacts from enhanced public realm; additional employment as a result 

of an improved visitor offer; and an improved perception of Worcester as a place to live and 

work.  

Financial Case 

The total cost the Heritage and Riverside project is £1,223,417. The Towns Fund financial 

contribution represents a gap funding requirement for the project based on the estimated cost of 

the scheme and alternative available funding sources. As such, the secured funding is as 

follows: 

● Towns Fund grant – £640,000 

● Military Museums Trusts – £583,417 

● Kildare Trust – £178,417 

● Local philanthropist – £300,000  

Of the £640,000 Town Fund allocation there is a 91% Capital request and 9% revenue request. 

The cost of the project incorporates both inflation and risk. The table below provides a full 

funding breakdown.    

Funding profile 21/22  22/23  23/24  24/25  Total 

The Commandery 

  

Total cost £10,000 £15,000 £50,000 £290,312 £365,312 

Towns Fund £10,000 £15,000 £50,000 £185,312 £260,312 

Match –Military 
Museum trusts  £- £- £- £105,000 £105,000 

Art Gallery & Museum Total cost £- £- £- £320,000 £320,000 

Towns Fund £- £- £- £20,000 £20,000 

Match – 
Philanthropist £- £- £- £300,000 £300,000 

Cathedral Gardens Total cost £- £318,417 £- £- £318,417 

Towns Fund £- £140,000 £- £- £140,000 

Match – Kildare 
Trust  £- £178,417 £- £- £178,417 

St Andrews  Total cost £- £100,000 £100,000 £- £200,000 

  Towns Fund £- £100,000 £100,000 £- £200,000 

Project Management Total cost £4,922 £4,922 £4,922 £4,922 £19,688 

Towns Fund £4,922 £4,922 £4,922 £4,922 £19,688 
 

Total Cost  £14,922 £438,339 £154,922 £615,234 £1,223,417  

Towns Fund  £14,922 £259,922 £154,922 £210,234 £640,000 

TOTALS Capital  £9,344 £238,266 £140,156 £191,838 £579,604 
 

Revenue  £5,578 £21,656 £14,766 £18,396 £60,396 
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Funding profile 21/22  22/23  23/24  24/25  Total 

The Commandery 

  

Total cost £10,000 £15,000 £50,000 £290,312 £365,312 

Towns Fund £10,000 £15,000 £50,000 £185,312 £260,312 

Match –Military 
Museum trusts  £- £- £- £105,000 £105,000  

Match (Public) £- £178,417 £- £105,000 £283,417 

 Match (Private) £- £- £- £300,000 £300,000 

The costs set out in this business case focus on the construction phase capital elements of the 

project and exclude the operational expenditure associated with the maintenance of the various 

infrastructure. The operational expenditure is covered in separate budgets by each 

organisation: Museums Worcestershire, Worcester Cathedral and Worcester City Council.   

The project risk register includes a number of financial risks e.g., cost escalation, less interest in 

the events than anticipated and the programme allocation being too short. These risks are being 

monitored and mitigation activity is planned.  

Commercial Case 

Capital delivery of this project will be led and overseen by Worcester City Council, using 

established commercial structures and approaches used by the Council to deliver all of its 

capital projects. 

The commercial strategy for this project involves splitting the project scope into distinct 

elements with the procurement and contracting approach tailored to each package. The work 

packages are organised as follows: Heritage (works to the Commandery and Art Gallery & 

Museum); St Andrew’s Gardens and Worcester Cathedral College Yard to Riverside.  

A project steering group will be established to oversee the successful delivery of the Heritage 

and Riverside project (see figure below). This will include key individuals from within the City 

Council, at Head of Service and Director level and partner representation. A Project Manager 

will be appointed to manage the programme on a day-to-day basis and provide oversight of the 

works WCC are directly responsible for as well as those delegated to the Cathedral. The 

individual projects will be managed through the three workstreams. In relation to the 

Commercial Developments, the appointed commercial Development Manager will play a key 

role in ensuring successful delivery 
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The procurement of services will be undertaken using an appropriate framework where 

possible, including NEC3, Crown Commercial Services or the Council’s standard terms and 

conditions for the purchase of goods and services. Procurement throughout the lifecycle of this 

project will be undertaken in line with the Council’s procurement strategy and public 

procurement law and standards. 

Component  Contractor  Procurement Route  

Architect and Quantity Surveyor Landscape Architecture & Design Ltd Worcester Cathedral tendering  

Worcester City Council NEC3 Tender 

Construction – Worcester Cathedral 

pathway 

TBD via tendering Worcester Cathedral tendering 

Construction – St Andrew’s Gardens TBD via tendering Worcester City Council NEC3 Tender  

Construction – Refit of the City Museum 

and the Commandery 

TBD via tendering Worcester City Council NEC3 Tender  

Source: Worcester City Council 

The key commercial risks to the delivery of Heritage and Riverside project, which include legal, 

construction and supply risk, if realised will result in time, cost and reputational damage. 

However, throughout the development stage risks will be identified, recorded and actively 

managed. Appropriate risk owners will also be allocated and tasked with eliminating risks and 

the same ethos will be taken through to the delivery stage of the scheme.  

Management Case 

Worcester City Council operates a robust programme and project management structure to 

ensure that the interventions set out in the Worcester TIP application can be delivered to time, 

quality and budget, as part of a larger regeneration programme. The final elements of the 

project are expected to be completed by March 2025.  

The project organisation and governance are the structures in place that are required for 

prioritising, authorising, directing, empowering, overseeing management, and assuring and 

reviewing performance on this project. The formal framework for accountability, rules, and 

authority under which this project is to be governed are outlined in this section including the 

governance framework to monitor, manage and control the project. To set up a proactive 

City Council 
Officer TIP 

Board

Project 
Steering 
Group

Overall 
Project 

Manager

Worcestershire 
Soldier 

Working Group 
PM Cathedral

PM St 
Andrews
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governance for this project, individuals who meet the following attributes will be appointed to 

fulfil three key roles set out in the table below:  

Role  Responsibilities Named individual 

Sponsor • This person will be accountable for articulating and 

championing the project vision. This role will be 

responsible for providing investment decisions and 

endorsement for the project objectives and will also 

be responsible for establishing key resources to 

achieve the Project business case, regulatory 

commitments and obligations. The sponsor will be 

responsible for sustaining effective and transparent 

governance and strategic leadership for the Project. 

• David Blake -  Managing Director 

at Worcester City Council.  

Senior 
Responsible 
Officer 
(SRO) 

• Answerable to the Project Sponsor, this will be the 

person authorised to undertake the project setup 

and delivery and will have overall responsibility for 

the project to ensure that the project meets its 

objectives. The SRO will ensure that the project is 

delivered in line with the business case and will be 

responsible for securing resources and support for 

the project 

• Zoey West, Deputy Director, 

Economic Development at 

Worcester City Council 

Project 
Manager 

• This will be the person responsible for managing 
the entire project team to meet the project 
objectives in line with project constraints.  

• The Project Manager will be responsible for Leading 
and coordinating the workstream project team; 
procuring consultants and contractors (and 
delegating this authority in the case of the 
cathedrals); preparing and reporting project 
budgets; Managing project risks and issues; 
Reporting to and receiving feedback from the senior 
responsible officer; and producing periodic progress 
reports to relevant committees.  

• To be recruited, manager post 

reporting to Zoey West, Deputy 

Director, Economic Development 

at Worcester City Council  

Delivery 
Team 
workstream 
leaders  

• Responsible for supporting the project managers 
and in the case of the Cathedral, undertaking the 
project manager role with respect to delivery, 
procurement and reporting  

• Philippa Tinsley. Museums 

Manager, Museums 

Worcestershire – Commandery 

and Art Gallery and Museum 

workstream lead 

• Jacqui Watson – Worcester 

Cathedral workstream lead 

• Tim Allen, Projects Manager, 

Worcester City Council – St 

Andrew’s Gardens workstream 

lead 

The delivery of the packages of work will be directed by an overall Project Manager and by the 

Project Managers assigned for each of the three delivery workstreams of this project: Heritage, 

Cathedral and St Andrews Gardens. They are overseen by the Senior Responsible Officer and 

ultimately by the Project Sponsor. Adjacent to the project team, key stakeholders of the project 

include Museums Worcestershire, Military Museums Trust and Worcester cathedral.  The 

Governance of the project is illustrated below.   
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The approach to risk management is owned by Worcester City Council and incorporated into 

their internal assurance process for approval. The project risk register will be regularly reviewed 

and updated as a live document by the strategic partners contributing to the delivery of the 

project. This will enable effective management of the project risks and wider communication 

between different members of the project team.  Key management roles and responsibilities fo 

Town Boar 

Town Deal Board 

WCC P&R 

Committee 

Project Steering 

Group 

Project Manager 

St Andrews 

Gardens 

Cathedral Public 

Realm 

 

Heritage 

Corporate Projects 

team WCC 

Worcester 

City Council 

led 

 

Worcester 

Cathedral led  
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1 Introduction 

1.1 Introduction 

On 6 September 2019 the government invited 100 places in England to develop proposals for a 

Town Deal, forming part of the £3.6 billion Towns Fund announced by the Prime Minister in July 

2019. The Towns Fund is part of the government’s plan for levelling up the UK economy. Towns 

across England will work with the Government to address growth constraints and to ensure 

there is a course of recovery from the impact of COVID-19. The overarching aims of the Towns 

Fund are to drive the sustainable economic regeneration of towns to deliver long term economic 

and productivity growth. 

Worcester was one of the 100 places to be invited to apply for funding from the Towns Fund. At 

Stage 1 of the Towns Fund process Worcester City Council delivered and submitted the 

Worcester Town Investment Plan (TIP) which sets out a long-term strategy for change to drive 

sustainable and inclusive economic growth in the city up to 2030, in addition to supporting 

recovery from COVID-19. The Worcester TIP identified, in consultation with the community, a 

£27.9m investment in six priority projects for immediate investment that will help deliver the 

priorities that underpin the vision for the city and deliver benefits at a local and regional scale. 

Following the submission of the Worcester TIP it was announced in June 2021 that Worcester 

had been awarded £19.6m from the Towns Funds to deliver long-term economic growth for the 

city and support recovery after COVID-19. The Heritage and Riverside project combines two of 

the original priority projects in the Worcester TIP.  

The awarding of funding is contingent on a Green Book compliant business case for each 

project. An overview of the Stage 2: Business Case Development process is shown in Figure 1.  
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Figure 1: Overview of Stage 2: Business Case Development  

 

Source: Mott MacDonald  
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1.2 The Project 

The Heritage & Riverside project has been formed through the combination of two Town 

Investment Plan projects: Heritage Tourism and Riverside as a Destination. Those prioritised 

elements of each project have been taken forwards within a Towns Fund allocation of £0.64m. 

The intervention area for the project is focused on the town centre and the section of the River 

Severn adjacent to it. The project will enhance key assets in Worcester including The 

Commandery, Art Gallery & Museum and Worcester Cathedral and the link between High Street 

and Riverside through St Andrew’s Gardens.  

The heritage aspect of the project will aim to drive footfall, dwell time and visitor spend in 

Worcester. The project will develop the national profile of The Commandery, whose story is 

central to the ending of the English Civil War, by moving the Worcestershire Soldier gallery into 

this space from the Art Gallery and Museum. The Worcestershire Soldier gallery tells the story 

of the Soldiers of Worcestershire Regiments from 1694 to the present. Movement of this gallery 

will widen the scope of the heritage quarter, creating a full day offer for visitors. Bringing the 

Worcester Soldier into the ground floor of the Commandery right next to the City’s other heritage 

venues will enable immediate daily exposure to very large numbers of people, both from the 

county as well as visitors from further afield. In addition, it will provide the opportunity to 

modernise, update and contextualise the Worcester Soldier story. Alongside the move, 

renovation of The Commandery’s reception will deliver a new reception area to showcase the 

attractions offer. 

The Worcestershire Soldier’s move to the Commandery will enable the conversion of the area 

currently occupied by the Worcestershire Soldier gallery within the Art Gallery & Museum into a 

new art and exhibition space. The Art Gallery space will be redeveloped to focus on the City’s 

important and attractive collection of British Impressionism including new additions to the 

collection. 

Investment along the Riverside will complement an existing City Council project to develop the 

Riverside Park as a visitor destination. It will focus on opening up and enhancing public access 

to the extensive Cathedral gardens and creating an intuitive route to link the Cathedral and the 

High Street. At St Andrew’s gardens landscaping works will provide an improved route to 

intuitively link the Riverside and High Street through Copenhagen Street. The River Severn is 

the natural heart of the city, but currently it is not being fully utilised. Improving the riverside will 

provide local health and economic benefits to residents and will assist in improving tourism. 

1.3 This Business Case 

The five-case structure presented in this Green Book compliant Full Business Case (FBC) is as 

follows: 

● Strategic Case – this case presents the rationale, background, policy context and strategic 

fit of the Heritage and Riverside project. This section also includes clear objectives with a 

robust logic of change from inputs to outcomes. 

● Economic Case – this case provides evidence for why a privately provided solution would 

fall short of what is optimal (market failure) and outlines a list of options to achieve a better 

outcome. This case builds on robust verifiable evidence, considers additionality and 

displacement of activity, includes sensitivity analysis and a correction for optimism bias. An 

assessment of value for money has been undertaken which has included the following 

requirements: 

– a clear economic rationale that justifies the use of public funds in addition to how a 

proposed project is expected to contribute to strategic objectives.  

– clearly defined inputs, activities, outputs and anticipated outcomes, ensuring that factors 

such as displacement and deadweight have been considered.  
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– benefits that exceed the costs of intervention using appropriate value for money metrics.  

– appropriate consideration of deliverability and risk along with appropriate mitigating action 

(the costs of which must be clearly understood). 

● Financial Case – this case presents a standard appraisal of financial implications of the 

Heritage and Riverside project which include budgets, cash flow, and contingencies. 

● Commercial Case – this case demonstrates the commercial viability and contractual 

structure for the Heritage and Riverside project, including procurement where applicable. 

● Management Case – this case outlines the manner in which the Heritage and Riverside 

project is going to be delivered. 
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2 Strategic Case  

2.1 Introduction 

2.1.1 Purpose of the Strategic Case  

Worcester’s Town Investment Plan (TIP) focuses on a diverse set of interventions across the 

city that seeks to create an urban neighbourhood with a diverse educational, leisure, cultural 

and active travel offering. In doing so, the programme will help to rebalance economic activity, 

strengthen the links between different parts of the city and fill gaps in current provision. The 

programme will also support Worcester’s recovery from Covid-19 through increasing the 

diversification of the city centre and rebalancing the economic profile of the area. 

The Strategic Case sets out the justification and rationale for the Heritage and Riverside 

element of the TIP. This justification is based on the need to address specific challenges 

preventing the city from fully utilising its rich endowment of cultural assets.    

2.2 Case for change 

2.2.1 Current context and challenges 

Worcester has an estimated population of 100,2653 and is described by PROMIS4 as a Sub 

Regional resilient town with an estimated shopping and visitor population of 190,000. The city’s 

historic core has one of the largest concentrations of Listed Buildings in the country (over 1,000 

Listed buildings in Worcester).  

The importance of Worcester’s cultural assets are reflected in the significant economic 

contribution of the tourism sector, estimated at £180 million per annum, and high share of 

employment (6.6% in 2020).5 However, whilst these heritage sites make the city a popular 

destination, relative to comparator towns/cities, Worcester’s visitor and tourism industry could 

be stronger, especially given its distinctive offer and national transport links. 

Although Worcester city centre is relatively small in geographic terms, the north and south of the 

centre differ greatly in terms of visitor experience, connectivity and pedestrian wayfinding. 

Reflecting the typical structure of a medieval city, Worcester’s has a north-south spine of 

Foregate Street, the Cross and High Street, which branches off into a series of east-west lanes 

and streets. These roads connect key assets including the award-winning Hive library, the 

University of Worcester and the riverside in the west, the High Street, Cathedral, and other 

cultural destinations in the south and St Martin’s Quarter shopping hub to the east. 

Whilst the medieval-driven layout boasts strong, yet diffuse clusters of heritage buildings and 

tourist attractions (see Figure 2 overleaf), the structure of city centre constrains obvious linkages 

to draw footfall and extend visitor stays.   

 
3 MYE 2020 

4 UK Property Market Information Service 

5 Data from the 2018 Cambridge Economic Impact Model and 2020 ONS BRES. 
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Figure 2: Heritage and tourist assets in Worcester  

  
Source: Museum of Royal Worcester   

A Worcester City Council-commissioned economic impact assessment in 2019 confirmed a 
continued decline in overnight stays and associated expenditure. The fall in volume runs 
counter to a 3% national increase6 for the same period and, adjusting for inflation, the overnight 
trip value fell between 2015 and 2018 (see Table 1 in the overleaf). 

The city has failed to attract visitor numbers relative to its abundant cultural and heritage assets. 
Despite modest growth in the volume and value of tourism in Worcester, the city has fared 
comparatively poorly, particularly in respect to the more lucrative overnight stay market, which is 
significantly smaller than comparator, ‘cathedral cities’ like Exeter and Gloucester7.  

For decades, Worcester’s tourism was anchored around the Royal Worcester porcelain factory 
which was an international attraction. Since its closure in 2009, there has been no significant 
investment or re-branding and Worcester has struggled to feature on the international tourist 
circuit, being without a major attraction. Improving the offer and linkages between disparate 
attractions in the city could highlight the density of attractions in Worcester and convince visitors 
to stay longer.   

 

 
6 2019 Great Britain Tourism Survey 

7 Cathedral Cities defined for the purposes of this business case are cities have comparable populations and perform a similar function 
within their respective regions,    
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Table 1: Economic impact of tourism – Year on Year comparison  

 
Source: Economic Impact of Tourism, 2018, Worcester City Council  

Data from Visit Britain details the results of the Great Britain Tourism Survey between 2006 and 

2019, taken at three-year averages. This allows a comparison of the tourism industry in 

Worcester with similar ‘cathedral cities’ such as Gloucester, Lincoln and Exeter.  

Between 2017 and 2019, 213,000 total trips were taken annually to Worcester – of which only 

40,000 were holiday trips- representing 26% of all total trips annually to Worcestershire, shown 

in Figure 3. This is lower than the number of total trips to Gloucester (264,000), Lincoln 

(318,000) and Exeter (470,000), and has remained below these comparator cities since 2006. 

This is also true for holiday trips, where the annual number of holiday trips has also fallen for 

Worcester since 2013. 
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Figure 3: Tourism in Cathedral cities, 2017-19 

 
Source: Great Britain Tourism Survey, VisitBritain, 2020. 

Holiday nights measures the equivalent number of nights each person spends on holiday at 

their destination. By this measure, Worcester averaged 110,000 holiday nights annually 

between 2017 and 2019, representing 15% of all nights spent in Worcestershire. This is below 

half that of Gloucester (268,000), and lower than Lincoln (317,000) and Exeter (436,000), 

representing a weakness for overnight stays compared to equivalent tourist destinations. 

Holiday nights have fallen from an average of 162,000 annually over the period 2015-2017, 

suggesting a decline in longer holidays to Worcester.  

The annual value of holidays to Worcester and Worcestershire over the period 2017 to 2019 

was £11 million and £50 million respectively, as shown in  

Figure 4. Worcester again is below that of its comparators Gloucester, Lincoln (both £22 million) 

and Exeter (£36 million) in terms of annual holiday spend and has plateaued in value since 

2016. This is in contrast to Gloucester and Lincoln, which have seen increases in holiday spend 

in the four years to 2019. 

Figure 4: Total holiday spend, 2006-2019 

 
Source: Great Britain Tourism Survey, VisitBritain, 2020. 
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2.2.2 Evidence of need  

Worcester has a strong tourism base, but struggles to attract holiday tourism, and has fallen 

below the tourism numbers of other major cathedral cities since 2006. In addition, Worcester 

struggles to attract overnight stays to the city and has led to lower annual values for holidays 

compared to other cathedral cities. 

To attract a broad demographic of people to come to the city centre for reasons other than day 

trips and retail, a wider range of activities should be encouraged and invested in. Worcester City 

Council are pursuing a wide range of projects as part of the TIP and Future High Streets Fund 

(FHSF) to improve accessibility, enhance the city’s gateway entrance and perception, increase 

footfall traffic to key attractors and actively engage deprived communities.  

The complementary investments taking place across Worcester in the next five years presents a 

unique opportunity to affect transformational change and develop the city’s tourism sector, both 

widening and increasing the prominence of the offer. The more attractions the city has to offer 

the longer people will want to stay, increasing visitor dwell time will also increase visitors spend 

in the city. In 2018-19, it is estimated that Museums in Worcestershire generated £1.5 million of 

economic impact8 - even a modest increase in performance could have a significant, positive 

implications for jobs for local people.  

The Museums Worcestershire comprises three venues – The County Museum at Hartlebury 

Castle, Worcester City Art Gallery & Museum and the Commandery. Visitor numbers for the 

latter two venues are shown in Figure 5. The Commandery has experience a steady decline in 

visitors over the period 2017-2020. Visitor numbers for the Art Gallery and Museum visitor 

dipped between 2017/18 and 2018/19, however, there was a significant 20% year on year 

increase in 2019/20. The increase coincides with the Star Wars themed ‘May The Toys Be With 

You’ exhibition in 2019.9 

Figure 5: Annual visitor numbers for The Commandery and Art Gallery and Museum  

 
Source: Museums Worcestershire Performance Indicators10 

 
8 Museums Worcestershire Annual Review 2018-19 

9 See: https://www.museumsworcestershire.org.uk/events/may-the-toys-be-with-you-opening/  

10 Figures for 2020/21 are available however are unlikely to give an accurate representation of potential visitors due to National 
Lockdowns caused by the COVID-19 pandemic.  
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The exhibition success in 2019 illustrates significant appetite for cultural activities in Worcester. 

Improved visibility, investment in fit-for-purpose exhibition space and rationalised location of 

exhibits along routes with greater footfall could tap into significant, latent demand. 

The River Severn is a defining natural feature of Worcester, yet the river and the city centre, 

despite being located side by side, are poorly connected and moving between the two is far 

from intuitive and there is also a lack of activity and amenities along the river. Together this 

means that the river is not exploited as a visitor destination and economic asset. 

Evidence from the Worcester Tourism Strategy (2017-2022) suggested that one of the key 

improvements which could be made to the City to attract more visitors is improved linkages with 

and use of the riverside. Improved access to the riverside and developing new and existing 

visitor destinations and facilities can both attract new visitors and encourage visitors to stay for 

longer and spend more within the city.  

2.2.3 Future needs, barriers and opportunities  

The evidence presented in sub-Section 2.2.1 highlights the challenges present in the tourism 

industry in Worcester and the weak position of the area in relation to other Cathedral cities. For 

decades, Worcester’s international tourism was built around a single prominent attractor (that is, 

Royal Worcester porcelain factory). Since its closure in 2009, Worcester has struggled to 

establish a joined-up, resilient and diversified offer that draws in long-stay visitors.  

Viewed as a component of the wider TIP programme and complementary to the FHSF, 

investments that look to rebalance economic activity, strengthen the links between different 

parts of the city, the Heritage and Riverside project – through investment in museums, arts and 

events facilities as well as public realm – will establish a cogent visitor offer that showcases the 

density of cultural assets in Worcester. The project will address barriers and create 

opportunities with respect to: 

● Extending visitor stay and diversification of the city centre offer  

– Worcester’s reliance on the retail sector (both for visitors and as a source of employment) 

will be severely impacted by changing trends in this sector. The city centre needs to 

bolster its leisure offer in order to be more resilient and attract larger number of visitors, 

encouraging those who visit to stay for longer, as well as retaining existing residents by 

making the city an attractive place to live. The museum arts exhibition events space helps 

diversify the city’s offer.  

– The pre-existing trend of a contraction of the retail economy and relative difficulty 

attracting overnight visitors have been exacerbated due to the pandemic. With more 

people considering a ‘staycation’ it presents Worcester with an opportune moment to 

promote and grow its visitor offer. 

– Attracting the significant numbers of regular visitors that come to Worcester for non-

heritage and leisure reasons such as to watch the cricket or attendance at the 

racecourse.         

● Improving Worcester’s perception and ‘brand’ 

– Prior to COVID-19, Worcester’s visitor experience was attracting a high proportion of 

‘day-trippers’ relative to long stay visitors who on average spend less in the local 

economy. Interventions that attract visitors and promote Worcester’s important heritage 

stories and improve the quality of adjacent perceptions of the city centre as a place to 

visit.  

– Better public realm could improve safety, legibility and the overall appearance of the city 

centre, as well as drawing people down these lanes to the businesses located along 

them. 
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– Enhanced public realm surrounding historic buildings will draw attention to the 

uniqueness of an area. Addressing access points to historical landmarks and natural 

assets such as the Cathedral and River Severn have several benefits – beyond being a 

tourist attraction, they also give locals a sense of pride about their heritage. 

– The location and setting of the River Severn is a major asset which provides opportunities 

for growth. In addition to the direct potential to generate greater revenue, investment in 

natural assets will attract and retain residents and tourists. Improved access to the 

Riverside will increase awareness of the natural asset to visitors and encourage footfall 

along the riverside. This will complement Worcester’s Masterplan that outlines the vision 

for the city through to 2040; a key design principle within the plan is to create ‘a walkable 

and connected city’.  The riverside park provides an opportunity to signpost attractions 

within the city, creating a sense of place and encouraging longer dwell time.  

2.2.4 Market failure and the influence of COVID-19  

The Towns Fund investment programme will unlock a wide range of benefits for the city. This is 

in part due to the programme consisting of projects that address discernible market failures that 

cannot be addressed without public sector support.  

Worcester faces underperformance of its visitor economy. The underlying cause of the sub-

optimal use of natural and cultural assets is in part due to the offer being difficult to navigate to 

visitors and the market failures present. For example, provision of better access to the river 

through new gateways is a public good, as such the private incentive to invest in such good is 

low as it will be freely available to be used by any member of the public and the returns will not 

be realised entirely by the investing party. Therefore, public sector intervention is essential to 

the delivery of this good which could provide significant benefit to residents, visitors and 

business in Worcester.  

An additional reason for the underperformance of the visitor economy is the presence of 

imperfect information. Towns Fund investment to promote the Riverside, The Commandery and 

Art Gallery will firstly increase awareness of these assets but also it may trigger further 

investment in the visitor economy to coordinate their activities. Whilst addressing a market 

failure this also directly aligns with the objectives set out in Worcester City Tourism Strategy11.  

During the first lockdown implemented due to the COVID-19 pandemic, travel restrictions led to 

many people exploring their local area. In May 2020, 36% of people responding to the People 

and Nature Survey by Natural England said they were spending more time outside during the 

pandemic than before12. This rose to 46% in July 2020. In addition, around 90% of people 

surveyed by Natural England in May 2020 agreed that natural spaces are good for mental 

health and wellbeing13. The Riverside provides a vital green asset for those in Worcester.  

Furthermore, the rise in the staycation market and domestic tourism represents an opportunity 

to Worcester to boost its leisure and tourism economy. Investment in heritage attractions such 

as the Commandery and Museum and Art Gallery will support the city to capitalise on this trend 

as the impact of the pandemic lessens.  

2.3 Policy alignment   

In November 2020, as part of the first Global Travel Taskforce report, the UK government made 

a commitment to bring forward a Tourism Recovery Plan in 2021. This commitment was 

reiterated in the Prime Minister’s Spring Reopening Roadmap published in February 2021. The 

Plan states that tourism is an economic, social and cultural asset. The sector is a major 

 
11 Worcester City Tourism Strategy 2017-2022 

12 How has lockdown changed our relationship with nature?, ONS, April 2021 

13 Ibid.  
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contributor to jobs and growth in the UK, indirectly employing 4 million people and making a 

direct economic contribution of £75 billion a year pre-pandemic. The sector connects people to 

the UK’s history, showcases the UK’s innovation, and will have a key role to play in reviving the 

economic and social life of towns and cities as the country emerges from the pandemic. Of 

particular relevance to the Heritage and Riverside project, the Plan seeks to: 

● Ensure the tourism sector contributes to the enhancement and conservation of the country’s 

cultural, natural and historic heritage, minimises damage to the environment and is inclusive 

and accessible to all. 

● Build back better with a more innovative and resilient industry, maximising the potential for 

technology to enhance the visitor experience and employing more UK nationals in year-

round quality jobs. 

A summary of further policy alignment at the National, regional and local level are set out below.   

Table 2: Heritage and Riverside – alignment with wider policy 

Policy document 

details 

Description of policy 
document 

Alignment with Heritage and Riverside 
project 

National Policy alignment 

The Mendoza Review: 
an independent review 
of museums in 
England, Neil 
Mendoza, 2017 

This review was undertaken in 
response to the Culture White Paper 
in 2016, which called for “a wide-
ranging review of national, local and 
regional museums, working closely 
with Arts Council England (ACE) and 
the Heritage Lottery Fund (HLF)”. It 
looks at what the national 
infrastructure for museums is and 
what it could and should be; the 
museums sponsored directly by 
government; and the challenges and 
opportunities for all of England’s 
museums. 

There are several recommendations that should be the 
focus of funding, policy and programmes for the 
museum sector which include: 

● Adapting to today’s funding environment 

● Growing and diversifying audiences 

● Dynamic collection curation and management 

● Contributing to placemaking and local priorities 

● Delivering cultural education 

● Developing leaders with appropriate skills 

● Diversifying the workforce 

● Digital capacity and innovation  

● Working internationally 

Let’s Create: Strategy 
2020-2030, Arts 
Council England, 2020 

This strategy was written with the 
vision that by 2030 England will “be 
a country in which the creativity of 
each of us is valued and given the 
chance to flourish, and where every 
one of us has access to a 
remarkable range of high-quality 
cultural experiences.” 

The strategy has investment principles, of which three 
are well aligned to this investment:  

● Ambition & Quality: Improving the quality arts, 
which investment in the exhibition space would 
achieve. 

● Inclusivity & Relevance: the improved 
accessibility invested would improve the 
community reach. 

● Dynamism: investment will help diversify 
Worcester’s offer and help the city to respond to 
the challenges of the next decade 

Regional Policy 

Building a connected, 
creative dynamic 
economy for all: 
Worcestershire’s Plan 
for Growth 2020-2040, 
Worcestershire LEP, 
2020  

This plan is a publication setting out 
Worcestershire Local Enterprise 
Partnership (WLEP) 2040 vision for 
the county that will create a 
connected, creative and dynamic 
economy for all. 

The plan for growth looks to affect an additional 
11,500 jobs, with quality, creative arts-focused 
employment being a key aspiration in the delivery of 
£1.3 billion GVA per year by 2030.  

Local Policy 

Worcester City Plan 
2016-2021, Worcester 
City Council  

This plan is a publication setting out 
Worcester City Councils ambitions to 
create a successful, vibrant, and 
sustainable Worcester.  

The Plan encourages:  

● Developing sense of indemnity through place 
promotion to generate interest in the city centre, 
attracting visitors and investment.   

● A compelling retail and leisure experience – an 
improved day and night-time experience through 
capitalising on the distinctiveness of the city with 
an engaging programme of events that will attract 
both residents and visitors. Cultural hubs within 
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Policy document 

details 

Description of policy 
document 

Alignment with Heritage and Riverside 
project 

the public realm will provide venues for people to 
meet, play and enjoy events 

Source: See Policy document details column  

2.4 Vision  

The vision for the Heritage and Riverside project will improve the cohesion between the strong 

yet disjointed cultural and heritage offer which is underplayed as well as maximising the value of 

the Riverside Park as a city centre visitor and tourist destination, linking disparate visitor 

attractions, and providing active leisure opportunities.  

Following the delivery of the Heritage and Riverside project it is anticipated that the city will 

experience an increase in numbers of tourists and visitors and maximise the economic impact of 

the tourism sector for the city.  

2.4.1 Alignment with Worcester Town Investment Plan vision  

The Worcester TIP outlines an overarching vision which has been collaboratively developed by 

Worcester Town Deal Board, which represents the public, private and voluntary sectors 

alongside wider stakeholders in the local community. This vision is built on three ambitions, 

which lie at the heart of the investment approach and are expected to drive positive outcomes: 

● An Economically Diverse City. 

● A Connected City. 

● A City Built on Quality of Place. 

The Heritage and Riverside project will play a crucial role in realising the vision of the Worcester 

TIP and will specifically contribute towards the ambition to create “An Economically Diverse 

City” and “A City Built on Quality of Place”. This project will do so by contributing towards the 

specific objectives to: 

● Supporting businesses to create employment opportunities in leisure, tourism, precious 

engineering, manufacturing, health and education.  

● Extending the opportunities and benefits to health and well-being from the City’s natural and  

heritage across the City through connectivity and wider investment.  

● Maximising the opportunity that the Worcester Cathedral and River Severn provides to 

create a destination within the City. 

● Attracting and inspiring visitors leading to employment opportunities through Worcester’s 

wealth of heritage assets.  

2.4.2 SMART objectives related to the specific project 

The Heritage and Riverside project will develop the heritage and tourism attractions of the City, 

to drive up visitor numbers and encourage longer stays.  

The objectives for this project include: 

● Installation of permanent Worcestershire Soldier exhibition as a core offer at The 

Commandery by 2025. 

● Refurbishment of the Art Gallery & Museum and exhibition space by 2025. 

● Pedestrian infrastructure improvements to the Cathedral and St Andrew’s Gardens from the 

Riverside to help create improved access to and greater awareness of the Riverside Park 

and heritage assets, by 2024.  
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2.4.3 Measures of success  

Beyond achieving the SMART objectives set out above, the measures of success for the 

Heritage and Riverside project also include: 

● Increase in general and school visitors to Museum and Art Gallery and Commandery. 

● Increased footfall to City and between Riverside Park, High Street and Cathedral and 

increased visitor dwell time. 

● Improvements in perception of Worcester as a centre for heritage and culture. 

2.5 The proposed investment  

2.5.1 Baseline and potential options  

The elements of the proposed project (the preferred option) are set out in Table 3. There are 

three options considered for delivering the Heritage and Riverside project which are covered in 

more detail in the Economic Case. 

Table 3: Heritage and Riverside – potential options  

Option  Description of option Conclusion  

Option 1 – Do Nothing This option refers to the scenario where 

no additional investment is made into 

any of the current tourist attractions in 

the Riverside area and similarly no 

investment is focused on improving the 

existing physical infrastructure along the 

River Severn. Minimal maintenance of 

existing assets and infrastructure would 

be continued within this option. 

This option has been considered 

unacceptable by WCC due to the current 

state of existing tourism assets and 

infrastructure along the River Severn. 

Option 2 – Do 

Something  

This option refers to the revised scope of 

both the Heritage Tourism and Riverside 

as a Destination projects as per the 

Worcester TIP.  

This option is the preferred option as it 

achieves the spending objectives within the 

parameters of the Towns Fund financial 

constraints.  

Option 3 – Do Maximum This option refers to all of the elements 

proposed in both the Heritage Tourism 

and Riverside as a Destination projects 

as per the Worcester TIP.  

This option was rejected by WCC on 

account of the amount of awarded funding 

from the Towns Fund not being sufficient to 

cover all elements of the proposed projects 

in the Worcester TIP. Consequently, the 

Heritage Tourism and Riverside as a 

Destination projects were reduced in scope 

and combined as outlined in Option 2 – Do 

Something.  

Source: Worcester City Council  

2.5.2 Project risks, constraints, and interdependencies  

2.5.2.1 Risks  

The table below sets out the top risks for development of the Heritage and Riverside project 

detailed within the risk assessment. The ownership of these risks, for the most part, sit with the 

City Council to manage, with the exception of the works pertaining to the Cathedral and some 

elements linked to the reconfiguration of the Commandery. The risk management approach is 

discussed in more detail in the Management Case.  
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Table 4: Heritage and Riverside – Key risks  

# Risk Impact Mitigation 

1 Project cost exceeds 
funding available 

● Key elements of the visitor experience 
are compromised or reduced leading to 
loss of revenue and reputation 

● Ensure planning phase takes this into 
account. 

● Work with charitable project partners to 
maximise opportunities 

● Appropriate contingency built into business 
case 

● Develop stakeholders communications at 
early stage to accurately articulate 
proposals 

2 The programme fails to 
meet the intended launch 
date 

● Undermines marketing campaign 

● Low staff morale 

● Future fundraising adversely affected 

● Loss of confidence among 
stakeholders 

● Work with key suppliers to identify realistic 
launch date 

● Project governance and management 
arrangements  

● Communication plan manages publicity of 
key dates 

3 Negative publicity regarding 
visitor experience / 
museum content following 
launch 

● Undermines marketing campaign 

● Low staff morale 

● Future fundraising adversely affected 

● Loss of confidence among 
stakeholders 

● Target key organisations and individuals to 
develop inclusive approach and identify 
champions 

● Communicate plans at outline design stage 

● Final design will have been subject to 
consultation 

4 Construction programme 
impacts negatively on 
visitors 

● Poor experience sours opinion in 
advance of launch 

● Loss of income 

● Plan for partial closure if required including 
reduction in pricing 

5 Staff and partners not 
engaged with the objectives 
of the project 

● Inconsistent messages given to visitors 
and other stakeholders 

● Quality of customer care reduced 

● Embed participation of partners and staff 
teams in development of proposals 

● Regular communications to stakeholders 
utilising matrix 

6 Property management not 
aligned with the 
requirements of the project 

● Reduced opportunities for loans 

● Visitor experience does not improve 

● Agree approach with City Council Property 
team 

7 The impact of other projects 
reduces capacity of staff to 
work on the project 

● Delays in programme lead to higher 
costs 

● Align capital development programme and 
other projects in museums service plan 

8 Insolvency of contractors at 
critical stage in project 

● Failure to meet quality and time 
objectives; launch date missed; 
potential claims from other suppliers 

● Ensure programme has resilient framework 
of subcontractors and liability insurance. 

Source: Worcester City Council 

2.5.2.2 Constraints and interdependencies   

At this stage it is understood that the Heritage and Riverside project is currently not dependent 

on any other scheme or programme being delivered in Worcester.  

However, the Heritage and Riverside project is closely linked with the successful delivery of 
numerous elements of the Worcester Cathedral Landscape Masterplan. One of the primary 
opportunities identified in the Worcester Cathedral Landscape Masterplan is the improvement of 
the physical engagement of the Worcester Cathedral precinct and the Riverside in addition to 
ensuring that the wider area is accessible for all. The Towns Fund funding designated to 
improving the linkage between High Street, Cathedral Gardens and the Riverside will contribute 
towards the success of the Worcester Cathedral Landscape Masterplan and vice versa.  

The City Council’s ongoing capital project to enhance the Riverside Park also complements the 

proposals within this business case. 

In addition, the Heritage and Riverside project must also account for several constraints given 

the historic and environmental elements of the project. Given the partial focus of the project on 

historic buildings and grounds, such as the Cathedral and The Commandery which is Grade I 
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listed, there will be constraints on the type and scale of physical alterations that can be made to 

these buildings.   

There is also the opportunity to apply for additional funding in parallel to the Towns Fund 

Worcestershire Soldier work to further enhance the displays, leveraging charitable and private 

funding to improve project. 

2.5.3 Description of project  

The project, Heritage and Riverside, has been formed through the combination of two Town 

Investment Plan projects: Heritage Tourism and Riverside as a Destination. Those prioritised 

elements of each project have been taken forwards within a revised Towns Fund allocation of 

£0.64m. The intervention area for the project is focused on the town centre and the section of 

the River Severn adjacent to it. The project will enhance key assets in Worcester including The 

Commandery, Art Gallery & Museum and public realm access to the riverside via the Cathedral 

and St Andrew’s Garden of Remembrance. The project will: 

● Redesign and establish the Worcestershire Soldier gallery at The Commandery. The 

collections from the Worcestershire military museums are currently housed in display space 

at the City Museum in the north of the city.  

The project will develop the national profile of The Commandery, whose story is central to 

the ending of the English Civil War, by moving the Worcestershire Soldier gallery into this 

space. The Worcestershire Soldier gallery tells the story of the men of Worcestershire 

Regiments from 1694 to the present. Movement of this gallery will widen the scope of the 

heritage quarter, creating a full day offer for visitors.  

Bringing the Worcester Soldier into the ground floor of the Commandery right next to The 

City’s other heritage venues will enable immediate daily exposure to very large numbers of 

people, both from the county as well as visitors from further afield. In addition, it will provide 

the opportunity to modernise, update and contextualise the Worcestershire Soldier story. 

Alongside this, renovation of The Commandery’s reception will showcase the attractions 

offer. 

The Commandery and Worcestershire Soldier exhibition have a natural synergy, with the 

military origins of the Commandery and adjacent Fort Royal Hill linking with a history of 

soldiers from the City and County. 

● New Art Gallery & Museum space in the City Museum. The relocation of the 

Worcestershire Soldier will enable conversion and bespoke specialisation of a new art 

gallery space. The Art Gallery space will be redeveloped to focus on the City’s important and 

attractive collection of British Impressionism including new additions to the collection. The 

investment will also provide greater flexibility to host travelling exhibitions or events that have 

generated significant interest and revenue in the past. A significant donation has been 

secured that will enhance the city’s collection of fine art.  

● Public realm and wayfinding improvements at the Cathedral and St Andrew’s 

Gardens. The investment around the Cathedral and St Andrew’s gardens creates intuitive 

routes that link the High Street to the Riverside and the heritage attractions of the Cathedral 

and St Andrew’s Spire. The River Severn is the natural heart of the city, but currently it is not 

being fully utilised – forging more accessible (particularly for those with mobility issues), 

safer routes from the Riverside to the Heritage Quarter and core retail areas of the city will 

increase footfall, extend visitor stays whilst at the same encouraging more active modes of 

travel. The benefits from improving access points at two busy interchanges and encouraging 

pedestrian movement will provide local health and economic benefits to residents and will 

assist in generating tourism as overall perception of the city centre offer improves. 
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2.5.4 Project theory of change  

A detailed depiction of how this project will help achieve the objectives of the Heritage and 

Riverside project, and link with wider vision and objectives of the Worcester TIP alongside other 

broader policy objectives, is set out in the project theory of change model below.  

Following Magenta Book best practice the Theory of Change sets out the contextual challenges 

faced by Worcester in terms of improving on both the tourism offer of the city as well as the 

quality of place along the River Severn. The required inputs set out the specific items required 

for delivery of the scheme including funding, stakeholder support and design expertise. Outputs 

describe clearly how the Towns Fund money will be spent and the tangible deliverables of the 

project within the scope of the Heritage and Riverside project. Those outputs will then deliver 

outcomes which are the measurable results expected to arise from completion of the project.  
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Figure 6: Theory of Change 
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2.6 Expected outputs and outcomes  

The anticipated outputs of the Riverside and Heritage project are as follows: 

● Improvements to The Commandery and the Art Gallery & Museum.  

● An enhanced visitor offer to The Commandery  

● Improved and more accessible collections of the military museums  

● Intuitive and attractive pedestrian link between the High Street and Cathedral, linking to the 

Riverside Park. 

● An intuitive and attractive pedestrian link between the Riverside and High Street through the 

heritage asset of St Andrew’s gardens.  

The expected outcomes of the Riverside and Heritage project are: 

● Increase in visitors to Museum and Art Gallery and Commandery (est. 17,000 p.a.) 

● Increase in footfall, visitor dwell time and expenditure and increase in employment in the 

tourism industry. 

● Improvements in perception of Worcester as a centre for heritage and culture as well as a 

place to live and work. 

2.6.1 Expected different impacts by protected characteristics and/or income groups 

The proposed works to The Commandery. Museum and Art Gallery and pedestrian routes will 

be Disability Discrimination Act (DDA) compliant.  

2.7 Stakeholders 

2.7.1 List of key stakeholders and their role or interest in the project 

The table below presents the key stakeholders for the Heritage and Riverside project and 

details concerning their role in the delivery and interest in the project.  

Table 5: Key stakeholders for the Heritage and Riverside project  

Key stakeholder  Role Interest in the project 

Worcester City Council  Project sponsor  Project Sponsor 

Museums Worcestershire Project sponsor / stakeholder Project Supporter/ Project Sponsor 

Worcester Cathedral Stakeholder Project Partner 

Mercian Regiment Museum  Stakeholder Project Partner  

Worcestershire Yeomanry Museum 

Trust  

Stakeholder Project Partner 

2.7.2 Summary of engagement to date and evidence gathered 

Worcester’s Towns Fund Board has driven development of the Town Investment Plan (TIP). 

The board determined the direction of travel, strategy and ultimate vision for the TIP, which 

included the Heritage and Riverside Project. The Members of the board include Worcester City 

Council, Worcestershire County Council and several additional public, private and community 

representatives. 

In support of the Worcester Town Business Plan 33 letters of support were received from a 

cross-section of organisations and individuals involved in business and civic society in 

Worcester, Worcestershire and surrounding regions.  
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The creation of the TIP centred on stakeholder engagement, firstly through initial stakeholder 

workshop, resident sessions and business sessions that helped to mould the proposed vision 

and strategic object of the TIP. A longlist of projects was created, sourced through an online 

public portal and submissions through the Worcester Towns Board. The 177-project long list 

was then divided into the six Towns Fund intervention themes outlined in the Towns Fund 

guidance. An initial sift of projects, removing duplication, projects considered outside of Towns 

Fund scope and projects considered to have significant barriers of delivery reduced the list to 

116. A further project Packaging exercise was undertaken not only to reduce the number of 

projects being considered for inclusion in the Worcester TIP but also to improve the overall 

feasibility and deliverability of these projects. A final multi-criteria assessment framework was 

used scoring projects based on several agreed upon critical success. 

For the final intermediate list of 19 projects, feedback from residents and business via online 

engagement was used, alongside feedback from the Towns Board and additional technical 

work. Key feedback that supported the Heritage and Riverside focused on celebrating the cities 

heritage assets and encouraging tourism.  
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3 Economic Case 

3.1 Introduction 

The Economic Case demonstrates the public value for money of the preferred option to society, 

including wider social and environmental effects. This is demonstrated through a Value for 

Money (VfM) assessment of the preferred option. 

3.2 Approach to Economic Case 

The approach taken to the economic case is based on a combination of quantitative and 

qualitative analysis designed to accurately reflect the emerging proposal for the Heritage and 

Riverside project. The quantitative VfM assessment focusses on two key benefits:  

● Cultural wellbeing benefit; and  

● Heritage benefit. 

The benefits have been selected for the quantitative VfM assessment as they can be reliably 

quantified. Additional benefits such as the impact on the city’s perception will be captured 

qualitatively at this stage of project development. 

The quantitative assessment has an appraisal period of 30 years and is in 2021 prices. In the 

core scenario, we have only claimed benefits for 15 years of the 30-year appraisal period. This 

assumption has been made as the project team believe further investment will be needed to 

keep the museum and cathedral grounds in a good working order and maintain the same level 

of benefits. All quantified impacts presented in this case have been estimated in line with the 

HMT Green Book best practice, using methodologies and values (where available) from the 

appropriate UK Government departments. 

3.2.1 Options appraisal  

The development of Heritage and Riverside project has seen multiple iterations of potential 

options for the project. Each iteration was developed through detailed design processes aimed 

at securing the greatest benefits and stakeholder consultations to ensure that the needs of local 

residents, visitors, community groups and other stakeholders were being met by the designs.  

In total, three options have been considered for delivering the project and each is outlined 

below. 

Table 6: Options considered 

Option 

considered 

Description of option considered  Conclusion on option considered  

Option 1 – Do 

Nothing 

This option refers to the scenario where no 

additional investment is made into any of the 

current tourist attractions in the Riverside area 

and similarly no investment is focused on 

improving the existing physical infrastructure 

along the River Severn. Minimal maintenance of 

existing assets and infrastructure would be 

continued within this option 

This option has been considered unacceptable by 

WCC due to the current state of existing tourism 

assets and infrastructure along the River Severn. 

Option 2 – Do 
Something 

This option refers to the revised scope of both the 

Heritage Tourism and Riverside as a Destination 

projects as per the Worcester TIP.  

This option is considered to be the preferred 
option given financial restrictions stemming from 
the reduced amount of funding awarded to WCC 
from the Towns Fund.  
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Option 

considered 

Description of option considered  Conclusion on option considered  

Option 3 – Do 
Maximum 

This option refers to all of the elements proposed 
in both the Heritage Tourism and Riverside as a 
Destination projects as per the Worcester TIP. 

This option was rejected by WCC on account of 
the amount of awarded funding from the Towns 
Fund not being sufficient to cover all elements of 
the proposed projects in the Worcester TIP. 
Consequently, the Heritage Tourism and 
Riverside as a Destination projects were reduced 
in scope and combined as outlined in Option 2 – 
Do Something.  

The qualitative options appraisal set out above confirmed the identification of Option 2 as the 

Preferred Option. As a result of this, Option 2 has been taken forward for detailed analysis 

against the Do-Nothing option. 

3.3 Economic benefits 

As set out above, the quantitative VfM appraisal of this project focusses on two core metrics, 

Cultural wellbeing benefit and Heritage value. The relevance of these benefits and how they 

have been quantified is set out below. 

3.3.1 Cultural wellbeing benefit   

Currently, the Commandery and the Art Gallery & Museum have approximately 13,000 and 
68,000 visitors, respectively. The project will enable the conversion of the former Worcestershire 
Soldier Gallery within the Art Gallery & Museum into a new art and exhibition space. Bringing 
the Worcester Soldier into the ground floor of the Commandery right next to London Road will 
enable greater exposure and greater contextualisation of the gallery within the cluster of civil-
war-linked buildings in the Historic Quarter. In addition, to contextualising Worcester Soldier 
story, it provides an opportunity to modernise and update the display a draw in a younger 
audience. 

Worcester City Council expect a 20% increase in the number of visitors per year to around 

100,000 for both the Commandery and Museum. As detailed in the Strategic Case, locating the 

Worcester Soldier to a busier part of the city and creating flexible exhibition space, which has a 

proven record of attracting tourists would close the performance gap between Worcester and 

other Cathedral cities.   

For the purposes of quantifying the economic impact of the investment, a conservative a 15% 

uplift in the number of visitors for this intervention is assumed. This would effectively result in a 

modest increase of 12,000 in the number of visitors to c. 93,000. The economic benefit is then 

derived by the additional visitors benefit from cultural participation in Worcester. 

Research undertaken on behalf of DCMS into valuing the wellbeing impacts of culture and sport 

found that the value per arts attendance was between £46 and £62 (2014 prices). This is not a 

willingness to pay (WTP) estimate, these are values in addition to any price paid to participate 

such as entrance fees and represent the equivalent amount of money participants would need to 

derive the same wellbeing impact that engaging in culture has. The lower value of £46 is selected 

to be cautious14. 

 
14 DCMS (2014) Quantifying and Valuing the Wellbeing Impacts of Culture and Sport  

https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/304899/Quantifying_and_valuing_the_
wellbeing_impacts_of_sport_and_culture.pdf  

https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/304899/Quantifying_and_valuing_the_wellbeing_impacts_of_sport_and_culture.pdf
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/304899/Quantifying_and_valuing_the_wellbeing_impacts_of_sport_and_culture.pdf
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Once deadweight15 and displacement16 are accounted for, this provides a value supported to be 

created of £0.17m per annum and benefits are assumed to begin from 2025 (when the new 

facility is expected to open) for a 15-year period until 2039. This results in a present value of 

cultural participation wellbeing impact estimated across the scheme of £1.7m. These benefits 

have been discounted at 3.5% per annum in line with HM Treasury Green Book and MHCLG 

Appraisal Guidance. 

The works at St Andrews gardens will provide an enhanced link between the High Street and 

the Riverside, bringing the benefit of increased footfall in both areas, however, these benefits 

are not quantified in this business case. 

3.3.2 Heritage value 

Investment in the Cathedral approach and gardens comprises improvement in the public realm. 

Specifically, a new intuitive route to the Cathedral’s main entrance will attract visitors to both the 

Cathedral itself and the West gardens that front the riverside.  

Passers-by can gain enjoyment from the aesthetic and historic qualities of historic buildings. 

This is an important element of the value of heritage to local place-making. This positive benefit 

from heritage has been valued by Department for Digital, Culture, Media and Sport (DCMS)17 

and have been estimated in line with UK Government HMT Green Book evaluation guidance. In 

this instance valuations represent the local residents’ WTP to keep the heritage site in its 

current good condition. 

DCMS and the Arts and Humanities Research Council have produced WTP estimates for 

cathedrals at £3.75 per ‘non-visitor’ (i.e. those who do not enter the Cathedral but enjoy the 

grounds) (2018 prices). It may be the case that people also enter the Cathedral as a result of 

the intervention, and are therefore ‘visitors’, this would result in a WTP of £7.42, however, to 

remain cautious in the estimation the lower value of £3.75 has been used.  

Footfall data18 has been utilised for the estimation of annual visitors to the Cathedral grounds, 
this method estimates per annum visitors at 1.61 million. For the purposes of this assessment, it 
is assumed that the improved connectivity and wayfinding will result in a modest 5% increase in 
visitor numbers (c.81,000 people). The investment will improve access to the Riverside via the 
Cathedral the core retail sector of the city (and vice versa) and in turn benefit pedestrians 
through improved visual aesthetic of the ground.  

A per annum benefit of £82,000 is estimated which incorporates deadweight19 and 

displacement20 considerations. Assuming the benefit persists for 15 years, a conservative 

assumption regarding the lifespan of this public realm investment, an annual present value 

impact of c.£856,000 is anticipated. 

 

 
15 This allows for outcomes (i.e. visitor numbers) that would have taken place without the Heritage and Riverside project. This has already 

been taken into consideration as only the cultural benefit from the uplift in visitors (c.16,000) is monetised. 

16 This is the degree to which an increase in economic activity or social welfare that is promoted by an intervention is offset by reductions 
elsewhere. A high displacement factor is applied (75%) as this is a small scale project that is likely to displace tourists from other 
landmarks in Worcester. However, the new and improved facilities will likely create some additional visitors. 

17 Available at: https://historicengland.org.uk/content/docs/research/heritage-value-of-place/  

18 Footfall data sourced from Datscha, January 2022. Available at: https://datscha.co.uk/     

19 This allows for outcomes (i.e. visitor numbers) that would have taken place without the Heritage and Riverside project. This has already 
been taken into consideration as only the benefit from the uplift in visitors/’non-visitors’ (c.81,000) is monetised. 

20 This is the degree to which an increase in economic activity or social welfare that is promoted by an intervention is offset by reductions 
elsewhere. A high displacement factor is applied (75%) as this is a small scale project that is likely to displace tourists from other 
landmarks in Worcester. However, the new and improved facilities will likely create some additional visitors. 

https://historicengland.org.uk/content/docs/research/heritage-value-of-place/
https://datscha.co.uk/
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3.3.2.1 Summary of benefits  

A summary of the benefit is shown below. 

Table 7: Summary of quantified benefits  

Benefit type Option 2 

Cultural wellbeing benefit £1,716,131 

Heritage value £855,963 

Total  £2,572,094 

 Source: Mott MacDonald   

3.4 Economic costs 

The costs of the Heritage and Riverside project were developed by Worcester City Council 

project team. The costs of the scheme have been reduced substantially from the Town 

Investment Plan that was submitted in 2020. This is a result of re-prioritisation following 

Worcester City Council allocation of £19.6m of the total £27.9m Towns Fund programme 

submission. These costs are inclusive of risk. 

To calculate the net economic cost, the project team applied Office for Budget Responsibility 

(OBR) Gross Domestic Product (GDP) deflator to nominal values provided by Worcester City 

Council. These real values were then discounted at 3.5% per annum as per the MHCLG 

Appraisal Guidance and HM Treasury Green Book.   

In addition to risk, an optimism bias figure of 24% has been applied to all project costs. This is 

the standard optimism bias allocation applied to projects at this stage of design and 

development. This figure is aligned to the upper-bound optimism bias value of 24% for standard 

civil engineering works advised within the HMT Green Book supplementary guidance on 

optimism bias21. The Net Economic Costs are shown in Table 8. 

Table 8: Economic costs (discounted 2021/22 values, including Optimism Bias) 

Funding source 2021/22 2022/23 2023/24 2024/25 Total  

Towns Fund £18,503 £296,517 £165,795 £221,924 £702,739 

Public Match Funding £0 £203,537 £0 £110,839 £314,375 

Private Funding £0 £0 £0 £316,681  £316,681 

Total  £18,503 £500,053 £165,795 £649,444 £1,333,796 

Source: Mott MacDonald / Worcester City Council  

3.5 Value for money assessment  

There are two key metrics set out in the MHCLG appraisal guidance that can be used to assess 

VfM: the calculation of Benefit Cost Ratios (BCR), which simply show the ratio of benefits to costs; 

and the Net Present Social Value (NPSV), which represents the present value of benefits less the 

present value of costs.  A BCR of above 1 and a positive NPSV indicates that the intervention 

option under consideration represents VfM. The higher the BCR, the higher the overall VfM (not 

taking into account non-monetised costs and benefits).  

The VfM assessment for this project is based on a 30-year appraisal period.  In line with HMT 

Green Book 2020 guidance values have been discounted at a rate of 3.5% per annum. The 

price base year is 2021.  

 
21 HMT Green Book, Supplementary Green Book Guidance, Optimism Bias, Table 1. 
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The results of the VfM assessment for the preferred option are outlined in the table below. The 
VfM assessment for the Heritage and Riverside project shows a BCR at 2.2. This option 
therefore demonstrates good value for money.  

Table 9: Value for money, (NPV, £2021/22 prices, £m) 

Economic Case - value for money analysis Project BCR 

Benefits for the BCR 

Cultural wellbeing benefit £1,716,131 

Heritage value £855,963 

Total benefits for the BCR (A) £2,572,094 

Costs  

Towns Fund (B)* £702,739 

Co-funding (C)* £314,375 

Total cost (Towns Fund + Co-funding) (D) = (B) + (C) £1,017,114 

Private sector cost (E) £316,681 

BCR calculation formula (A-E) / D 2.2 

Source: Mott MacDonald; *the funding allocations are linked to costs which have been discounted and adjusted with 
Optimism Bias, which is why they do not exactly correlate with the actuals presented in the financial case.      

3.6 Sensitivity analysis  

Three scenarios were identified to test the sensitivity of the VfM assumptions. These were as 

follows: 

● Sensitivity Test 1: Lower visitor number increase. The impact of a 10% uplift (rather than 

15%) in visitor numbers resulting in exhibition space at the Art Gallery and Museum and more 

central location of The Commandery. This would result if the exhibitions were less popular 

than expected. Therefore, the cultural wellbeing benefit is calculated on an uplift of c.8,000 per 

annum as opposed to the core scenario of c.12,000. 

● Sensitivity Test 2: Increase in project costs. A 25% increase in costs. Total real costs 

therefore increased from £1.33m to £1.67m.  

● Sensitivity Test 3: No public realm benefits. The impact of not realising the heritage value 

of visits to the cathedral gardens. This sensitivity presents the worst-case scenario that the 

interventions in the cathedral garden are not of sufficient quantity to encourage anymore 

visitors into the cathedral grounds, and as such no heritage value is realised.  

The results of this analysis can be seen in the table below showing that the scheme in Sensitivity 

Test 1 delivers Medium VfM, whilst 2 and 3 show Low VfM. Whilst results from sensitivity’s 2 and 

3 are lower than what is generally acceptable. The appraisal methodologies used to produce the 

core scenario are intentionally very cautious, favouring to understate benefits rather than risk 

overstating them.  

Table 10: Sensitivity analysis (NPV, £2021/22 prices) 

Economic Case - value for money 

analysis BCR Sensitivity 1 Sensitivity 2 Sensitivity 3 

Total net additional benefits     

Cultural wellbeing benefit £1,716,131 £1,144,087 £1,239,200 £1,716,131 

Heritage value  £855,963 £855,963 £855,963 £- 

Total benefits for the BCR (A) £2,572,094 £2,000,050 £2,095,164 £1,716,131 

Costs     

Town Fund (B) £702,739 £702,739 £878,424 £702,739 
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Source: Mott MacDonald 

3.7 Non-quantified benefits 

In addition to the quantified benefits identified in the previous section the completion of the 

Heritage and Riverside project is expected to bring further non-quantifiable benefits. These are 

detailed in the table below. 

Table 11: Qualitative impacts 

An improved external perception of Worcester as a visitor destination 

The project is likely to have a positive impact on the external image of the town, which will help to attract 

businesses, additional footfall and kickstart development for the rest of the town centre. An improvement in 

visitor offering will include enhancement to The Commandery, Art Gallery and Museum, the Cathedral 

Gardens and St Andrew’s Gardens.  

The interventions will help celebrate Worcester’s heritage offer as well as improve links to the Riverside Park, 

which is currently the subject of investment. The combined investment will help drive footfall, dwell time and 

visitor spend in Worcester. This increase in investment will help to stimulate the revitalisation of the local 

economy and help to ensure its future prosperity by making Worcester a more attractive place for visitors. 

Land Value Impacts from enhanced public realm 

The monetary benefit of investing in high-quality urban realm has not been captured in the VfM analysis. The 

increased quality of the streetscape arising from the implementation of the proposed scheme would typically 

result in: 

● Property Benefits (increases in residential prices and retail rents); and 

● User Benefits (the values people say they give to changes in urban realm quality. 

Additional employment as a result of an improved visitor offer 

The improved perception of the intervention areas could support employment opportunities as a direct result 

of the scheme. This is through increased day-to-day footfall into the key areas of central Worcester. The 

greater profile offered by the improved exhibitions and enhanced public realm will support increased footfall to 

the surrounding areas, which could in turn lead to both a greater number of visitors and spend per visitor 

within Worcester. These additional visitors will lead to greater revenues for the tourism sector and for food 

and beverage businesses. This will facilitate a more supportive visitor economy space for businesses, which 

will encourage an expansion of services. This could in turn lead to a greater visitor economy output in the 

future and, due to the generally low barriers to entry and range of employment in this sector, employment for 

residents within Worcester. 

An improved perception of Worcester as a place to live and work 
The Heritage and Riverside project will have a positive effect on the perception of Worcester. It will 
demonstrate that the city supports cultural and leisure events, whilst also helping to support heritage assets 
and provide a broad range of activities across many demographic groups, which will also include additional 
volunteering opportunities.  

3.8 Value for money result 

Focusing on two core benefits of the project (Cultural wellbeing benefit and Heritage value) 

results in a good value for money position for the project with a BCR of 2.2 and generates an 

NPSV of £1.24m. Taking into consideration the qualitative benefits of this project strengthens 

the value for money position further.  

 

Co-funding local authority cost (including 

borrowing) (C) 

 

£314,375 £314,375 £392,969 £314,375 

Total cost (Towns Fund + Co-funding) 

(B+C) = D  

 

£1,017,114 £1,017,114 £1,271,393 £1,017,114 

Private sector cost (E) £316,681 £316,681 £395,852 £316,681 

BCR calculation formula = (A-E)/D 2.2 1.7 1.3 1.4 
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4 Financial Case 

4.1 Introduction 

This section sets out the key financial considerations for the Heritage and Riverside project. The 

Financial Case sets out how the project will be funded, the total costs of the project over its 

implementation in the current financial year to 2025, the sources of funding both secured and 

unsecured and the profile of funding over the delivery period.  

This is detailed through financial costs, revenue streams and assessments of affordability for 

the intervention. This business case is seeking £640,000 of Towns Fund grant funding to deliver 

the £1.2m project. 

4.2 Approach to Financial Case 

The Project Team has considered a range of funding sources and secured a range of 

private/public sector funding. The Towns Fund ask represents a gap funding requirement for the 

project based on the estimated cost of the scheme and alternative available funding sources. As 

a result, the project cannot proceed without Towns Fund grant funding. 

Across the delivery period (2022/23-2024/25), an adjustment for inflation has been applied, 

based on an BCIS Tender Price Index (Dec 2021). In addition, a risk adjustment has been 

applied to the project costs, in most instances this is 10%, a reasonable adjustment for a project 

of this size. A lower 5% has been applied to the Cathedral element of the project as detailed 

designs are available and the nature of the work is considered low risk. Furthermore, no inflation 

or risk adjustment has been made to the project cost met by the £300,000 match funding for the 

Art Gallery and Museum as this will be toward the purchase of art and constitutes a fixed 

budget.  

4.3 Costs 

The total construction cost the Heritage and Riverside project, in nominal prices, is estimated to 

be £1,223,417. It should be noted that these costs focus on the construction phase capital 

elements of the project and exclude the operational expenditure associated with the 

maintenance of the various infrastructure.  

The operational expenditure for modernising the facilities and public realm is expected to reduce 

maintenance, but these activities are already covered in separate budgets by each organisation: 

Museums Worcestershire, Worcester Cathedral and Worcester City Council. The annualised 

cost profile, including inflationary adjustments, are set out below.  

Table 12: Annualised cost profile  

  Total 2021/22 2022/23 2023/24 2024/25 

The Commandery £365,312 £10,000 £15,000 £50,000 £290,312 

Art Gallery and Museum £320,000 £0 £0 £0 £320,000 

Cathedral Gardens £318,417 £0 £318,417 £0 £0 

St Andrews £200,000 £0 £100,000 £100,000 £0 

Project Management £19,688 £4,922 £4,922 £4,922 £4,922 

Total £1,223,417 £14,922 £438,339 £154,922 £615,234 

Source: Worcester City Council 
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4.4 Funding and revenues 

Funding for the Heritage and Riverside project will be provided primarily by the Towns Fund with 

contributions from the Worcestershire military museums, a local Philanthropist, and the Kildare 

Trust. 

Table 13: Funding sources  

Type Source Total amount Status 

Public sector Towns Fund £640,000 Secured - subject of this business case  

Third Sector22 Military Museum trusts £105,000 Secured - subject to hosting agreement 

Private Sector  Philanthropist £300,000 Secured  

Third sector23 Kildare Trust £178,417 Secured  

Source: Worcester City Council 

Of the £640,000 Town Fund allocation there is a 91% Capital request and 9% Revenue request. 

The revenue request will fund programme management costs for the delivery of the project. 

Table 14: Annualised funding Profile  

Funding profile 21/22  22/23  23/24  24/25  Total 

The 

Commandery 

  

Total cost £10,000 £15,000 £50,000 £290,312 £365,312 

Towns Fund £10,000 £15,000 £50,000 £185,312 £260,312 

Match –Military Museum trusts  £0 £0 £0 £105,000 £105,000 

Art Gallery & 

Museum 

Total cost £0 £0 £0 £320,000 £320,000 

Towns Fund £0 £0 £0 £20,000 £20,000 

Match – Philanthropist £0 £0 £0 £300,000 £300,000 

Cathedral 

Gardens 
Total cost £0 £318,417 £0 £0 £318,417 

Towns Fund £0 £140,000 £0 £0 £140,000 

Match – Kildare Trust  £0 £178,417 £0 £0 £178,417 

St Andrews  Total cost £0 £100,000 £100,000 £0 £200,000 

  Towns Fund £0 £100,000 £100,000 £0 £200,000 

Project 

Management 

Total cost £4,922 £4,922 £4,922 £4,922 £19,688 

Towns Fund £4,922 £4,922 £4,922 £4,922 £19,688 
 

Total Cost  £14,922 £438,339 £154,922 £615,234 £1,223,417 
 

Towns Fund  £14,922 £259,922 £154,922 £210,234 £640,000 

TOTALS Capital  £9,344 £238,266 £140,156 £191,838 £579,604 
 

Revenue  £5,578 £21,656 £14,766 £18,396 £60,396 
 

Match (Public) £0 £178,417 £0 £105,000 £283,417 

 Match (Private) £0 £0 £0 £300,000 £300,000 

Source: Worcester City Council  

4.5 Affordability assessment 

Worcester City Council has no resource for capital investment to support the essential 

infrastructure needed to support the Heritage and Riverside project. In terms of revenue 

funding, the Council has an annual budget used to support Museums Worcestershire, which will 

cover all ongoing operations with no anticipated increase in maintenance obligations as result of 

works to the Commandery and Art Gallery & Museum. Similarly, the public realm investment at 

 
22 Within this business case Third Sector money will be treated the same of Public Sector money. 

23 Ibid. 
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the Cathedral and St Andrew’s Gardens, whilst they are expected to reduce maintenance costs 

in the long term, are wholly outside the scope of the business case and the obligation of 

Worcester Cathedral. 

Based on projections by Worcester City Council, it is anticipated that ongoing operating costs 

for the Commandery and Art Gallery & Museum project will be at or below the projected 

revenue, and as such this proposition is considered to be financially viable by the organisation.  

The project risk register includes a number of financial risks. These are set out in the following 

table.  

Table 15: Financial risk and mitigation 

Description of Risk Consequence Mitigation 

Cost escalation Scheme becomes less viable, 

produces lower value for money, 

places strain on council budgets 

The project has been fully costed including risk. The 

Council would be responsible for cost over runs for 

the museum elements. 

Long-term affordability 

of the scheme 

Risk of cost escalation threatens 

viability of the scheme  

Close financial management throughout delivery, 

following financial modelling undertaken for the 

business case 

Less interest in events 

that anticipated 

Lower amount of revenue funding 

generated by The Commandery 

and Art Gallery & Museum 

Realistic number of visitors for events and visitor 

spend; evidence based on previous events and 

benchmarks of other similar sized cities and their 

attractions. 

Programme and 

procurement allocation 

too short 

Delays to project delivery, impact 

on schedule and budget 

Realistic programme and subsequent procurement 

timescales to be included in the procurement 

strategy 

Funding not being in 

place 

Shortage of funding would limit the 

ability to deliver the scheme as 

designed, reducing the impact and 

benefits of the scheme. 

Confirm all funding is in place prior to 

commencement of works, including match funding 

for art and money for The Commandery. 

Unable to secure 

consents for installation 

or consenting process 

significantly delayed 

Without the necessary consents 

and permits, the project will not go 

ahead. Should the receipt of 

consents be delayed, this would 

result in a delay to the delivery of 

the project.  

Worcester City Council has proactively engaged with 

the relevant stakeholders to reduce the risk of any 

unforeseen delays. In addition, the team has 

substantial prior experience delivering these types of 

projects and as such is familiar with the consent 

process.  

Source: Worcester City Council 

4.6 Wider financial implications 

There are no wider financial implications associated with the proposed investment. 
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5 Commercial Case  

5.1 Introduction 

The purpose of the commercial case is to demonstrate that this project will result in viable 

procurement and a well-structured deal between the project sponsor and its service providers. 

This includes a review of market testing and arrangements for planned contractual and 

procurement procedures. 

The commercial objective of this project is to deliver the Heritage and Riverside project 

effectively, using an appropriate public procurement methodology to meet legal requirements, 

operate a transparent procurement system and to deliver value for money.  

Capital delivery of this project will be led and overseen by Worcester City Council, using 

established commercial structures and approaches used by the Council to deliver all of its 

capital projects. 

Key constraints identified that will impact on the commercial case and delivery of this project 

include: 

● Cathedral and St Andrew’s Gardens Public Realm pathway to the Riverside.   

– Constrained by civil engineering works occurring on the Cathedral grounds of a historic 

monument and in proximity to a burial ground. Works will be subject to archaeological 

surveys.   

– The works at St Andrew’s Gardens requires a review of the curtilage of the Listed 

Building.  Permissions might be required / any sensitivities in the designs need to be 

considered. 

– Riverside – constrained by public opinion when introducing new access and surfaced 

paths that connect to the River Severn. 

– Potential relocation of trees/saplings to undertake the works. 

– Works will need to be delivered on time to ensure that disruption to users and local 

communities is kept to a minimum.  

● The Commandery and the Art Gallery & Museum  

– heritage and planning considerations concerning internal and external changes to historic 

buildings - the works must conform with legal requirements. 

– Design must be optimised to allow planning and heritage approvals to be sought in 

accordance with required timelines. 

Ahead of procurement, work has been done to reduce risk and remove some of the key 

constraints from the project including: 

● Engagement with project sponsors and delivery partners. 

● Planning permission and other consents e.g., heritage and habitat regulations have been 

obtained for Cathedral and the St Andrew’s Gardens. 

The sections below set out the proposed delivery model. This process will ensure the project is 

governed and managed effectively and provide confidence that it will be delivered to time and 

budget. While the project is multi-faceted, it is straightforward from a funding, procurement and 

construction approach, with Worcester City Council leading delivery with delegated authority to 

delivery partners such Worcester Cathedral where agreed scope and funding is in place, as set 

out in the Financial Case. 
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5.2 Commercial deliverability 

Worcester City Council are the commissioner and accountable body for this project and have 

provided its approval for funding under the Towns Fund programme. 

The commercial strategy for this project involves splitting the project scope into three distinct 

elements with the procurement and contracting approach tailored to each package. The three 

work packages and the scope of works to be delivered include: 

1. Heritage – the two following elements are included within this package:   

• Re-design and relocation of the Worcester Soldier at the Commandery – 
this will include renovation of The Commandery’s entrance and reception area. 

• Art Gallery & Museum at the City Museum– large-scale conversion of 
internal rooms within the City Museum’s into modern art and exhibition space. 

2. St Andrew’s Gardens – enlarging the entrance to 4 meters, a new section of path 

connecting to the Riverside, provision of seating, handrails and planting of Copenhagen 

Street/Deansway.   

3. Worcester Cathedral College Yard to Riverside – public realm enhancements that 

create a pathway connecting to the main entrance, the West Gardens and the 

Riverside. The works will restore a pathway that was removed 300 years ago. An 

attractive resin-bound gravel path will connect to the North Porch and provide a desire 

line that is clearly visible from Cathedral Square and connects the city centre to the 

Cathedral and Riverside.  

The Council will use a mixed delivery model (i.e. procured through Council or trusts) taking the 
lead for works relating to the new Art Gallery & Museum space in the City Museum, Worcester 
Soldier redesign and establishment at the Commandery and public realm enhancements at St 
Andrew’s Gardens.  

The capital delivery phase will be led by the Council, which will apply its conventional 

commercial structures and approaches to the delivery of the project. This includes the 

procurement of all works required to deliver the scheme, which will be procured by Council 

through a procurement portal. The procurement of services will be undertaken using an 

appropriate framework where possible, including NEC3, Crown Commercial Services or the 

Council’s standard terms and conditions for the purchase of goods and services. Procurement 

throughout the lifecycle of this project will be undertaken in line with the Council’s procurement 

strategy and public procurement law and standards. 

The Council will maintain high level oversight of the Cathedral works as a funding body, but the 

responsibility for procuring and engaging directly with contractors will be with the Worcester 

Cathedral Delivery Partner. The Cathedral have experience of procuring contractors for projects 

to the Cathedral building and grounds and will adopt established procedures for this project. 

Table 16: Main components of project and selected contractor   

Component  Contractor  Procurement Route  

Architect and Quantity Surveyor Landscape Architecture & Design Ltd Worcester Cathedral tendering  

Worcester City Council NEC3 Tender 

Construction – Worcester Cathedral 

pathway 

TBD via tendering Worcester Cathedral tendering 

Construction – St Andrew’s Gardens TBD via tendering Worcester City Council NEC3 Tender  

Construction – Refit of the City Museum 

and the Commandery 

TBD via tendering Worcester City Council NEC3 Tender  

Source: Worcester City Council 
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5.2.1 Roles and responsibilities  

The project will be delivered by project managers directly employed or contracted by the 

Council. The Council will lead the delivery of the project, including the management of all 

external contractors, with the exception of the works pertaining to the Cathedral and some 

elements of the Worcestershire Soldier display. Each external supplier will be bound by contract 

to the delivery of the specific service for which they have been appointed.  

The key roles and responsibilities of each organisation involved in delivering the Heritage and 
Riverside project is set out in Table 17 below.  
  
Table 17: Key roles and responsibilities  
Organisation  Role  Responsibility  
Worcester City Council  Accountable body - Senior 

Responsible Owner and Project 
Delivery Lead  

● The Accountable body responsible for ensuring that 

Towns Fund investment is spent on the purposes 

outlined in this business case. 

● The Project Delivery Lead will run the capital build project 

on a day-to-day basis on behalf of the Council, with the 

primary duty of delivering the project within the required 

constraints of quality, cost, time, and risk.    

● Ensuring that the project is capable of achieving the 

benefits defined in the project brief.  

● Working with project partners on delivery and funding 

agreements 

● Responsible for managing the drawdown of professional 

fees and monitoring the performance of external 

consultants against their appointment criteria.    

Worcester Cathedral and 
Military Trusts 

Project partners  ● Oversight of matched funding spend 

● Working on design and content 

To be decided via 
tendering process   

Construction – Public realm & 
Refit of the City Museum and The 
Commandery 

● Management, co-ordination and delivery of construction 

works on behalf of the Council.   

● Day-to-day provision of a safe construction site,   

● management of trades and supply chain, and the 

communication of information to stakeholders.   

● Delivery of the project in accordance with the Project 

Brief  / Employers Requirement / Schedule of Works, 

within budget and to programme.  

● Deliver a completed set of as-built information and attend 

post-completion   

To be decided via 
tendering process   

Architect & Quantity Surveyor for 
public realm works 

● Detailed design of the scheme  

● Discharging planning conditions (in conjunction with the 

Contractor)  

● Assessing and validating valuations and claims submitted 

by the contractor  

● Preparation of cost estimates and final account  

● Reviewing extension of time requests  
 

Source: Worcester City Council 

A project steering group will be established to oversee the successful delivery of the Heritage 

and Riverside project (see Figure 7). This will include key individuals from within the City 

Council, at Head of Service and Director level and partner representation. A Project Manager 

will be appointed to manage the programme on a day-to-day basis and provide oversight of the 

works WCC are directly responsible for as well as those delegated to the Cathedral. The 

individual projects will be managed through the three workstreams. In relation to the 

Commercial Developments, the appointed commercial Development Manager will play a key 

role in ensuring successful delivery 
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Figure 7: Project reporting organogram  

 

Source: Worcester City Council  

5.2.2 Contract management  

The management of contracts during the delivery period of the Heritage and Riverside project 

will be overseen by the council, led by its legal and procurement teams to ensure compliance 

with the necessary laws and regulations on public procurement and to ensure that each contract 

protects the council from risks associated with the appointment of outside services.  

The delivery phase of the Heritage and Riverside project will require a number of separate 

procurement events for individual elements of the scheme, each requiring different expertise. 

The Council will procure outside services where it does not have the internal resource required 

to deliver specific services. Each contract between Council and suppliers will conform to 

Council’s standards, clearly setting out the terms of each contract and the specific services 

required from each. 

All contracts used in the delivery and operation of this project will clearly define the following: 

● The purpose of the contract.  

● The roles and responsibilities of each party in relation to the contract. 

● The length of the contract.  

● The schedule.  

● The total cost of the works, broken down by task. 

● The charging mechanism, the approach by which invoicing shall be undertaken.  

● Commitments by contractors to report on progress throughout the project.  

● A process by which disputes will be resolved.  

● A process for correct change control.  

● Break clauses and clauses by which the contract is nullified.  

City Council 
Officer TIP 

Board

Project 
Steering 
Group

Overall 
Project 

Manager

Worcestershire 
Soldier Working 

Group 
PM Cathedral PM St Andrews
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Contract management is an on-going process, with the Council monitoring the delivery of each 

contract under this project throughout both the delivery and operational phases.  

Contractors will be paid using standard contract mechanisms utilised by the Council for all 

public procurement, specific terms for the payment of contractors and the release of funding 

from the Towns Fund will be established through contracts with the relevant parties at a later 

stage in project development. the Council will retain control of Towns Fund monies and release 

funding in stages upon receipt of a detailed invoice, approved by the appropriate teams within 

the Council.  

As no contracts are currently in place with suppliers involved in the physical delivery of the 

project, the key terms of contracts with any supplier have not yet been established beyond that 

each contract shall clearly set out the terms of the agreements as set out above. Each contract 

will require specific terms to reflect the outputs and timescales of each contract, which will be 

established in detail at the procurement stage.  

5.2.3 Risk Management 

A proactive approach to risk management will be taken which will focus on taking mitigation 

action rather than solely making financial provision for risk impacts. Throughout the 

development stage risks will be identified, recorded and actively managed. Throughout the 

development of the project the appropriate risk owners will be allocated and tasked with 

eliminating risks and the same ethos will be taken through to the delivery stage of the scheme. 

The key commercial risks to the delivery of Heritage and Riverside project are: 

● Contractual and legal risks. Legal risk refers to losses caused by regulatory or legal action, 

legal disputes or inability to enforce/meet contractual obligations. Potential causes: new 

stakeholders; stakeholder request changes. Potential impact: delayed dispute resolution, 

delayed payment on contracts; insolvency of contractor. 

● Construction and completion risks. Constructions risks derive from weaknesses in 

planning, due diligence and project appraisal in the project procurement and design phase of 

the project. They might constitute time delays, cost overruns or performance-related risks.  

● Supply risks. Supply risks may occur in the construction and operational phases. Risks 

include access to inputs for the construction of the facility (e.g. material, goods, services and 

labour) or access to inputs for operating the facility (e.g. labour, land preparation). Potential 

causes: unavailability and/or high costs of required input materials. Potential impact: 

construction delays or cost overruns; higher costs or an inability to provide services during 

the operational phase. 

The Council will be responsible for all commercial risks pertaining to the delivery of the Towns 

Fund- funded elements of Heritage and Riverside project.  

Appointed service providers and contractors shall ensure that their employees, subcontractors 

and agents take appropriate steps to ensure that there is no conflict of interest between their 

interests and their responsibilities under the contract with the Council. 

5.3 Procurement strategy 

The procurement strategy, with the exception of the Cathedral gardens and some elements of 
the heritage projects, is for Worcester City Council to be the lead, and for delivery partners to 
support this process. The two key elements for this process are the construction of public realm 
and facility installation stages of the project. For the installation workstream, the procurement 
route will be using the Council’s robust procurement processes via their e-tendering portal. One 
of a suite of JCT or NEC contracts will be utilised as appropriate ensuring collaboration, 
fairness, and efficient project management.  
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The projects are all expected be straightforward from a construction perspective. Contractors 

will be paid using standard contract mechanisms as per council process. The operation stage 

will be managed directly by Worcestershire Soldier working group and will include the 

maintenance of the infrastructure once operational with respect to the museums.  

Market demand has been assessed to be high among local stakeholders. Ongoing discussions 

with events programmers at the museums and Worcester City Council members have received 

positive feedback regarding the installation and feel that it will support greater visitor spend 

within the local economy.  

5.4 Wider considerations 

There are no wider considerations for the Commercial Case. 
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6 Management Case  

6.1 Introduction 

This section outlines the management arrangements in place for delivering, monitoring, and 

evaluating the project. At the FBC stage the focus should be on how the project will be 

managed, the timescales, assurance processes and risk management. A description of the 

proposed management structure for delivery of the Heritage and Riverside project is set out 

below.  

WCC operates a robust programme and project management structure to ensure that the 

interventions set out in the Worcester TIP application can be delivered to time, quality and 

budget, as part of the larger regeneration programme. WCC have assigned officers to oversee 

the development and approval of the business case. An overall Project Manager will be 

appointed along with Project Managers for each of the three elements of this project: Heritage, 

Cathedral and St Andrews Gardens. During delivery the Worcester City Council will expect 

regular update meetings with the individual Project Managers and the overall Project Lead. This 

will include formal monthly meetings to discuss progress and feedback to report to the Project 

Steering Group. 

WCC has a strong track-record of delivering heritage and community projects to budget and 

timescales. In recent years WCC has delivered a number of similar projects as outlined in the 

table below. In addition, Worcester Cathedral, the responsible body for the public realm work 

stream, have also successfully delivered capital projects as detailed below.  

Table 18: Relevant experience from WCC (and Worcester Cathedral) 

Project name Project overview 

Gheluvelt Park, WCC ● Completed in 2010, a £1.2m HLF funded refurbishment of an 

historic park including the installation of the “Splashpad” water 

feature 

Perdiswell Park, WCC ● Reconfiguring of public open space with soft landscaping, 

wayfinding  and tree planting, Phase 1 completed in 2020 

Diglis Playing Fields, WCC ● New pathways, tree planting and soft landscaping and a new 

equipped play area opened in 2015 after £650k capital works 

Commandery relaunch, WCC       ● Completed in 2017, this overhauled the electrics, heating, 

resolved roofwork issues and improved the café facilities. Installed 

the Civil War Story displays and upgraded commercial and 

educational facilities, including better access to the front courtyard 

and visibility from the road. This project included funding from 

Heritage Lottery Fund and Arts Council England. 

Art Gallery & Museum foyer 

refurbishment, WCC             
● Completed in 2020, this restored the heritage detailing in the 

museum foyer area and installed a new, contemporary shop and 

reception desk, improving the welcome to the building 

The Undercroft, Worcester 

Cathedral 
● Completed in 2020, The Undercroft, the former monastic storage 

room at the Cathedral, was converted into an educational space to 

be used by schools, community groups and business in 

Worcester. 

● The project was funded by the National Lottery Heritage Fund and 

other donors. 

 Source: WCC & Worcester Cathedral  
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6.2 Project organisation and governance 

The relationships between Organisations / teams and core responsibility with regards to delivery 

of the Heritage and Riverside Project are illustrated in the Commercial Case, Figure 7. Key 

management roles and responsibilities for the organisations involved in the delivery of the 

project are detailed in the Commercial Case, Table 17 and the management structure.  

A project steering group will be established to oversee the successful delivery of the Heritage 

and Riverside project and representation from partners. This will include key individuals from 

within the City Council, at Head of Service and Director level. A Project Manager will be 

appointed to manage the programme on a day-to-day basis and provide oversight of the works 

WCC are directly responsible for as well as those delegated to the Cathedral. The person 

recruited will have project management experience including qualifications such as PRINCE2 / 

Association of Project Management. The Project Manager will be the primary point of contact 

between the Projects Steering Group and the delivery team for each of the three sub projects. 

The individual projects will be managed through the three workstreams. The governance 

structure is illustrated in Figure 8 below. 

Figure 8: Governance  

 

Source: WCC  

Key management roles and responsibilities for the organisations involved in the delivery of the 

project are detailed below in the table below.  

Table 19: Organisation roles and responsibilities  

Organisation Role Responsibility 

Worcester City 

Council – Place and 

Economic 

Development sub- 

Committee 

Approver  • WCC's PED Committee has ultimate responsibility for signing off the Heritage 
and Riverside investments, and delegating authority to officers to deliver the 
project.  

Worcester City 

Council / Project 

Steering Group 

Accountable 

body / 

Programme 

delivery 

• Steering Group will include key individuals from within the City Council, at Head 
of Service and Director level. 

• Responsible for appointing the project Senior Responsible Officer (SRO) 

• Reporting to WCC Town Investment Plan Board (Senior Officers) the project 
steering group will provide direction and oversight for the Heritage and River 
project. At a minimum, this would consist of representatives of Worcester City 

Town Boar 

Town Deal 

Board 

WCC PED 

Committee 

Project Steering 

Group 

Project Manager 

St Andrews 

Gardens 

Cathedral Public 

Realm 
Heritage 

Corporate 

Projects team 

WCC 

Worcester City 

Council led 

 

Worcester 

Cathedral led  
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Organisation Role Responsibility 

Council as the accountable body, the project sponsor, designated SROs, and 
representatives of Worcester Cathedral and the Military Museum Trusts 

• The project steering group would be formed with individuals accountable for 
leading and developing the strategy to enable the project 

• The steering group will be explicitly responsible for granting project authority to 
proceed and securing funding for the project. The board will be also responsible 
for commissioning resources, ensuring sufficiency of resource availability for the 
project, and establishing the governance framework to assure, investigate, 
contain and manage the project 

Corporate Project 

WCC 

Overall Project 

Manager 

Supported by the Corporate Projects Team at WCC, this role will coordinate all 
projects on behalf of the accountable body. Responsibilities will include: 

• Ensuring that the project can achieve the benefits defined in the project briefs. 

• Responsible for project setup and delivery, and will have overall responsibility 
for the project to ensure that the project meets its objectives 

• Responsible for securing resources 

• Responsible for managing the drawdown of professional fees and monitoring the 
performance of external consultants against their appointment criteria on the St 
Andrew’s, The Commandery and City Museum works. 

• Also provide support to the Cathedral for reporting to the Steering Group, Town 
Deal Board. 

Worcester Cathedral  Sub-Project 

Management 

• Managing the Cathedral project team to meet project objectives  

• Responsible for managing the drawdown of professional fees and monitoring the 
performance of external consultants against their appointment criteria for the 
Cathedral works. 

• Management, co-ordination, and delivery of works on behalf of Worcester City 
Council and the day-to-day provision of a safe construction site, 

• Run the capital build project on a day-to-day basis on behalf of the Council, with 
the primary duty of delivering the project within the required constraints of 
quality, cost, time, and risk.   

• Responsible for managing the drawdown of professional fees and monitoring the 
performance of external consultants against their appointment criteria. 

• Provide the structure for Project leadership and core support across the Project 
duration 

Delivery Teams 

(individual to each of 

the three sub 

projects) 

Project Delivery • Led by the Work Package Project Managers  

• Enabling effective delivery of work related to the project development (for 

example of surveys, design) during the development focused life cycle stages of 

the project. As project moves to delivery, responsible for effective Project 

delivery and transition of new assets into the Operational landscape.  

• Management of trades and supply chain, and the communication of information 

to stakeholders.  

• Delivery of the project in accordance with the Project Brief / Employers 

Requirement / Schedule of Works, within budget and to programme. 

• Delivery of a completed set of as-built information and attend post-completion 

Source: Worcestershire City Council  

The project organisation and governance are the structures in place that are required for 

prioritising, authorising, directing, empowering, overseeing management, and assuring and 

reviewing performance on this project. The formal framework for accountability, rules, and 

authority under which this project is to be governed are outlined in this section including the 

governance framework to monitor, manage and control the project.  

6.2.1.1 Key Roles 

To set up a proactive governance for this project, individuals who meet the following attributes 

will be appointed to fulfil three key roles set out in Table 20 below.  
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Table 20: Roles and responsibilities  

Role  Responsibilities Named individual 

Sponsor • This person will be accountable for articulating and championing 

the project vision. This role will be responsible for providing 

investment decisions and endorsement for the project 

objectives and will also be responsible for establishing key 

resources to achieve the Project business case, regulatory 

commitments and obligations. The sponsor will be responsible 

for sustaining effective and transparent governance and 

strategic leadership for the Project. 

• David Blake – Managing 

Director at Worcester City 

Council.  

Senior 
Responsible 
Officer 
(SRO) 

• Answerable to the Project Sponsor, this will be the person 

authorised to undertake the project setup and delivery and will 

have overall responsibility for the project to ensure that the 

project meets its objectives. The SRO will ensure that the 

project is delivered in line with the business case and will be 

responsible for securing resources and support for the project 

• Zoey West, Deputy Director, 

Economic Development at 

Worcester City Council 

Project 
Manager 

• This will be the person responsible for managing the entire 
project team to meet the project objectives in line with project 
constraints.  

• The Project Manager will be responsible for Leading and 
coordinating the workstream project team; procuring consultants 
and contractors (and delegating this authority in the case of the 
cathedrals); preparing and reporting project budgets; Managing 
project risks and issues; Reporting to and receiving feedback 
from the senior responsible officer; and producing periodic 
progress reports to relevant committees.  

• To be recruited, manager post 

reporting to Zoey West, Deputy 

Director, Economic 

Development at Worcester City 

Council  

Delivery 
Team 
workstream 
leaders  

• Responsible for supporting the project managers and in the 
case of the Cathedral, undertaking the project manager role 
with respect to delivery, procurement and reporting  

• Philippa Tinsley. Museums 

Manager, Museums 

Worcestershire – Commandery 

and Art Gallery and Museum 

workstream lead 

• Jacqui Watson – Worcester 

Cathedral workstream lead 

• Tim Allen, Projects Manager, 

Worcester City Council – St 

Andrew’s Gardens workstream 

lead 

Source: Worcestershire City Council  

6.3 Assurance 

Project assurance with regards to this project will take the form of regular meetings between 

WCC, the Project Manager and the Project Managers for the individual elements of the project 

as well as the contractors (as appropriate) due to the deliver the work. This process will be 

supported, where necessary, by the Project Steering Group and the Corporate Project team at 

WCC. The assurance process will comprise progress reports provided by the delivery teams to 

the WCC. Meetings will take place at regular intervals where every element of the project shall 

be reviewed, including risk, financial management, physical progress and any challenges that 

have emerged during the delivery. Through regular meetings and on-going communication 

between the relevant project teams, assurance will be provided to the WCC.   

At key stages in the delivery phase of this Programme, programme reviews will be arranged. 

Programme reviews will be carried out where major elements of the project commence or are 

completed. Any issues that emerge during the delivery phase that require the attention of the 

both the contractors and WCC’s delivery and management teams will be taken to an additional 

review, as required by the scale and nature of the issue. The review system brings about the 

following advantages: 

● Compliance with best practice 
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● Stakeholder involvement 

● A robust audit trail 

● Setting of relevant and realistic targets 

● Deployment of skills to a project 

Reporting will play a major role in providing project assurance. The Project Manager will control 

the Towns Fund expenditure against an agreed schedule of outputs and reporting structure 

defined within the Grant Funding Agreement and the contracts with the delivery agents at the 

outset of the delivery phase for each project.  

A funding agreement will govern transfer of funds outside the Council. This will minimise the risk 

to the Council should the projects not be delivered as agreed, which would carry a risk of 

clawback of the Towns Fund Grant by Government. 

6.4 Scope management 

The Strategic Case provides an explanation of the current scope for the Heritage and Riverside 

Project. The Project Manager will be the responsible body for approving the completion and 

transition between project stages. The Project Manager will also provide the oversight and 

monitoring of the programme delivery to limit any potential scope creep or any further changes 

to the scope. 

Changes that affect the scope, time, cost, benefit, quality or risk exposure will be controlled 

through appropriate checks and authorisation to ensure that the business case as a whole, and 

the case for each individual project, remain viable. In summary, the change request process is 

as follows: 

Submit change request form, Initial review, Detailed assessment, Recommendations, Decision, 

and Implementation. All change requests will be signed by the Project Manager and Financial 

representation. 

6.5 Programme / schedule management  

The key milestones associated with the project are shown below. 

Table 21: Indicative timescales for the Heritage and Riverside project  

Task / Milestone  Timescale  

Stakeholder consultation  Continuous 

Submission of business case   June 2022 

Updates to The Commandery  March 2025 

Refurb to Art Gallery & Museum   March 2025 

St Andrew’s Gardens  March 2024 

Cathedral Gardens   March 2024 

Source: WCC  

6.6 Risk and opportunities management  

The approach to risk management is owned by WCC and incorporated into their internal 

assurance process for approval. The project risk register will be regularly reviewed and be 

regularly updated as a live document by the strategic partners contributing to the delivery of the 

project. This proactive approach to risk management will enable effective management of the 

project risks and wider communication between different members of the project team.   

The process for escalation of risks is outlined below to demonstrate accountability levels within 

WCC.  Where an individual does not have appropriate accountability, the risk would need to be 
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escalated and managed at a higher level. Risks may also require escalation if they cannot be 

resolved by the suppliers or by the Council or if any risk identified may have wider impacts 

beyond this project. There are currently two levels of project-based risk management: 

● Project Risks: those affecting the cost, scope and timescale for the project; and, 

● Project Management and Delivery Risks: those presenting wider risks to the client body. 

Table 4 in the Strategic Case outlines the top risks associated with the delivery of the Heritage 

and Riverside project and the appropriate mitigation. Sub-Section 5.2.3 also outlines the key 

risk pertinent to the commercial aspect of the project.  

There are four basic ways of approaching opportunities, which are: 

● Enhance - Seek to increase the likelihood and/or the impact of the opportunity in order to 

maximise the benefit. 

● Ignore - Minor opportunities can be ignored by adopting a reactive approach without taking 

any explicit actions. 

● Share - Seek partners/stakeholders able to manage the opportunity which can maximise the 

likelihood of it happening and increase the potential benefits. 

● Exploit - Seek to make the opportunity definitely happen. Aggressive measures to ensure 

the benefits from the opportunity are realised. 

As the Heritage and Riverside project develops, it will be the responsibility of the Project Team 

to identify and flag opportunities which may result in resource or cost efficiencies, thereby 

ensuring or even maximizing benefits.  

As the Heritage and Riverside project develops, there may be opportunities to gain from 

industry productivity initiatives. Contractors will be encouraged to flag if there are any 

opportunities which may benefit this project, in addition to the project delivery team (and wider 

stakeholders) also being encouraged to regularly review developments in this sector to 

understand if any opportunities could be realised.  

6.7 Project management  

The project management roles and responsibilities for delivering, operating and achieving 

assurance for the Heritage and Riverside project is described in earlier Management Case 

sections and in the Commercial Case. WCC use an internal management information system 

which provides operational and financial reporting applicable to their ongoing business.    

The key interface is WCC and the process for this is described in earlier sections. 

Information Management (IM) is the collection and management of information from one or 

more sources and the distribution of that information to one or more audiences. The 

management of the information is subject to legislation and regulations and WCC has a duty to 

ensure that information is managed, stored and shared according to: 

● Freedom of Information Act 2000. 

● Data Protection Act 2018. 

● UK General Data Protection Regulation 2021. 

● Environmental Information Regulations 2004. 

6.8 Stakeholder engagement  

The key stakeholder groups which have power to influence delivery of the project are: 
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● Museums Worcestershire – the shared service (Worcester City Council and Worcestershire 

County Council) responsible for the management of the Commandery and Art Gallery and 

Museum 

● Military Museums Trusts – project partners and part funders for the location of the 

Worcestershire Soldier display within the Commandery  

● Worcester Cathedral – project lead for the Cathedral Gardens workstream, key landowner.   

The Heritage and Riverside project has been developed collaboratively, between WCC, the 

Town Deal Board, the public and external consultants and suppliers. Stakeholders have been 

managed and brought into the process through a mixture of consultations, meetings, 

presentations of interim designs and discussions. All stakeholders identified are supportive of 

the proposals. 

6.9 Benefits, monitoring and evaluation  

Monitoring and Evaluation (M&E) is essential for any publicly funded project. It provides an 

opportunity to improve performance by reviewing past and current activities, with the aim of 

replicating good practice in the future and eliminating mistakes in future work. WCC has a 

responsibility to report on how funding is being utilised for this scheme and how its expenditure 

represents value for money to the taxpayer and how spending aligns with the main objectives of 

the scheme. 

WCC is committed to the ongoing monitoring of the impacts of the schemes that it introduces to 

ensure that benefits are realised, impacts are identified, and any unforeseen effects are 

understood. In the case of the Heritage and Riverside project, the monitoring and M&E 

arrangements will include reporting against the project’s business plan and financial 

performance, as well as the required construction monitoring and evaluation. The design of the 

M&E approach will be proportionate to the size of the investment, the risks, and the uniqueness 

of the project as well as being aligned to the requirements of other funding agencies. 

The M&E objectives for this project are as follows: 

● Implementation of the projects and how this impacts the intended outcome. 

● Outputs of delivery. 

● Outcomes measuring the intermediate effects of the project and what they achieve. 

● Reporting the implementation and outputs of the intervention throughout the lifetime of the 

project and subsequent years after completion. 

The Heritage and Riverside project will be monitored throughout its life course following the 

logic model developed for the scheme and associated indicators.  

Many of the required data sources are currently readily available, and some will require 

additional research and reporting, for example visitor numbers to the museums. Increased 

footfall will be tracked and measured via footfall counters.  

To monitor the delivery of the scheme correctly, WCC proposes to: 

● create a detailed monitoring and evaluation plan; and 

● produce progress reports on the evaluation process throughout the project lifecycle as 

required by the terms of the Towns Fund.  

M&E costs will be entirely covered under existing budgets. WCC collects data on a number of 

key metrics and will incorporate the M&E of the Heritage and Riverside project into the existing 

monitoring programme and budgets. 
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