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TAMWORTH CASTLE REVIEW UPDATE 

1. TERMS OF REFERENCE 

The project is to Assess the Castle Review (2015-2018), address emerging issues and prepare a 

deliverable strategy which; 

 Sets out Castle activities over a calendar year with a commercial view to maximise income 

and minimise cost, taking into account the opportunities at the venue. 

 Structure the management of staff at the Castle venue to support the strategy which 

emerges. 

 Seek to take a wider approach to consider the Castle as one of a number of venues offering 

services to paid customers across Tamworth and how this might be coordinated – including 

potential synergies through working with the Arts and Events team, Assembly Rooms and 

connect wider Visitor Economy and Place Marketing opportunities and activities.  

The output will be a strategy that will be adopted by the Council that will seek to develop the Castle 

into a commercially centred visitor attraction, with less reliance on Council subsidy.  

2. THE APPROACH 

In order to deliver this project it was broken down into three phases:  

1. Phase 1 – ‘As is’: understand the operating model and ways of working. 

2. Phase 2 – ‘Purpose’: identify and engage with key stakeholders on the Castle’s role. 

3. Phase 3 – ‘Deliverable Strategy’: make realistic and achievable recommendations.  

These were aligned to five themes;  

1. Safe & Legal – Understand the safe & legal requirements of the site. 

2. People – Understand the organisational structure and ways of working. 

3. Visitor – Understand the end to end visitor experience. 

4. Commercial – Understand all the commercial activity taking place. 

5. Community – Understand the role of the Castle in the community. 

 

3. KEY FINDINGS 

As a result of immersion into the Castle & Museum a number of themes started to emerge:  

 The Castle building requires significant attention, the 2019 Condition Survey highlights no 

less than 120 actions deemed urgent / within one year due to Health & Safety concerns. 

Most of the recommendations remain outstanding.  

 The Castle & Museum benefits from strong Curatorial experience but is lacking in overall 

Leadership and Management of the combined service. This has led to an unhelpful culture 

that is work to rule and anti-establishment (anti Tamworth Borough Council).   

 The Organisational Structure is not resilient or fit for the future, it relies heavily on casual 

labour and does not support year round activity. Commercial activity is decided based on 

staffs needs and wants not visitor needs and wants.  

 The Castle visitor attraction requires significant attention, of the 25 visitor areas 24% are 

currently closed to visitors and a further 48% are in need of improvement, this has led to the 

need to reduce entry price and reduced overall visitor dwell time.  
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 The Castle & Museum works in a silo and operates independently of the Castle Grounds and 

other Heritage buildings.  

 The Castle undertakes a lot of activity; Visitors, Schools, Commercial Events, Weddings, 

Venue Hire - most of the activity conflicts at least some of the time impacting the visitor 

experience and stifling income generation.  

 Income and Expenditure data is good and widely available but not utilised to make informed 

decisions on income generation, nor is it used to help educate staff to support delivering a 

financially viable proposition.  

 Tamworth Borough Council provides significant annual subsidy to sustain the Tamworth 

Castle Museum Collection & Archive, averaging £354,422.00 per annum over the last five 

years but increasing to £444,130  in 2019/20, equivalent to £1216.79.10 per day. 

 The Archive and Collection exceeds 40,000 individual pieces, over 90% of it is locked away 

from public view and access, less than 10% of it is photographed so should anything happen 

to one of the stores it would be lost forever.  

 27 Respondents engaged on purpose and the emerging theme was a general consensus to 

commercialise the Castle & Museum, in turn has informed the emerging strategy.  

 

4. RECOMMENDATIONS  

The ‘Emerging Strategy’ captures key findings from phase 1 and stakeholder engagement from 

phase 2. It is broken down into a number of sections, each with a number of actions prioritised as 

‘No Cost’ (Green), ‘Low Cost’ (Amber) and ‘Cost’ (Red, over £1k and requiring sign off).  

The recommended actions should be used in conjunction with the Operational Pre Season Strategy 

(page 52) and Projects (page 45) of the Castle Review. 

 ACHIEVE BY: 

METHODOLOGY SECTION:  

Deliver recommended actions to fully commercialise the Castle, Museum Collection & 
Archive with the ultimate aim of increasing income, making profit and decreasing the 
current level of subsidy provided by Tamworth Borough Council. 

2023 

Consider ‘Public Consultation’ on the purpose and long term future of Tamworth 
Castle, Museum Collection & Archive given the current and projected anticipated level 
of subsidy support needed.  

2023 

Obtain a commercial value for the asset (Tamworth Castle, Museum Collection & 
Archive), develop and implement a 10 year capital investment programme to 
maintain and enhance the value of the asset. 

2021 

ORGANISATIONAL STRUCTURE SECTION:  

Agree the proposed organisational structure and costings and progress to the 
appointments and staffing committee ahead of an implementation date.  
 
 

2021 

Transfer ownership of the commercialisation of the venue beyond the visitor 
experience to the Arts & Events team who will in turn liaise with the Castle and 
Museum team re hiring the castle venue through accessing a ‘one version of the truth 
calendar’. The cost of casual labour is to be built into each event, sign off will be given 
if the event demonstrates a return on investment, income/expenditure budgets will 
then be adjusted accordingly.  

2021 

Train Manager, Officer and FT Visitor Services Assistants to be ‘Duty/Premise 
Managers’ (Key Holder, First Aider, Personal Licence Holder, DBS Checked, Safe and 

2021 
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Legal Site, Staff and Visitor Experience, Spektrix Systems and Operational Ways of 
Working (they complete pre – open/close, internal/external checks). 

Collections Officer brief to be scoped for next 12 months to ensure Museum 
Collection & Archive compliance, digitisation of collection and archive and renewal of 
Museum Accreditation Status. 

2021 

Re-engage the Friends of Tamworth Castle to provide clarity on their role in the new 
organisational structure, primarily visitor services history guides.  

2021/22 

Pro-actively engage College / University to secure regular placements to support with 
Castle Museum Collection & Archive cleaning and preserving, documenting and 
digitising. Craig Walsh Birmingham University 07517 988178. 

2021/22 

Recruit a pool of ‘Casuals’ that can work across all commercial venues (Tamworth Arts 
& Events, Assembly Rooms, and Castle & Museum), allocate costs to appropriate 
venue / event. Seek opportunities to cross train teams across venues to support peaks 
and unplanned absences.  

2022/23 

Give sufficient consideration and equal focus to the desired culture within the Castle 
& Museum as a result of the new Organisational Structure being implemented. 
Culture needs to be embedded.  

2021/22 

EXPENDITURE SECTION:  

To agree on an ongoing level of annual subsidy.  2021/22 

To agree that all future activity should aim to increase income generation and reduce 
cost with the ultimate aim to improve the return on investment to maintain and 
sustain the Castle Museum Collection & Archive. 

2021 

Castle management to ensure that all Castle Museum Collection & Archive activity is 
fully costed and can evidence a return on any investment made before it is signed off 
and implemented.  

2021 

Revisit the annual budgeting process with the aim of ensuring budgets and activities 
are SMART (specific, measurable, attainable, relevant and timely). Involve Castle 
Management in setting expenditure budgets to ensure engagement and 
accountability. 

2021 

VISITOR SECTION:  

Open the Castle Museum Collection & Archive to the general public daily between 1st 
February and 24th December (excluding Mondays and Easter Sunday). Use the time 
between 24th December and 31st January for cleaning, maintenance and coordinated 
pre-season readiness activity. 

2022/23 

Review the Marketing Plan and Activity (bricks and clicks), targeting key days, weeks, 
months, seasons and calendar events to drive an increase in footfall and maximising 
income. Engage social media influencers. 

2021/23 

Further develop the website and social media activity and invest in a link to enable 
the Museum Collection & Archive online via the existing Modes Platform.  
 
 
 

2021/22 

Review ticket types (to include annual passes and bundles) and ticket prices with the 
aim to increase loyalty, drive additional footfall and maximise income.  

2021 

Create and implement a suite of ‘Day out in Tamworth’ tickets (e.g. Castle Visit and 
Lunch in Assembly Rooms) to link the town’s history, heritage and commercial venues 
with the aim to increase footfall and dwell time and maximise income.  

2021/23 

Develop and embed a way of working that enables Visitors, Schools & Education, 
Events, Venue Hire and Weddings to work seamlessly whilst ensuring a great visitor / 
user experience.  
 

2021/22 
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RETAIL SHOP:  

Exit current lines (approximately 175) with less than 10 unit sales recorded against 
them, consider market stall and recover cost price.  

2021 

Sign off agreed assortment in new location, no more than 100 lines in total to include 
the following categories: Castle Associated; Castle Branded Souvenirs; Gifting, 
Calendar Event Themed. 

2021 

Invest in team to support purchasing and pricing strategy and driving sales to support 
financial sustainability of the Castle.  

2021 

UPPER HOLLOWAY LODGE:  

Maintain the Upper Holloway Lodge the primary Café / secondary Shop for visitors to 
the Castle & Museum, Castle Grounds and Passing Trade.  

2021/23 

Agree longer term Organisational Structure, Opening Hours and Core Offer.  2021/23 

Agree the operating procedures, marketing and promotion, food proposition and 
ability to book tickets and obtain tourist information.  

2021/22 

EDUCATION & SCHOOLS:  

Develop a pro – active marketing strategy that reaches out to all schools within a one 
hour drive time of the Tamworth Castle and Museum with the aim to maximise 
occupancy, income and profit generation. 

2021/23 

Review the catalogue of workshops and pricing structure in line with any competition 
with the aim to streamline and reduce the number of workshops whilst still offering 
great choice and value.  

2021/22 

Explore and develop a Key Stage 4 and Key Stage 5 proposition, this need not 
necessarily be through ‘delivering a workshop’, it should include an online offering 
and therefore have wider appeal to include the local community (telling the story 
from the Saxon era to present day). 

2021/22 

Revisit the cost of delivering workshops with the aim to reduce reliance on casual 
staff, achieve more from less and introduce augmented reality into workshops.  

2021/22 

Move the required core Casual Staff onto school year (38 weeks) seasonal contracts to 
ensure calibre and reliability is maintained.  

2021/22 

Standardise all booking materials and reduce manual touch points with the aim of 
making the process online and self-serve.  

2021/22 

Consider transferring the administration of bookings, queries, invoicing and payments 
to Business Support in Marmion House.  

2021/22 

Digitise all workshop material (removing the significant volumes of paper and storage 
requirements from the kitchen).  

2021 

Ensure all administration conforms to GDPR regulations and Tamworth Borough 
Council retention standards.  

2021 

Consider including a free returning child ticket when accompanied by a paying adult 
for all school children to support an increase in future visitor numbers, income and 
advocacy. 
 

2021/22 

COMMERCIAL OPPORTUNITIES:   

Full redecoration of the Great Hall to be ready to support commercial events. 2021/22 

Consider investing in the current kitchen to support food preparation (café, events, 
room hire, and wedding). 

2023/25 

Create a coordinated booking system that can be viewed and accessed across multiple 
sites. 

2021/22 

Transfer the development, management and implementation of commercial events to 
the Tamworth Arts & Events Team. 

2021/22 
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Update the website and social media to actively promote all commercial events, 
enable online booking of all events.  

2021/22 

Arts and Events Team to create an event baseline template and ensure income and 
expenditure and profit is assigned to the host venue. 

2021 

Ensure all calendar events are factored in as part of the Castle & Museum visitor 
experience and all paid ticketed events offer something above and beyond and 
different to the visitor proposition. 

2021/23 

Transfer the management of Weddings to The Tamworth Arts & Events; Meetings and 
Events Coordinator. 

2021 

Update the Website and Social Media to actively promote Wedding Packages. 2021/22 

Invest in Wedding collateral to showcase the Castle and Assembly Rooms dressed as 
individual and/or combined venues. 

2021/23 

Tamworth Arts & Events Team to create a wedding package template (amend pending 
customer needs and wants). 

2021 

Consider investing in an electric hospitality shuttle to transfer elderly or less abled 
guests to the Castle front door and also the bride and groom for photos /wedding 
breakfast. 

2023 

Create a coordinated booking system that can be viewed and accessed across multiple 
sites. 

2021/22 

VENUE/ROOM HIRE:  

Transfer the management of room / venue hire to the Tamworth Arts & Events Team.  2021/22 

Actively promote and market room / venue hire through the Tamworth Castle 
website.  

2021/22 

COLLECTION & ARCHIVE:  

Develop the Tamworth Castle, Museum Collection & Archive as a modest ‘physical’ 
Museum with a significant ‘digital’ Collection & Archive spanning the Saxon era to 
present day and promoting Tamworth’s history and heritage and accessible to all.  

2022/23 

Verify that all items currently listed on Modes have; Identification Number, Name, 
Description, Quantity, Photograph, Location and Date – turn on the Modes front of 
house. 

2021/23 

Prioritise, digitising the Saxon Story and Industrial Tamworth followed by the History 
of Tamworth through Saxon, Norman, Medieval, Tudor, Stuart, Georgian, Victorian (in 
house project circa 6 months, external support needed for anything A1 and bigger).   

2021/23 

Develop and implement exit strategy for objects and archive that fall outside of the 
Tamworth Story (not relevant to Tamworth) as a result of points 3 and 4 ensuring Arts 
Council England disposal guidelines are followed. 

2021/23 

Agree revised policy for accepting new objects, books and archive pieces into the 
collection. 

2021 

Secure overdue Full Museum Accreditation (full inspection due last year), ensure 
accreditation is maintained.  

2021 

Ensure Modes is up to date and maintained to ensure we have a comprehensive 
record, should anything happen to the physical collection or archive it would be lost 
forever. 

2021 

Revisit the collection and archive on display within the Castle Museum with the aim to 
increase the number of objects and collections on display to increase interest and 
dwell time whilst pro-actively promoting full online presence.  

2021 

Move all objects and archives out of Holloway Lodge and The Coach House & Stables 
to support their repurposing. Also explore longer term exit of Amington Industrial 
Unit, current cost to Tamworth Borough Council including Business Rates is £16,110, 
explore potential space within Marmion House.  

2021/23 

Pro-actively recruit new volunteers from college / university to support the 2021/22 
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Collections Officer get back on track with cleaning, preserving, managing and digitising 
the Museum, Collection & Archive.  

Identify from the Collections Officer what is needed to ensure we meet our 
preservation commitment, e.g. write business case for replacement blinds and oil 
filled radiators.  

2021/23 

Use the Tamworth Herald archive to create ongoing communication about the 
Tamworth Story, coordination of activity between Marketing and PR Team and Castle 
Team required. 

2021/22 

 

5. SUMMARY 

A clear strategy to develop the Castle & Museum into a commercially centred visitor attraction has 

emerged but was developed during a global pandemic which continues to wreak havoc on society. 

As such, the reviews findings and recommendations cannot be implemented fully or quickly given 

the uncertainty we still face. 

Implementation of a new organisational structure, building and embedding the required culture and 

developing the Castle’s brand whilst reducing its reliance on subsidy from Tamworth Borough 

Council will take 1-3 years.  

The reviews findings and recommendations have helped secure £250k from the Cultural Recovery 

Fund to deliver Augmented Reality in the Castle, move the Educational Learning Programme on line, 

sort and digitise the Collection and Archive for all to access and support Museum Reaccreditation.   

Significant progress has been made to date in delivering the operational ‘Maintain and Enhance the 

Asset Strategy’. Whilst the pandemic has halted some activity a number of actions can still be 

progressed assuming Cabinet sign off of the review and pending discussion with the Portfolio Holder. 

Actions including agreeing the organisational structure, core opening hours, admission prices and 

ticket types could all be implemented in readiness for the 2021 season. .  

6. DELIVERY TO DATE 

By the end of Phase 1 a ‘Maintain and Enhance the Asset Strategy’ was developed to deliver Safe & 

Legal, Visitor and Commercial impacting projects ahead of the 2021 season, delivery to date is as 

follows: 

 Assistant Director Growth & Regeneration secured funding to deliver a pigeon infestation 

solution, tower roof repairs, relocation and refurbishment of the general office, relocation of 

the original café and shop into high footfall areas, creation of new ground floor spaces to 

increase income generation and visitor dwell time, significant re decoration of the ground 

floor to improve overall standards.  

 Upper Holloway Lodge building has now been taken back into the Castle proposition and 

repurposed into a Café and 2nd Shop, new for visitors and castle ground users and will 

continue to evolve. 

 Castle Shop has relocated into Reception so all exiting visitors now pass through it, new for 

visitors and ultimate aim is to increase visitor spend per visitor.  

 Footbridge inside the Castle has opened up to visitors for the first time to increase visitor 

dwell time, new for visitors. 
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 The Guard Room inside the Castle has reopened (had been closed for 18 months) and 

maintains the best view in the Castle, increase visitor dwell time.  

 The Closet inside the Withdrawing Room has opened up to visitors for the first time to 

increase dwell time, new for visitors. 

 Original ‘Café / Shop’ has been repurposed to create a new room to generate additional 

income, new for visitors and now ready for hire.  

 Feasibility study has been completed on the ‘Coach House & Stable’ heritage building, now 

all but empty and ready for repurpose. 

 Decluttering of the ‘Castle’ cellar, kitchen (environmental health concerns), office (moving 

from paper mass to digital) and rooms (several skips) has commenced.  

 Decluttering of the ‘Lower Holloway Lodge’ ready for repurposing has commenced.  

 ‘External Interpretation’ solution developed to promote numerous heritage features, upon 

installation will increase external dwell time, new for visitors. 

 Significant redecoration of the Castle Ground Floor including Kitchen/Staff Room, 

Entrance/Hall Way/Corridors, Great Hall, Townshend Room has been completed using in 

house resource and delivering excellent value. 

 Findings and recommendations from the 2020 Castle Review were inputted into a successful 

bid to secure £250k from the Cultural Recovery Fund. In turn this project will deliver 

Augmented Reality, Remote Online Education Programme, Museum Accreditation Status, 

Commence Collection and Archive cataloguing and digitisation.  

7. TIMESCALES  

 

 Tamworth Castle, Museum Collection & Archive Review submitted to the Portfolio Holder 

for Heritage and Growth – October 2020 

 Corporate Management Team presentation – November 2020  

 Report and findings to seek adoption through the appropriate governance – December 202 

 

ENDS 
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