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PURPOSE OF THE 2020 REVIEW

The 2020 Tamworth Castle Review has been commissioned by the Assistant Director;
Growth and Regeneration as a result of the Castle Review (2015-2018) being concluded but
not fully implemented.

Its purpose is to assess the Castle review (2015-2018), address emerging issues and prepare
a deliverable strategy which:

e 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.

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

e Seek to take a wider approach to consider the Castle as one of a number of venues
offering paid services to customers across Tamworth, and how this might be
coordinated, including potential synergies through working with the newly formed
Arts & Events Team, Assembly Rooms and wider Marketing & Tourism opportunities.

BACKGROUND INFORMATION

Tamworth Castle is an English Heritage designated scheduled ancient monument,
established at Tamworth in around 1086 having been built by the Normans. It is believed
that Saxon’s (650-1066) inhabited the site before Norman occupation (1066-1154). The
History of the Castle is rich and includes Medieval (1154-1485); Tudor (1485-1603); Stuart
(1603-1714); Georgian (1714-1837) and Victorian (1837-1901) occupants.

It was purchased for the people of the Borough in 1897. Since then it has held collections
and maintained a museum, the current collection and archive exceeds 40,000 pieces.

The Castle and Museum Forward Plan 2014-2019 describes Tamworth Castle’s Purpose as;
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EXECUTIVE SUMMARY

The first meeting of the ‘original’ Castle Review (2015-2018) took place on 20" November
2013, whilst the Castle Review 2015-2018 was concluded its recommendations to structure
the staff; reduce its reliance on casuals; maximise income and Increase self -financing of
projects were not fully implemented. As a result some of the Tamworth Castle & Museum
staff believes they have been under review since 2013.

The approach taken to delivering the ‘current’ 2020 Tamworth Castle Review consisted of
three phases: Phase 1 — ‘As Is’; Phase 2 — ‘Purpose’ and Phase 3 — ‘Deliverable Strategy’, all
aligned to five themes: Safe & Legal; People; Visitor; Commercial and Community.

As a result of Phase 1 —‘As Is’ a number of themes started to emerge which led to
developing a ‘Maintain and enhance the asset’ strategy for the 2020/21 season. This
included ‘pre-season opportunities’ within the Castle & Museum along with discussions on
the potential repurposing of the Upper Lodge, the Lower Holloway Lodge and The Coach
House & Stable buildings. Whilst the COVID-19 pandemic stopped all activity in March 2020
recommendations within the "Maintain and enhance the asset’ strategy were approved and
funding was secured by the Assistant Director; Growth and Regeneration to progress and
deliver a number of projects.

The Castle building requires significant attention and investment as documented in the 2019
Purcell Castle Condition Survey, the report details 130 actions deemed urgent / within one
year due to Health and Safety concerns. Early strategic engagement with Historic England to
agree a realistic programme of planned investment for ongoing maintenance is required to
ensure the affordable delivery of a safe and legal Castle building to support maximising
income generation.

All Elected Members, Council Management Team, Castle Staff and The Friends of Tamworth
Castle were engaged to help shape the Castle’s ‘Purpose’ and asked: “Is the Castle important
to Tamworth Borough Council?, if so why?; What is your view on the current Castle offer
(visitor / museum / collection)?; Do you think the Castle or its current offer should change?,
if so what would you like to see at the Castle that is different and why?; What opportunities
exist across the authority to support the ongoing activities at the Castle and how?”

27 responses were received consisting of 8 Elected Members, 6 Council Management Team,
11 Castle Staff, 2 Friends of Tamworth Castle; the overall majority confirming the Castle’s
importance to the Borough Council, both politically and to the wider community but at a
significant cost to the tax payer. Furthermore the offer does need to change, its identity ‘a
Norman Castle’ and its purpose ‘telling the story from a Saxon Settlement to present day’
made clear. Subsidy needs to reduce and the Castle & Museum needs to operate within the
wider portfolio of venues, not as a standalone destination.
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In 2019/20 the Castle & Museum Collection opened its doors to the general public for 232
days generating an average daily footfall of 81 with a high of 505 (Friday 19* April) and low
of 4 (Wednesday 4™ June). Extending the opening of the Castle & Museum Collection from
1° February through to 24" December would create an additional 65 days opportunity for
potential income generation (28% increase), which is significant given the Castle’s daily cost
in 2019/20 of £1,126.51 (includes recharge and depreciation) to Tamworth Borough Council.

Closing the Castle and Museum for the month of January would provide a targeted window
of opportunity to complete essential cleaning, maintenance, training and coordinated pre-
season works.

As a visitor attraction the Castle, Museum Collection & Archive has declined and needs to be
addressed. Despite previous successful Heritage Lottery Funding and an ongoing HLF project
to deliver a new Battle and Tribute exhibition visitors are unable to walk around the exterior
of the Castle (loose masonry); unable to access the Intramural Staircase and Dungeon
(pigeon guano); unable to access the Tudor Foot Bridge (water damage); unable to access
the Tower (floor unsafe); unable to access part of the Parapet Walk (loose masonry); unable
to access some internal rooms (poor state of repair); unable to follow the Castle’s history
(room interpretation unclear) which has all led to the need to reduce admission prices.

The ground floor of the Castle is small and whilst the upper floors are larger they are
inaccessible to less able visitors, not helped by the absence of any online virtual experience.

The Castle, Museum Collection & Archive isn’t seen as a ‘whole day out’ resulting in low
visitor dwell time and having an adverse impact on café and shop income. Some TripAdvisor
commentators refer to a 45 minute visit and so the Castle, Museum Collection & Archive in
its present form probably also couldn’t really be considered a “half day out’ either.

Visit England awarded Tamworth Castle 84% for the overall quality of visitor experience in
May 2019 and at the time of writing this report the TripAdvisor rating is 4.5/5.

Museum Accreditation Status lapsed in November 2019 as a result of staff iliness over the
summer of 2019, a short extension was granted into the 2020 and then a further extension
granted as a result of the COVID-19 pandemic. The process of Museum Accreditation Status
renewal now needs to be completed by April 2021 and should not be underestimated.

Despite declining visitor numbers the visitor mix has been consistent over the last five years;
37% Adult, 12% OAP, 16% Child, 22% Family, 9% Infant and 4% other. Competitor analysis
signals the opportunity to revisit admission prices and introduce new ticket options at the
Castle.

Website traffic and social media engagement is mixed and therefore presents a significant
opportunity when used in conjunction with the Tamworth Castle Audience Plan and the
Tamworth Castle Marketing Plan to inform and support short to medium term business
planning.
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Average paying visitor numbers over the last five years were 35,714, falling to 30,389 in
2019/20 and made up from 62% visitor admissions (average income £5.00 per head), 32%
school visits (average income £6.13 per head) and 6% traditional Castle commercial events.

Additional spend per visitor in 2019/20 was on average just 19p in the Café and 70.4p in the
Shop — both of these commercial outlets are running at a loss when the appropriate
proportion of people and property and associated costs are applied.

Average annual like for like income over the last five years was £225,764.69 falling to
£198,836.94 in 2019/20 made up from a majority £102,813.50 visitor admissions and
£59,292.75 schools programme.

The 2020/21 Base Budgeted income of £220,387.00 is already unattainable as a result of the
COVID-19 pandemic closing all activity. Commercial opportunities do exist and should be
developed and implemented with the aim to increase profitable income and reduce current
levels of subsidy provided by Tamworth Borough Council.

Tamworth Borough Council provides significant annual subsidy to sustain the Tamworth
Castle Museum Collection & Archive, averaging £354,422.29 per annum over the last five
years but increasing to £411,176.36 in 2019/20, equivalent to £1,126.51 per day.

At the time of writing this report total budgeted subsidy for the 2020/21 financial year of
£411,640.00 is already unattainable as a result of the COVID-19 pandemic closing down all
commercial activity. As a result costs are likely to exceed £500,000.00 per annum in 2020/21
without any intervention.

The overarching aim of this review was to ‘address emerging issues and develop a
deliverable strategy’. It didn’t take into account the COVID-19 pandemic which in turn has
prompted a dynamic response to some activities, including but not limited to the relocation
of the Castle Café and Shop into the Upper Holloway Lodge. The project was turned around
quickly with the aim to generate much needed income, protect jobs, provide a service to the
community and support town centre regeneration more widely.

The success of Tamworth Castle Museum Collection & Archive should be measured on the
overall performance and contribution from the Castle and Museum, Upper Holloway Lodge
and the Castle Grounds and potential repurposing of buildings located within the Castle
footprint, namely Lower Holloway Lodge and the Coach House & Stables.
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THE CASTLE REVIEW (2015-2018)

The first meeting of the Castle review took place on 20th November 2013, with its aim to
look at all aspects of the service with a view to improving delivery as part of the Council’s
Sustainability Strategy. At that time a series of service review forms captured baseline data
upon which initial outcomes / risks were observed. The following were the main
recommendations from that review:

e Structure of the staff should be reviewed to take into account the possibility of
generic staff. The review should strengthen the management of the castle allowing
for future direction development and strengthen operational control;

NOT IMPLEMENTED

e The structure and establishment should be reviewed reducing the reliance on

casual staff and increasing the operational knowledge of staff;
NOT IMPLEMENTED

e The opening / closing and offer of delivery should be reviewed to maximise

income whilst controlling the demand and time of demand,;

e The Castle needs to find a way of financing improved IT and promotional packages
to protect the business and its future potential;

The service review baseline data also put forward a series of objectives to follow:

e To review the staff roles and responsibilities to ensure an improved focus on
commercial, both at strategic and operational level;
OUTSTANDING

e To identify areas of the service which would provide greater opportunity to
increase income;
OUTSTANDING

e To ensure that conservation and preservation are maintained as a priority;

e To look at the demand made by the public on the service and to ensure that the
demand is being managed in a financial and customer service method;

e Toincorporate recent scrutiny recommendations on marketing, promotion and
income generation;
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INTRODUCTION

After careful consideration and utilising my retail leadership experience | decided that my
approach to delivering the 2020 Tamworth Castle Review would consist of three phases:

e Phase 1-‘AsIs’ (Understand the current operating model and ways of working)
e Phase 2 - ‘Purpose’ (Identify & engage with key stakeholders on the Castle’s role)
e Phase 3 — ‘Deliverable Strategy’ (Make realistic and achievable recommendations)

To help me better understand the current operating model and current ways of working |
focused on five key areas:

e Safe & Legal — Understand the safe and legal requirements of the site

e People - Understand the organisational structure and ways of working

e Visitor - Understand the end to end experience (including website & social media)
e Commercial - Understand all commercial activity taking place

e Community - Understand the role of the Castle in the community

PHASE 1 -‘AS IS’

In order for me to set out a deliverable strategy | first needed to immerse myself in the
operation and seek to understand the operating model and working practices, the ‘As Is’
position.

This was a natural starting point for me given my extensive experience and proven track
record of delivering commercial success as a John Lewis business unit leader, where upon
each appointment, my approach would be to quickly understand culture and working
practices, build relationships with internal and external stakeholders and develop ‘People’
focused ‘Results’ orientated business plans.

As such | set out to understand the current ways of working and attitude towards; Safe &
Legal, People, Visitor, Commercial and Community in the Tamworth Castle Museum
Collection & Archive.

| was welcomed into the Castle by the Head of Castle and team and they had a willingness to
talk to me, answer my questions and share their experience and opinions with me.

My first impression of the Castle from a working environment was poor, | noted an absence
of pride in the workplace, most noticeably the unacceptable state of repair of the main
office where the ceiling was held intact by plastic sheeting and supported by acro props. The
surrounding corridors were used to house overflowing excess stock, the staff room was
chaotic and cluttered and the cellar was bursting at the seams. | observed Café and Shop
stock stored in multiple locations and | was concerned that Café stocks were not stored with
the appropriate due diligence in mind.
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In my opinion the acceptance of low standards rather than the setting of high standards
were evident in visitor areas. Cleanliness levels were unacceptable, visitor messaging and
branding across the venue were inconsistent and little attention given to the visitor touch
points or end to end experience. An example of the latter included me calling the Castle and
Museum out of hours, the answerphone message was poor and out of date, no information
was provided to reference me to Castle opening hours, admission prices or the website.

| observed an absence of visual leadership from the Head of Castle & Museum and a general
lack of setting of direction for the team. The Head of Castle & Museum and the Education &
Events Officer appeared to be totally focussed on delivering the new Battle and Tribute
project, whilst important, resulted in the small nucleus of permanent staff dealing with and
managing everything else in relation to the running of the Castle and Museum.

Having spent time with a number of the team it was clear to me that they were ideas rich
but time poor and they had become established in a cycle of ‘fire-fighting’ and reacting to
situations rather than being planned and pro-active brand ambassadors of the Castle.

In my opinion the organisational structure does not support the delivery of a great place to
work or indeed visitor experience and relies heavily on non-contracted casual labour. |
witnessed first-hand events being cut short and daily frustrations of managing shortfalls in
resource as a result of short notice calls from casual members unavailable to work.

Investment in the team whether appraising their performance or developing their skill
appeared to have all but disappeared and the culture | observed was one of siloed working
and of more concern, anti-establishment (anti Tamworth Borough Council).

A culture of silo working was corroborated as a result of me spending time with key
stakeholders namely the Health and Safety; Human Resources; Marketing and Public
Relations; Business Support and Finance teams. The more | engaged the more | became
aware of how frustrating it was for internal service areas to do business with the Castle and
Museum, echoed by some Town Centre Business’s and the Friends of Tamworth Castle.

During the early weeks | identified a number of quick wins and also raised concerns relating
to areas requiring immediate attention. | also set about and addressed a number of issues in
the Café and Shop as a result of my commercial and leadership background at little to no
cost with just a bit of effort. This work was not part of my brief but | found the situation
difficult to ignore so set about making changes that would benefit the Castle and Council.

Understanding the ‘As is’ also led to some worrying discoveries relating to Safe & Legal
compliance, namely out of date certification, out of date risk assessments, absence of staff
signatures against training, inadequate provision of first aid at work and the absence of DBS
safeguarding certification, all of which needed to be resolved to ensure the safe operation of
the Castle in the short term and with immediate effect.
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A number of themes started to emerge which led to developing a ‘Maintain and enhance the
asset’ strategy for the 2020/21 season. This included ‘pre-season opportunities’ within the
Castle & Museum along with discussions on the potential repurposing of the Upper Lodge,
the Lower Holloway Lodge and The Coach House & Stable buildings. Whilst the COVID-19
pandemic stopped all activity in March 2020 recommendations within the "Maintain and
enhance the asset’ strategy were approved and funding was secured by the Assistant
Director; Growth and Regeneration to progress and deliver a number of projects (See
Appendix 1).

In concluding Phase 1 it was clear to me that a number of opportunities within the
Tamworth Castle Museum Collection & Archive have been missed over the years ultimately
impacting the delivery of a safe and legal site, staff and visitor experience, income
generation and profit.
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PHASE 2 — ‘PURPOSFE’

To deliver the Castle Museum Collection & Archive operating model Tamworth Borough
Council subsidised the Tamworth Castle, Museum Collection & Archive by £411,176.36
(including charges within fund) in 2019/20. This was equivalent to £1126.51 per day and
despite the Castle generating £198,836.94 of income from commercial activity.

The 2020/21 budget is already unattainable as a result of the COVID-19 pandemic closing
down all activity. It is therefore reasonable to assume that total subsidy will exceed
£500,000.00 in 2020/21, the equivalent to £1369.86 per day.

Phase 2 of the review sought to understand the Castle and Museum journey then explore
and determine the Tamworth Castle Museum Collection & Archive ‘Ultimate Purpose’ by
engaging with key stakeholders, namely Elected Members, the Council Management Team,
Castle Employees and the Friends of Tamworth Castle.

Consideration was also given to the Tamworth Borough Council Corporate Plan 2019-2022
Vision, Purpose and Strategic Priorities (People & Place and Organisation):

e People & Place - To facilitate sustainable growth and economic prosperity. To work
collaboratively and flexibly to meet the needs of our communities. To create a new
and developing vision for the continued evolution of Tamworth, including a town
centre fit for the 21 century.

e Organisation - To be financially stable. To ensure our decisions are driven by
evidence and knowledge.

Engagement:

Whilst my preference was to engage face to face with key stakeholders the COVID-19
pandemic prohibited me from doing so. With the agreement of the Assistant Director;
Growth and Regeneration | engaged with my audience via an email survey to invite views on
the questions | believe needed to be answered:

1. Isthe Castle important to Tamworth Borough Council? If so why?
What is your view on the current Castle offer (visitor / museum / collection)?
Do you think the Castle or its current offer should change? If so what would you like
to see at the Castle that is different and why?

4. What opportunities exist across the authority to support the ongoing activities at the
Castle and how?
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Summary of Engagement:

Engagement with consultation was high and resulted in over 30 pages of verbatim
comments from the 27 respondents, made up by 8 Elected Members, 6 Council
Management Team, 11 Castle Staff and 2 Friends of Tamworth Castle.

As a result of all of the feedback received | have produced a separate report ‘Tamworth
Castle Museum Collection & Archive Review 2020: Consultation Responses’.

Here is just a sample selection of the consultation responses;

e Itis deemed of political and historical value by the council and more so by a
number of its members.

e My view is that the council’s philosophy was highly ideological in that they wanted
to outsource services and were very disappointed when the attempt to set up a
trust, c.2011, did not work. There was then a policy vacuum and the Castle
suffered from strong silo culture. The castle was run by a specialist, and no-one to
whom they reported had any drive to do anything other than pare the budget
back. In my view, the subsequent review process exposed this all too clearly. The
castle could be developed as part of an overall heritage strategy but as the failure
of the recent heritage bid shows, this is not an easy process. | have mentioned the
silo issue.

e | am aware that the Castle Museum keeps a catalogue of the items they hold. | am
also aware that this catalogue is not available to general viewing or reviewing. As
with all museums ninety percent of the items held are not on display. Thus, with
no access to the catalogue, only a handful of people can possibly know what is
there. Every science and history programme, magazine podcast etc., features
stories of items held in museums — sometimes for decades — which have suddenly
been identified as an item of great importance. As new eyes, new ideas, new
methods and new researchers become available, these all offer a fresh perspective
on items held below stairs, artefact which would do nothing more than gather
dust. To raise the profile of the castle and museum is simple; publish the catalogue
online.
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I am one of the events team and | would say that events need to be properly
staffed and properly advertised.

Whilst the Assembly Rooms have cleaners on a daily basis, we have nothing at the
Castle, The Front of House staff combines cleaning with other duties, but it is
impossible when we do not have any hours devoted to cleaning. The Castle would
benefit from having a regular cleaner but also one who can tackle high areas such
as the ceiling in the Great Hall.

We have an infestation of pigeons which mean that on a daily basis FOH have to
clean the Court Yard, the bin area which is disgusting (Bearing in mind that the
same staff then has to continue working FOH). The Intramural Passage and
dungeon have been closed as a result of pigeon poo, for more than a year. This is
an unacceptable situation and not a FOH staff job, the Council really need to find
the funds to ensure that the Castle has specialists who come in and ensure that
these areas are cleaned and open to the public. The Tower has been closed due to
problems with the slatted wood on the floor of the roof again reducing the offer
we can give visitors, so over the past year the following areas have been closed: -
Intramural Passage, Dungeon, Tower and what was Tamworth Story, drastically
reducing the offer to visitors.
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The Castle is an iconic structure within the town and should be treated as such.
More local advertising and making the place exciting to visit for adults and not just
children. It needs a regular team of cleaners to look after the place, over the past
12 months whilst taking parties on guided tours | have had customers comment to
me that the building is looking dirty, grubby and not loved and to be honest, when
I look at the place 'through a visitors eyes' | can see exactly what the mean. In my
opinion the castle needs the love and attention to make it the jewel in the
Tamworth's crown that it surely can be and not just a forgotten blot on the
landscape. That together with correct targeted marketing can make the castle a
wonderful and memorable place for visitors and staff alike and a 'gold mine' for
the council. However, | do understand that these measures come at a cost, but as
you know there is such thing as standing still in business you are either investing to
move forward or you are failing.

I think the castle is very important to Tamworth council or at least it should be. It’s
such a unique place in our town and if marketed properly is essential to our town’s
heritage and tourism. | think currently the castle is seen as an issue within the
Council due to the actual cost of upkeep, but if there was investment in advertising
and putting on more events it could definitely bring in more income. | think our
current offer on the castle admission is fine, but | don’t think the museum /
collections are even known to the general public. | know originally they were
planning to do tours of the collections in Amington industrial estate and I think if
that was a possibility that would be great. | really enjoy the events we have put on
and | think the visitors that regularly come enjoy them. But | do think they are not
advertised enough. There are still people in Tamworth that don’t know we have a
castle, or think it's in ruins inside, despite the fact it is in the town centre. Our
events are fantastic and if we had a better social media presence I think they
would be a lot more popular.
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e Full cooperation with Tamworth Assembly Rooms for a bespoke wedding and
catering package with a co-ordinator. Limited opening times as a museum - could
this be done on selected days perhaps. Continued schools programme and maybe
open this up for community groups etc. rather than public opening. Special events
to continue — Easter/Bank Holidays/Christmas etc. Could the shop at the bottom
be the entrance kiosk? Provide a more limited café with vending machines rather
than food service — unless the kitchen is upgraded.

A separate report on the Castle, Museum Collection & Archive consultation verbatim can be

viewed independently of this report.
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OPTIONS CONSIDERED

Tamworth Castle was purchased for the people of the Borough in 1897. Since then it has
held collections and maintained a museum, the current collection and archive exceeds
40,000 pieces.

Through conversations | am aware that Tamworth Borough Council has previously
considered despatching the Tamworth Castle Museum Collection & Archive but to no avail.

In considering the question ‘Is the Castle important to Tamworth Borough Council’ |
assumed a number of potential outcomes, they were; ‘No’ (Dispose of the Asset), ‘Neutral’
(Do Nothing), ‘Yes’ (Do Something).

This led to me exploring a range of options which are set out below, all with benefits and
risks attached;

1. Sell the Castle and dispose of the Museum Collection & Archive (Assumes the
Castle can be sold and the Museum Collection & Archive can be disposed of).

Safe&Legal What is the legal implication, can the Castle be sold and can the Museum Collection & Archive be
disposed of?

People Need to understand the cost of redundancy and/or redeployment of staff.

Visitor Need to understand and plan to mitigate the local and regional impact. Need to consider importance of
Heritage and link to Future High Street developments.

Commercial Need to understand the cost of sale, the cost of transferring the museum collection and archive,

repaying HLF funding (phase 1 and phase 2), and redistribution of ‘charges within fund’ elsewhere
within Tamworth Borough Council.

Community Significant community engagement and support required as to why this is the preferred option. Provide
opportunity for the community to counter the sale and establish a community buy out trust? Need to
plan and mitigate the potential public backlash.

2. Let the Castle and dispose of the Museum Collection & Archive (Assumes the Castle
can be let and the Museum Collection & Archive can be disposed of).

Safe&Legal What is the rental potential of the building given its current state of repair; can the Museum Collection
& Archive be disposed of?

People Need to understand the cost of redundancy and/or redeployment of staff.

Visitor Need to understand and plan to mitigate the local and regional impact depending on its future purpose.
Need to consider importance of Heritage and link to Future High Street developments.

Commercial Need to understand cost or preparation for rental, cost of transferring museum and archive, repaying

HLF funding (phase 1 and phase 2), redistribution of ‘charges within fund’ elsewhere within Tamworth
Borough Council, responsibility for ongoing building maintenance and costs.

Community Significant community engagement and support required as to why this is the preferred option. Provide
opportunity for community to counter the rental agreement and establish a community trust? Need to
plan and mitigate the potential public backlash.

Benefits:
Risks:
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3. Mothball the Castle along with its Museum Collection & Archive (Assumes
Tamworth Borough Council continues to subsidise the Castle to meet English
Heritage requirements and Arts Council England support the Museum Collection &
Archive being removed from public display but retained).

Safe&Legal Need to engage with Historic England and Arts Council England to understand the minimum expectations to
ensure legal requirements and ethical responsibilities are met.

People Need to understand the cost of redundancy and/or redeployment and ongoing caretaking / collections
management resource requirements and associated costs.

Visitor Need to understand and plan to mitigate the local and regional impact. Need to consider importance of
Heritage and link to Future High Street developments.

Commercial Need to understand the building and associated costs for maintaining the Castle, Museum Collection &
Archive, repaying HLF funding (phase 1 and phase 2), redistribution of ‘charges within fund’ elsewhere
within Tamworth Borough Council.

Community Significant community engagement and support required as to why this is the preferred option. Provide
opportunity for community to counter the mothball proposal and establish community trust? Need to plan
and mitigate the potential public backlash.

Benefits:

Risks:

4. Retain ownership of the Castle but transfer management of the Castle, Museum
Collection & Archive into Trust (Assumes Tamworth Borough Council want to
retain ownership of the asset and a new or existing trust can be found to manage
the Castle, Museum Collection & Archive).

Safe&Legal What is the legal implication, where does liability sit, what would contractual arrangements entail?

People Need to understand costs associated with TUPE / redundancy and/or redeployment of staff.

Visitor Potentially little impact on visitors.

Commercial Need to understand the costs associated with transfer, contractual and legal arrangements including
liabilities, engaging Historic England and Arts Council England, redistribution of ‘charges within fund’
elsewhere within Tamworth Borough Council.

Community Potentially little impact but need to engage community and plan to mitigate potential public backlash.

Benefits:

Risks:

5. Transfer ownership of the Castle, Museum Collection & Archive into Trust
(Assumes Tamworth Borough Council want to dispose of the asset and a new of
existing trust can be found to take on the ownership responsibility of the Castle,

Museum Collection & Archive).

Safe&Legal Need to understand the legal process.

People Need to understand costs associated with TUPE / redundancy and/or redeployment of staff.

Visitor Potentially little impact on visitors.

Commercial Need to understand the costs associated with pre transfer, whether or not repayment of HLF (phase 1 and
phase 2) is required, and redistribution of ‘charges within fund’ elsewhere within Tamworth Borough
Council.

Community Potentially little impact but need to engage community and plan to mitigate potential public backlash.

Benefits:
Risks:
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6. Fully commercialise the Castle excluding the Museum Collection & Archive
(Assumes Tamworth Borough Council want to repurpose the Castle and can
dispose of the Museum Collection & Archive).

Safe&Legal Need to schedule and deliver Castle Condition Survey recommendations. Need to understand whether the
Museum Collection & Archive can be disposed of.

People Need to ensure staffing structure is aligned to new purpose.

Visitor Need to understand whether new purpose includes visitors.

Commercial Cost / Benefit analysis required (significant investment to bring the facility up to modern day venue

standard), understand whether or not repayment of HLF (phase 1 and phase 2) is required, impact on losing
Museum Accreditation standard to accessing funding.

Community Significant community engagement required as to why this is the preferred option. Need to plan to mitigate
potential public backlash.

Benefits:
Risks:

7. Fully commercialise the Castle to include the Museum Collection & Archive
(Assumes Tamworth Borough Council want to retain the Castle, Museum Collection
& Archive and build on its current operating model).

Safe&Legal Need to schedule and deliver Castle Condition Survey recommendations. Need to revisit Museum Collection
& Archive (relevance, importance and accessible to all).

People Need to ensure appropriate investment in staffing structure to deliver new purpose.

Visitor Need to promote the Castle as visitor attraction, education facility, private venue and ensure customer
experience is unrivalled.

Commercial Investment required bringing the facility up to modern day venue standard. Cost / Benefit analysis required
for all income streams and appropriate level of annual subsidy agreed with Tamworth Borough Council.

Community Engage and involve community groups to rally and support the Castle’s Purpose rather than attach them to
it but work in silo / isolation.

Benefits:

Risks:

METHODOLOGY

In light of the complexities associated with the Castle Museum Collection & Archive | sought
legal advice through South Staffordshire Legal Services and asked the following questions to
establish a baseline:

Can the Council legally remove the Museum Collection from public view?

Can the Council legally dispose of its Museum Collection?

Can the Council refuse to accept any more Museum pieces/Collections donations?

H W NP

What potential legal challenge might the council face if it can legally dispose of the
Collection and chooses to do so?
5. Can the Council legally sell the Castle?

Legal Advice from Geldards LPP concluded that as a general principle, the Council has power
to remove items in the Tamworth Castle Museum Collection from public view and to dispose
of such items. This is subject to any obligations or constraints which may have been imposed
on the Council under the terms of which particular items in the collection would be acquired.
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If the Council decides to remove items in the Tamworth Castle Museum Collection from
public view and/or dispose of such items, the Council would need to be satisfied that this
would be a reasonable exercise of its powers and would need to have evidence to show this.

The Council would need to comply with any relevant legal obligations when it makes and
implements decisions relating to the Tamworth Castle Museum Collection. This would
include complying with its duties relating to best value and to equality and complying with
State aid law.

If the Council removes items in the Tamworth Castle Museum Collection from public view
and/or disposes of them, this could result in loss of accreditation by Arts Council England of
the Collection. The Council should consider the potential impact of its decisions on
accreditation and should liaise with Arts Council England and the Museums Association over
this.

In answering the question, can the Council legally sell the castle | have assumed that the
Council owns the Tamworth Castle building and that no other person has rights over it,
which would restrict the Council’s right to dispose? If that is not the case, the Council would
need to take account of any such restrictions.

Similarly, as we mentioned in the advice in the context of considering disposing of items in
the museum collection, if the Council acquired the building subject to conditions, it would
need to comply with those conditions.

If the Tamworth Castle building is included in a heritage strategy of the Council, that should
be taken into account. It would also be appropriate to check whether the building is on the
Council’s list of assets of community value. That would not prevent the Council from
disposing of the building but it would need to comply with the notification and moratorium
requirements of the Localism Act 2011.

Subject to the impact of the points mentioned above, then, as mentioned in our note of
advice, the Council would have power under section 123(1) of the Local Government Act
1972 to dispose of land held by it but would need to comply with its duty under section
123(2) to obtain the best consideration that can reasonably be obtained unless the disposal
is for a short tenancy or the Council has the Secretary of State’s consent.

For the full Legal advice report from Geldards LPP (See Appendix 2).

Recommendation:

Given the 2020 Castle Reviews purpose is to assess the 2015-2018 Castle Review, address
emerging issues and prepare a deliverable strategy, and having considered a number of
options along with engagement on ‘Purpose’, | recommend option 7 to Fully Commercialise
the Castle Museum Collection & Archive.

Doing so will ensure the Tamworth Castle Museum Collection & Archive remains at the heart
of the community and to the benefit of the wider catchment. Developing and delivering
commercial events; education and schools programme; weddings; venue and room hire; and
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a best in class visitor experience will support maximising income generation with the
ultimate aim of generating profit and reducing the current level of subsidy required from
Tamworth Borough Council.

| also recommend that all key stakeholders take time to understand the Castle’s ‘Purpose’,
are advocates of, and ‘Role Model’ it and work collaboratively to ‘Develop the Skills’
required to support implementing the new organisational structure and new operating
model through the appropriate ‘Reinforcing Mechanisms’.

In addition, the Borough Council might also want to consider public consultation to agree on
the Castle Museum Collection & Archive’s long term ‘Purpose’ whilst taking into account
their legal and ethical responsibilities.

Action:

1. 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.

2. 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.

3. Obtain a commercial value for the asset (Tamworth Castle, Museum Collection
& Archive) and develop and implement a 5 year capital and maintenance
programme to deliver the 2019 Castle Condition Survey recommendations.

PHASE 3 — ‘EMERGING STRATEGY’

This phase of the review builds on the observations and findings from Phase 1 — ‘As Is’
commencing with a headline summary and recommendation for each of the five themes. It
then goes on to set out a number of work streams to enable commercialising the Castle
Museum Collection & Archive. The strategy, and the structure of each section looks at the as
is, purpose and then recommendations and actions.

Safe & Legal:

The Castle is an English Heritage (Designation) Scheduled Ancient Monument and the Purcell
commissioned Castle Condition Survey 2019 identifies significant issues and constraints.

Recommendation — Castle Condition Survey to be worked through and a programme of
works costed and scheduled (making quick and cost effective change is not an option due
to SAM status). The survey highlighted 130 actions identified as urgent / within one year.
Staff facilities are in a poor state of repair (the main office ceiling is currently held in place
with plastic sheets and acro props), there is little segregation between rest and work areas
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(stock in corridors, stock and admin in the kitchen) and there are environmental health
concerns (significant bird guano within the bin areas).

The Museum Collection & Archive exceeds 40,000 individual pieces at the last count in 2018
and is located across four sites (Tamworth Castle, Lower Holloway Lodge, Coach House &
Stable and Amington Warehouse). The Collection and Archive is managed by a Collections
Officer within the legal and ethical framework set out by Arts Council England, more
information can be found at www.artscouncil.org.uk.

Recommendation— Museum Accreditation Status to be renewed (technically overdue since
November 2019 but extended to April 2021). Develop a plan to digitise the entire Museum
Collection & Archive (should anything happen it would be lost forever). Complete a full
audit of the Museum Collection & Archive to ensure record keeping is accurate and up to
date and only pieces relevant to Tamworth are retained. Explore ways to increase public
access to more of the collection (only a small proportion of what is held is currently
available).

People:

The current Organisational Structure is unclear and leads to a lack of role clarity,
responsibility, accountability and delivery. The small nucleus of permanent staff are in a
cycle of being stretched and reactive, not helped by the availability (or lack of) and
inflexibility of some casual staff and volunteers. This combination is dictating and limiting
what is and what could be achieved and is ultimately adversely impacting the visitor
experience.

Recommendation — The current Organisational Structure needs to be rewritten and not
reliant on casual staff and aligned to the Castles Ultimate Purpose. Job Profiles need to be
updated (current documents dated 2003 — 2016) and Pay Ranges should be re - evaluated.
Staff Appraisals (Learning and Development, Will and Skill) need to be revisited and
decisions made once and for all regarding First Aid Provision and Safeguarding
Certification (DBS).

Visitor:

Visitors currently access the Castle from one of three locations (Town Centre, Castle
Grounds and Holloway Lodge). It is unclear as to which location is the main point of entry to
the Castle and where visitors should park. External signage wayfinding and interpretation is
inconsistent / non-existent.

Recommendation - Revisit all visitor access / entry points ensuring they are aligned, on
brand and visitor focussed. Establish and signpost the main point of entry for visitors. Seek
to increase visitor dwell time through increased external interpretation.

Work is in progress to develop the Castle’s physical and virtual branding, rewrite the website
and increase marketing activity but its delivery hasn’t yet been fully optimised (internally or
externally). There is clear evidence of silo working and disconnect between the Head of
Castle and Museum Collections and the Marketing and Public Relations Team.
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Recommendation — Castle Management to proactively engage with the Marketing and
Public Relations Team to agree and support a deliverable strategy for the Castle to include
website, branding and marketing activity. Ensure a pro - active marketing strategy is in
place and constantly reviewed with a view to increasing visitor numbers, visitor spend and
visitor advocacy.

Commercial:

The 2019/20 Castle and Museum budget assumed £133,280 income from Visitor Admissions
(including events), £39,900 income from Education School Programme, £6,730 income from
the Café, £27,750 income from the Shop and £7,350 income from Weddings. The
profitability of each income stream is unknown but can be verified upon receipt of the year
end financials and taking the overall cost of running the Castle into account. The Castle Kiosk
is owned by Tamworth Borough Council and until recently appeared to be run in direct
competition with the Castle, which is questionable given the current level of subsidy
provided by Tamwaorth Borough Council. Consideration should be given to repurposing
Lower Holloway Lodge and the Coach House & Stables, something the Portfolio Holder asked
to be explored.

Recommendation — Establish the actual cost of doing business for each income stream
(Visitor, Education, Café, Shop, Events) and establish the expected return on investment
from each of them. Ensure budget codes and accounts accurately reflect all income /
expenditure. Revisit the pricing architecture for each income stream to ensure they are
competitive and profitable. Develop and increase the number of internal events (13
scheduled for 2020 — 2021) and grow customer base for external events. Increase sales in
the Café and Shop through a commercially curated assortment.

Note: the Upper Holloway Lodge Kiosk Shop is now back in the control of the Castle and is
being repurposed with the aim of increasing income and decreasing subsidy alongside
promoting town centre activity, complimenting events taking place in the Castle grounds
and providing a service to the community - its success should therefore be measured on all
the aforementioned.

Community:

The Castle and Castle Grounds are managed as separate venues, consideration should be
given to combining both along with visitor facilities (namely Holloway Lodge Car Park where
2 hour restriction applies) to enhance the assets and increase visitor dwell time to a day out.
A number of local community groups operate within the borough and attach themselves to
the Castle including Peel Society; Friends of Tamworth Castle; Civic Society and Heritage
Trust but it is unclear as to how they work together to support the Castles ultimate purpose.

Recommendation — Develop a strategy that brings together all the Arts, Culture and
Heritage within Tamworth and tell this story to the community, visitors and tourists.
Visitors to Tamworth can currently access Tamworth Castle, Visit Tamworth, Tamworth
Assembly Rooms, Tamworth Arts and Events, Tamworth Borough Council, and Tamworth
Enterprise Centre websites and individual social media platforms. Explore inter -connecting
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through one platform with a view to increasing traffic. Engage local community groups to
understand their purpose and value, increase and strengthen for the greater good.

The majority of the above led to me developing a ‘Maintain and Enhance the Asset’ strategy
for the 2020/21 season to include ‘Pre Season’ opportunities within the Castle and wider
footprint to support increasing visitor numbers, increasing visitor dwell time, increasing
spend per visitor and improving visitor advocacy.

The Operational ‘Maintain and Enhance the Asset’ Strategy can be found in Appendix 1.

It should be noted that the Assistant Director; Growth & Regeneration secured additional
funding to rectify issues currently impacting Safe & Legal and the Visitor Experience.

Scope of work has been developed and activity is currently underway to put matters right.
However, a number of observations made and shared with the Head of Castle and Museum
requiring no funding or permissions remain un-actioned and therefore outstanding.

ORGANISATIONAL STRUCTURE / OPERATING
MODEL

As Is:

The Head of Castle & Museum Collection is supported by a small permanent team consisting
of an Education & Events Officer; Collections Officer; Education & Events Assistant; Museum
Assistants; Seasonal Assistants and a pool of Casual Staff to deliver:

A Castle and Museum that opens to the general public Tuesday to Sunday 10:30 to 15:00
during the summer season (April to September) and Saturday and Sunday 11:00 to 14:30
during the winter season (October to March).

An Education & Schools programme open to schools Monday to Friday and aligned to the
Staffordshire Schools calendar which equates to approximately 38 weeks per year.

A variety of traditional Castle events running throughout the calendar year and generally
dovetailing with school holidays and key calendar dates, such as Easter and Christmas.

The Castle and Museum also trades a small café and shop and is a licenced wedding venue.

In 2019/20 the Organisational Structure cost £270,367.80 with a disproportionate amount
spent on casual staff as a result of no clear organisational structure in place and several
vacancies held due to the previous review being concluded but not fully implemented.

Scheduling of labour is reactive and relies heavily on the availability of casual staff which is
often to the detriment of the operation in terms of delivering Safe & Legal, People, Visitor,
Commercial and Community requirements.
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The visitor experience and commercial events are being dictated to and limited by the
availability or not of casual staff. Whilst permanent staff often changing their shifts to cover
and fill in to the detriment of their work life balance, income generation is still suffering
which has ultimately led to an increased level of subsidy required from Tamworth Borough
Council.

The current organisational structure is not fit for purpose and this review will be the 2™
attempt to put in place an organisational structure and operating model that is fit for
purpose and sufficiently flexible and adaptable to meet the needs of an ever changing
external landscape.

Current Organisational Structure:

Head of Castle & Museum
Collections Officer x 1 Education & Events Officer x 1 Visitor Services Officer
(VACANT)
Volunteers (None) Education & Admin Assistant x Museum Assistant x 2
1
Casuals x (Not fixed) Museum Assistant
Seasonal x 3
Casuals x (Not Fixed)

Whilst the Head of Castle & Museum should be line managing the Collections Officer,
Education & Events Officer and Visitor Services Officer she has been without a Visitor
Services Officer and currently line manages the majority of the staff due to the absence of a
fixed organisational structure and lack of clarity regarding hierarchies.

Engagement:

The outcome of Phase 2 ‘Purpose’ was no less than 30 pages of verbatim comments and
consensus for the need to implement a new organisational structure and operating model.

That the Castle and Museum needs to develop and deliver more activity over an extended
operating window and needs to generate more income to fully realise its potential rather
than being a drain on resources.

That the new organisational structure needs to be sufficiently flexible to enable activity not
restrict it. The management team need to be pulling in the same direction with a clear vision
and hierarchy in place to support. The management team need to manage and develop the
staff to deliver agreed activity.

That roles and responsibilities need to be more clearly defined and supported by the
appropriate pay range. That working patterns need to pro-actively support sufficient staffing
levels to deliver the required visitor experience.

That consideration should be given to the addition of augmented reality and more thought
given to staffing commercial events which currently pull on the small nucleus of permanent
staff.
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Recommendation:

Develop and deliver a new Organisational Structure to support fully commercialising the
Castle Museum Collection & Archive with an enhanced operating model to include;

Changing the core opening hours to 0900-1700 Monday to Saturday (Open to Public Tuesday
to Saturday 0930-1630) and 0930-1630 on Sunday (Open to Public 1000-1600 Sunday)
excluding venue hire and commercial events.

Changing the core opening days to be open to the public from 1° February through until 24"
December (close Easter Sunday). Close to all visitors from 25 December through until 31
January for cleaning and maintenance, remain closed on Monday’s except to Schools and
Events whilst maintaining flexibility to open on Monday’s during school holidays to maximise
income generation.

Building an organisational structure to support the aforementioned changes to core opening
hours and additional days has required a significant investment in time to ensure that the
proposal delivers a solid and stable core base that can be supported by causal staff (holidays
and events) rather than relying on casual staff (the current way of working). A number of
organisational structures along with roles and responsibilities were considered ranging from
a single site structure to aligning with the newly formed Assembly Rooms structure.

The proposed new structure assumes a number of task transfer and partnership working
with the Arts & Events Team and also seeks to encourage and build the flexibility of labour
across all Tamworth Borough Councils commercial venues, which in turn will reduce silo
working and increase flexibility leading to productivity and efficiency gains.

Proposed Organisational Structure:

Castle Manager (9 Line Reports)

Education, Events & Heritage
Officer x1

Visitor Services Assistant Duty Manager x 2

Seasonal Visitor Services Assistant x 5

Castle Education, Events & Heritage Officer (8 Line Reports + Volunteers)

Collections Officer x 1

Volunteers x 3 Education, Events & Admin Assistant x 1

Seasonal Education & School Assistant x 2

Visitor Services Assistant Café x 4

Having carefully considered what roles and responsibilities are required to support fully
commercialising the Castle Museum Collection & Archive | have developed and written a
new suite of Job Profiles for the proposed new roles.

26
Page 42



Proposed Roles:

The purpose of each of the proposed roles is set out below and for all supporting Job Profiles
(Appendix 3).

Castle Manager: (Grade H): Reports to the Assistant Director; Heritage background
preferable, Castle Premises Manager, achieve all Castle, Museum Collection & Archive
objectives through inspirational leadership. Develop, implement and regularly review the
Castle, Museum Collection & Archive commercial operating performance with the ultimate
aim to reduce cost, increase income and generate profit. Ensure alignment with Tamworth
Borough Councils Vision, Purpose and Strategic Priorities (People & Place and Organisation).
Line-manage and develop Officer to unlock their full potential. Lead the wider team to co
create an environment in which they can deliver all set business objectives for Safe & Legal,
People, Visitor, Commercial and Community. Foster a collaborative culture that leads to
working closely with key stakeholders, other services and external organisations to ensure
the delivery of operational excellence, be the ‘brand ambassador’ for Tamworth Castle
Museum Collection & Archive.

Education, Events & Heritage Officer: (Grade F): Reports to the Castle Manager; Heritage
background essential, Castle Premises Manager, support delivery of all Castle, Museum
Collection & Archive objectives through inspirational leadership. Heritage background
required due to the specific responsibility for Education & Schools, Museum Collection &
Archive. Ensure alignment with Tamworth Borough Councils Vision, Purpose and Strategic
Priorities (People & Place and Organisation). Line-manage and develop team members to
unlock their full potential. Co create an environment in which teams can deliver all set
business objectives for Safe & Legal, People, Visitor, Commercial and Community. Contribute
to reviewing the Castle, Museum Collection & Archive operating performance to positively
contribute to reduce cost, increase income and generate profit. Foster a collaborative
culture that leads to working closely with key stakeholders, other services and external
organisations to ensure the delivery of operational excellence, be the ‘brand ambassador’
for Tamworth Castle Museum Collection & Archive.

Education, Events & Admin Assistant Duty Manager: (Grade B): Reports to the Castle
Officer; supports the development and delivery of all aspects of the School & Education
Programme. Support the running of an efficient general office through providing
administration support to the Castle, Museum Collection & Archive office activity.

Collections Officer: (Grade E): Reporting to the Castle Officer; ensure preservation,
protection, enhancing, documenting and digitising the Museum Building, Collection &
Archive whilst ensuring appropriate compliance. Maintain full Museum Accreditation status,
guide and work with volunteers and placements, support external funding applications.

Seasonal Schools Programme: (Grade A): Reporting to the Castle Officer; supports the
development and delivery of the School & Education Programme to include participating in,
interacting with and working alongside augmented reality.
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Volunteers: Minimum: Reporting to the Collections Officer; support the Collections Officer
to deliver cleaning, maintaining, preserving and digitising the museum and collection and
archivist activity (College / University placements).

Visitor Services Assistant: (Grade B): Reporting to the Castle Manager; Duty Manager,
support and deliver the Visitor Experience, Admissions / Shop, Exhibition, flexibility to
support Café, Events and Weddings.

Seasonal Visitor Services Assistant: (Grade A): Reporting to the Castle Manager; support
and deliver the Visitor Experience, Admissions / Shop, Exhibition, flexibility to support Café,
Events and Weddings.

Visitor Services Café: (Grade A): Reporting to the Castle Officer; support and deliver the
Café, flexibility to support Visitor Experience, Admissions / Shop, Exhibition, Events and
Weddings.

Casual Assistant: Reporting to Arts & Events Team; support and deliver Weddings and
Calendar Commercial Events (indoor / outdoor), flexibility to support Visitor Experience
functions across Tamworth venues throughout the year.

The use of casual assistants will be to support additional activity, and therefore be costed
and approved and relevant budgets adjusted to demonstrate a return on the investment.

Furthermore the proposed roles align well with the Assembly Rooms structure, this is not a
surprise given its commercial status. All proposed Castle roles were taken through Job
Evaluation with the HR Business Partner in June 2020.
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Proposed Planner:

The following table provides a visual representation of the structure, roles and minimum
numbers. The structure is designed to support delivery of a an all year round commercial
operation with the aim of delivering the required Safe & Legal, People, Visitor, Commercial
and Community outcomes.

Management: | Monday | Tuesday | Wednesday | Thursday | Friday | Saturday | Sunday

Min No: 2 2 2 2 2 0 0

Note: 1 week rota, open 0845-1645 / close 0915-1715 as required, (slide hours as required).
Management will provide occasional weekend cover to cover Premise Manager annual leave

Education: | Monday | Tuesday | Wednesday | Thursday | Friday | Saturday | Sunday

Volunteer | 3 3 3 3 3
Min No: 3+3 3+3 3+3 3+3 3+3 0 0
Note: Seasonal Schools roles will be fixed for the school academic year.

Visitor: Monday | Tuesday | Wednesday | Thursday | Friday | Saturday | Sunday

Min No: 6 6 6 6 7 7 7

Note: Visitor Services Assistant Duty Manager 3 week rota 0845-1645 alternate 0915-1715
(slide hours for events). Café Assistants 2 week rota alternating Monday to Friday / Tuesday
to Saturday.

Delivering an acceptable Safe & Legal Visitor Experience requires a daily minimum of 6
members of staff; 1x Premise Manager, 1x Reception / Shop, 1x Battle and Tribute
Exhibition, 1x Museum (to include covering rest breaks), 2x Kiosk Café.
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Cost of Proposed Structure:

The proposed structure has been costed and does not require Casual Staff. As previously

stated consideration should be given in the longer term to the moving of staff between

council owned commercial venues during peak periods to maximise the productivity of staff

and to secure efficiency gains.

Ultimately it's about having the ‘right person’ with the ’right skills’ in the ‘right place’ at the

‘right time’ to deliver Castle activity. This organisational structure assumes commercial

activity beyond the Castle & Museum visitor experience sit with the Arts & Events Team,

costs associated with delivery will therefore need to be costed separately.

Role Days Weekly Hours Total Cost Per Annum
Manager Monday to Friday 37 47,684.00
Education, Events & Monday to Friday 37 41,631.00
Heritage Officer
Collections Officer Monday to Friday 37 34,923.00
Seasonal Education & Monday to Friday 21.25 10,180.19
Schools Assistant (Term Time)
Seasonal Education & Monday to Friday 21.25 10,180.19
Schools Assistant (Term Time)
Education, Events & 3 Week Rota 37 23,503.00
Administration (Duty Manager)
Assistant DM
Visitor Services 3 Week Rota 37 23,503.00
Assistant DM (Duty Manager)
Visitor Services 3 Week Rota 37 23,503.00
Assistant DM (Duty Manager)
Seasonal Visitor 4 Day Week, 48 Week | 22 12,647.03
Services Assistant Contract
Seasonal Visitor 4 Day Week, 48 Week | 22 12,647.03
Services Assistant Contract
Seasonal Visitor 3 Day Week, 48 Week | 16.5 9,485.96
Services Assistant Contract
Seasonal Visitor 3 Day Week, 48 Week | 16.5 9,485.96
Services Assistant Contract
Seasonal Visitor 2 Day Week, 48 Week | 11 6,323.98
Services Assistant Contract
Café Visitor Services 2 Week Rota 30 11,497.91
Assistant (April-October)
Café Visitor Services 2 Week Rota 30 11,497.91
Assistant (April-October)
Café Visitor Services 3 Day Week 18 6898.38
Assistant (April-October)
Café Visitor Services 1 Day Week 6 2,299.46
Assistant (April-October)

297,890.99

The total cost per annum includes 26% on cost. Organisational structure supports the
standalone Café and opening the Castle to visitors for an additional 65 days per year

compared to the year ending March 2020, furthermore it does not include or rely on casual
staff but it does seek to engage them for commercial events.
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Action:
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YEAR IN REVIEW

In support of the new Organisational Structure / Operating Model the Castle management
and staff should be aware and aligned on ‘one version of the truth’ for the’ year ahead’ in
relation to People (rotas), Visitor (activity) and Commercial (performance) to enable a pro-
active and planned way of working to support deliver operating model success.

As such | have developed and built a mock up ‘year in view’ spreadsheet which can be
further developed and used by Castle staff.
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EXPENDITURE

As Is:

The total cost of Tamworth Castle Museum Collection & Archive in 2019/20 ‘including
charges within fund’ was £411,176.36 or £7,907.24 per week, £1,126.51 per day, and £46.94
per hour (despite a healthy income of £198,836.74).

Building only and associated costs ‘including charges within fund’ was £281,320.89 in
2019/20, £5,410.02 per week, £770.74 per day, £32.11 per hour. Building only and
associated costs ‘excluding charges within fund’ was £139,383.26, £2,680.45 per week,
£381.87 per day, £15.91 per hour. (It should be noted that charges within fund of
£104,310.00 would need to be accounted for elsewhere within Tamworth Borough Council if
not apportioned to the Castle).

The budget figure for 2020/21 was £381,780.00 at the start of the year and has since been
adjusted to £464,490.00 due to COVID-19. It is reasonable to assume that if budgeted costs
continue to increase and current levels of income are maintained, the total annual cost of
Tamworth Castle, Museum Collection & Archive to Tamworth Borough Council could soon
exceed £500,000.00 per annum without intervention.

The cost trajectory reinforces the need to fully commercialise the Castle and stabilise the
level of subsidy provided by Tamworth Borough Council.

The total cost of the Tamworth Castle, Museum Collection & Archive to Tamworth Borough
Council for the years 2015/16 through to 2019/20 is set out below. Financial data has been
taken from Tamworth Borough Council accounting year end results.

2016/17 5Yr. Average:
£971.02|

£6,815.81
£29,535.19
£354,422.29

The five year picture shows a significant commitment and investment from Tamworth
Borough Council to maintain the Tamworth Castle, Museum Collection & Archive.

Engagement:

During Phase 2 ‘Purpose’ respondents said that the overall level of subsidy provided by
Tamworth Borough Council needed to reduce and that the Castle & Museum needs to
operate within the wider portfolio of venues and not as a standalone.
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Through my conversations with Castle Staff | was surprised to learn that they had little to no
understanding of the costs associated with running the Castle Museum Collection & Archive.
| can’t help but wonder if they were more aware and more engaged whether they would be
striving to achieve more for the collective good.

As a standalone the Castle Museum Collection & Archive is a significant drain on the borough
council’s finances. As such the wider portfolio including the Castle Grounds and Buildings;
namely the Coach House & Stable, Lower Holloway Lodge and Upper Holloway Lodge should
be looked at collectively. This might include repurposing or ultimately the despatching of all
or part of the asset.

Recommendation:

Agree an acceptable level of annual subsidy for the Tamworth Castle Museum Collection &
Archive. Doing so will provide clarity for the Castle management team and help to inform
the Castle Museum Collection & Archive forward plan and activity.

As a result of the recent COVID-19 pandemic and its pressure on public finances it might be
prudent to choose to consider public consultation on the Castle Museum Collection &
Archives long term purpose as previously mentioned when considering options.

Establish separate fully costed budget codes for each separate income stream. Castle
management to be more pro-actively involved in the annual budgeting process to inform
projected income and expenditure and ultimately the profitability of all planned activity to
demonstrate the appropriate due diligence and setting of commercial targets.

Action:
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VISITOR

As Is:

The total number of visitors to Tamworth Castle and Museum in 2019/20 was 33840 and
made up from a majority 20672 of paying visitors (including 1958 from Easter, Halloween
and Christmas events) with an average ticket price of £5.00 and 9664 paying school places
with an average ticket price of £6.13.

Tamworth Castle is rated 4.5 rating on TripAdvisor and #2 of 24 things to do in Tamworth 2™
only to the Snow dome. Of the 728 ratings 445 were excellent, 228 very good, 38 average,
11 poor.

Visit England awarded Tamworth Castle and Museum 84% in May 2019 reporting that; the
stronger aspects of the visitor experience at the time of the assessment were the impressive
first sightings of the 900 year old scheduled Ancient Monument atop its Motte and with a
splendid high tower. The presentation of the internal displays and variety of fixed
interpretation were excellent. The staff performance was very good and the standard of
cleanliness throughout this large, old building was exemplary. The weaker aspects noted in
the report were that; the website, the delay in producing leaflets/events brochures.
Specialist repairs to the building also take time and expense to complete and present
opening times are not conducive to an extensive café menu. A number of the
recommendations by Visit England made in May 2019 remain outstanding in 2020.

Paying Visitor Numbers:

Visitor data between 2015/16 and 2019/20 is set out below. Data is taken from the Castle
visitor services monthly figures spreadsheet and has been used to inform recommendations
and actions.

Year: 2016/17 5Yr. Average:
Paying Visitor

Paying Child
Paying Event
Sub Total:

Note: Green indicates better than the 5 year average, red indicates worse than the 5 year
average.

In 2019/20 paying visitors accounted for 63%, school visits 31% and paid events 6%.
In 2018/19 paying visitors accounted for 64%, school visits 29% and paid events 7%.
In 2017/18 paying visitors accounted for 66%, school visits 28% and paid events 6%.
In 2016/17 paying visitors accounted for 64%, school visits 30% and paid events 6%.

In 2015/16 paying visitors accounted for 69%, school visits 28% and paid events 3%.
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Paying Visitor Ticket Breakdown:

The five year data shows consistency across the core ticket types and should be used in
conjunction with competitor analysis to support developing additional ticket types and new
pricing structure. For a summary of Castle competitor analysis (See Appendix 4).

2019/20 2019/20
Year: 2015/16 2016/17 2017/18 2018/19 2019/20 5Yr.Av Actual Admission
Numbers  |Prices
£7.50
£6.50
Adult 35% 37% 36% 38% 40% 37%| 7485 ( .
during
refurb)
£23.00 (£19
Family Ticket . (
Adult 10%) 11%| 12%| 12%| 11% 11% 2059|during
Y refurb)
£6.50
£5.50
OAP 12% 12% 12%| 12%| 12% 12%) 2246 ( .
during
refurb)
£5.00 £4.00
Child 15% 17%| 17%| 16%) 17% 16%) 3181|during
refurb)
Family Ticket o o o o o o See family
Child 10%) 11%| 12%) 12%| 11% 11% 2059 ticket adult
£3.00
Children Aged 2- (£2.00
9% 10%| 9% 8% 7% 9% 1310 .
4 during
refurb)
Other 9% 2% 2%) 2% 2% 4%| 374
TOTAL 100%) 100% 100%) 100%) 100.00% 100% 18714

One example of where Tamworth Castle and Museum is out of line with the competition is
not offering an annual passes. Whilst they are currently offered ‘cheaply’ to anyone wanting
to join the Friends of Tamworth Castle they aren’t part of the proposition for paying visitors.

2019/20 Visitor Numbers By Day / By Month:

Opening Day: Mon Tue Wed Thu Fri Sat Sun Total Daily
Average:
Summer Apr 562 413 438 577 874 667 354 3885 129
Summer May 357] 189 221 234 248] 337 398 1984] 64}
Summer Jun Of 92| 71] 77 70] 391 363 1064 41
Summer Jul 311 322 258 238 347, 290 59 1825 59
Summer Aug 249 500 500 835 498 620 467 3669 119
Summer Sep [y 127| 110} 100 81 397 453 1268 49
Winter Oct 303 317 330 360 0f 318 321 1949 62
Winter Nov Of 0] 0| Of 159 293 201 653 66
Winter Dec Of 0] 0| Of Of 0] 35) 35) 35
Winter Jan Of 0] 0| Of Of 273 254] 527 66)
Winter Feb 158| 324 249 [y 289 392 182 1594 57
Winter Mar [y [y [y 0| 0| 122] 139 261 29
Total 1940 2284 2177 2421 2566 4100} 3223] 18714 81

It is worth noting that the current move from summer to winter opening hours is arbitrary
because there are relatively high daily numbers in November and January and this is because
people continue to need activities throughout the year. This is why | recommend that the
opening hours change to offer a consistent and stable time table for all users of the Castle.

The busiest five days in 2019/20 were: Friday 19 April (505); Thursday 18 April (366);
Wednesday 30" October (330); Tuesday 18™ February (324); Monday 28" October (303).
Note: these dates coincide with castle events, namely Easter and Halloween.

The quietest five days in 2019/20 were: Wednesday 4" June (4); Monday 20™" May (7);
Thursday 2™ May (7); Friday 7" June (9); Tuesday 24" September (11).
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It is important to have visibility of daily visitor numbers and any potential influencing factors
to help inform targeted interventions to drive visitor numbers and income generation.

Non Paying Visitor Data:

The 2019/20 non-paying visitor data shows the majority (not all) of ‘free admissions’ are
made up of 1052 allocated free teacher spaces (additional teachers are charged), 446 under
2’s and 229 Carers.

Year: 2015/16 | 2016/17 2017/18 2018/19 2019/20 5Yr.
Average:
Free Admission 3041 3135 3013 2300 1858 2670
Shop Only 336 476 424 458 346 408
Wedding Guest | 717 344 435 310 911 534
Private Hire 0 56 91 103 244 99
Friends 25 538 17 40 145 153

Total Visitor Data:

The 2019/20 total visitor numbers were adversely impacted by planned project work to
deliver the new Saxon Battle & Tribute, reactive maintenance work and more recently the
COVID 19 pandemic. That said, the five year trend shows total visitor numbers are in decline
and therefore needs to be addressed.

Year: 2015/16 | 2016/17 2017/18 2018/19 2019/20 5Yr.
Average:

Total Visitors 39589

Total Web Hits 94988

Engagement:

During Phase 2 ‘Purpose’ respondents made it known that the need to revisit the operating
window, explore the visitor experience and increase income generation through identifying
and implementing additional revenue streams were necessary.

| was told that Tamworth Castle and Museum visitor admission prices were reviewed
annually but the decision was taken in 2019/20 to reduce them as a result of significant
disruption to the visitor experience. | was also told that visitor admission prices are to be
reviewed in September 2020 for the implementation in April 2021, taking into account the
new Battle and Tribute exhibition.

In exploring the competition TripAdvisor presents no less than 30 Castle options across the
region ranging from ruins to fully commercialised venues with a variety of ownerships
including English Heritage; National Trust; local authority, trusts and privately owned.
Admission prices vary across the competition for Adults (up to £20), Children (up to £18),
Families (up to £31.50) and Annual Passes (up to £55).
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The competitor analysis should be used in conjunction with the new Saxon Battle & Tribute

exhibition and investment to increase prices and introduce additional ticket types ahead of
the 2021/22 season.

Increasing admission charges as per the table below could generate upwards of £49,242.55
per annum based on 2019/20 data.

2019 Actual 12019/20 Fees& 2019/20 Expected 2021/22 Fees & 2021/22 Expected
ecte ees ecte
Ticket Type Visitor Charges (not the P P
. Income Charges Income
Number reduced entry price)

Adult 7460 £7.50 £55,950.00 £9.95 £74,227.00
Family Adult 2011 £27.00 £54,297.00 £37.50 £75,412.50
Concession 2379 £6.50 £15,463.50 £8.95 £21,292.05
Child 3129 £5.00 £15,645.00 £7.50 £23,467.50
Family Child 2005]N/A N/A N/A N/A
Child 2-4 1454 £3.00 £4,362.00|N/A N/A
Group Adult 187 £6.50 £1,215.50 £8.50 £1,589.50
Grou

P . N/A £5.50|N/A £7.50|N/A
Concession
Group Child 71 £4.00 £284.00 £6.00 £426.00
Ground Floor

18 £3.50 £63.00 £6.00 £108.00

Only
Events 1958]N/A N/A N/A N/A
Total: £147,280.00 £196,522.55

It should also be noted as detailed in the Organisational Structure / Operating Model. If the

number of visitor days were to be increased from 232 to 297 would result in 65 additional

days of potential visitor income, multiplied by the 2019/20 daily average of 81, multiplied by
the 2019/20 Average Ticket Entry Income of £5.00 would generate an additional £26,325.00

of income.

2020/21
Proposed
Additional

2019/20 Daily
Average
Visitor
Number

Visitor Days

2019/20 Average
Ticket Entry Income

Projection 1:
Income

Total Additional

Projection 2:

Total Additional
Income

Projection 3:

Total Additional Income

81

65

£5.00

25% Income

£6,581.25

50% Income

£13,162.50/100%

Income

£26,325.00

Recommendation:

Monitor the competition, not least their pricing and activity to ensure Tamworth Castle and

Museum remains competitive and relevant to support and enable its long term viability.

Open the Castle and Museum to the general public for 297 days which equates to 65
additional days compared to 2019/20. Based on the 2019/20 daily averages would equate to
5265 additional paying visitors. Whilst this might seem high consideration needs to be given

to the addition of the new Saxon Battle and Tribute exhibition as a significant investment

and footfall driver.

Implement a new pricing structure for the 2021/22 season, to remain competitive and to

include annual passes and ticket a variety of ticket bundles.
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Revisit the Forward Plan and clearly articulate the Castle Museum Collection & Archive’s
plan for Visitor’'s, Commercial and Community activity. Demonstrate the plan aims to deliver
a return on investment and can evidence the profitability for all individual income streams
whilst setting stretching targets.

The Borough Council might also want to consider commissioning a more detailed study to

better understand external trends and data relating to Tourism and Place Management.

Action:
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RETAIL SHOP

As Is:

The Castle Gift Shop is located on the ground floor of the Castle and shares its space with the
original café. Due to its location visitors need not pass through the gift shop as part of the
visitor experience.

Sales in the Shop of £23,827.19 less purchases of £16,018.93 delivered a gross margin of
£7,808.26 for 2019/20 excluding People and Property Costs. It is therefore reasonable to
assume that by adding in the cost of one full time member of staff (£23,503.00) and 5% of
the Castle and Museums buildings only and associated costs (£6,969.16) would render the
current Shop Trading Account loss making to the value of £22,663.90 in 2019/20.

Engagement:

During Phase 2 ‘Purpose’ respondents made very little reference to the shop, its impact on
the castles finances or offering to visitors. Castle staff did make reference to the current
proposition being relatively poor, the need to generate more sales and the need to integrate
better with events taking place in the castle grounds.

In order to understand the approach taken to running the gift shop | engaged with the team
and asked who decided the layout? What sells and what doesn’t?, where was stock sourced
from?, when was the assortment reviewed?, why was the current pricing architecture the
way it was?, and ultimately ‘is the shop profitable?’

It was clear to me that no one had looked at the shop trading account with a commercial eye
for some time and therefore unable to answer my questions so | set about obtaining an
understanding of its performance only to establish:

e The average spend per visitor in the gift shop in 2019/20 was just 70.4p;

e The shop stocks circa 300 lines made up from a variety of gifts, toys and branded
souvenirs;

e 30% of the total sales value were generated from 20 lines, in quantity sold order
they were; Castle Pencil, Castle Eraser, Castle Guide Book, Castle Magnet, Round
Fruit Lolly, Castle Notepad, Postcards, Aethelflaed Bookmark, Aethelflaed Pencil,
Knight/Princess Magnet, Knight Sword, Putty, Resin Magnet, Slime, Quill Pen, Gem
Pen, Book and Crayons, Pewter Fairies, Minerals and Pewter Unicorns;

e Museum Assistants are responsible for buying stock to be sold in the gift shop and
also setting the selling prices. In my opinion they are not skilled in this area which
has resulted in stock being purchased on impulse rather than its relevance to the
Castle and Museum. 52% of all lines stocked sold between 0 and 10 units in 2019/2 ;

e The shopisn’t laid out to target its key audiences, examples of this include some
children’s pocket money toys out of reach and gifting categories mixed and
confusing to shop;

e The stockroom is full to capacity in part due to large orders being placed on certain
lines from overseas with a low sell through. This has resulted in several years of
stockholding on certain lines;

e The Upper Holloway Lodge located by the main Castle entrance until recently sold a
number of lines in direct competition with those sold in the Castle Gift Shop;
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Recommendation:

Carry out a full review of the current assortment with the ultimate aim of curating a smaller
profitable and more targeted assortment aligned to:

e Castle Associated Merchandise

e C(Castle Branded Souvenirs

e Event Themed Merchandise

e General Gifting
Develop and deliver an exit strategy for the significant proportion of dormant lines that have
sold between 0 and 10 over the last financial year to free up cash flow.

Relocate the shop to ensure every visitor passes through it at the end of their visit as they
exit the Castle and Museum with the ultimate aim to increase spend per visitor. | would also
suggest a secondary shop in the new Upper Holloway Lodge Castle Café to capture tourists
and passing trade that might not otherwise visit the Castle.

Put in place a buying strategy and pricing structure that supports growing profitable sales.
The table below sets out some potential modest income projections based on increasing
spend per head and increasing footfall.

2019/20 Actual Projection 1: Projection 2: Projection 3:
Additional Income Additional Income Additional Income

Shop Average Spend 70.4p £1.00 £1.25 £1.50
Total Income Based on
2019/20 Visitor Numbers £0.70 £1.00 £1.25 £1.50

33840 -£23,827.19 £10,012.81 £18,472.81 £26,932.81
Total Income Based on
2019/20 Visitor Numbers £1.00 £1.25 £1.50
+5%

35532 £11,704.81 £20,587.81 £29,470.81
Total Income Based on
2019/20 Visitor Numbers £1.00 £1.25 £1.50
+7.5%

36378 £12,550.81 £21,645.31 £30,739.81
Total Income Based on
2019/20 Visitor Numbers £1.00 £1.25 £1.50
+10%

37224 £13,396.81 £22,702.81 £32,008.81

Action:
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UPPER HOLLOWAY LODGE

As Is:

The original Café was located on the ground floor of the Castle and shared its space with the
Castle Gift Shop.

Sales in the Café of £6,505.18 less purchases of £3,264.33 delivered a gross margin of
£3,240.85 excluding Property and People Costs. It is therefore reasonable to assume that by
adding in the cost of one full time member of staff (£23,503.00) and 5% of the Castle and
Museums buildings only and associated costs (£6,969.16) would render the current Cafe
Trading Account loss making to the value of £27,231.31 in 2019/20.

The average spend per visitor in the original Café in 2019/20 was just 19p.

The offer consisted of poor quality powdered hot drinks, a selection of cold drinks, a small
selection of confectionery and a small selection of pre wrapped cakes.

Visitors did not need to pass through the Castle Café as part of their visitor experience and
those that did seek it out are underwhelmed by the offer which was reflected in 2019/20
café sales and visitor comments on TripAdvisor such as;

‘Not a very big castle, some of it in refurbishment, hence the price of £19 for two adults
and two children. However, | wouldn't be happy paying anymore when you can do the
whole tour at present, within 45mins. Coffee machine in castle cafe is awful, sadly.
Disappointing? Somewhat, they could do with interactive technology to enhance the
experience or a guided tour to pad out the visit’.

On the contrary all visitors to the Tamworth Castle & Museum walked past the Upper
Holloway Lodge Kiosk (owned by Tamworth Borough Council), until recently a direct
competitor to the Castle & Museum due to its range of drinks, snacks and branded
merchandise sold.

Engagement:

During Phase 2 ‘Purpose’ respondents made reference to the need for the Castle and
Museum to generate more income and to reduce its reliance on subsidy, reference was also
made to the Castle playing a more significant role in the wider community and the
repurposing of other Castle buildings to be explored which is something | have pursued
including the Upper Holloway Lodge.

The Upper Holloway Lodge Café was until 2"¢ August 2020 tenanted by the Upper Lodge
Associates. | was led to believe that the lease had long since expired and whilst the
associates paid a peppercorn rent, Tamworth Borough Council have been paying the
associated utility bills. During the tenancy the upper lodge has not been visibly maintained in
any way which is a shame given that the asset is also a listed building, which comes with a
duty of care.
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Through conversation with the tenant | am led to believe that they operated the ‘Kiosk’ on
an ad-hoc basis through volunteers and all profits made were divided between local
charities. It was shared that sales in excess of two thousand pounds a day were achieved on
a good day during the height of the summer. | would estimate that sales of £2000.00 would
generate a gross margin of circa £1200.00 due to little to no overheads being incurred
(covered by Tamworth Borough Council).

Property Services wrote to The Upper Lodge Associates on 2" July 2020 to confirm the
Councils wishes to take back the premises from 3™ August 2020. They were engaged on
multiple occasions by Rob Holder acknowledging their charitable work and reassured that
any stock remaining at the end of the tenancy would be purchased by Tamworth Borough
Council; the final settlement for stock purchased was three thousand pounds.

In addition, but out of sight of the Castle, the Tea and Chat Café located in the Castle
Grounds offers an extensive hot and cold menu to ‘eat in or takeaway’.

Recommendation:

My recommendation would have been to relocate the original Castle Café into Upper
Holloway Lodge with a flexible ‘food and drink on the go’ menu. Open April to October,
Monday to Sunday 1000-1600 (excluding events) to visitors to the Castle & Museum, Castle
Grounds & Events and wider general community.

As a result of the COVID-19 pandemic closing down all activity and the recent decisions to
revisit income generation, this project has been bought forward and is being implemented.
As a new venture this will need to be supported to become established and should not be
measured a success or otherwise in isolation, it should be measured as part of the package
of proposals to commercialise the Castle and Museum.

Works identified to quickly trade the existing space included: removing shop fit, install
ambient counters, relocate the till, relocate the drinks fridge, install a new hot beverage
machine, create space for storage of stock and equipment including cutlery and crockery,
create menu boards, install Wi-Fi and data, install CCTV, intruder and fire systems, write
operating procedures and create an outdoor seating area.

Longer term consideration could be given to expanding the menu and therefore: install hand
wash station, install pot wash station, purchase a soup kettle, panini machine, heated
cabinet and chilled display Unit, but aren’t essential at this stage. An example menu can be
found in (See Appendix 5).
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Financials:
1. Property and Associated Cost:

Assumes Maintenance, Security, Utilities, Contents Insurance, Public Liability Insurance,
Employers Liability Insurance, Equipment / Furniture & Material, Uniforms, Licences,
Telephones, Cash and Security, Bank Charges, Proportion of Charges within Fund, Financing
Costs.

Property and associated cost = £6,650.00 (includes one off £3,000.00 CCTV Cost)

2. People and Associated Cost:

Assumes two members of staff present every day 10am and 4pm between April and
October. This cost is high by industry standards and could be reduced significantly if
Tamworth Borough Council were to permit managed lone working arrangements.

Payroll cost including 26% on cost = £32,193.66

3. Stock and Associated:
All stock purchased needs to deliver a total average 66% Margin.

Food and associated cost to include wastage

4. Income:

In order to cover £38,843.66 Property and People Costs in year one would require sales of
circa £58,600.00 to break even. Further work would need to be undertaken to budget for
share of trade (beverage vs food) and profitable sales.

Summary:

It is reasonable to assume that once established and trading with a full offer the new Café
will cover its costs, provide employment opportunities, enhance the Castle and Museum
proposition (not least as it releases a significant space in the castle) and benefit the wider
community seeking information.

Therefore measuring its success should include the additional value created through freeing
up a space within the Castle. The ability to offer a ‘Tamworth Information Centre’ service
and the significant sales and profit opportunities when events are taking place within the
Castle grounds.

The table below sets out the 2020/21 actual performance, the 2021/22 budget and some
modest projections.
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2020/21

Cost Centre Name Account

Account Name

Actual

Budget 1 Projection 1 : 21/22

Projection 2: 22/23

Projection 3: 23/24

UPPER LODGE CAFE 00101 SALARIES 4188.14 12500.00 32193.66 33159.47 34154.26
Contents insurance / Maintenance 1000 1000 1000
ccv 3000 one off ]
electricity 500 500 500

UPPER LODGE CAFE 30101 EQUIPMENT FURNITURE & MATERIAL 5629.77 9000.00 2000.00 one off 0

UPPER LODGE CAFE 30108 DISPLAY & EXHIBIT. EQUIPMEN 1.88 0.00 0

UPPER LODGE CAFE 30141 MOBILE PHONES 72.33 0.00 0

UPPER LODGE CAFE 30160 PURCH STOCK RETAIL 2325.54 0.00 0

UPPER LODGE CAFE 30511 CATERING PURCHASES 1069.93 4000.00 5583.60 8375.407 11167.2

UPPER LODGE CAFE 30512 ICE CREAM PURCHASES 1148.41 1000.00 0.00 0

UPPER LODGE CAFE 30513 CATERING CONSUMABLES 0.00 0.00 0.00 0

UPPER LODGE CAFE 45040 CASH SECURITY 95.36 100.00 100.00 100.00 100

UPPER LODGE CAFE 45050 BANK CHARGES 11.06 50.00 50.00 50.00 50

UPPER LODGE CAFE 82492 CONTRIBUTION FROM RESERVES -7500.00 -7500.00 0.00 0

UPPER LODGE CAFE 83141 CATERING SALES -2415.42 -17150.00 0.00 0

UPPER LODGE CAFE 83146 ICE CREAM SALES INCOME -1811.84 -2000.00 -£16,920.00 -25380.00 -£33,840.00

UPPER LODGE CAFE 83190 SALE OF SOUVENIRS -1015.47 0.00

UPPER LODGE CAFE 83999 OVER/UNDER BANKINGS -83.75 0.00

126775.19 21500.00 27507.26 17804.87 13131.46

It is reasonable to assume that the Café Kiosk will benefit from increased footfall and an

uplift in spend per visitor as a result of the improved offer. As already stated, in 2019/20 the

average spend per visitor was 19p, increasing spend to 50p could generate upwards of
£10,414.82 of additional income which would deliver circa £7,290.37 (rounded to 70%). The
table below sets out a number of income projections based on increased footfall and spend.

Projection 1: |Projection 2: Projection 3:
2019/20 Actual Additional Additional Additional
Income Income Income

Café Average Spend £0.19 £0.50 £0.75 £1.00
Total Income Based on
2019/20 Visitor Numbers

33840 £6,505.18] £10,414.82 £18,874.82] £27,334.82
Total Income Based on
2019/20 Visitor Numbers £0.50 £0.75 £1.00
+5%

35532 £11,260.82 £20,143.82] £29,026.82
Total Income Based on
2019/20 Visitor Numbers £0.50 £0.75 £1.00
+7.5%

36378 £11,683.82 £20,778.32] £29,872.82
Total Income Based on
2019/20 Visitor Numbers £0.50 £0.75 £1.00
+10%

37224 £12,106.82 £21,412.82] £30,718.82
Action:

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

2. Agree the longer term Organisational Structure, Opening Hours and Core Offer.

3. Set up a fully costed Budget Code to support and inform on costs, income and
profit generation.

4. Agree the operating procedures, stock purchasing process and pricing
architecture. Secure new deals with suppliers to ensure we are paying the best
possible prices.

5. Develop and implement marketing and social media campaign to drive
awareness and advocacy.

6. Further develop the proposition to include food and beverage, ability to book
tickets and tourist information services.
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EDUCATION & SCHOOLS

As Is:

Tamworth Castle & Museum has run an effective Education & Schools Programme since
2000, attracting schools from several counties.

The Education & Events Officer is currently supported by a Casual Assistant that has stepped
into the Education & Events Assistant role. A number of Casual Assistants deliver the Early
Years, Key Stage 1, Key Stage 2, Key Stage 3 and Key Stage 4 workshops to children.

Workshops have continued to evolve since 2000 to support the changing needs of the school
curriculum. The current fees and charges list Jan — December 2019 show 26 different
workshops priced between £6 and £8 (prices are reviewed annually in September).

The most popular workshop in 2019/20 was ‘Meet the Castle Household and Squire’ priced
at £6.50 per child which accounted for 61% of all workshops carried out, followed by Saxons
5%, Medieval 5% and the Fire of London 5%.

All workshops are currently developed, written and planned by the Education & Events
Officer with support from the Education & Events Assistant and then delivered by a team of
Casual Assistants. Workshops are not currently supported by any online presence or
augmented reality experience.

The current daily maximum capacity is 100 school children (4 groups of 25) and whilst the
team can cater for between 1 and 4 groups of 25 they aim to achieve maximum capacity to
cover cost and hopefully make a profit. Available days are taken from the Staffordshire
County Council school term dates.

The Education & Schools Programme is not pro-actively marketed beyond word of mouth or
the Castle website www.tamworthcastle.co.uk for general enquiries from schools.

Engagement:

During Phase 2 ‘Purpose’ respondents were relatively quiet about the Education and Schools
programme. The most vocal group were Castle Staff expressing concerns about a reliance on
casual staff to deliver workshops and the wider impact on the team regarding stepping in to
cover absence, setting up, cleaning and clearing away whilst also trying to manage the visitor
experience and other tasks.

There are currently a number of issues that need to be resolved due to the schools
programme clashing with paying visitors and other activities taking place in the castle,
including but not limited to rendering parts of the castle off limits at certain times of the day.
In addition | observed children sitting on the dirty cold floor in the great hall to eat their
lunch alongside being in rooms that are of a poor state of repair whilst other rooms that
could be used to facilitate workshops are currently off limits due to their significant poor
state of repair.
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Having spent time with the Education & Events Officer | established approximately 30% of
contractual hours are spent on the Education & Schools Programme, this increased to 40%
for the Education & Events Assistant whilst Casuals hours were matched to deliver workshop
demand.

Capacity was not reached in 2019/20 due to a number of scheduled maintenance works, the
project to deliver the new Battle & Tribute and more recently the COVID19 pandemic.
2019/20 Income has been significantly impacted as a result.

The table below sets out the potential annual income of £123,349.00 associated with the
Schools Programme based on 100% occupancy for ‘Meet the Castle Household and Squire’
workshop and additional average rounded spend in the Café and Shop.

2019/20 Available 2019/20 Daily Max Kids  |Total Capacity 2019/20 Average Price

Month School Days (4x25)

Jan 20 100 2000
Feb 15| 100 1500
Mar 22 100) 2200)
Apr 12| 100 1200}
May 15| 100 1500
Jun 22 100, 2200
Jul 14 100 1400}
Sep 21 100 2100)
Oct 17, 100 1700}
Nov 21 100 2100}
Dec 14 100) 1400}
Total A (ExcJan) 193] 1100 17300
Total B (IncJan) 173] 1000 19300

Note: Total A assumes no Education & Schools Programme in the month of January

It doesn’t take long to establish that the Schools Programme is significantly profitable when
at capacity based on ‘Meet the Castle Household and Squire’ workshop currently priced at
£6.50 per child - this outcome should be celebrated.

The Education & Events Officer maintains a record of the main competitors to the Tamworth
Castle and Museum education and schools programme detailed as follows; Stafford Castle
workshop (single offer at £3.60), Shugborough Castle workshops (£4.50 to £10.50), Warwick
Castle workshops (£6.50 to £12.00) and Tutbury Castle workshops (£7.50 to £12.00).
Information taken from the competitor analysis reinforces the good value for money
proposition offered by the Tamworth Castle and Museum and therefore presents an
opportunity to revisit the pricing strategy ahead of the 2021/22 season.

Consideration should be given to introducing a digital experience for all Key Stages to include
an online learning platform and the introduction of augmented reality into workshops.
Introducing a digital experience would complement the offer and could reduce / replace
some of the labour intensive casual hours used to deliver current activity.

Having explored the provision of augmented reality it is clear to me that there are a number
of providers that would be keen to develop a proposition on behalf of the Castle. One such
local provider (Enlighten) has expressed the desire to work collaboratively with the authority
and has produced an initial proposition which can be viewed (See Appendix 6). It should be
noted that digitising the Schools and Education Programme and introducing augmented
reality into the Castle would also benefit the visitor experience.
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Recommendation:

The Education & Schools programme is a significant income generator and is profitable. |
recommend that an end to end review of the Education & Schools programme be carried out
to understand its full potential to maximise income and profit generation. Given the
economic impact of COVID-19 pandemic | recommend that the review takes place and is
concluded by the summer of 2021 in readiness for the 2021/22 school year.

Action:

48
Page 64



COMMERCIAL OPPORTUNITIES

As Is:

This section looks at the current Tamworth Castle & Museum traditional events programme
alongside the Tamworth Arts & Events calendar of events that take place in the Castle
Grounds, Assembly Rooms and the wider borough.

Tamworth Castle has a 2020 schedule of events including a Dragon Hunt; Egg Hunt; St
George’s Day; WW2; Castle Quest; Saxons; Murder at the Castle; Storytelling; Battle and
Tribute Launch; Ghost Tours; Haunted Castle; Haunted Castle Twilight; Ghost Search;
Fireworks and Santa Trails. (See Appendix 7).

Tamworth Arts & Events has a 2020 schedule of events but works independently of the
Tamworth Castle, whilst this demonstrates silo working it also presents an opportunity to
align and strengthen the whole Tamworth offer across all venues to visitors and tourists
alike.

Engagement:

During Phase 2 ‘Purpose’ respondents were vocal about the need to expand the Castle offer,
generate more commercial activity and increase its income through a more flexible
approach taken at the venue. They also wanted to see Castle play a more coordinated role in
town centre activity and not as standalone venue.

The Castle events programme is developed and delivered internally by the Castle & Museum
team on behalf of the Castle & Museum. Costs associated with delivering Castle events
alongside profitability is less clear but their aim to generate income through additional
footfall and provide more reasons to visit is to be applauded.

I am not aware of any visitor research being carried out to ask what the paying public what
they expect to experience as part of their ‘admission entry price’ vs what they would be
prepared to pay for and experience as a separate ‘paid ticketed event’. This should be
explored.

I met with the Tamworth Arts & Events, Meetings & Events Coordinator to explore potential
synergies and the creation of a shared and aligned calendar of commercial events for the
Tamworth borough through optimising all commercial venues, namely the Assembly Rooms,
Castle & Museum and Castle Grounds.

| was not surprised to understand that despite best efforts little progress had been made to
date in obtaining agreement to run commercial events in the Castle or gain their support to
collaborate on bigger events. The 2019 St Georges Day celebration was flagged to me as a
good example of silo working and disconnect between the Castle team and the Arts and
Events team for planned town centre activity.
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The Arts & Events team did secure agreement and planned for a Castle event earlier this
year but the COVID-19 pandemic closed down all activity resulting in the event being
cancelled.

As a result of many conversations it became clear to me that the Tamworth Castle should
focus on offering an outstanding end to end visitor experience as part of the ‘admission
entry price’ with the aim to increase visitor numbers, increase visitor dwell time and increase
visitor advocacy. This could be supported with an annualised events calendar aligned to key
dates in the calendar year, low to no cost activity demonstrating the Castle and Museum are
evolving throughout the year and offering more reasons to visit.

The Arts & Events Team should focus on developing and delivering a coordinated annual
calendar of commercial events for the borough with all venues at their disposal. This idea
could be scaled to include weddings, venue and room hire to sweat the council’s primary
commercial assets - the Assembly Rooms, the Castle & Museum, the Castle Grounds through
a single point of contact for the borough.

Recommendation:

My recommendation is that the Arts & Events Team take ownership for developing and
delivering a coordinated annual calendar of ‘paid ticketed commercial events’ for all council
owned commercial venues and outdoor events across the borough. All events would need to
be fully costed and demonstrate a return on their investment before being approved for
delivery.

Placing the Arts & Events Team at the heart of the town will support and enable a joined up
and coordinated approach to deliver all town centre visitor activity. Benefits could include
strengthening engagement with the public, improved and targeted social media activity,
opportunity to combine resource, attendance at networking events, coordinated marketing
activity and building relationships with town centre business to benefit all.

The Arts & Events Team would be responsible for liaising with the Castle management team
to schedule events within the Castle outside of main visitor days and times and to agree
roles and responsibilities. The Castle management would be responsible for ensuring the
Castle visitor experience and educational programme continues to evolve and is refreshed as
part of the business as usual visitor experience. Paid ticketed events will offer something
above and beyond and a point of difference to that of the Castle & Museum visitor
proposition.

It should be noted that in order to promote the Castle as a credible events venue a number

of improvements are required, namely preparing the Great Hall and original Café / Shop by
relocating the original Café / Shop and refreshing the décor in both spaces.
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The Annual Calendar of Castle Commercial Events:

The following paid ticketed ‘commercial events’ have been discussed with the Tamworth

Arts and Events; Meetings & Events Coordinator and are just the starting point. They are still

to be fully costed and scheduled as a result of the COVID-19 pandemic closing down all but

essential activity.

All of the events listed can be delivered in the newly refurbished room without impacting

the visitor experience or booked in on Monday’s when the Castle is closed to take full

advantage of the Great Hall.

January February March April May June
Lunchtime Lunchtime Lunchtime Lunchtime Lunchtime Lunchtime
Lecture x2, Lecture x2, Lecture x2, Lecture, x2, Lecture x2, Lecture x2,
History of Heritage Robert Peel Gibbs and Robin Reliant | Colin Grazier
the Castle Trust Canning
Book Club Book Club Book Club Book Club Book Club Book Club
x1, Poetry x1, Poetry x1, Poetry x1, Poetry x1, Poetry x1,Poetry
Club x1 Club x1 Club x1 Club x1 Club x1 Club x1
Traditional Traditional Traditional Traditional Traditional Traditional
Afternoon Afternoon Afternoon Afternoon Afternoon Afternoon
Tea in the Tea in the Tea in the Teain the Tea in the Tea in the
Great Hall Great Hall Great Hall Great Hall Great Hall Great Hall
Crochet Mosaic Spring Enamelling Art for Heritage
Workshop Workshop Floristry Workshop Beginners Photography
Workshop Workshop
Calligraphy Cake Spring Real Ale Sewing Cheese and
Workshop Decorating Banquet Event Workshop Wine Event
Workshop
Richard Valentine Chocolate Spring Richard Willow
Winterton Cinema Decorating Floristry Winton Weaving
Valuations Experience for Easter Workshop Valuations Workshop
Knit and Knit and Knit and Knit and Knit and Knit and
Natter Natter Natter Natter Natter Natter
Heritage Wedding Wedding Heritage Cheese and Behind the
Photography | Fayre Fayre Photography | Wine Event Scenes
Workshop Workshop Guided Tour
July August September October November December
Lunchtime Lunchtime Lunchtime Lunchtime Lunchtime Lunchtime
Lecture x2, Lecture x2, Lecture x2, Lecture, x2, Lecture x2, Lecture x2,
History of Heritage Robert Peel History of Robin Reliant | Colin
the Castle Trust the Castle Grazier
Traditional Traditional Traditional Traditional Traditional Traditional
Afternoon Afternoon Afternoon Afternoon Afternoon Afternoon
Tea in the Tea in the Tea in the Teain the Tea in the Tea in the
Great Hall Great Hall Great Hall Great Hall Great Hall Great Hall
Heritage Sewing Cake Autumn Cheese and Santa Trails
Photography | Workshop Decorating Floristry Wine Event
Workshop Workshop Workshop
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Real Ale Behind the Heritage Haunted Bonfire Night | Christmas
Event Scenes Photography | Sleepover VIP Cinema
Guided Tour | Workshop with hot Experience
supper
Summer Richard tbhc Pumpkin Calligraphy Carols in the
Banquet Winterton Carving Class Courtyard
Valuation Workshop
Evening
tbc tbc Paranormal Halloween Carolsin the | Cheese and
Investigators | Movie Courtyard Wine Event
Cinema
Experience

The Pro Forma:

To enable and support the consistent delivery of paid ticketed events | would recommend an

event pro forma be created for each event to show predicted income, expenditure and

profitability for each event. This should be used to evidence a return on the investment and

secure the required sign off, see example below:

Event: Christmas Wreath Making
Venue: Castle Room Hire:
Date: Thursday X December Proposed Fees & Charges £140
Time: 1630-1930 Staffing Per Hour:
No of Tickets: 25 Officer £14 / Assistant £9.55
Ticket Price: £50 Drink and Nibble Per Person:
Projected Income: £1250 £5
Cost of Event: £625(Pay Florist)
Cost of Room: £140 (Pay Castle)
Cost of Staff: £75 (A&E Cost, may vary)
Cost of F&B: £125 (A&E Cost,Drink and
Nibble)
Projected £965

Expenditure:

Projected Profit:

£285 Profit for A&E + £150
£425 P+L Benefit to TBC

AD Sign Off:
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The Agenda:

In addition, each paid ticketed event should have an agenda with timings and locations to

include:
1. Refreshments on arrival in the original Castle Café /Shop
2. Who's who and Domestics in Café/Shop
3. Introduction to the History of Tamworth Castle & Museum in Café / Shop
4. Hand over to event host in Café / Shop, Move through to event
5. Main Event in Great Hall
6. Thank you and close

Action:
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WEDDINGS

As Is:

Tamworth Castle and Museum is a licenced venue offering ceremonies in the Great Hall. It
does not currently pro-actively promote itself beyond the Tamworth Castle Website.

Couples can currently choose from 11.30am, 1.30pm and 3.30pm timeslots for their
ceremony and the Great Hall will accommodate up to 60 seated guests.

The current cost of a ceremony is £925.00 secured with a £150.00 deposit, the cost of the
ceremony excludes the registrar fee. Average annual income generated over the last five
years was £6,402.47 per year.

Tamworth Castle does not currently have adequate infrastructure in place to offer or deliver
a complete wedding solution, in part due to its limitations as a scheduled ancient
monument. | would also state the absence of any kitchen (food prep) facilities and the poor
state of décor in the Great Hall and surrounding areas and needs to be addressed.

Engagement:

During Phase 2 ‘Purpose’ respondents made reference to weddings as an opportunity to
generate further income if properly supported, developed and marketed. That the opening
of the newly refurbished Assembly Rooms now provides the opportunity to deliver complete
wedding solutions by offering a combination of the best of both venues.

Through conversations with Castle staff | established that their perception is that weddings
in the Castle require a lot of effort, aren’t supported with appropriate staffing, adversely
impact the visitor experience and are a general inconvenience as opposed to being a
potential significant income stream. This is as a result of the extra workload placed on
already stretched staff and the conflict between wedding guests and paying visitors.

A number of individuals were keen to engage with me and share that whilst they had hoped
to have their wedding and function at the Tamworth Castle and Castle Grounds they were
met with resistance and obstacles rather than solutions to make their big day happen in
their home town.

I met with the Tamworth Arts & Events, Meetings & Events Coordinator to explore potential
synergies and the creation of a shared and aligned Wedding Venue proposition with the
Assembly Rooms.

Through conversation we agreed that the Castle should be the primary venue and location
of choice for a ceremony due to its ancient status and beautiful setting whilst the Assembly
Rooms should be the primary venue for functions - being able to offer the best of both is
compelling.
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We also agreed to develop a proposal that the Tamworth Arts & Events; Meeting and Events
Coordinator offer an end to end wedding planner service. Planning individual events tailored
to meet individual’s needs and budgets through combining an ancient Castle and refurbished
state of the art Assembly Rooms.

It is reasonable to assume that with little to no investment offering a 40 guest ceremony in
the Castle and 80 guest function at the Assembly Room (scaled up to 60 guest ceremony at
the Castle and 200 guest function in the Assembly Room) is achievable.

Consideration should also be given to offering the wedding couple exclusive access to the
Castle through the purchasing of the 100 daily slots at the average admission price which
would render the venue sold out on the particular wedding day. Whilst this would be an
additional cost to the wedding couple it would represent good value to secure the Castle
exclusively whilst protecting visitor income for Tamworth Borough Council.

The role of the wedding planner would be paramount to ensure each booking is fully costed
and can demonstrate a profitable return on the investment to support income and profit
generation to offset the current level of subsidy provided by Tamworth Borough Council.

Consideration should be given to revisiting the price of a ceremony at the Castle, increasing
it from £925.00 to £995.00 for the 2021/22 wedding season which would still represent
excellent value for money. Tutbury Castle in Burton on Trent charge £660 for a civil
ceremony for up to 45 guests, it doesn’t have the same ‘castle experience’ and is more of a
castle ruin with a small great hall for up to 42 guests.

Just imagine;

‘Making your way up to the stunning Tamworth Castle for your ceremony followed by
canapés and a glass of fizz. The opportunity to explore the Castle & Museum and seeing
your guests wave you goodbye as you are whisked away on the hospitality shuttle into the
Castle Grounds and down by the river for photographs. Making your way back to the
Assembly Rooms for a Wedding Breakfast and then a larger gathering with family and
friends’.

Or

‘Making your way up to the stunning Tamworth Castle with your small group of family and
friends for your ceremony followed by canapés and a glass of fizz. The opportunity to
explore the Castle & Museum and seeing your guests wave you goodbye as you are
whisked away on the hospitality shuttle into the Castle Grounds and down by the river for
photographs. Making your way back to the Great Hall for a Wedding Breakfast before
departing for a few hours and reconvening at the Assembly Rooms with your larger
gathering of family and friends’.
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Tamworth Castle All Inclusive Wedding Example:

All-inclusive wedding package starting at £4500.00; includes 40 guests ceremony in the
Great Hall (includes canapés and fizz) and 80 guests function in the Assembly Rooms.

1. Castle Ceremony: Ceremony £975, Canapés x40 guests @ £6pp = £240, Glass of
Prosecco @ £6pp = £240

2. Assembly Rooms: Breakfast x40 guests @ £35pp = £1400, Glass of Wine with
breakfast @ £5pp = £200

3. Assembly Rooms: Evening Buffet x 80 guests @ £15pp = £1200

*Above costs are based on current prices, delivering a return and would generate circa 20%
gross margin.

The next steps were to include arranging for a dress rehearsal and photo shoot at both
venues alongside pulling together a costed proposal and marketing packs to support
promoting and evolving the current offer to drive much needed income. The COVID-19
pandemic stopped this activity which needs to be revisited when safe to do so.

Recommendation:

My recommendation is that the responsibility for weddings and functions transfer to the
Tamworth Arts and Events Team; Meetings and Events Coordinator to provide a central and
coordinated single point of contact for all functions regardless of venue.

Longer term consideration should be given to developing on site kitchen / food prep
facilities. Having engaged just one commercial catering design company | have provided an
outline plan (See Appendix 8).

Action:
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VENUE / ROOM HIRE

As Is:

Tamworth Castle & Museum does not currently promote itself as venue for hire, in full or in
part with the exception of ceremonies carried out in the Great Hall. In addition, the Castle
needs more flexibility with its space which is why it is proposed that two rooms are
repurposed.

Engagement:

During Phase 2 ‘Purpose’ respondent talked about the need for the Castle to be flexible in its
approach, evolve its offer and drive much needed income to offset the current levels of
subsidy provided by Tamworth Borough Council. That the Castle integrates itself within the
wider town centre portfolio rather than operating in silo as a standalone venue.

Having already engaged with the Tamworth Arts and Events Team; Meetings & Events
Coordinator it made logical sense to explore potential synergies and the creation of an
aligned room hire proposition to that of the Assembly Rooms.

The Assembly Rooms currently offer the Auditorium and the Saxon-suite for hire, Tamworth
Castle’s equivalent would be the Great Hall and the original Café/Shop.

Through conversation and understanding the tried and tested ways of working in the
Assembly Rooms we mutually arrived at the following potential daily rates for Castle
(assumes that the rooms are cleaned and in a good state of repair / appearance);

Great Hall - £260.00, Original Café/Shop Room - £120.00 (see proposed Fees & Charges).

Any bookings taken in 2020/21 onwards would be new and additional income not previously
realised. This could be further increased through offering delegate day rates (Food and
Beverage).

Recommendation:

| am recommending that the Tamworth Arts & Events, Meetings & Events Coordinator
oversees all bookings for all Council owned commercial venues, allocating the appropriate
venue based on a customer’s needs and wants. Doing so would create a single point of
contact for customers and a single point of contact for coordinating room availability and
movement of IT equipment so as to avoid having to purchase duplicate equipment.

An early conversation with the Tamworth Enterprise Centre would be beneficial as there
may be ‘copy and paste’ processes to be shared across the venues.

This way of working could be easily scaled up if the Town Hall or other Tamworth Borough
Council owned venues were to be repurposed and available for use / hire.
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Action:
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COLLECTION & ARCHIVE

As Is:

The Tamworth Castle Museum Collection & Archive consists of a modest ‘physical’ Castle
and a modest ‘virtual’ Website telling the Tamworth Story from Saxon settlement to present
day.

The Museum Collection & Archive is made up of over 40,000 individual items (books, objects
and archive) but only a minority is available for public viewing within the Castle and
Museum.

The majority of the collection and archive is held in storage across multiple locations (Lower
Holloway Lodge, The Coach House & Stable and the Amington Museum Store). The issues
associated with this are that the Collections Officer has to respond personally to requests for
information rather than being able to sign post people to the information or service they
require. This is time consuming and at the expense of maintaining the collection.

Modes, the compliant collections software solution system is used to catalogue the entire
museum collection and archive and would be the go to system if any of the physical
collection or archive were to be lost.

Tamworth Castle and Museum does not currently offer any of the collection or archive to
the public for online viewing.

Whilst the Lower Holloway Lodge and Coach House & Stables cost of storage isn’t listed,
there is a £16,000.00 rental cost per annum for the Amington Museum Store.

The Tamworth Castle Museum Collection & Archive was last accredited by Arts Council
England in 2014. This award shows a museum is being properly managed and governed —
and other museums recognise that. It demonstrates the museums professionalism — which
makes it easier to get funding and helps give confidence to lenders and donors.

The Collections Officer charged with overseeing the Museum Collection & Archive has been
in post for the last 17 years.

Engagement:

During Phase 2 ‘Purpose’ respondents made reference to the Museum Collection & Archive,
its local and national importance but that only a small proportion is available for general
viewing. That the collection and archive should be relevant and available digitally to increase
access to it. Some respondents were aware that a separate collection store exists but there
was little evidence to suggest a general awareness and understanding of the size of the
current collection and archive.

Having engaged the Collections Officer | was told that records on Modes are accurate and up
to date as of October 2018 with a small number of objects and archive still to be added, this
has not been verified.
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The Modes system includes; Object Number, Object Name, Brief Description, Number of
Items, Photograph, Stored Location and Date Stored for every item. | was told that less than
one third of items listed on Modes have been photographed, this is concerning should any of
the physical collection or archive be lost forever.

The Modes system has been used to date for ‘back of house’ record keeping of the collection
and archive but ‘Modes Complete’ has multi capability to include ‘front of house’ public
access to the collection and archive, this upgrade would cost circa £5,000 and be a
significant step forward to support enabling digitisation of the entire collection and archive
through the castle’s existing website for all to access.

There is a widely held view that a significant proportion of the current collection and archive
is not relevant to the Tamworth Story (history / heritage) categorised as: comes from
Tamworth; made in Tamworth; used in Tamworth; of interest to Tamworth; exceptional to
Tamworth because. Establishing the history of the collection and its relevance will require a
significant investment in time.

| was told that no single item has ‘conditions’ attached and therefore a big piece of work is
required to work through the entire collection and archive with the aim of ensuring its
relevance, right sizing it, and making it accessible to all.

When asked why the entire collection and archive is not available to the general public the
Collection Officer’s response was that digitisation was time consuming and not deemed a
priority.

In discussing a typical week in the life of a Collections Officer | was told that two days per
week were allocated to curatorial and three days general activity, the latter including tasks
such as the upkeep of the museum building, collection and archive. Tasks include care,
management and preservation supported by volunteers, although none are actively engaged
at present which is evident when you look around the castle and museum.

We discussed the condition of the Castle Museum Collection & Archive: cleanliness; state of
repair; use of objects; relevance of collection and archive; short to medium term priorities as
a result of a lengthy absence in 2019. The Collections Officer acknowledged standards had
fallen significantly short of where they need to be but couldn’t articulate a plan of action to
tackle and redress the situation.

| raised the role of volunteers, as they have all but disappeared, alongside the role of the
Friends of Tamworth Castle, many of whom are now unable to support with the cleaning and
care of the museum, collection and archive. The Collections Officer acknowledged that no
action had been taken to reignite support from volunteers or the Friends. | asked for a brief
for volunteers that could be offered out to the college / university careers advisors to gauge
interest and support.
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The Collections Officer works to museum guidelines (www.artscouncil.org.uk), largely self-

certifies through Modes record keeping and maintains full museum accreditation status
(renewed every 5 years). Through my conversation with the Collections Officer back in
February | established that contact was made with Arts Council England at the back end of
last year to make them aware of staff absences and they granted an extension. | was told
that they had started the reaccreditation process, COVID then came along and Arts Council
England granted an additional extension to April 2021. So technically it has expired (but we
have been granted an extension twice (illness, COVID), and therefore needs to be renewed.

Another key responsibility is monitoring the Castle’s insect activity and building humidity
levels including quarterly reporting. This discussion led to a request for some of the blinds in
the Castle to be replaced and for the electric storage heaters to be exchanged for oil filled
radiators which are considered to provide a more regulated temperature.

| asked the Collections Officer to rate on a scale of 1 to 10 the current service being provided
(0 being poor and 10 being perfect); the response was 4/5. When asked why? cleaning, job
too big for one person, support for digitisation and needing others to better understand
managing museum / collection vs managing a commercial attraction were the main factors.

Recommendation:

As a result of my finding | recommend that the Collections Officer post be supported to
develop a targeted action plan to include measurable outcomes that result in ensuring the
Tamworth Castle Museum Collection & Archive gets back on track with Arts Council England
Museum Accreditation Status. Ensure 100% recording of the collection and archive on
MODES. Re engage with volunteers and the Friends of Tamworth Castle to support
improving the upkeep of the museum, collection and archive. Develop an exit strategy for
non-essential books, objects and archive and works towards digitising the entire collection
and archive.
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Action:
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PROJECTS

A number of Short and Medium Term Operational Projects (2020/2021) identified during
Phase 1 - ‘As Is” and Longer Term Strategic Projects (2021 onwards) are outlined in this

section. Funding has been secured by the Assistant Director; Growth and Regeneration and

is now in place to deliver the Short Term Operational Projects.

The Medium Term Operational and Long Term Strategic Projects (2021 onwards) need to be

scoped and costed, all support the Castle Museum Collection & Archive activity and longer

term potential.

It is my recommendation that a meeting be arranged with Historic England to include the

Castle Manager, Assistant Director Growth and Regeneration and the Portfolio Holder to

discuss delivery of the Castle’s long term strategy.

Short Term Operational Projects:

Lo Nk WN e

R PR R
D W N R O

Pigeon (reinstate visitor areas; staircase, dungeon, well head) —

Castle Tower Floor (replace and reinstate visitor area) -

Castle Reception (relocate shop to within) — ACTIONED

Motte (landscaping) — 2020/21 Budget, ACTIONED

Kitchen & Cellar (sort and repurpose stockroom; storage; costumes), ACTIONED
Castle Corridor (clear, sort and repurpose for visitor room access) — ACTIONED
Castle Ferrer’'s Room (repurpose to new main office) — ACTIONED

Castle Main Office (repurpose to classroom / exhibition space) —

Upper Holloway Lodge Kiosk (repurpose to Castle Café) — ACTIONED

. Original Café/Shop (repurpose to meeting / hire / mobile exhibition) — ACTIONED
. Main Entrance and Great Hall (deep clean and decorate) —

. Wi-Fi (install visitor Wi-Fi throughout the castle) - ACTIONED

. External Interpretation Strategy -

. External Lighting Strategy —

Medium Term Operational Projects:

15.

16.
17.
18.
19.
20.
21.

Purcell Condition Survey (safe and legal, external visitor walkways, Ferrer’s Room,
Guard Room, kitchen corridor roof repairs) — TO BE COSTED

All Visitor Rooms (deep clean and redecoration) — TO BE SCOPED / COSTED
Internal Heating (replace electric with oil filled) — TO BE SCOPED / COSTED
Museum Collection & Archive (digitise and accessible) —

Website Upgrade (add 360 virtual tour of the Castle & Museum) —

Augmented Reality (for visitors/schools & education) —

Introduce Tamworth Story into South Side of Castle — TO BE SCOPED / COSTED
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Longer Term Strategic Projects:

22.
23.
24.
25.
26.
27.
28.
29.

Renew Castle Condition Survey —TO BE SCOPED / COSTED

Collection & Archive (Amington exit @ £16k PA) — TO BE SCOPED / COSTED
Kitchen (events kitchen / staff dining only) — TO BE SCOPED / COSTED
Restoration of Well Head (new for visitors) — TO BE SCOPED / COSTED

Upper Holloway Lodge (long term purpose ) — FEASIBILITY STUDY REQUIRED
Lower Holloway Lodge (long term repurpose) — FEASIBILITY STUDY REQUIRED
Coach House & Stables (long term repurpose) — FEASIBILITY STUDY COMPLETED
Railings (create safe and secure picnic / event area) — TO BE SCOPED / COSTED
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SUMMARY OF ACTIONS

| have set out below a summary of all of the recommended actions from the emerging
strategy’ to deliver fully ‘Commercialising the Castle Museum Collection & Archive’.

The following is to be used in conjunction with the Operational Pre Season Strategy, much of
which remains outstanding, along with Projects.

ACTION: DATE:

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.

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.

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.

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

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.

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

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

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.

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.

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.

To agree on an ongoing level of annual subsidy.

65
Page 81




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.

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.

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.

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

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.

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.

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

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.

Develop a way of working that enables a successful Schools & Education
Programme to run alongside the paying visitor without impacting either
experience whilst aiming to reduce cost and maximise income.

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.

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.

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.

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).

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.

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

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

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

Digitise all workshop material (removing the significant volumes of paper and
storage requirements from the kitchen).
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Ensure all administration conforms to GDPR regulations and Tamworth Borough
Council retention standards.

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.

Prepare the Great Hall and relocate the Café/Shop (deep clean / decorate) to be
ready to support commercial events.

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

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

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

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

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

Ensure all educational and seasonal 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.

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

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

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

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

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.

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

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

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

Exit all current lines (approximately 175) with less than 10 unit sales recorded
against them, consider selling via a market stall on market days to recover cost
price.

Purchase and position 5 gty bookcases into the space identified in the Castle
Reception manned by a Visitor Services Assistant. All visitors will then pass
through the gift shop upon exit.

Sign off agreed layout, revised assortment (no more than 100 lines) and
categories; Castle Associated, Castle Branded Souvenirs, Calendar / Event
Themed, Gifting x 2.

Agree opportunities to develop a seasonal assortment and the buying and pricing
strategy to support maximising income and profitability.
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Invest in the team to support them to pro-actively sell from the gift shop and
appreciate its contribution to the upkeep of the Castle Museum 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.

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.

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
A1l and bigger).

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.

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

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

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.

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.

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.

Pro-actively recruit new volunteers from college / university to support the
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.

Engage the Friends of Tamworth Castle to be visitor guides and ‘castle
ambassadors’.

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.

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

Agree the longer term Organisational Structure, Opening Hours and Core Offer.

Establish costed Budget Code to inform on costs, income and profit generation.
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Agree the operating procedures, stock purchasing process and pricing
architecture. Secure new deals with suppliers to ensure we are paying the best
possible prices.

Develop and implement marketing and social media campaign to drive awareness
and advocacy.

Further develop the proposition to include food and beverage, ability to book
tickets and tourist information services.

CONCLUSION

It is therefore recommended that:

1. Council approves in principle the preferred project option 7 to fully ‘Commercialise

the Castle, Museum Collection & Archive’ for visitors; schools and education;
calendar events; weddings; functions; private hire; identification and
implementation of new income streams.

Council delegates authority to the Assistant Director Growth and Regeneration (as
designated Senior Responsible Officer), in consultation with the Portfolio Holder and
the Chief Executive to deliver the preferred project option.

Council agrees that the Castle & Museum Team in conjunction with other services
and partners will seek to identify, develop and implement work streams and project
delivery that maximises income generation with the ultimate aim to offset some of
the current level of subsidy provided by Tamworth Borough Council.

RESOURCE IMPLICATIONS

There are likely to be a number of requirements that will require resourcing, these are

summarised as follows:

Human Resources — implement new organisational structure and embed the desired
culture.

Capital Investment — deliver a safe and legal site and the repurposing of external
buildings.

Project Management — leadership resource to oversee strategy implementation and
its review.

Project Delivery — timeline and resources to deliver the associated projects.
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LEGAL / RISK IMPLICATIONS

Pending feedback on the preferred Project Option to ‘Commercialise the Castle Museum
Collection & Archive’ no legal implications were identified. The main risks identified that
need to be considered are:

Safe & Legal - time and costs associated with delivering change whilst ensuring the
appropriate permissions (Historic England and Arts Council England) are sought due to
scheduled ancient monument status. (Purcell Castle Condition Survey 2019 to be costed).

People - implementing a new organisational structure that proposes substantial change to
the existing one. Potential lack of will and skill and a resistance to change.

Commercial - implementing a new operating model that proposes substantial change to the
existing one without adversely impacting the visitor experience but delivers the outcomes

EQUALITY IMPLICATIONS

There are no equality implications.

SUSTAINABILITY IMPLICATIONS

At this stage there are no sustainability implications.

BACKGROUND RESOURCES

Castle Review 2015-2018

Tamworth Castle & Museum Forward Plan 2014-2019

Tamworth Borough Council Accounting Financial Data (2015-2020) and Budgets
(2020/21)

Tamworth Castle & Museum Audience Development Plan 2020

Tamworth Castle & Museum Advertising Plan 2020

Trip Advisor (Competitive Analysis)

bl o

Visit England Assessment Services Reports 2018 and 2019

Tamworth Borough Council Website and Social Media Traffic Reports

Tamworth Borough Council Corporate Plan 2019-2022 (Vision, Purpose, Strategic
Priorities)

L N Uw A

10. Purcell Castle Condition Survey Report
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APPENDIX 1 - PRE-SEASON OPERATIONAL
STRATEGY

During Phase 1 — ‘As Is’ the need for a ‘Maintain and Enhance the Asset’ strategy was clear
to support the 2020/21 season to include ‘Pre Season’ opportunities within the Castle and

wider footprint to increase visitor numbers, increase dwell time, increase spend per visitor
and increase visitor advocacy.

Pre-Season Internal:

Increase dwell time, increase spend per visitor and increase advocacy (the current spend
after admission is less than £1 per visitor, broken down to 70.4p (Shop) and 19p (Cafe).

1.

Re Open the Dungeon (currently inaccessible due to pigeons and scaffolding).
Assistant Director has secured funds to rectify.

Re Open the Intra Mural Passage (currently inaccessible due to pigeons).
Assistant Director has secured funds to rectify.

Re Open the Tower (currently inaccessible due to a hole in the floor).

Assistant Director has secured funds to rectify.

Revisit Poor Cleaning, Painting and Maintenance (protect, improve and enhance).
Head of Castle & Museum acknowledged unacceptable fall in standards.

Revisit Museum Rooms (interpretation and memorable photo opportunities).
Head of Castle & Museum acknowledged my concerns.

Revisit Shop & Café (improve environment, visitor offer and commerciality).

| reviewed the layout, educated staff (high stock, low sales, edited assortment),
relayed the space, increased covers in the Cafe, improved the F&B offer (ice cream),
wrote business case and purchased new hot beverage machine (2 yr. payback).

Pre-Season External:

Increase dwell time, increase spend per visitor and increase advocacy (the current spend
after admission is less than £1 per visitor, broken down to 70.4p (Shop) and 19p (Café).

1.

Clean Railings / improve and enhance Landscaping (primarily around the Motte and
Kiosk).

Head of Castle & Museum acknowledged my observations which were through the
lens of a visitor but she did not agree with my recommendations.

Re Open Castle Perimeter (currently inaccessible due to loose masonry).

Head of Castle & Museum acknowledged my concerns but could not articulate when
this would be rectified.

Improve Wayfinding from all three access points but primarily the Holloway Lodge
and Town Centre through the lens of a visitor.

Head of Castle & Museum acknowledged my concerns, now being progressed
through Marketing and Heritage.
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Improve External Interpretation / Story Telling (paying particular attention to
Holloway Lodge, Coach House, Motte and Herringbone Wall).

Head of Castle & Museum acknowledged my concerns, now being progressed
through Marketing and Heritage.

Implement outdoor seating area within court yard (increase dwell time and café
sales).

Head of Castle & Museum reluctantly accepted my recommendation. | wrote a
business case and purchased 3 bistro sets (12 additional covers).

Cost additional railings by Herringbone wall (create picnic space for children /
families).

Approved within reserves pot but scope of works is still to be developed as a result
of COVID-19.

Define strategy for tree removal within the motte (assess risk of more trees falling
and damage to SAM).

Scope of works is still to be developed as a result of COVID-19.

Pre-Season Safe & Legal:

Given the absence and relative recent return of the Head of Castle & Museums and

Education & Schools Officer, Safe & Legal compliance was reviewed including meetings held
with the Health & Safety Officer and Head of Environmental Health.

1.

Certification (Ensure all appropriate certification is current and displayed).

| removed expired Food Hygiene rating (dated 2015), Removed expired Employers
Liability Insurance from the public area. Re - instated Public Liability Insurance in
public area and Employers Liability Staff area.

Condition Survey (Identify any immediate actions, cost and schedule).

Head of Castle & Museum acknowledged the poor state of the office, in my opinion
unfit to work in due to props and plastic holding up the ceiling. Assistant Director
has secured funds to progress replacement and refurbishment.

Pre - Planned Maintenance (Understand the current SLA’s, are we where we need to
be).

Head of Castle & Museum acknowledged my concerns. | saw no evidence of a pro -
active PPM schedule.

Cleaning Schedule (Has fallen significantly short of the desired standard, need to
address).

Head of Castle & Museum acknowledged my concerns. | saw no evidence of a pro-
active schedule.

Staff / Casual / Volunteer Mandatory Training, Security Checks, First Aid and
Premises Manager Duties (ensure all staff and volunteers are where they need to
be).

Head of Castle & Museum acknowledged my concerns re; expired Risk Assessments
and lack of staff signatures; Non-Compliance with First Aid at work provision; Non-
Compliance with DBS checks.

73
Page 89



Housekeeping (ensure compliance with TBC Retention Framework, GDPR and Fire
Regulations, currently primarily paper based and significant amount of ‘stuff’ in
storage).

Head of Castle & Museum did not accept my concerns re Excessive paper based
operation; Clutter in corridors; Disorganised back of house areas.

Determine a storage strategy for all back of house areas and off site areas, including
revisiting off site storage unit costing £16,110pa inclusive of business rates.

Head of Castle & Museum did not accept my concerns at the volume of ‘stuff’
spread out across multiple building.

Pre-Season People:

Led by the Head of Castle & Museums Collection a small nucleus of permanent staff are

supported by a larger group of casual workers and volunteers to deliver a Safe & Legal Site,

the Visitor Experience, Education & Schools Programme, Events and Weddings.

1.

Develop and propose a new Org Structure that supports delivering a Safe, Legal and
Compliant Site, Visitor Experience, School and Education Programme, Events and
Commercial Operation (Admissions, Shop, and Café). Include Premises Manager
presence.

| have developed, costed and built a proposed new org structure to support full
commercialisation of the castle.

Revisit the current will / skill / competence levels and develop the required standard
for all roles through staff appraisals and staff development.

Head of Castle & Museum acknowledged skills and performance gaps and lack of
performance management. | spent time listening, coaching and supporting.

Re - engage Volunteers and Friends of Tamworth Castle and be clear on their roles in
supporting success during 2020 and beyond. Involve key stakeholders in the future
strategy.

The Friends of Tamworth Castle feel disconnected with the Castle & Museum, there
numbers are declining and their purpose is neither clear nor supported.

Engage with local universities and secure unpaid placements (Leadership,
Administration, Commercial, Historic Place / Collections).

| have engaged with the local universities and identified Heritage; Commercial;
Visitor; Marketing; Admin; Education opportunities for University Student
Placements. COVID-19 has halted progress.

Pre-Season Visitor:

Between April 2018 and March 2019 the Castle welcomed 38,369 visitors, 28,052 members

of the general public and 10,317 school children. Both groups have been in decline since the
peak of 45,040 in April 2011/March 2012 due to Staffordshire Hoard Touring Exhibition. The
Visit England assessment completed in May 2019 awarded Tamworth Castle 84% for overall

quality, the same score as previously awarded in 2018.
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Deepen our understanding of the Visitor Journey, pre visit (in person, by telephone,
online), actual visit (see and feel, dwell, average spend), post visit (how they feel,
what they share, advocacy).

Head of Castle & Museum acknowledged the need to understand the end to end
visitor experience. | called out the poor telephone experience, opportunities to
improve the online experience, lack of awareness of café and shop income and
profit and lack of engagement with visitors to increase advocacy.

Increase Marketing Activity, including building social media activity (Battle and
Tribute opportunity to reverse declining visitors).

Head of Museum & Castle made aware of old branding in multiple places around the
Castle & Museum (now updated); dormant Instagram account since 2015 (now
reinstated and Instagram Influencer event scheduled but halted due to COVID);
inability to book events being promoted but not live on system (now updated). |
also questioned the plan for launching the Battle &Tribute, no apparent planin
place.

Work with Visit England and other recognised bodies to increase visitor advocacy
(including action recommendations from the 2019 assessment).

Head of Castle & Museum made aware that no actions were recorded from the last
assessment in 2019 confirming my observations that the visitor experience isn’t the
priority.

Pre-Season Commercial:

2019/20 Commercials (revenue) were £198,836.94 made up from a majority Admissions:
£102,813.50, Souvenirs: £23,927.19, Catering: £6,505.18, Weddings: £4,854.15. Need to
ensure all investment is fully costed and increased awareness around break - even point and

making profit.

1.

Revisit Admissions pricing architecture as a result of significant investment in the
Castle; explore other types of ticket such as annual passes (offered to Friends of
Tamworth Castle).

| carried out competitor analysis and built a ‘competitor spreadsheet’, shared with
Head of Castle & Museum to support developing ticket types and pricing review.
Revisit Education & Schools programme pricing; understand whether this
programme is covering costs or delivering a return on investment.

| reviewed the current offer, income and expenditure. No one could articulate the
return on investment, namely we make a profit or we don’t make a profit.
Develop and increase the number of commercial events (build a ‘year in view
commercial event planner detailing all events. There are 13 internal events
scheduled to be delivered in 2020 but we do not know the costs involved, break -
even point or expected return. Staffing limitations are preventing us from
maximising events commerciality.

| reviewed the current events, income and expenditure. No one could articulate the
return on investment, namely we make a profit or we don’t make a profit.
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4. Understand the wedding market opportunities, as | write 6 weddings are scheduled
to be delivered in 2020.
| saw no evidence that Weddings are pro-actively promoted to generate income.

5. Increase capacity and commerciality of the Café, currently seats 18 with a limited
offer of hot and cold drinks, packet snacks, packet confectionary and packet cakes.
| increased internal capacity by 6 covers and secured 12 additional external covers, |
secured an ice cream supplier (not currently sold), revisited the cold drink ranging,
secured a new hot beverage machine (and 12 months free coffee), reviewed counter
space, developing food offer is ongoing.

6. Reduce size of shop and increase commercial return, currently stocks circa 275 lines,
30% of total sales generated from just 17 lines, and 52% of current lines have sold
between 0 and 10 units for the year to date.

Head of Castle & Museum unaware need to work through significant excess stock.

7. Explore re purposing and commercialisation of Upper Holloway Lodge, Lower
Holloway Lodge and The Coach House & Stables.

Purcell currently developing options as a result of my meeting with the Portfolio
Holder.

8. Explore partnership working opportunities with Arts & Events Team, Assembly
Rooms and Tamworth Enterprise Centre.

On hold due to COVID-19 Pandemic closing down all activity.

Pre-Season Community:

The Castle is managed in isolation of the Castle Grounds and other Tamworth heritage sites.
The car park by Holloway Lodge limits parking to two hours and does not support increasing
dwell time in the Castle & Museum.

1. Whatis there a strategy that brings together all the Arts, Culture and Heritage within
Tamworth, what is Tamworth Castle’s place within it?
The emerging strategy will include recommendations to bring all parties together.

2. We currently have visitor websites for Visit Tamworth, Tamworth Castle, Tamworth
Assembly Rooms, Tamworth what’s On, Tamworth Arts and Events, Tamworth
Borough Council and Tamworth Enterprise Centre; they all have individual social
media. How do we inter connect all through one platform for the visitor, in turn
could potentially increase traffic for all areas?

The emerging strategy will include recommendations to bring all parties together.
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TAMWORTH BOROUGH COUNCIL

ADVICE ON TAMWORTH BOROUGH COUNCIL

This advice is given pursuant to our Service Level Statement and Instruction Pro

Forma sent to you on 5 June 2020.

We have been asked to provide advice to assist Tamworth Borough Council (“the
Council”) with its review of the future of Tamworth Castle. We have been asked to

advise on the following questions:
2.1 Can the Council legally remove the museum collection from public view?
2.2 Can the Council legally dispose of its museum collection?

2.3 Can the Council legally refuse to accept any more museum pieces/collections

donations?

24 What potential legal challenge might the Council face if it can legally dispose
of the collection and chooses to do so?

Background

We have been informed that Tamworth Castle and the Tamworth Castle museum and
collection are owned by the Council. The collection is accredited by the Arts Council.
The Council is considering disposing of the collection in order to save on costs. There
is a charity, the Friends of Tamworth Castle and Museum, which supports Tamworth

Castle by raising funds and cleaning.

Can the Council legally remove the museum collection from public view?

In considering this question, it is necessary to consider the Council’s powers and duties
under the Public Libraries and Museums Act 1964 and other legislation. It is also
necessary to consider how the Council acquired the items in the Tamworth Castle
museum collection and whether there are any obligations or constraints associated

with any particular items.

Section 12(1) of the Public Libraries and Museums Act 1964 gives the Council power

to provide and maintain museums and art galleries within its administrative area or
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elsewhere in England or Wales and to do all such things as may be necessary or
expedient for or in connection with the provision or maintenance of museums and art
galleries. Section 13(1) gives the Council power to make a charge for admission to a
museum or art gallery maintained by it. Section 13(2) requires that, in deciding
whether to impose charges, the Council must take into account the need to secure that
the museum or art gallery plays its full part in the promotion of education in the area
and must have particular regard to the interests of children and students.

Section 12 gives the Council a power to provide and maintain museums and art
galleries but does not impose a duty on it to do so. Therefore, the Council could
lawfully take a decision not to continue operating the Tamworth Museum Castle
museum and making the museum collection available to the public in that way. In
order to act within its powers in taking such a decision, the Council would need to act
reasonably in the exercise of its powers. This would require the Council to take
account of all relevant matters, disregard irrelevant matters, act for proper purposes,
observe any procedural requirements, not act in bad faith and not take a decision that
no reasonable local authority could take. The Council would need to ensure that its
decision would enable the Council to comply with its pervasive duties. This would
include considering whether such a decision would allow the Council to comply with its
best value duty in the discharge of such functions. The Council would also need to
comply with its equality duties and would need to consider whether any persons with
protected characteristics would be particularly adversely affected by a decision to
withdraw the Tamworth Castle museum collection from public view. The Council would

also need to comply with all relevant legal obligations.

The Council would also need to consider the basis on which it holds items in the
Tamworth Castle museum collection. We have been informed that the Council owns
the museum collection. In general therefore, the Council would be free to use items in
the collection as it considers appropriate, subject to this amounting to a lawful exercise
of its powers and being compliant with the Council’s constitution and any policies and
procedures of the Council. However, if the Council has accepted any donations or
bequests subject to any conditions, it would need to comply with those conditions. If
the Council holds any items on charitable trusts, the Council would need to comply
with the provisions of those trusts. If any of the items in the collection are on loan to
the Council, the Council would need to comply with any conditions associated with the

relevant loans.
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10.

The Council would also need to consider the implications of the Arts Council
accreditation if the Council were to remove the Tamworth Castle museum collection
from public view. The accreditation standard published by Arts Council England in
2018 says that a museum must have an access policy or statement approved by the
museum’s governing body. This should cover how people can see, use, and reference
the collection, gain access to the museum buildings and sites, and how information
about the collection is shared with people. This should include: using a variety of
interpretative methods to exhibit the collection, enabling public access to the collection,
buildings and sites, and associated information and .the date when the policy will next
be reviewed. The standard also says that a museum must have plans to maintain, and
where possible to improve the physical, sensory and intellectual access to the
collection, information about the collections, and access to the building housing the
collection. If the Council prevents the public from having access to the Tamworth
Castle museum collection, it is possible that the Arts Council might conclude that the
museum no longer meets the required standard and might withdraw accreditation or
refuse to renew it. Loss of accreditation could mean that the museum would be denied
access to opportunities for funding that are co-ordinated by the Arts Council. It could

also have an impact on the Council’s reputation.

Can the Council legally dispose of its museum collection?

As stated above, the Public Libraries and Museums Act 1964 gives the Council the
power to provide and maintain museums and art galleries but does not impose a duty
on the Council to do so. The Public Libraries and Museums Act 1964 does not impose
any prohibition on the Council disposing of items held for the purpose of providing and
maintaining a museum or art gallery. Section 15 gives a local authority that maintains
or proposes to maintain a museum or art gallery to establish a fund to be used for the
purchase of objects for exhibition in any museum or art gallery that the local authority
maintains or proposes to maintain. If an item is sold, Schedule 2 to the Public Libraries
and Museums Act 1964 gives a local authority the power to pay the proceeds into that
fund and used for the acquisition but does not oblige it to do so.

Section 111 of the Local Government Act 1972 gives the Council the power to do
anything which is calculated to facilitate or is conducive or incidental to the discharge
of any of the Council’s functions. The Council could use this to dispose of property in
the Tamworth Castle museum collection if it is satisfied that this would facilitate or is

conducive or incidental to the discharge of the Council’s function of providing museum
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11.

12.

13.

14.

facilities or any other of the Council’s functions. The Council would need to act

reasonably in the exercise of its powers.

Our instructions asked about the disposal of the museum collection. We have
interpreted this as meaning that the Council is considering disposing of items in the
Tamworth Castle museum and not the museum building itself. However, if the Council
is intending to dispose of land or buildings, it would be intending to exercise its power
under section 123(1) of the Local Government Act 1972. The Council would therefore
need to comply with its duty under section 123(2) to obtain the best consideration that
can reasonably be obtained unless the disposal is for a short tenancy or the Council
has the Secretary of State’s consent. It is possible that the Council might be able to
make a disposal within the scope of the Local Government Act 1972: General disposal
consent (England) 2003 : disposal of land for less than the best consideration that can
reasonably be obtained, which allows a local authority to make a disposal for less than
the best consideration that can reasonably be obtained if it considers that this will help
to secure the promotion or improvement of the economic, social or environmental well-
being of the area and the extent of the undervalue does not exceed £2 million. The
Council would need to be satisfied that any disposal which it intends to make meets

those requirements.

When considering the disposal of other assets, the Council should take account of

guidance published by Historic England on the disposal of heritage assets.

As stated above, there may be obligations or constraints on disposal of assets if any
obligations or constraints were imposed when the Council acquired items for the
Tamworth Castle museum collection. If the Council has accepted any donations or
bequests subject to any conditions, it would need to comply with those conditions. If
the Council holds any items on charitable trusts, the Council would need to comply
with the provisions of those trusts. If any of the items in the collection are on loan to
the Council, the Council would need to comply with any conditions associated with the

relevant loans.

If the Council has any items on loan from their owner, the Council would not be able to
sell them. Also, if the Council has loaned any items or has any agreements with any
other persons for the use or availability of any items, the Council would need to comply
with any such agreements or see if there are any options for the Council to withdraw

from or terminate such agreements.
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15.

16.

17.

If the Council intends to dispose of its museum collection, it would need to consider
the implications for its accreditation by the Arts Council. Arts Council England requires
accredited museums to act within an agreed legal and ethical framework and to have
approved policies for developing their collections. The Arts Council recognises that
review, rationalisation and disposal are part of responsible collections management.
The Arts Council would not usually regard this as controversial if items are offered
freely to other relevant accredited museums. However, the Arts Council says that
selling an item for financial reasons is a high risk area and that museums seeking to
do this should be aware of the Arts Council’s statement regarding the unethical sale of
objects from museum collections. The Arts Council has published a disposal toolkit
and advises that if a museum believes it has a legitimate reason to sell an item, it
should review the toolkit and contact the Museums Association and the museum’s
accreditation assessing organisation for guidance before making any irreversible
decisions. The toolkit includes reference to the principles of the Museum Association’s
Code of Ethics. The Code of Ethics requires that museums should consider financially
motivated disposal only in exceptional circumstances and when it can be
demonstrated that: the disposal will significantly improve the long-term public benefit
derived from the remaining collection, the purpose of the disposal is not to generate
short-term revenue, it is as a last resort after other sources of funding have been
thoroughly explored, extensive prior consultation with sector bodies has been
undertaken, and the item under consideration lies outside the museum’s established

core collection as defined in the collections development policy.

It is important that the Council should follow the guidance from Arts Council England
and comply with any requirements imposed by Arts Council England. As stated above,
if the Council’'s museum’s collection were to lose the accreditation of the Arts Council,
this could prevent the collection from having access to funding opportunities that are
co-ordinated by the Arts Council. It could also have an impact on the reputation of the

Council and its museums.

The Council must ensure that it complies with all relevant legal obligations when it
takes any decisions and actions it takes relating to disposal of items in the Tamworth

Castle museum collection. This would include compliance with State aid law.

Can the Council legally refuse to accept any more museum pieces/collections

donations?
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18.

19.

20.

21.

22.

The Council has power under section 139 of the Local Government Act 1972 to accept,
hold and administer gifts of property for the purpose of discharging any of its functions
or for the benefit of the inhabitants of the Council’s area. This is a power, not a duty,

so the Council would not be obliged to accept gifts.

As stated earlier, the Council has a power but not a duty to provide and maintain
museums and art galleries. Therefore, if the Council were to decide to stop providing
museums or to reduce its museums services, the Council would not be under an

obligation to continue receiving donations for its museums.

When taking a decision as to whether or not to accept a donation for a museum
collection, the Council would need to act reasonably in the exercise of its powers.
Therefore, if the Council were to be offered a donation which it considers would
facilitate the discharge of its functions or would be beneficial to the inhabitants of the

Council’s area, it would need to have a strong justification for refusing a donation.

The Council would need to take account of any policies it has on the acquisition of
properties for museum collections. The Council should also consider whether its
approach to responding to offers of donations or sales would be consistent with the

basis of the accreditation by Arts Council England.

What potential legal challenge might the Council face if it can legally dispose of the

collection and chooses to do so?

If the Council chooses to dispose of the collection, it might face an application for
judicial review from a person who alleges that the Council has acted outside its powers
in doing so. In this note, we have advised that the Council would have power to
dispose of items in the Tamworth Castle museum collection but that the Council could
need to act reasonably in the exercise of such powers. A person seeking to challenge
the Council’s decision to dispose of the collection might try to identify flaws in the
Council’s decision making process. For example, they might suggest that relevant
information has not been made available to decision makers or that the relevance of it
has not been drawn to their attention. If the Council decides not to carry out
consultation before deciding to dispose of the collection, someone might argue that, in
accordance with the Museum Association’s Code of Ethics, the Council should have
carried out consultation. If the Council does consult about a proposed disposal,
someone who seeks to challenge the Council’s decision might look for flaws in the

Council’s consultation processes. Someone might also seek to argue that no
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23.

24,

25.

26.

27.

28.

reasonable local authority would take a decision to dispose of a museum collection if

it were in the same circumstances as the Council.

There might be additional potential for challenge relating to details of particular
disposal. For example, if the Council decided to dispose of an item in its museum
collection for less than the value of the item, it might be alleged that the Council has
provided State aid. The Council would need to ensure that any disposal that it makes
is compliant with State aid law.

The Council could lessen any potential for challenge of its decisions by ensuring that
it addresses all aspects of the decision making process thoroughly prior to making any
decisions and that there are clear records of its decisions and the reasons for them.

Conclusions

As a general principle, the Council has power to remove items in the Tamworth Castle
museum collection from public view and to dispose of such items. This is subject to
any obligations or constraints which may have been imposed on the Council under the

terms on which particular items in the collection would be acquired.

If the Council decides to remove items in the Tamworth Castle museum collection from
public view and/or to dispose of such items, the Council would need to be satisfied that
this would be a reasonable exercise of its powers and would need to have evidence to

show this.

The Council would need to comply with any relevant legal obligations when it makes
and implements decisions relating to the Tamworth Castle museum collection. This
would include complying with its duties relating to best value and to equality and

complying with State aid law.

If the Council removes items in the Tamworth Castle museum collection from public
view and or disposes of them, this could result in loss of accreditation by Arts Council
England of the collection. The Council should consider the potential impact of its
decisions on accreditation and should liaise with Arts Council England and the

Museums Association over this

Tiffany Cloynes
For and on behalf of Geldards LLP

18 June 2020
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APPENDIX 3 - JOB PROFILES

JOB PROFILE: Manager Castle, Museum Collection & Grade H
Archive
Job Purpose Experience

e Report to the Assistant Director to achieve all Castle,
Museum Collection & Archive objectives through
inspirational leadership.

e Develop, implement and regularly review the Castle,
Museum Collection & Archive commercial operating
performance with the ultimate aim to increase
income and profit.

e  Ensure alignment with Tamworth Borough Council
Vision, Purpose, and Strategic Priorities (People &
Place and Organisation).

e Line - manage and develop the Officers to unlock
their full potential.

e Lead the wider team to co create an environment in
which they can deliver all set business objectives for
Safe & Legal, People, Visitor, Commercial and
Community.

e  Foster a collaborative culture that leads to working
closely with other services and external organisations
to ensure the delivery of operational excellence from
all Castle, Museum Collection & Archive activity.

e  Bethe ‘brand ambassador’ for Tamworth Castle,
Museum Collection & Archive.

Senior leadership role in a commercial / customer focussed
business; visitor attraction / museum; visitor attraction /
heritage site or similar.

Proven leadership experience of leading a site / premises
with responsibility for Safe & Legal, People, Visitor,
Community and Commercial accountability.

Functional Responsibilities

Safe and Legal

e Undertake and role model all corporate requirements on
health & safety, equal opportunities, data protection,
safeguarding, risk management and financial regulations.

e Oversee the management and maintenance of the Castle
buildings, off site store and their contents to ensure
compliance with a safe and legal site.

e Ensure the statutory requirements arising from the Castle
Museum Collection & Archive Services are performed to
the highest standards.

e Carry out ‘Premise Manager’ role to include Key holding,
Opening and closing the building, Emergency call out, First
aid, Personal licence, Disclosure barring service check and
ensuring the delivery of a Safe and legal site.

People

e Lead through coaching, challenging and empowering.
Create the conditions for the team to be the best they can
be through recognising, embracing and challenging.

e Carry out annual appraisals and performance reviews and
ensure wider application of performance management
and appraisal process across team.

e Ensure personal objectives are aligned to Castle, Museum
Collection & Archive objectives and identify training and
development needs to support the development of highly
skilled and motivated staff.

Knowledge, Skills and Abilities

Relevant degree, professional qualification or experience.
Knowledge and appreciation of Museum / Heritage and
historical buildings, their constraints, conservation and
interpretation and public use of them.

Knowledge of the Museum / Heritage sector and how to
promote the use of museum collections and historical
buildings for the delivery of formal and informal services.
Knowledge of Museum, Collection and Archive practices,
legislation and policy.

Strong Business acumen: able to obtain essential
information; focus on key objectives; recognise options
available for solving problems; select the right approach to
overcome obstacles; set in motion the plans to get things
done.

Strong Commercial Awareness with the ability to set,
manage and deliver agreed commercial targets.

Proven experience of leading and developing an outstanding
customer experience.

Proven experience of leading, line managing and developing
individuals and teams. Able to Engage, Motivate, Develop,
Empower, Coach and Drive.

Can evidence experience of bidding for and securing external
funding.

Strong stakeholder management and negotiation skills.
Strong project management and change management skills.
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Visitor

Lead the delivery of an unrivalled visitor experience
through inspiring and coaching teams to provide an
outstanding front line visitor experience.

Challenge and support the team to deliver market leading
presentation standards across all Castle and Museum
Collection activity.

Oversee the development of the Castle, Museum
Collection & Archive as a visitor attraction and events
venue to maximise a quality visitor experience, education
experience and commercial events venue - leading to
increased visitor advocacy.

Lead the identification, development and improvement of
working practices, processes / procedures and systems to
support maximising a quality visitor experience, ensuring
consistency, effectiveness, quality and high customer care
standards in the delivery of Castle, Museum Collection &
Archive activities.

Work collaboratively with key internal shared functions to
ensure all aspects of Castle Museum Collection & Archive
activity is delivered with the aim to increase visitor
advocacy and commercial success.

Commercial

Identify, develop and work collaboratively with other
service areas to deliver commercial activity through
inspiring and coaching customer focussed individuals and
teams with the ultimate aim of generating income and
profit.

Lead the delivery of commercial income streams, explore
new commercial income streams through inspiring and
coaching customer focussed individuals and teams.
Maintain overall budget responsibility for Castle Museum
Collection & Archive expenditure and income with the aim
to minimise expenditure and maximise income and
generate profit.

Proactively seek and secure external funding / grants to
support ongoing development of the Castle & Museum.
Oversee the continuous development of visitor
experience, education and events programme and wider
commercial offer in conjunction with other services, to
improve overall Castle Museum Collection & Archive
profitability.

Community

Lead the development of the Council’s Castle Museum
Collection & Archive Strategies, Policies, Programmes and
delivery / action plans.

Prepare briefs, written instructions, commission and
ensure delivery of specialist advice to assist the delivery of
Castle Museum Collection & Archive Services.

Work with other colleagues and external partners to
ensure the work of the Castle Museum Collection &
Archive Services contribute to the implementation of the
objectives of the Corporate Plan and other relevant plans
and strategies.

Excellent knowledge of Microsoft Office and relevant IT
systems.

Full driving licence — this post attracts an Essential Car User
Allowance
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Provide advice to elected Members, senior officers and
service users on areas of specialist / professional
knowledge in a timely manner and to a high standard.
Ensure that work is undertaken across service areas and
the organisation to ensure the efficient and effective
delivery of services and corporate projects.

Strategy/Policy Development

Access

Acquisitions and Disposals

Audience Development (Support)
Education

Interpretation

Property Management and Maintenance
Marketing (Support)

Commercial

Business / Forward Plans

Attributes

Personal credibility with a high degree of integrity
Resilient and resourceful in the face of conflict and
uncertainty

Commands the confidence of members, staff, external
partners and businesses

Additional Duties

® Responsibility for the buildings, required to be a key
holder and on a rota for opening / closing the building
and emergency ‘out of hours’ call out in connection
with alarm activations and other emergencies.

® Required to cover evenings, weekends and bank
holidays in connection with events, meetings and
unplanned absences on a needs basis.

® Required to have Disclosure and Barring Service
Check, First Aid at Work Qualification, be the
Premises Licence Holder to authorise the sale of
alcohol and Food Safety Level 2 certified.

e Any other reasonable duties commensurate with the
grade and general nature of the post.

Measures

e Safe and Legal — Can evidence the delivery of Safe,
Legal and Mandatory requirements are met.

e People - Can evidence the pro - active performance
management and appraisal of line reports in line with
TBC HR requirements.

e  Visitor — Can evidence the delivery of an outstanding
visitor experience for the Castle, Museum Collection &
Archive, School & Education Programme, Weddings,
Room Hire and Commercial Events activity.

e Commercial — Can evidence strong business acumen
through setting and delivering stretching commercial
targets and developing income streams. Can evidence
bidding for and securing external grants and funding.

e Community — Can evidence working with external
bodies with the aim to secure funding and increase
local partnerships.
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JOB PROFILE: Castle Education, Events & Heritage Officer

Grade F

Job Purpose

Reporting to the Castle Manager to support delivery of the
Castle Museum Collection & Archive objectives through
inspirational leadership.

Specific responsibility for Visitor Experience, School &
Education Programme, Café, Support for Museum Collection
& Archive services.

Ensure alignment with Tamworth Borough Council Vision,
Purpose and Strategic Priorities (People & Place and
Organisation).

Line — manage and develop team to unlock their full
potential.

Co create an environment in which teams can deliver all set
business objectives for Safe & Legal, People, Visitor,
Commercial and Community.

Review the Castle, Museum Collection & Archive operating
performance to positively contribute to income and profit
generation with specific responsibility for the Visitor
Experience, School & Education, Café and Museum
Collection & Archive.

Foster a collaborative culture that leads to working closely
with other services and external organisations to ensure the
delivery of operational excellence from all Castle Museum
Collection & Archive activity.

Be the ‘brand ambassador’ for Tamworth Castle, Museum
Collection & Archive.

Experience

Experience of working in a museum / visitor attraction;
heritage / visitor attraction; school; leading a commercial /
customer facing team.

Experience of leading within a site / premises.

Experience of leading, line managing and developing
individuals and teams.

Experience in developing and delivering living history
events and activities.

Experience of leading and managing commercial outcomes.

Functional Responsibilities
Safe and Legal

e Support the undertaking of all corporate requirements
on health and safety, equal opportunities, data
protection, safe guarding, risk management and
financial regulations.

e Support the management and maintenance of the
Castle buildings, off site store and their contents to
ensure compliance with a safe and legal site.

e Carry out ‘Premise Manager’ role to include Key
holding, Opening and closing the building, Emergency
call out, First aid, Personal licence holder, Disclosure
Barring service check and ensuring the delivery of a
Safe and legal site.

People

e Lead through coaching, challenging and empowering.
Co-create the conditions for the team to be the best
they can be whilst recognising, embracing and
challenging.

e Manage, develop and unlock the potential of Casual
staff and volunteers.

e Carry out annual appraisals and performance reviews
for Castle staff through performance management,
setting castle aligned personal objectives and
identifying training and development needs that
support the development of highly skilled and
motivated staff.

Visitor

Knowledge, Skills and Abilities

Relevant Degree, professional qualification or experience.
Knowledge and appreciation of Museums / Heritage and
historical buildings, their constraints, conservation and
interpretation and public use of them.

Knowledge of the Museum / Heritage Sector and how to
promote the use of museum collections and historical
buildings for the delivery of formal and informal education
services.

Knowledge of Museum Collection & Archive storage and
handling requirements.

Excellent people skills, able to Engage, Motivate, Develop,
Empower, Coach and Drive.

Business acumen, knowledge of profit and loss, ability to
understand and deliver commercial targets.

Strong stakeholder management skills.

Excellent customer service management skills.

Strong project management and change management
skills.

Knowledge of Microsoft Office and relevant IT systems.
Strong written and verbal communication skills.

Strong interpersonal and organisational skills.

Skilled in managing time whilst balancing conflicting
demands.

Ability to work on own initiative, independently or as part
of a wider team.
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Ensure the delivery of an unrivalled visitor experience,
schools programme, café, museum collection and
archive through inspiring and coaching team members
to provide an outstanding experience.

Support officer to develop and enhance the museum
collection and archive, documentation, storage,
information retrieval, research, display and public
access to the Castle, Museum Collection & Archive.

Commercial

Oversee delivery of the schools programme through
inspiring and coaching visitor focussed individuals and
team with the aim to minimise cost, increase income
and profit generation.

Support delivery of the commercial visitor experience
and events through inspiring and coaching visitor
focussed individuals and teams and working closely
with the Arts and Events team with the aim to minimise
cost, increase income and profit generation.

Community

Support maximising external funding for the continuous
development of the Castle, Museum Collection &
Archive.

Provide educational expertise in the development of
heritage learning opportunities within Tamworth Castle
and Tamworth Borough for the benefit of all users and
the local community.

Work closely with professional bodies giving advice and
assistance with regard to documentation, conservation
and collection management.

Key responsibilities include:

Assist in coordinating reactive maintenance work in
liaison with the property services department, external
contractors and other specialists.

Ensure safe and efficient care, storage and display of
the museum collection and archive to the highest
practical standard.

Responsible for maintaining health and safety records
and carrying out work place inspections, risk
assessment checks and weekly health and safety tasks
and activities.

Support Officer to develop the museum collection and
archive computer and manual based documentation
and information retrieval systems and digitising the
collection and archive.

Support Officer to manage the museum, its collection
and archive, including organisation of loans,
maintenance of inventories, planned permanent and
temporary displays.

Day to day supervision, coaching and development of
line reports (including volunteers and work experience)
to ensure high standards of delivery of education and
museum activity.

Prepare and manage rotas and time records, ensure
right person, right place, and right time. Manage
administration of casuals and volunteers.

Ability to undertake research, compile accurate reports and
action plans.

Able to analyse data, solve problems and apply creative
solutions.
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Organise and oversee the continuous development of
the school booking service to ensure it is effectively
supporting delivery of education workshops and
activity.

Develop and deliver a range of national curriculum
related workshops, activities, and resources targeted at
the key stage study levels.

Develop in house workshops (using people and
augmented reality), living history performances and
informal learning activities for specific audiences,
encourage the use of Tamworth Castle through these
initiatives, by all sections of the community.

Research, prepare and develop educational resource
material for visitors to enhance their visit experience
(including interpretation and collection).

Liaise and consult with local education stakeholders on
education provision at Tamworth Castle, and work in
partnership where required with stakeholders and
community agencies to deliver life - long learning
opportunities.

Support development of the heritage service library and
local history collections and be jointly responsible for
managing public enquiries.

Promote the use of the castle, museum collection and
archive in both formal and informal educational
activity.

Contribute to the wider team aims and objectives with
regards to developing the castle, museum collection
and archive as a visitor attraction and life - long learning
partner.

Strategy/Policy Development

Support the Castle Manager with Access, Collection
Development Acquisitions and Disposals, Audience
Development, Education, Interpretation, Property
Management and Maintenance, Marketing and
Forward Plan.

Attributes

e Personal credibility with a high degree of integrity.

e Resilient and resourceful in the face of conflict and
uncertainty.

e Commands the confidence of members, staff, partner
organisations and wider businesses.

Other

Required to be a key holder on a rota for opening /
closing the building and emergency ‘out of hours’ call
out in connection with alarm activations or other
emergencies.

Required to cover evenings, weekends and bank
holidays in connection with events, meetings and
unplanned absences on a needs basis.

Required to have Disclosure and Barring Service Check,
First Aid at Work Qualification, hold a Personal Licence
and Food Safety Level 2.

Any other reasonable duties commensurate with the
grade and general nature of the post.

Measures

Safe and Legal - Can evidence that delivery of Safe,
Legal and Mandatory Requirements are met.

People - Can evidence the pro - active performance
management and appraisal of line reports. Meets TBC
HR Requirements.

Visitor - Can evidence the delivery of an outstanding
visitor / user experience, museum presentation,
strong interpretation of the collection and increased
visitor advocacy.

Commercial - Achieves >75% School Programme
Occupancy, achieves Café commercial targets.
Community — Can evidence working with external
bodies with the aim of securing funding for ongoing
investment and building local partnerships.
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JOB PROFILE: Castle Education, Events & Administration Grade B
Assistant (Duty Manager)
Job Purpose Experience

Reporting to the Castle Officer to provide an outstanding
visitor experience through the day to day delivery of the
Schools & Education Programme, Museum Collection &
Archive.

Participate in and support the Schools & Education
Programme workshops, coordination of administration and
organisation of the required resource.

Support the Castle Management team with all aspects of
the main office function, including telephone, email and
general administration.

Assist in the day to day security, maintenance and cleaning
of the Castle.

Support the formal and informal delivery of Education
Services across Tamworth Borough Council venues, namely
the Castle Grounds and Assembly Room.

Be the castle Duty Manager as required.

Be the ‘brand ambassador’ for Tamworth Castle.

e  Experience of working in a school, museum or heritage
attraction.

e  Experience of working within a team.

e Experience of working with children across age ranges.

e Experience of participating in and delivering living
history events and activities.

e Experience of projects, administration, organising tasks
and activities.

e Experience of security duties, namely cash handling
and financial systems.

Functional Responsibilities

Support a happy healthy and safe working environment
ensuring mandatory and statutory training is 100%
completed on time, including but not limited to health and
safety, equal opportunities, data protection, safeguarding,
risk management and financial regulations.

Be the best version of self, equipped and supported to
deliver an outstanding schools and education programme
and main office function.

Deliver an unrivalled end to end schools and education
experience through providing an outstanding user
experience leading to increased advocacy.

Be the main point of contact for schools and in the general
office undertaking administrative tasks including answering
the telephone, action email and general administrative
tasks as required.

Support projects seeking to secure external funding for the
continuous development of the castle, museum collection
and archive.

Key responsibilities include:

Carry out ‘Premise Manager’ role to include Key holding,
Opening and closing the building, Emergency call out, First
aid, Personal licence holder, Disclosure Barring service
check and ensuring the delivery of a Safe and legal site.

To undertake the ‘end to end’ process and administration
for booking school visits.

To produce all associated documentation for school visits
‘just in time’.

To assist in the preparation of staff rotas to support
workshops, including contacting staff and recording times.
To participate in the delivery of workshops as required.

To undertake discreet project work relating to both formal
and informal learning at the castle, reviewing existing

Knowledge, Skills and Abilities

English and Maths GCSE.

Interest in and appreciation of Museums / Heritage and
historical buildings, their constraints, conservation, and
interpretation and public use of them, including museum
collections and handling artefacts. .

Awareness of current education issues and broader
national curriculum.

Understanding of how to work successfully with children
covering a wide range of ages and needs.

Ability to absorb detailed information on the schools
workshop topics, history of the castle and its displays to
provide effective outcomes for service delivery.
Awareness of living history presentation techniques.
Knowledge and relevant IT systems software including tills
and systems.

Team player with excellent verbal communication skills,
supporting a climate where employees are involved,
empowered and committed.

Strong interpersonal and organisational skills.

Ability to work on own initiative, independently or as part
of a wider team.

Customer focussed in customer facing role.

Strong administration skills and competent with Microsoft
Office.

Ability to use own initiative and work independently or as
part of a wider team.

Ability to undertake basic calculations when handling cash
and taking payments, and the ability to handle cash and
payments responsibly.
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services, collating information and producing plans and
reports.

e To contribute to the development of resources and
materials, evaluation materials, policies and procedures for
formal and informal learning at the castle.

e To assist in the set up and dismantling of equipment and
resources needed for the education programme, including
ensuring that storage areas are maintained in a clean, tidy
and orderly fashion.

e Handle cash and payments, including assisting with daily
cashing up and banking and use of the safe in line with
Tamworth Borough Council procedures.

e Use the internal radio communication system for all day to
day activities within the building.

e Carry out castle cleaning duties as required include: toilets;
reception; café; shop and great hall due to high footfall in
these areas.

e Receive incoming and outgoing goods / supplies and move
them around the building as required.

e Assist in the preparation of exhibitions and events,
including the setting up, movement, or dismantling of
exhibition and event equipment.

e  Assist with group visits, undertaking guided tours and
general introductory talks and responding to basic
questions.

e Participating in training and development appropriate to
role and in accordance with Tamworth Borough Council
procedures.

Strategy/Policy Development
e General awareness of the Castle Forward Plan and role
involved in supporting it.

Attributes

e Personal credibility with a high degree of integrity.

e Resilient and resourceful in the face of conflict and
uncertainty.

e Reliable and flexible.

Other

e Required to be a key holder on a rota for opening /
closing the building and emergency ‘out of hours’ call
out in connection with alarm activations or other
emergencies.

e Flexible on a needs basis to cover evenings, weekends
and bank holidays in connection with events, meetings
and unplanned absences when required.

e Disclosure and Barring Service Check and First Aid
Qualification are required for this role. Food Safety
Level 2 may be required for this role.

e Any other reasonable duties commensurate with the
grade and general nature of the post.

Measures

Safe and Legal — Can evidence 100% completion of
Mandatory requirements.

People — Can evidence learning and applying new
skills on the job.

Visitor — Can evidence delivering an outstanding
schools and educational experience, supporting
increased visitor advocacy for Tamworth Castle
Museum.

Commercial — Can evidence supporting delivery of
>75% Schools Programme Occupancy.

Community — Can evidence supporting the Castles
aims and objectives for securing external funding for
its continuous development.
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JOB PROFILE: Castle Museum Collection & Archive Grade E
Officer
Job Purpose Experience

Reporting to the Castle Manager to provide outstanding day
to day care and management of the Museum Collection and
Archive.

Implement and maintain procedures to sustain and improve
the care, storage, conservation and documentation of all
museum collection and archive material.

Assist in the day to day security, maintenance and cleaning
of the Castle.

Support the formal and informal delivery of Education
Services across the Tamworth Borough.

Be the’ brand ambassador’ for Tamworth Castle.

e  Experience of working in a museum; heritage
attraction; visitor attraction.

e  Experience of working within a team.

e Experience of projects, administration, organising tasks
and activities.

Functional Responsibilities

e Support a happy healthy and safe working environment
ensuring mandatory and statutory training is 100%
completed on time, including but not limited to health
and safety, equal opportunities, data protection, safe
guarding, risk management and financial targets.

e Be the best version of self, equipped and supported to
deliver an outstanding management system for the
Museum, Collection and Archive.

e Support projects seeking to secure external funding for
the continuous development of the Castle, Museum
Collection and Archive.

Key responsibilities include:

e To develop appropriate policies, procedures and action
plans to effectively manage the museum object and
archive collection.

e To contribute to and ensure ongoing compliance with
the Museum Accreditation Scheme, within the sphere
of general collection care and management.

e To develop the collection management strategy
(relevant to Tamworth) for objects and archive.

e To provide professional curatorial advice on the
acquisition and disposal of objects and archives in line
with Arts Council England guidance.

e To maintain and improve standards of collection
documentation, including the operation of manual and
computerised documentation systems, the
management of backlogs, entry, exit and loan inventory
and records.

e Toensure the collections are categorised to SPECTRUM
standards (UK Museum Documentation Standards).

e To organise the safe and effective storage and display
of the permanent collections, to the highest practical
standard, and using archival quality materials.

e Toimplement and undertake a range of preventative
conservation measures, including the monitoring of
temperatures and relative humidity, pest management,
effective housekeeping and cleaning, and correct

Knowledge, Skills and Abilities

Relevant Degree, professional qualification or experience.
Knowledge of the Museum / Heritage Sector and how to
promote the use of museum collections and historical
buildings.

Knowledge of Museum Collection & Archive storage and
handling requirements.

Strong understanding and appreciation of historical
buildings, their constraints, conservation and
interpretation and public use of them, including museum
collections and handling of artefacts.

Knowledge and use of relevant IT systems software and
systems.

Strong administration skills and competent with Microsoft
Office.

Team player with excellent verbal and communication
skills, supporting a climate where employees are involved,
empowered and committed.

Strong interpersonal and organisational skills.

Ability to use own initiative and work independently or as
part of a wider team.
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packaging to ensure the long term care of collections
material.

To liaise with other professional bodies for advice and
assistance with regard to documentation, conservation
and all collection management issues.

To oversee the safe movement of collections within
Tamworth Castle and from offsite storage areas to
other museums and sites, including loans.

To implement and maintain security measures and
procedures for the protection of collection material.
To undertake reviews of all collections held by
Tamworth castle for the purpose of conservation,
display, rationalisation and research.

To undertake research and contribute to both
permanent and temporary displays of collection
material.

To respond to enquiries relating to historical and
collection issues.

To plan, direct and oversee the work of volunteers and
work experience placements.

Use the internal radio communication system for all day
to day activities within the building.

Assist in the preparation of exhibitions and events,
including the setting up, movement or dismantling of
exhibition and event equipment.

Assist with group visits, undertaking guided tours and
general introductory talks and responding to basic
questions.

Participating in training and development appropriate
to role and in accordance with Tamworth Borough
Council procedures.

Strategy/Policy Development

Support the Castle Manager with Access, Collection
Development Acquisitions and Disposals, Audience
Development, Education, Interpretation, Property
Management and Maintenance, Marketing and
Forward Plan.

Attributes

e Personal credibility with a high degree of integrity.

e Resilient and resourceful in the face of conflict and
uncertainty.

e Reliable and flexible.

Other

Flexible on a needs basis to cover evenings, weekends
and bank holidays in connection with events, meetings
and unplanned absences when required.

Required to be a key holder and on a rota for opening /
closing the building and emergency ‘out of hours’ call
out in connection with alarm activations or other
emergencies.

Any other reasonable duties commensurate with the
grade and general nature of the post.

The post holder will be expected to undertake duties
off site at the Castle’s off site store.

Measures

Safe and Legal — Can evidence 100% completion of
Mandatory requirements.

People — Can evidence learning and applying new
skills on the job.

Visitor — Can evidence that the collection and archive
is complaint, up to date and relevant, strong
interpretation of the collection across the museum,
increased visitor advocacy.

Commercial — Can evidence supporting the
maintaining of Museum Accreditation Status.
Community — Can evidence supporting the Castles
aims and objectives for securing external funding for
its continuous development.
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JOB PROFILE: Castle Visitor Services Assistant (Duty Grade B
Manager)
Job Purpose Experience

Reporting to the Castle Manager to provide an outstanding
visitor experience through the day to day delivery of visitor
services including reception / shop, café, museum customer
service, events and functions.

Assist in the day to day security, maintenance and cleaning
of the Castle.

Assist in preparing the Castle& Museum Collection for
internal and external events and functions.

Support the delivery of visitor services across Tamworth
Borough venues, namely the Castle Grounds and Assembly
Room.

Be the ‘brand ambassador’ for Tamworth Castle.

Experience of working in a museum / visitor attraction;
heritage / visitor attraction; retail or hospitality.
Experience of working within a team.

Experience of delivering a strong visitor / customer
experience.

Experience of security duties, namely cash handling and
financial systems.

Functional Responsibilities

e Support a happy healthy and safe working environment
ensuring mandatory and statutory training is 100%
completed on time, including but not limited to health
and safety, equal opportunities, data protection,
safeguarding, risk management and financial
regulations.

e Be the best version of self, equipped and supported to
deliver an outstanding visitor experience.

e Deliver an unrivalled end to end castle and museum
collection visitor experience (including events and
functions) through providing an outstanding customer
experience leading to increased advocacy.

e  Support maximising visitor spend by pro — actively
promoting events and upselling in the café and shop.

e Support projects seeking to secure external funding for
the continuous development of the castle, museum
collection and archive.

Key responsibilities include:

e Carry out ‘Premise Manager’ role to include Key
holding, Opening and closing the building, Emergency
call out, First aid, Personal licence holder, Disclosure
Barring service check and ensuring the delivery of a
Safe and legal site.

e Provide front line visitor services including reception /
shop, café, exhibition, customer service and patrolling
duties.

e  Monitor areas of the building by patrolling the site,
engaging with visitors, tidying and resetting or
replenishing hands on activities, keeping areas clean
and tidy and reporting any defects or damage.

e Assist in all aspects of the café to sell drinks and
refreshments, replenishing stocks and clearing tables to
maintain high standards of presentation to visitors.

e Assistin all aspects of the reception and shop to sell
tickets and souvenirs, replenishing stocks and supplies
to maintain high standards for visitors.

Knowledge, Skills and Abilities

English and Maths GCSE.

Interest in and appreciation of Museums / Heritage and
historical buildings, their constraints, conservation and
interpretation and public use of them.

Excellent customer service skills.

Knowledge and use of relevant IT systems software (tills
and systems).

Team player with excellent verbal communication skills,
supporting a climate where employees are involved,
empowered and committed.

Strong interpersonal and organisational skills.

Ability to work on own initiative, independently or as part
of a wider team.

Ability to undertake basic calculations when handling cash
and taking payments, and the ability to handle cash and
payment methods responsibly.
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Handle cash and payments, including assisting with
daily cashing up and banking and use of the safe in line
with Tamworth Borough Council procedures.

Use the internal radio communication system for all day
to day activities within the building.

Deal with routine enquiries via telephone, email or in
person, including the taking of bookings and payments.
Carry out castle cleaning duties as required include:
toilets; reception; café; shop and great hall due to high
footfall in these areas.

Undertake routine administration duties including the
collection of visitor information, maintaining visitor
records. Preparing packs and information for
prospective visitors.

Receive incoming and outgoing goods / supplies and
move them around the building as required.

Assist in the preparation of exhibitions and events,
including the setting up, movement or dismantling of
exhibition and event equipment.

Assist with group visits, undertaking guided tours and
general introductory talks and responding to basic
questions.

Support the delivery of the educational programme
assisting with workshop session set up and monitoring
the flow of school parties throughout the building.
Participating in training and development appropriate
to role and in accordance with Tamworth Borough
Council procedures.

Strategy/Policy Development

General awareness of the Castle Forward Plan and role
involved in supporting it.

Attributes

e Personal credibility with a high degree of integrity.

e Resilient and resourceful in the face of conflict and
uncertainty.

e  Reliable and flexible.

Other

Required to be a key holder on a rota for opening /
closing the building and emergency ‘out of hours’ call
out in connection with alarm activations or other
emergencies.

Flexible on a needs basis to cover evenings, weekends
and bank holidays in connection with events, meetings
and unplanned absences when required.

Disclosure and Barring Service Check and First Aid
Qualification are required for this role. Food Safety
Level 2 may be required for this role.

Any other reasonable duties commensurate with the
grade and general nature of the post.

Measures

Safe and Legal — Can evidence 100% completion of
Mandatory requirements.

People — Can evidence learning and applying new
skills on the job.

Visitor — Can evidence delivering an outstanding
customer experience, supporting increased visitor
advocacy for Tamworth Castle Museum.
Commercial — Can evidence supporting delivery of the
commercial targets associated with Admissions,
Events, Weddings, Café and Shop.

Community — Can evidence supporting the Castles
aims and objectives for securing external funding for
its continuous development.
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JOB PROFILE: Castle Visitor Services Assistant Seasonal

Grade A

Job Purpose

Reporting to the Castle Manager to provide an outstanding
visitor experience through the day to day delivery of visitor
services including reception / shop, café, museum customer
service, events and functions.

Assist in the day to day security, maintenance and cleaning
of the Castle.

Assist in preparing the Castle& Museum Collection for
internal and external events and functions.

Support the delivery of visitor services across Tamworth
Borough venues, namely the Castle Grounds and Assembly
Room.

Be the ‘brand ambassador’ for Tamworth Castle.

Experience

Experience of working in a museum / visitor attraction;
heritage / visitor attraction; retail or hospitality.
Experience of working within a team.

Experience of delivering a strong visitor / customer
experience.

Experience of security duties, namely cash handling and
financial systems.

Functional Responsibilities

e Support a happy healthy and safe working environment
ensuring mandatory and statutory training is 100%
completed on time, including but not limited to health
and safety, equal opportunities, data protection,
safeguarding, risk management and financial
regulations.

e Be the best version of self, equipped and supported to
deliver an outstanding visitor experience.

e Deliver an unrivalled end to end castle and museum
collection visitor experience (including events and
functions) through providing an outstanding customer
experience leading to increased advocacy.

e Support maximising visitor spend by pro — actively
promoting events and upselling in the café and shop.

e Support projects seeking to secure external funding for
the continuous development of the castle, museum
collection and archive.

Key responsibilities include:

e Provide front line visitor services including reception /
shop, café, exhibition, customer service and patrolling
duties.

e  Monitor areas of the building by patrolling the site,
engaging with visitors, tidying and resetting or
replenishing hands on activities, keeping areas clean
and tidy and reporting any defects or damage.

e Assist in all aspects of the café to sell drinks and
refreshments, replenishing stocks and clearing tables to
maintain high standards of presentation to visitors.

e Assist in all aspects of the reception and shop to sell
tickets and souvenirs, replenishing stocks and supplies
to maintain high standards for visitors.

e Handle cash and payments, including assisting with
daily cashing up and banking and use of the safe in line
with Tamworth Borough Council procedures.

e Use the internal radio communication system for all day
to day activities within the building.

e Deal with routine enquiries via telephone, email or in
person, including the taking of bookings and payments.

Knowledge, Skills and Abilities

English and Maths GCSE.

Interest in and appreciation of Museums / Heritage and
historical buildings, their constraints, conservation and
interpretation and public use of them.

Excellent customer service skills.

Knowledge and use of relevant IT systems software (tills
and systems).

Team player with excellent verbal communication skills,
supporting a climate where employees are involved,
empowered and committed.

Strong interpersonal and organisational skills.

Ability to work on own initiative, independently or as part
of a wider team.

Ability to undertake basic calculations when handling cash
and taking payments, and the ability to handle cash and
payment methods responsibly.
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Carry out castle cleaning duties as required include:
toilets; reception; café; shop and great hall due to high
footfall in these areas.

Undertake routine administration duties including the
collection of visitor information, maintaining visitor
records. Preparing packs and information for
prospective visitors.

Receive incoming and outgoing goods / supplies and
move them around the building as required.

Assist in the preparation of exhibitions and events,
including the setting up, movement or dismantling of
exhibition and event equipment.

Assist with group visits, undertaking guided tours and
general introductory talks and responding to basic
questions.

Support the delivery of the educational programme
assisting with workshop session set up and monitoring
the flow of school parties throughout the building.
Participating in training and development appropriate
to role and in accordance with Tamworth Borough
Council procedures.

Strategy/Policy Development

General awareness of the Castle Forward Plan and role
involved in supporting it.

Attributes

e  Personal credibility with a high degree of integrity.

e Resilient and resourceful in the face of conflict and
uncertainty.

e Reliable and flexible.

Other

Flexible on a needs basis to cover evenings, weekends
and bank holidays in connection with events, meetings
and unplanned absences when required.

Disclosure and Barring Service Check and Food Safety
Level 2 may be required for this role.

Any other reasonable duties commensurate with the
grade and general nature of the post.

Measures

Safe and Legal — Can evidence 100% completion of
Mandatory requirements.

People — Can evidence learning and applying new
skills on the job.

Visitor — Can evidence delivering an outstanding
customer experience, supporting increased visitor
advocacy for Tamworth Castle Museum.
Commercial — Can evidence supporting delivery of the
commercial targets associated with Admissions,
Events, Weddings, Café and Shop.

Community — Can evidence supporting the Castles
aims and objectives for securing external funding for
its continuous development.
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JOB PROFILE: Castle Café Visitor Services Assistant

Grade A

Job Purpose

Reporting to the Castle Officer to provide an outstanding
visitor experience through the day to day delivery of visitor
services in the café.

Ensures the day to day security, maintenance and cleaning
of the Cafe.

Assists in the counting and ordering of stocks associated
with the café operation.

Support the delivery of visitor services across Tamworth
Borough venues, namely the Castle Grounds and Assembly
Room.

Be the ‘brand ambassador’ for Tamworth Castle.

Experience

e Experience of working in a museum / visitor attraction;
heritage / visitor attraction; retail or hospitality.

e  Experience of working within a team.

e Experience of delivering a strong visitor / customer
experience.

e  Experience of security duties, namely cash handling and
financial systems.

Functional Responsibilities

e Support a happy healthy and safe working environment
ensuring mandatory and statutory training is 100%
completed on time, including but not limited to health
and safety, equal opportunities, data protection,
safeguarding, risk management and financial
regulations.

e Be the best version of self, equipped and supported to
deliver an outstanding visitor experience.

e Deliver an unrivalled end to end castle and museum
collection café visitor experience (including events and
functions) through providing an outstanding customer
experience leading to increased advocacy.

e  Support maximising visitor spend by pro — actively
promoting and upselling in the café /shop.

e Support projects seeking to secure external funding for
the continuous development of the castle, museum
collection and archive.

Key responsibilities include:

e Provide front line visitor services in the café, being
flexible to supports elsewhere on a needs basis.

e Assist in all aspects of the café to sell food and
beverage, presentation and replenishing stocks and
clearing tables to maintain high standards of
presentation to visitors.

e Assistin all aspects of the café to develop a commercial
range of food and beverage ad souvenirs.

e Assist in all aspects of the café to ensure appropriate
food safety standards are met and maintained at all
times.

e Handle cash and payments, including assisting with
daily cashing up and banking and use of the safe in line
with Tamworth Borough Council procedures.

e Use the internal radio communication system for all day
to day activities within the building.

e Deal with routine enquiries via telephone, email or in
person, including the taking of bookings and payments.

e Receive incoming and outgoing goods / supplies and
move them around the building as required.

Knowledge, Skills and Abilities

e  English and Maths GCSE.

e Interestin and appreciation of Museums / Heritage and
historical buildings, their constraints, conservation and
interpretation and public use of them.

e  Excellent customer service skills.

e Knowledge and use of relevant IT systems software (tills
and systems).

e Team player with excellent verbal communication skills,
supporting a climate where employees are involved,
empowered and committed.

e Strong interpersonal and organisational skills.

e Ability to work on own initiative, independently or as part
of a wider team.

e  Ability to undertake basic calculations when handling cash
and taking payments, and the ability to handle cash and
payment methods responsibly.
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Assist in the preparation of exhibitions and events,
including the setting up, movement or dismantling of
exhibition and event equipment.

Participating in training and development appropriate
to role and in accordance with Tamworth Borough
Council procedures.

Strategy/Policy Development

General awareness of the Castle Forward Plan and role
involved in supporting it.

Attributes

e Personal credibility with a high degree of integrity.

e Resilient and resourceful in the face of conflict and
uncertainty.

e Reliable and flexible.

Other

Flexible on a needs basis to cover evenings, weekends
and bank holidays in connection with events, meetings
and unplanned absences when required.

Disclosure and Barring Service Check and Food Safety
Level 2 may be required for this role.

Any other reasonable duties commensurate with the
grade and general nature of the post.

Measures

Safe and Legal — Can evidence 100% completion of
Mandatory requirements.

People — Can evidence learning and applying new
skills on the job.

Visitor — Can evidence delivering an outstanding
customer experience, supporting increased visitor
advocacy for Tamworth Castle Museum.
Commercial — Can evidence supporting delivery of the
commercial targets for the Café and Shop.
Community — Can evidence supporting the Castles
aims and objectives for securing external funding for
its continuous development.
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JOB PROFILE: Castle Seasonal Education & Schools Grade A
Assistant
Job Purpose Experience

Reporting to the Castle Officer to provide an outstanding
visitor experience through the day to day delivery of the
education and schools programme.

Support the delivery of visitor services education and
schools programme across Tamworth Borough venues,
namely the Castle Grounds and Assembly Room.

Be the ‘brand ambassador’ for Tamworth Castle.

Experience of working in a museum / visitor attraction;
heritage / visitor attraction; retail or hospitality.
Experience in delivering living history events and activities.
Experience of working within a team.

Experience of delivering a strong visitor / customer
experience.

Experience of security duties, namely cash handling and
financial systems.

Functional Responsibilities

e Support a happy healthy and safe working environment
ensuring mandatory and statutory training is 100%
completed on time, including but not limited to health
and safety, equal opportunities, data protection,
safeguarding, risk management and financial
regulations.

e Be the best version of self, equipped and supported to
deliver an outstanding visitor experience.

e Deliver an unrivalled end to end castle and museum
education and schools visitor experience (including
events and functions) through providing an outstanding
customer experience leading to increased advocacy.

e Support Castle Officer to deliver continuous
improvement across all education and schools
workshops.

e Support projects seeking to secure external funding for
the continuous development of the castle, museum
collection and archive.

Key responsibilities include:

e Provide front line education and schools visitor services,
being flexible to supports elsewhere on a needs basis.

e Assist in all aspects of pre arrival and post departure set
up and dismantle of education and school activities.

e Ensure all activity is delivered in line with laid down
lesson plans and in a timely manner.

e Assist with reviews and enhancements to the education
and school activity to ensure material is fit for purpose.

e Participate in and advocate the Castle’s remote online
learning education and schools programme.

e Handle cash and payments, including assisting with
daily cashing up and banking and use of the safe in line
with Tamworth Borough Council procedures.

e Use the internal radio communication system for all day
to day activities within the building.

e Receive incoming and outgoing goods / supplies and
move them around the building as required.

e Assist in the preparation of exhibitions and events,
including the setting up, movement or dismantling of
exhibition and event equipment.

Knowledge, Skills and Abilities

English and Maths GCSE.

Interest in and appreciation of Museums / Heritage and
historical buildings, their constraints, conservation, and
interpretation and public use of them, including museum
collections and handling artefacts. .

Awareness of current education issues and broader
national curriculum.

Understanding of how to work successfully with children
covering a wide range of ages and needs.

Ability to absorb detailed information on the schools
workshop topics, history of the castle and its displays to
provide effective outcomes for service delivery.
Awareness of living history presentation techniques.
Excellent customer service skills.

Knowledge and use of relevant IT systems software (tills
and systems).

Team player with excellent verbal communication skills,
supporting a climate where employees are involved,
empowered and committed.

Strong interpersonal and organisational skills.

Ability to work on own initiative, independently or as part
of a wider team.

Ability to undertake basic calculations when handling cash
and taking payments, and the ability to handle cash and
payment methods responsibly.
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Participating in training and development appropriate
to role and in accordance with Tamworth Borough
Council procedures.

Strategy/Policy Development

General awareness of the Castle Forward Plan and role
involved in supporting it.

Attributes

e Personal credibility with a high degree of integrity.

e Resilient and resourceful in the face of conflict and
uncertainty.

e Reliable and flexible.

Other

Flexible on a needs basis to cover evenings, weekends
and bank holidays in connection with events, meetings
and unplanned absences when required.

Disclosure and Barring Service Check may be required
for this role.

Any other reasonable duties commensurate with the
grade and general nature of the post.

Measures

Safe and Legal — Can evidence 100% completion of
Mandatory requirements.

People — Can evidence learning and applying new
skills on the job.

Visitor — Can evidence delivering an outstanding
customer experience, supporting increased visitor
advocacy for Tamworth Castle Museum.
Commercial — Can evidence supporting delivery of the
commercial targets for Education & Schools
Programme.

Community — Can evidence supporting the Castles
aims and objectives for securing external funding for
its continuous development.

102
Page 118




APPENDIX 4 - COMPETITOR ANALYSIS
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APPENDIX 5 - EXAMPLE CAFE MENU

CASTLE CAFE MENU (Produced by Assembly Rooms Head Chef)
Breakfast 9am-10.30am

Local Sausage Bap £2.25
Local Dry Smoked Back Bacon Bap £2.25
add either extra bacon or sausage £1.00
Warm Croissant, Jam & Butter £1.75
Toast, Butter & Preserve £1.25

Served from 11am
Classic Chicken Caesar Salad, Garlic Croutons £6.95
Roasted Butternut Squash Salad, Lemon and Mint Cous Cous, Pickled Red Onions £6.25
Thai Chicken and Asian Vegetable Noodle Salad, Chilli & Soy Dressing £6.95
Salad of the Day Please ask for Details £6.95
Soup of the day Please ask for Details £2.95
Sandwich/Toasties Selection £4.50

Tuna & Cheddar Cheese Melt
Chipotle Chicken, Cheddar & Jalapefio
Grilled Red Pepper, Green Pesto & Mozzarella
Mature Cheddar & Chutney

Ham & Cheddar Cheese

Something sweet — handmade in our kitchen £2.75
Carrot & walnut
Almond & raspberry slice
Chocolate brownie
Lemon loaf
Chocolate cake, vanilla cream
Victoria sandwich
Teacake & Butter
Scone, clotted cream, Strawberry Jam

House flapjack

DRINKS
Cappuccino, Latte, Hot Choc £2.25
Coffee, Espresso, Tea £2.00
Cans £1.00
Water £1.00
Fruit Shoot £
J20 £
Glass Bottle £
Plastic Bottle £
Apple / Orange Juice £
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APPENDIX 6 — AUGMENTED REALITY PROPOSAL

Background/Rationale for Augmented Reality exhibits at Tamworth Castle.

Augmented Reality is a new and innovative approach in helping people access digital content
through their mobile devices. Augmented Reality (AR) provides instant point of need access to
information and provides an engaging interactive exhibit. It will provide Tamworth castle with a
state-of-the-art communication tool. This will have the added benefit of helping up-skill the local
community and close the digital skills gap.

QR codes are now a familiar sight in advertising/marketing but they simply link through to a single
web page. AR campaigns offer multiple, interactive, rich, media experiences in the field of vision
(including video, audio, photo features as well as web links) that can be updated in real time without
incurring additional printing costs.

The nature of AR triggers also means that content can be updated from the development end with
no additional costs to reproduce or reprint materials. By keeping further development costs as low
as possible without compromising on quality and employing a base price for products and services
the long-term sustainability of the project is ensured.

As discussed during our Zoom meeting we can build on the initial project by adding further
augmented reality portraits to other rooms as required and develop further solutions to additional
areas mentioned. | would be happy to discuss these further at a later date.

Enlighten have designed and delivered multiple AR campaigns for clients both large and small
including Rethink mental illness, Institute for leadership and management and a large London based
College group and were voted the top tech company in the Midlands in October last year.

AR app
A free to download Augmented Reality app available globally on iOS or Android app stores

Standardised Call to Action posters/elements to include in graphic design as required ensuring wider
adoption and engagement with the experiences. These can also take the form of posters adjacent to
the augmented reality exhibits.

The AR platform

Enlightens recommended AR platform partner is Zappar. A scalable marker-based
platform with guaranteed uprate of over 99%. We can use alternative augmented
reality platforms but these will increase the quoted costs. Happy to discuss further
should you prefer this option.

The Pilot Proposal

The problem
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According to UK government statistics there has been a steady decline in the number of people
visiting museums over the last few years. This has been compounded in 2020 with the Covid-19
pandemic meaning the closure of Museums for 3 months and a reduced capacity on reopening.

Tamworth Castle traditionally has around 50,000 visitors annually comprising of school parties,
organised coach trips and individuals generating an approximate annual income of £1.25m based on
entrance fees, refreshments and gift shop spend.

Tamworth Castle offers live experiences to school children in the form of actors speaking about what
it was like living in the castle at a given period in time which provides an engaging experience but
this is not available to all visitors outside of school term time which means they do not get the same
informative engaging experience.

It is also vital that the footfall is increased to recoup revenue lost through the covid crisis. And
ensure the future of the castle is secure. Through our innovative exhibits and merchandise options
we believe that we can increase both footfall and revenue by a minimum of 10%. This is in addition
to the direct cost saving of reduced “live” character actors.

The solution

Enlighten has the perfect solution to address the problems identified above combining emerging
technology with ancient history. We propose creation of a minimum 7 augmented reality (AR)
experiences (one per era of the castle) comprising of portraits that “come to life” via users own
smart devices and explain what it was like to live in the castle during their particular time period. At
the end of each experience the “portrait” will direct the visitor to the next time period and the next
AR experience thus creating a “guided” tour and a chronological timeline for visitors to really
understand how the castle changed over the years.

It provides an innovative, engaging exhibit that caters for multiple learning styles and quite literally
brings history to life.

We can offer this solution at three differing price points to suit your budget whilst still providing an
interactive, scalable, augmented reality experience (also attached separately)
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Costings

Package options

Bronze Silver Gold
Innovative, engaging exhibit th: or a
and quite literal

Itiple leaming styles Boost footfall and revenues with engaging visitor experiences Enhance educational value
o life.

national c

Experiential Design

7 Multi-layered AR Experiences

3 sets of design revisions

Full Project management

3rdParty Liaison

Oneyear’s platform & cloud hosting
Graphic Design of “portraits”

Quarterly analytics report

AR postcard pack for retail*

Firstyear technical support (up to 50hrs)

Experiential Design
7 Multi-layered AR Experiences
3 sets of design revisions

v’ Experiential Design v
v
v
v" Full Project management
v
v
v

v’ 7 Augmented Reality Experiences

v’ 2 setsof design revisions

v' Project coordination

v Oneyear’s platform & cloud hosting

v Firstyear technical support (up to 20hrs)

3rd Party Liaison
Oneyear’s platform & cloud hosting
Graphic Design of “portraits”
v' Quarterly analytics report
v' AR postcard pack for retail*
v" Firstyear unlimited technical support
v
v

KA RSN

AR resource pack for schools**
Widget for marketing assets

1

'

£20,000

Return on Investment

The innovative nature of the augmented reality exhibits offers many benefits. They will attract the
attention of local media channels as well as provide an opportunity to use video clips of the portraits
coming to life on castle social media and website.

e This will raise the profile of the castle and increase word of mouth recommendations thereby
increasing footfall noticeably leading to predicted increased revenue of more than 10%
(approx. £200,000) annually.

o Reduced fees for actors (estimated £18000pa — based on this cost the Augmented reality
would pay for itself within 12- 24 months dependent on chosen package)

e More accessible than reading for those who have English as a second language or a learning
difficulty and caters for all learning styles.

¢ More educationally relevant content. As an ex teacher | can map any content to national
curriculum standards for any of the key stages thus adding value to the educational
experience and allowing teaching staff to build their curriculum around the castle.

| am sure that you can see the benefits augmented reality can bring to your exhibits and an already
fantastic museum. We can really take it to another level by combining ancient history with emerging
technology here in the capital of old Mercia.

If this proposal is accepted it can be expanded on in multiple ways over a 3-5 year period to ensure
there is always something new and interactive for visitors to get excited about. This can be discussed

in more detail at a later date.

Please don’t hesitate to get in touch if you have any questions about this proposal.
Thank you for your interest in Enlighten.
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APPENDIX 7 — 2020 EVENTS DIARY

EVENTS DIARY FOR CASTLE & TIC STAFF 2020

Daytime and Evening Events

TICKETED Events that are pre booked via TIC with tickets

Castle seasonal opening times:

Summer Season: April to September: Tues to Sun: 10.30 a.m. to 3.00p.m. Building closes
at3.45p.m. *

Winter Season: October to March: Sat and Sun 11.00 a.m. to 2.30 p.m. Building closes at
3.15 p.m.**

* The Castle is also open on Mondays during Staffordshire school holidays — please check
Tamworth Castle website

** The Castle is also open during Staffordshire school holidays with the exception of the
Christmas break — please check Tamworth Castle website

1.0: January

No Public Events
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2.0: February

2.1: Dragon Hunt
Daytime: Saturday 15 February to Friday 21° February

Event details:
Tamworth Castle’s resident dragon, Ruby, and her brother Hafgrim, have gone missing.

Whilst playing hide and seek they now appear to be lost!

Visitors are invited to come and help us search for our dragons and pick up some dragon
facts along the way. Learn how to decorate the dragons den, identify the dragon eggs and
brush up on your dragon hunting skills! In addition, children will have the opportunity to

have a go at a dragon related craft.

Admission times: 10.30am —3.00pm (building closes 3.45 p.m.

Admission: Adults £7.50, OAP £6.50, Child (over 5) £5.50, Child (2-4yrs) £3.50, Under 2 yrs
free

Price increase on this event, as it includes a 50p charge to cover the cost of the craft
activities.

No Pre-booking necessary.
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3.0 March/ April

3.1: Egg Hunt
Daytime: Saturday 4tht™" April to Sunday 19" April

Event details:

Family fun for Easter with our ‘egg-stra’ special egg hunt. Ruby the Castle Dragon has
disguised her eggs so that the dastardly dragon hunter will be unable to detect them. As an

extra precaution Hafgrim, Ruby’s brother, has hidden the eggs and now cannot find them!

Come along and join in this fun hunt but don’t forget to record the egg locations on the quiz
sheet — as you will hand in the sheet to receive a small prize! All in all a fun event and egg-
citing way to explore the Castle

Please note: visitors will not be able to find Ruby as she will be too busy looking for her

eggs!

Admission times: 10.30am —3.00pm building closes 3.45 p.m.

Admission: Adults (16yrs+) £7.50, OAP (65yrs +) £6.50, Child (5-15yrs) £5.00, Child (2-4yrs)
£3.00, Under 2 yrs free

No Pre-booking necessary.

3.2 St. Georges Day: Medieval living history in the Castle and re-enactments
in the Castle Grounds.
Daytime: Saturday 25 Aeril

To celebrate the patron saint of England, the Castle is holding a truly medieval experience.
The day of fun includes living history at the Castle, where visitors can have a go at doing the
laundry, learn about medieval weaponry and armour, or have a go at some traditional
games with the Castle’s own Lady Freville. In the Castle Grounds try out archery, enjoy the
spectacular medieval joust, walk around the medieval encampment, chat to the street
entertainers and try out the children’s activities!

Admission times: 10.30am —3.00pm building closes 3.45 p.m.
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Admission: Adults (16yrs+) £7.50, OAP (65yrs+) £6.50, Child (5-15yrs)) £5.00, Child (2-4yrs)
£3.00, Under 2 yrs free

No Pre-booking necessary.

4.0 May/June

4.1: WW2 in the Castle
Daytime: Friday 8"- Sunday 10" May

Come and join us as we commemorate the 75" Anniversary of VE Day that saw the end of
fighting in Europe. To mark the occasion come and try your hand at firefighting, learn about
war time communications, have a go at decoding secret messages and meet the Billeting
Officer.

Admission times: 10.30am —3.00pm building closes at 3.45 p.m.

Admission: Adults (16yrs+) £7.50, OAP (65yrs +) £6.50, Child (5-15yrs) £5.00, Child (2-4yrs)
£3.00, Under 2 yrs free

No Pre-booking necessary

4.2: Castle Quest
Daytime: Monday 25" — Friday 29" May

The Castle Quest is a must for those who love solving riddles and having a go at challenges!
Questers must test their wits to unravel puzzles from the clues presented and use this
knowledge to finish the game. Questers will then meet their ultimate trial.....to walk the
Quest grid blindfolded!

A reward is given to all Questers upon completion of the grid.

Admission times: 10.30am —3.00pm Building closes at 3.45 p.m.
Admission: Adults (16 yrs+) £7.50, OAP (65 yrs+) £6.50, Child (5 -15 yrs) £5.00, Child (2-4yrs)

£3.00, Under 2 yrs free
No Pre-booking necessary.
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5.0 July/ August
Summer Events

5.1: Saxons at the Castle

Daytime: Tuesday 215 - Thursday 23" July
Tuesday 28" - Thursday 30% July
Tuesday 4" — Thursday 6" August

Come and find out what life was like for those living in Tamworth during Saxon
times.

Visit the new Saxon themed Battle and Tribute Gallery, encounter a host of
Saxon characters such as the warrior, wif and Tamworth’s own Aethelflaed. Be
challenged by Saxon themed activities and gain an insight of how the Saxons
got things done.

Admission times: 10.30am —3.00pm Building closes at 3.45 p.m.

Admission: Adults (16yrs+) £7.50, OAP (65yrs +) £6.50, Child (5-15yrs) £5.00, Child (2-4yrs)
£3.00,

Under 2 yrs free

No Pre-booking necessary.

5.2: Murder at the Castle
Daytime: Saturday 8" — Sunday 23" August

There has been a murder at the Castle. Use your investigative skills to find evidence and
crack clues to see it you can pin point the culprit. A reward is given to all who present their
findings to the sheriff in the shop.

Admission times: 10.30am —3.00pm Building closes at 3.45 p.m.

Admission: Adults (16yrs+) £7.50, OAP (65yrs +) £6.50, Child (5-15yrs) £5.00, Child (2-4yrs)
£3.00, Under 2 yrs free

No Pre-booking necessary

5.3: Storytelling

Daytime: Saturday 29'" -Monday 31t August (Bank holiday weekend)
By some strange magic the tales have escaped from the Storytellers book. Visitors are asked

to come to the Castle and help the storyteller find the lost stories and listen to their telling.
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To add to the fun visitors are encouraged to come along dressed in their favourite story
themed costumes.

Price increase on this event, as it includes a 50p charge to cover the cost of the craft
activities.

Admission times: 10.30am —3.00pm Building closers at 3.45 p.m.

Admission: Adults (16yrs+) £7.50, OAP (65yrs +) £6.50, Child (5-15yrs) £5.50, Child (2-4yrs)
£3.50, Under 2 yrs free

No Pre-booking necessary

6.0 September

5.0: Battle and Tribute Launch Event

Daytime: Saturday 19" & Sunday 20" Saxon encampment in the Castle
grounds and Saxon characters and activities at the Castle

To celebrate the opening of the New ‘Battle and Tribute’ Saxon themed gallery
at Tamworth Castle, the Castle will host Saxon Encampment in the Castle
Grounds accompanied by a host of Saxon characters and hands on activities at
the Castle

Visitors will have the opportunity to immerse themselves in the new Saxon
themed gallery and interact with a series of Saxon characters and gain an
insight into their everyday lives. Hands on activities will be available to give
participants an idea of how the Saxons got things done!

Admission times: 10.30am —3.00pm Building closes at 3.45 p.m.

Admission: Adults (16yrs+) £7.50, OAP (65yrs +) £6.50, Child (5-15yrs) £5.00, Child (2-4yrs)
£3.00,

Under 2 yrs free

No Pre-booking necessary.
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7.0 October

7.1: Ghost Tours
Evening: Saturday 17" October

TICKETED

Undertake a guided tour with a difference and find out about the Castle’s alternative
history. Visitors will be guided through the dimly lit Castle by our experienced tour guides
whilst learning about the history of the Castle and the various ghostly goings that have been
reported over the years.

Adults 16 yrs and over only

Admission times: Every half hour from 7pm —9.00 p.m. (7.00 p.m. 7.30 p.m. 8.00 p.m. 8.30
p.m. 9.00 p.m. potential for extra slot at 9.30 p.m. if required)

Admission: Adults only: £9.00

Pre-booking necessary.

7.2: Haunted Castle
Daytime: Saturday 24" - Sunday 15 November

A week full of ghostly goings on at Tamworth Castle’s haunted spooktacular. Encounter a
series of creepy characters and activities as you tour the Castle. See if you can meet the
cackling hags, then look out for Master Slaughter as he may try and steal some body parts!
Only the courageous will manage to finish their tour without being spooked.

Recommended age 6 — 11 yrs: Below that age admission is at parental discretion

Admission times: 10.30am —3.00pm. Building closes at 3.45 p.m.

Admission: Adults (16yrs+) £7.50, OAP (65yrs +) £6.50, Child (5-15yrs) £5.50, Child (2-4yrs)
£3.50, Under 2 yrs free

Price increase on this event, as it includes a 50p charge to cover the cost of the craft

activities.

No Pre-booking necessary.
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7.3: Haunted Castle Twilight Event

TICKETED

Encounter the Castle’s Halloween characters by twilight. The evening includes all of the fun
of the daytime event and more! The cackling hags will be on hand to test your spell making
powers whilst Master Slaughter the barber surgeon will be on hand to remove any
problematic body parts! Only the courageous will manage to finish their tour without being
spooked.

Admission times: Bookings from 5pm — 8.00pm

Admission: Adults (16yrs+) £7.50, OAP (65yrs +) £6.50, Child (5-15yrs) £6.50, Child (2-4yrs)
£4.50, Under 2 yrs free

Recommended age 6 — 11 yrs: Below that age admission is at parental discretion

Pre-booking necessary.

7.4: Ghost Search
Evening: Saturday 31st

TICKETED

Join us for a night with a difference on our ghost walk around the Medieval Castle, with
vigils conducted in reputedly haunted rooms. Cameras or camcorders can be used, and we

advise warm clothing and rugs or cushions for use during the vigils as rooms can be chilly!

Evening admission times: Doors open 7.30 p.m. for an 8.00 p.m. start until 12.00 midnight
Admission: Over 18s only: Adults £30.00 No concessions

Soft drinks are available for purchase on arrival. Then during a break in the evening
complimentary tea and coffee with a slice of cake are served.

Booking: Pre-booking essential
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8.0: November

8.1: Fireworks Night
Evening: Saturday 7"

This is a chance to visit Tamworth Castle after dark, before enjoying the ever popular
breath-taking firework display in the Castle grounds. Castle Grounds activities start at 6.00
p.m. with Fireworks at 7.00 p.m.

General Admission fees apply for entrance to the Castle.

Admission: Adults (16yrs+) £7.50, OAP (65yrs +) £6.50, Child (5-15yrs) £5.00, Child (2-4yrs)
£3.00, Under 2 yrs free

Admission times: 3 p.m. to 7.00 p.m. Last admission 6.15 p.m. Doors close at 7.00 p.m.
There is no admittance into or out of the Castle during the firework display.

There is no access to the Castle Tower during the evening and visitors cannot view
fireworks from the interior Castle parapets.
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9.0: December

9.1: Children’s Victorian Christmas Santa Trails TICKETED

Daytime: Saturday 5%, Sunday 6", Saturday 12", Sunday 13", Saturday 19"
Sunday 20", Monday 21%, Tuesday 22" Wednesday 23" December:

Event details:

As you hunt through the Castle on your Santa trail you will meet the Victorian household
readying themselves for the annual visit of our very special guest. Visitors will journey
around the Castle searching for Santa whilst joining in with a series of new activities - all just
in time to track down Santa in his grotto!

Times: time slots starting from 10.00 a.m. —4.15 p.m.
Admission: Child 3 years and over £10.50, Child 0-2 years £6.50, Adult £6.50 & £7.50*

*N.B. First 2 adults accompanying per child will be charged at £6.50 per adult. Any other
adults thereafter will be charged at £7.50 each.

All paying children will receive a gift appropriate to the 2 age ranges. Children 0-2 years
will receive a soft toy.

Group size: 25 per tour (including adults and children)*
Tours: Every 35 mins. 10 tours a day.

For publication purposes do not advertise the individual timings below. State ‘time slots
from 10am - 4.15pm’

10.00a.m, 10.35 a.m., 11.10 a.m., 11.45 a.m., 12.20, 1.20 p.m., 1.55 pm, 2.30 p.m.,
3.05p.m, 3.40 p.m.,
4.15 p.m.

*As with the previous two years please book the slots between 11.10a.m.3.05 p.m. first.
Once a slot is open please book it up before another is released. Thank you.

Organised groups with a large child to adult ratio need to be booked on
either 12.20 or 4.15 slots

Pre-booking essential
Customers are to arrive at least 10 minutes prior to ticket/tour time
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APPENDIX 8 — CASTLE KITCHEN PROPOSAL
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THANK YOU
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