[image: image1.png])
&

\\\\\\\



Culture and Neighbourhood Services
City Mayor briefing

Date:
18 May 2012
To:
Councillor Piara Singh Clair, Sir Peter Soulsby
Cc:
Liz Blyth, Nisha Popat
From:
Liz Blyth and Sarah Levitt

Tel/Ext: 
0116 2528914
RE: 
Future Configuration of Museums/Belgrave Hall and Gardens 
1. Introduction
The 2012/13 Budget Strategy for Heritage Leisure and Sport did not propose any reductions to museums but instead stated “…we want to take a detailed look at their future development… focussed on encouraging access, improving efficiency and increasing income, maximising the benefits from key collections and providing better activities, learning and community facilities…we will seek to ensure that the future configuration of our museums costs less than the current one”.
This reflected proposals, developed in 2011 through the budget process, for a set of improvements over a three year period funded by savings, efficiencies and income generation, followed by a net overall budget reduction for museums.
A range of initiatives have been progressed reflecting developing thinking since then.  These are summarised in the Story of Leicester plan which focusses the service not just on its museums, but also on interpreting and promoting the city’s heritage, both in the historic city centre and in neighbourhoods.  
This report sets out our overall proposed future configuration of the service followed by more detail about proposals for Belgrave Hall.
2. Heritage buildings and sites 
Leicester Castle, Newarke (Magazine) Gateway, Wygston’s House, Belgrave Hall and Gardens
· At least ten publicly advertised events and/or guided tours per year

· At least four events per site to be free admission, others to be charged for
· Develop profit-making activities over and above these ten events

· Use profits to support the rest of the service

· Seek alternative sustainable uses that enable continued public access

· Promote and interpret also through online and mobile technology

Guildhall (See also below)
· Change summer opening from February to November to February to October, but open at 11am on Sundays rather than 1pm as at present.

· This focuses opening on times with longer daylight and better weather, and facilitates commercial hire and special winter events

· Prioritises development of Cathedral Gardens with Guildhall café accessible through partial removal of modern sections of wall
· Improves connections to Wygston’s House and Jubilee Square
3. Museums
No change other than for the Guildhall and Belgrave Hall and Gardens:
New Walk Museum, Newarke Houses

· Open Mon-Sat 10 am – 5pm, Sun 11am - 5pm ex Christmas – New Year
· New Walk Museum downstairs art galleries may be closed until 12 noon on certain Saturdays and weekdays for weddings and other commercial hire

Abbey Pumping Station, Jewry Wall Museum, Guildhall

· Open daily 11 am – 4.30 pm February – October
4. Belgrave Hall and Gardens
The greatest change proposed is to treat Belgrave Hall and Gardens as a heritage site rather than as a museum. This is for the following reasons:
The site’s revenue budget in 2011/12 was £169,300, almost the same as for Newarke Houses and Abbey Pumping Station, which each attracted well over 2 times as many visitors but cost the council similar amounts of money. 
Belgrave Hall is currently open February to October, Sundays to Wednesdays and throughout the school holidays, with some special events in winter. It attracted 16,000 visitors in 2011/12, the lowest number for any of our sites open to visitors. A significant proportion came to summer garden events. Despite numerous initiatives and externally funded projects, in recent years visitors have consistently declined, whereas the rest of the service has seen a significant increase.

Although the gardens continue to attract visitors, the house interior does not have the same appeal. The environment is too humid for many objects to be displayed, heating the upper floors is a problem, and the very high cost of upgrading displays in comparison to the low visitor numbers means this site will always be given low priority in comparison with others. The site’s strengths are its gardens, its interesting spaces and buildings, and its feeling of a secluded oasis in a busy city.
In 2011 an extensive piece of work was carried out with the National Trust to identify sites that they might potentially operate since they wished to have a property in the Leicester area. They declined to take on Belgrave Hall because although pleasant, the building and gardens are not sufficiently significant for them, have no original contents or family associations and considerable investment would be needed in raising presentation to their standards. The National Trust has now taken on Stoneywell near Bradgate Park, a Gimson family home, designed and furnished by Gimson. We have been asked to lend items in our collection including ones that originated in Stoneywell. This means that the Gimson furniture displayed at Belgrave Hall would be very much “outshone”.
At the same time community organisations were offered the opportunity through the 2011/12 budget consultation of being involved in running three museum sites. No one was interested in Belgrave Hall, but both Jewry Wall and Abbey Pumping Station have potential for greater voluntary organisation involvement. It would be impracticable to develop all three as voluntary run services, and Belgrave Hall of all the sites has potential for a new commercial as well as community focus.
Some years ago Belgrave Hall and Gardens were identified as being particularly suitable for increased income generation. EMDA and ERDF funding enabled facilities to support this to be provided such as the courtyard kitchen and toilets and the craft village. There are income streams from ghost watches and other hires, but the potential is limited without a more fundamental approach.
5. Proposals
The plan for Belgrave Hall and gardens is to stop presenting it as a museum but instead develop it as an attractive historic building and setting, and maximise its income-generating potential both for private functions and events open to the public. We will:
· Improve internal and external presentation and provide additional facilities

· Improve interpretation, publicity and events programme
· Create a commercial development officer post to increase income generation from all museum sites not just Belgrave Hall
· Reduce the cost of the service 
· Enable c.£139,500 ACE/Renaissance funding for development works at Belgrave Hall in 2012/13 to be drawn down to deliver this plan

· Keep the building used and well-maintained cost-effectively and efficiently whilst leaving open the possibility of increased public access in future

· Make better use of the Gimson Furniture collection by displaying at New Walk Museum in a new gallery funded by the savings initially achieved at Belgrave Hall. This would enable over 200,000 visitors per year to enjoy the collection rather than the current 16,000. It would also enable close partnership working and joint marketing with the National Trust, bringing their presence into the City Centre as a major cultural player

· Continue to meet existing commitments re maintaining the Belgrave Hall stable block craft village incubator units 
· Maintain the gardens and continue to develop them for events, volunteer and community projects etc

· Provide continuing public access. If we eventually achieved up  to 10,000 visits to public events, plus 5,000 people attending profit-making events this would come close to current visitor levels
· Not result in loss of posts as vacancies are being carried to accommodate displaced staff amongst the overall museums team. 
The plan changes the way the service is delivered so that Belgrave Hall so that it is presented as a beautiful, high quality period house with fresh, attractive interiors and facilities suitable for a range of modern income-generating functions. It will also have excellent historic gardens offering facilities for receptions and events including a tailor-made marquee. 

In order to operate most effectively in the new way, and to achieve the required savings, it is necessary to cease regular public access, and develop a more commercial approach to operations, with higher standards of presentation.

At the same time as these changes are made to the interior content and opening hours, a service-wide post of commercial development manager will be recruited, to maximise to use of assets including Belgrave Hall for income generation. For instance through private hire, events and weddings.
It is also essential to remove sensitive accessioned items from the museum collections and replace them with more robust furnishings which can be used rather than looked at. The poor environmental conditions already prevent display of certain items like original pictures, and the building itself was empty when first acquired by the council. There are no original furnishings in it.

The aim is very much to maintain the integrity of this important historic building and its grounds, so all work will be carried out in close consultation with the conservation team, and all necessary permissions applied for.

We are exploring closer joint working with Cross Corners Arts Centre which is run by Mellor Primary School, and Adult Skills and Learning in order to develop further efficiencies and profit-making potential. 

Both Belgrave Hall and Gardens and Cross Corners Arts centre would still be able to be included in joint marketing with the Soar Valley  Corridor Tourism group.

6. Consultations and Equalities Impact Assessment

Consultations would need to be carried out with local residents, heritage organisations and local businesses. Consultations are continuing with the LCC Conservation team regarding some of the proposed changes requiring listed building consent.
An EIA has been developed which will be updated as consultations progress.
7. Risks

If following consultations, this proposal is not accepted, then this will have an impact on our existing commitments as follows:

· The £40,000 budget will not be available to fund the Gimson and Leicester in the Arts and Crafts Era Gallery announced for New Walk Museum and there will be a negative impact  on the delivery of the Story of Leicester plan and our new partnership with the National Trust

· We will need to return the £139,000 ACE/Renaissance funding secured for improvements at Belgrave Hall which is earmarked for this purpose alone.
8. Actions to be carried out:
June – August 2012
Announcement and carry out public consultation

Recruit commercial development officer
May – September 2012
Finalise arrangements and secure permissions.


Review car parking arrangements and explore joint working with Cross Corners Arts Centre and Parks and Open Spaces (Belgrave Park)

October 2012
Close as a museum. An annual programme of special events will still be promoted. 
October 2012 – March 2013 
Refurbish ground floor (ACE/ Renaissance funding is already secured. See Appendix 1)

Transfer collections to New Walk Museum and Euston St Store

Create Leicester in the Arts and Crafts Era Gallery at New Walk Museum with a focus on the Gimson collection, to open in May 2013, closely aligned
April  2013
Re-launch and market Belgrave Hall and Gardens as a heritage site for activities such as weddings, hires and charged for events, plus around 10 public events a year.
9. Financial Implications

From 2013/14 this proposal will make overall full year savings of £40k per annum compared with the current 2012/13 budget of £169k. The savings are mainly through a reduction in the operational staffing costs. 
The savings in 2013/14 and 2014/15 will be re-invested in the service. From 2015/16 the full savings can contribute to the Council’s overall budget savings.

There will be part year savings in 2012/13 and these will be used as part of the match funding for the capital improvement works to the Hall with an estimated cost of £265k.

Martin Judson, Financial Services
9.1. ACE Funding 

Funding of £139,500 for the year 2012/13 has been secured from Arts Council towards the costs of improvement work to the interior at Belgrave Hall as well as developing  the new facilities needed for a venue of this calibre. (See Appendix 1) In order to draw down this funding there is an expectation from the Arts Council that we will contribute a similar proportion. 
We propose to source this match funding through the implementation of this proposal and an additional allocation from the service budget. 
Approval is therefore needed for this scheme in order to draw down this funding.
10. Legal Implications

This report sets out the proposals for changes to the configuration of the museums service, and greater change to Belgrave Hall. The Council has powers to provide such services under the Public Libraries and Museums Act 1964. 

The report identifies the need to consult. This engages public law principles, around decision making and consultation on which legal services should be pleased to advise, as appropriate. The process of consultation, Equality Impact Needs Assessment (EINA) and decision-making needs to be well documented and robust. Recent challenges brought in the Courts (through applications for judicial review) have highlighted the importance and need to ensure meaningful consultation, relevant EINA’s and the need for decision-makers to have all relevant information before reaching a decision, proportionate of course to the scale of (in this case) proposed changes and impact thereof.

Beena Adatia, Senior Solicitor (ext 29 6378)
11. Recommendations
· That the proposal is accepted and agreement is given for consultation to take place on the proposal that Belgrave Hall ceases operating as a Museum from October 2012 with a focus on a new future for the site as a valued heritage building.

· That the £40,000 pa savings are directed as outlined above 
· If the proposal is not accepted, then the decline of the ACE funding offer of £139,900 is noted.
Appendix 1. Details of 2012/13 ACE/Renaissance funding award
2.3. Small scale capital work at Belgrave Hall 

Total Project Budget £265,000 Funding Recommended: £139,500

The service, with the support of RDA funding, has recently undertaken considerable work at the site to redevelop and install new facilities in the stable block.  The site now has kitchen facilities, a marquee and craft workspace units.  In order to maximise the return on this investment and further increase income generation at the site further investment is required to create commercial hire facilities.  This will include:
-The removal of the Gimson collection pieces from the Hall and redisplay at New Walk Museum.
-Redecoration of ground floor rooms for use as wedding venues, meeting spaces and other income generating uses.
-Installation of new toilet facilities.
-Creation of a new area of the garden and surface for use with a marquee.  Installation of electric points to the area for use with the marquee. 

-Walkway from the Hall to the marquee for temporary cover
-Purchase of furniture and fittings
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