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Notes of the Joint SHARE Front of House Forum held at the Newmarket Horse Racing Museum on 28 June 2016

Fresh Beginnings
Apologies: Joe Hoyle SHARE

Welcome
Kathy Moore, SHARE, welcomed everyone to NHRM and to our guest speakers  who have kindly given their time to SHARE today Kathy advised of changes within the SHARE Office Jamie Everett is now Regional Museums Development Officer and Simon Floyd will be leaving at the end of July 2016.
The SHARE Annual Conference will be held at NHRM on 21 November 2016 when the new site will be open.
Welcome from Chris Garibaldi, Director NHRM

NHRM will close on 11 July 2016 and open as the National Heritage Centre for Horseracing & Sporting Art in Autumn 2016 on a 5 acre site. The Centre will play a fundamental role in the economic generation of Newmarket. 
There will be a clear step change from what was perceived as a ‘local’ museum to that of a national museum of horse racing - a leading tourist attraction in the East of England.

Chris provided an overview of the horseracing industry in Newmarket that includes 80 registered trainers and between 2000 - 3000 horses in the town, based across 4000 acres of uniquely managed landscaped training grounds. Tattersalls, Europe’s leading bloodstock auctioneers deals with millions of pounds’ worth of business still traded in ‘guinea’s’  resulting in finiancial benefit to the local economy. 
Chris gave a detailed and highly enjoyable gallop through the history of the museum, which, due to its size, only one third of the collection could be on show and yet remained bursting at the seams. Visitors faced interpretative difficulty – unless they knew about horses! 

The new site with its new displays will have a clear narrative of sport through the ages with interactive technology bringing the museum to life. The approach to education has been re-oriented and will focus on the science of race horses. A key feature will be ‘the greyhound of the horse racing world’ the English Thoroughbred.
On site too on permanent display will be the British Sporting Art Trust collection. The new website will also include an online shop.

With the inclusion of the Rothschild Yard as part of Palace House, farriers will be at work and between11am – 3pm there will be  demonstrations as to how horses are  trained with the intention of dispelling the myth of ‘flighty thoroughbreds’. 
A new start for an old place Handel meets Hendrix Claire Davies, Head of Learning, Events and Interpretation, Handel and Hendrix in London
Separated by a wall and 200 years are the homes of two musicians whose chose London and changed music in their time.
Claire gave an overview of the site and in particular the development over the past three years from a rather quiet museum into a vibrant quite diverse site. Claire addressed the issues of dealing with adding a new figurehead and the reaction to their existing audience.

By concentrating on the parallels (and time travel) both Handel and Hendrix  were foreigners who came to London to make their name and were legitimate musicians in their own right This dual  approach brought together tow different audiences that resulted in the Hendrix ‘worshippers’ being found in the Handel room listening to the museum’s composer in residence playing the harpsichord
The next question is how do you put together a Hendrix concert? By having access to his record collection that indeed included Handel, it was possible to pull together a music programme from that collection. Further questions involved the availability of space 
Operationally, Handel House had required six volunteers per day over six days. It was assumed that all that was necessary was to recruit more volunteers for the new seven day rosters. Sadly this was the wrong assumption and the  few paid staff also became  part of front of house team. Imagine the Finance Director overseeing Hendrix’s bedroom! 
The team decision was that hours of opening  needed to be slightly reduced, a reconfiguration of the roster was necessary in the middle of the day with the outcome being eight volunteers working six hour shifts. 
Claire emphasised how important it was for the paid staff to experience the front of house during this period of change and also how visitors reacted to the spaces. It was also important for everyone to take soundings too. For example, Kathy Ellingham who was Hendrix’s girlfriend whilst in the flat in Brook St was invited to visit and who immediately dispelled the myth that the flat was messy! She was categoric - Hendrix was in the army and wanted everything to be tidy.   
The museum is now looking to take over the ground floor and basement having obtained the lease and return it to the shop in which Handel used to sell his music as well as expanding the available space. 

Claire concluded with her top tips of working through a period of change:

· Believe in the project. Positivity.

· Communicate, so that everyone understands why the change is required and their role as part of the change

· Involve Front of House individuals who really know the museum and  the myriad of visitors and excellently positioned to supply valuable information
· Never attempt to take on the whole project on your own. There are so many people with whom you can consult and delegate. 

· Muck in! All hands on deck – ensure everyone knows how to change a light bulb. 

The Museum has now been open for five months increasing it paid staff from 8 to 10 with upwards of 40 volunteers and due to the buy in of the whole team the Museum is ready to address the next project .

Questions 
· Which composer draws in most audiences? Hendrix draws in the most visitors. These visitors are really happy to visit the Handel exhibition areas and can often be found listening to the museum’s composer in residence. Following some experimentation, the mseum has not segregated the two areas and one ticket gives entry to both. This decision was based on observation of the initial practice of selling separate tickets which resulted in complications and the need to have volunteers on the staircases,in the rooms and passageways which it was mutually agreed as not good use of their time.
· How does the Museum market itself to schools and with what topics? The Museum made a very clear  statement from the start that Hendrix did not do drugs in the flat so felt it was not necessary to make a big issue about this fact as part of their launch. Key school audiences are secondary schools based on the GCSE Music syllabus e.g. baroque through to 60’s music. The museum is also cross curricular offering history, art and music in one location.  
‘Taster’ for the National Theatre event on 3 November 2016 at IWM Duxford with Aimee Clarke, Ickworth House, National Trust, Bury St Edmunds
Aimee gave an overview of why the National Theatre  had been invited to work with the National Trust. The  National Theatre do story  telling  really well and it presented an opportunity to enhance the current visitor experience and to challenge with the National Trust feels  it does well but might not be what the visitor wants.
Aimee then led the audience through a typical National Trust l training exercise.   

As a result, we learned that 70% of ‘language’ used is in fact body language with 30% being words and tone ( 20% tone and 10% words).

The National Trust introduced 3 hour training over 5 full days within a two week period to its volunteers and staff with the National Theatre to re-invigorate everyone as it was clear from visitor feedback that the welcome was not really happening. The purpose was to bring about a profound change - and it has!
These sessions are now a core part of training focusing on the necessary skills set for a National Trust volunteer:  story telling, improvisation and tour delivery.

National Trust staff have, as a result, been trained to continue the legacy that had been ignited by the National Theatre. Regular sessions are now in place that can be from 5 minutes to 20 minutes and the transformation is clear. By investing in the National Trust team, feedback from visitors demonstrates that objectives have been achieved.
Let’s get planning with Allison Kingsbury Facilities Manager of the Fitzwilliam Museum
This interactive exercise involving group working took everyone through the project planning necessary in making a sandwich. This exercise clearly transferred to our day to day working in considering that projects can be both successful  -or not. A set of slides are available for this practical activity and will be available on the SHARE website.

An artist’s childhood home, a capital project and new opportunities at Gainsborough’s House with Liz Cooper, Commercial Manager
Past

Liz gave a through background of the life of Gainsborough, who was a founder of the Royal Academy and played a significant part in the re-modelling and re-developing of Sudbury.  In 1897 a plaque to commemorate Gainsborough’s birthday and Queen Victoria’s Jubilee was unveiled. 

Present

The house consists of three floors of galleries, a full garden plus weavers cottages renovated into the Visitor Centre and shop. A new Director was appointed three years ago and created a momentum in terms of developments for the future. Temporary exhibition space is now available for paintings and drawings, a new sign is in place as well as a new website - but only a small amount of the collection is on display. 

Future 
It was recognised by the new Director that in order to grow and be a vibrant national centre something had to happen: create new spaces, rejuvenate, increase visitor numbers, introduce a new education programme, link the art of East Anglia and crucially a national centre for Gainsborough
Babergh District Council has bought the building, securing the space for future museum development. Partnerships were already in place for loans and a capital project was drawn up.
A powerpoint presentation demonstrated what was hoped to be achieved including a new landscape gallery with balcony in order that visitors could view the landscape plus a camera obscura. The building is registered for weddings and a café is planned for further visitor engagement and venue hire outside the pay barrier. 

Themes are to be ‘Art in a new environment’ and ‘the man and his family’

Three Front of House staff will cover reception, cleaning and taking bookings in rotation over a three week period. For volunteers, the emphasis will be on ‘The Welcome’ and on selling guides. 

In conclusion
Gainsborough’s House is to switch the balance from fundraising to using the building to generate income as well as bringing tourists to the town and beyond.

The HLF capital bid will be known in September and partnership funding of just under £1 million has been raised.  

Key events have been planned with influential people and everyone had been overwhelmed by the generosity shown and given. 

Kathy Moore concluded the session by reminding all to contact Linda Brooklyn email: lmb26@cam.ac.uk with any topics that would benefit with a slot on future forums. Kathy reminded that the SHARE National Theatre Forum will be held on 3 November 2016 at Imperial War Museum Duxford with details and bookings available on the SHARE site in September 2016. 

The first Front of House Forum will be held on 15 February 2017 in St Albans. Further details will be available on the SHARE site in October 2016. 

Evaluation sheets are critical to the planning of future events and are used to address training needs plus any other issues that could  benefit  e.g. speakers, locations – please do complete them. 
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